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Abstract

The evidence from 25 years of the Workplace EmplayniRelations Surveys shows
that a growing number of workplaces have a perdaspezialist in place and that an
increasing proportion of these specialists havevesit qualifications. Personnel
management is becoming more embedded and morespi@ialised. It is reasonable
to assume that personnel specialists are hireggly @ontemporary best practice and
thereby, perhaps indirectly, to improve performan@air analysis fails to support this
assumption. Personnel specialists are more litelige associated with traditional
industrial relations practices rather than humaouece practices. Yet, on the basis
of ratings that they have provided, where more hunegource practices are in place,
performance is more highly rated. Moreover, whaFesonnel specialists are present,

including qualified specialists, performance tenflanything, to be poorer.
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From Industrial Relations to Human Resource Managerant: The
Changing Role of the Personnel Function

Introduction

In organisations of any size, someone has to tasponsibility for managing
employment relations. In small workplaces, thig/rha the manager of the enterprise
but as organisations get larger, it is increasir@lyle for a specialist. Boxall and
Purcell (2003) define this role as being concenvél “all those activities associated
with the management of the employment relationghie firm” (p.1). The purpose
of this paper is to explore the changes over tre\Workplace Employment Relations
Surveys (WERS) in evidence about who is responsanlénis activity, what it entails

and what impact it has in the workplace.

During the 28 century, the personnel management function inrosgéions grew
from a predominantly welfare activity in a few fades to a core activity in all
organisations of any size (Niven, 1967; Watson,7)9/When the first WERS was
undertaken in 1980, personnel managers were fadbdawange of challenges and
pressures. Industrial relations and in particuldustrial conflict had a high profile
with a continuing shift towards greater emphasistloen management of industrial
relations at the company and workplace level raten through national agreements.
Legislation enacted by the Labour governments e@1870s had extended workers’
individual rights and the implementation of thagiation had provided an increased
role for personnel specialists. In many sectorssgeel managers faced chronic
shortages of key labour and had to give constaotifyr to attracting and retaining
staff. Growing concerns about low productivity gmabr quality in British industry
placed pressure on personnel managers to ensurepapfely trained staff and to
search for acceptable kinds of productivity de&®n top of this, although many
personnel managers would not be aware of it, Lé§§&8) had argued persuasively
that personnel managers were often not capableriofibg about the kind of

employment relations innovations that seemed teeqeired.



In the intervening years, industrial relations hasved out of the headlines. Instead,
contemporary debates focus more on human resouacegement. The resource-
based view of the firm (Barney, 1991; Barney andgWtr 1998) has raised the stakes
by arguing that human resource management is téotcarporate success; but this
same debate has also raised again the questiohaElould be responsible for this

activity and what part personnel specialists shpidg.

Personnel managers have always tended to be som&sbaure about their role in
organisations. This insecurity was effectively tcapd in Legge’s (1978) outline of
the ambiguities and contradictions in the role. whs further reinforced by the
analysis in the USA of Wickham Skinner (1981) whsed the memorable phrase “big
hat, no cattle” to describe a propensity of thespenel function to promise much and
deliver little, implying at the same time that pereel issues were too important to be
left to personnel specialists. At a more persdeakl, Ritzer and Trice (1969)
presented evidence about how executives in the P8weived the qualities of
personnel managers, using terms such as passagtivee not business-oriented and
risk averse. The advent of human resource managemeped to alter this
perception to the extent that Fortune in the USIpced an article proclaiming HR
managers as the “new corporate heroes” (Meyer,)1%i6en residual insecurities, it
is also not surprising that Ulrich’'s (1997) guidanon how to become “HR

champions” was welcomed with open arms by the perlccommunity.

Another way of countering concerns about persorsmcialists has been to
professionalise the function. Within the lifetinoé the WERS surveys, the UK'’s
Institute of Personnel Management has expanded &oqualifying association to
become the Chartered Institute of Personnel anclbpment (CIPD), reflecting its
status as the representative body for the functién.underlying assumption of this
status is that those with CIPD professional quadiions are likely to meet certain
standards of competence and to be in the vangudidanag @pplication of contemporary

best practice.

The WERS series provides an opportunity to exploogv far the employment
relations function has changed over the past 2Esyedhe surveys include a number

of relevant indicators. If employment relations basome increasingly important, we



might expect to see a growth in the number of wiartgs with a specialist role. Any
shift in emphasis from industrial relations to humrasource management might be
reflected in the titles and in the activities obsk in specialist roles. If the status of
the function is growing, we could expect to sedramease in its professionalisation
which might be indicated by the proportion of spéists who have relevant
gualifications. The status of the function midpet reflected in greater board-level
representation. In the early days of people managenwith a focus on welfare and
human relations, it was quite likely that the spksi role would be filled by a
woman. In the era when industrial relations don@dait was sometimes perceived,
rightly or wrongly, as more suitable for men. Té@vent of a focus on HRM has
shifted the balance again, raising the issue of thdrethe role is becoming
increasingly the domain of women. As human resmunanagement has achieved
greater prominence, there has been growing int@éneggs impact on performance
(Guest, 1997; Wall and Wood, 2005). Rather legsnabn has been paid to any
association between features of the specialisttiim@and performance. However it
is plausible to expect than any trend towards thpleyment of more professionally
qualified specialists will be associated with th@option of more contemporary
human resource practices and therefore, directlyinalirectly, with superior
workplace performance. All these issues can péexd in the WERS series.

The paper is divided into three main sections. fiits¢ explores the presence of the
specialist personnel role and the kind of peoplé¢hia role and how far these have
changed. The second considers what those respofitpersonnel management do
and how this has changed. The third examines sitgem®ce about their impact on

outcomes. In this context, there has been muchtdetbout any link between HRM

and performance. We are interested in whether whesponsible for the function

and in particular the extent to which it has becom@rofessionalised specialist
activity has any independent impact on outcomes.this paper, we will use the

generic terms ‘personnel management’ and ‘persapetialists’ to describe the role
and those who occupy the role. The actual titlesduand their implications for

practice are issues we address in the sectionfotieat.

One of the challenges in exploring changes oveRthgears and five WERS surveys

is that the questions have tended to change aaddrticularly tempting to focus on



the two most recent surveys which provide fulleccaamts of personnel practices.
However in keeping with the spirit of a review & ears of WERS, we will focus on

items that are covered across at least three afutheeys, including the 1980s surveys
wherever possible. This inevitably restricts themis that can be covered but
sufficient remain to provide a reasonably comprshanpicture of changes over the

period.

The Changing Personnel Management Role

There are conflicting arguments about the trendshan growth of the specialist
personnel manager role. On the one hand, theasedeemphasis on the importance
of human resource management and the growth ofegsmmhalism in general in
organisations might lead to an increase in spstsalon the other, the personnel role
might be particularly susceptible to the trend ta¥gaoutsourcing of some non-core
activities. The most influential view about howetpersonnel function should be
structured has come in recent years from Ulrichi¢t) 1997; Ulrich and Brockbank,
2005). There is evidence (CIPD, 2007) that mamgawpisations have followed, in full
or in part, Ulrich’'s advocacy of a three-legged rapgh whereby the key roles are
those of business partner, offering strategic amltty advice, centres of specialist
expertise, covering areas such as recruitment eledtsn, training and development
and pay and rewards and shared service centresdimigpan administrative input and
advice as well as dealing with queries from maraged staff, sometimes in a call
centre. The CIPD survey evidence (CIPD 2007) shthas where shared service
centres have been adopted, they are usually inehoather than externalised;
nevertheless, they may challenge the need for sopeel specialist at each site. So
what can we learn from the WERS series about clsaimgthe presence of personnel

specialists in the workplace?

The presence of a personnel specialist in the workplace

All five surveys collected information about theepence of a personnel specialist in
the workplace. The results are shown in TabldtIshould be noted that personnel
specialists are defined according to their fornad fitle. This differs from the
definition used by Kersley et al (2006:39) whicbaatakes account of the time spent
on personnel/employment relations matters. Oundgfn is the same as that used by



Millward, Bryson and Forth (2000: 52) and includdisthose in the first two rows of
Table 1.

Table 1. Presence of a Workplace Personnel Spsciali

% 1980 1984 1990 1998 2004
Personnel/HR 14 14 16 22 30
Employee/staff/industrial relations 1 2 1 1 0.5
General manager 49 49 24 35 37
Branch/depot/establishment manager 21 11 220 10
Other (e.g. Finance) 15 24 33 32 23

Data based on title of the person responsible fguleyment relations at the workplace. The table is
confined to workplaces employing at least 25 peapid where the respondent is located at the
establishment. The unweighted numbers range frdsf 81980 to 1380 in 2004.

There has been significant growth in the specialide since 1990 and more
particularly between the 1998 and 2004 surveysis rend remains significant after
controlling for any changes in workplace compositemd counters any suggestion of
a decline in the role as a result of devolvemeraabivities to line management or the
growth of shared servicés.Given the presumed trend from industrial relaido
human resource management, we might expect to de€eliae in the proportions with
titles containing “industrial relations”, or “emplee relations”. But what the surveys
reveal is that these titles were very rarely usaen in the early 1980s. There is
some evidence that those based in workplaces tleddnded to multi-site
organisations were able to draw on specialist eympémt relations expertise located

elsewhere in the organisation.

The relatively marked increase in the presencevadrkplace specialist between 1998
and 2004 might be explained by the growing infleenaf human resource
management. Titles may be of predominantly synsbsignificance, but they can
serve as one indication of a growing recognitiothef importance of human resource
management. Systematic evidence on this is ordylable in WERS since 1990 but
it confirms a clear trend. In 1990, less than pee cent of those responsible for
employment relations had adopted this title. 188,9t had grown to 7 per cent of the
22 per cent who were personnel specialists b 20 per cent out of the 30 per
cent identified as specialists had adopted the dmumesource’ title. The move

towards the human resource title has been more edark some workplaces than



others. For example, it has been more prevaletitarprivate sector than the public
sector, and in particular in the private servicet@e It is more common in larger
workplaces and those belonging to multi-site orgamons, in foreign-owned

establishments, and in workplaces with higher pgeges of non-manual workers

and lower percentages of part-time workers.

Qualified personnel specialists

A second indication of a growing professionalismtieé personnel function is the
presence of specialists with relevant qualificatiorHas there been a growth in the
numbers with relevant specialist qualifications® Téasults are shown in Table 2.

Table 2. Percent of those with responsibilitydarployment relations at the
workplace who have relevant specialist/professignalifications

1980 1984 1990 1998 2004

Specialists 52 57 57 72 67
Other managers 16 19 24 26 24
All managers 31 30 35 45 41

Managers are asked to say if they have “formalifications in personnel management or a closely
related subject”. The table is confined to workptaesnploying at least 25 people and where the
respondent is located at the establishment anddspsrieast 25% of her time on employment relations
matters (or “a major part” in 1980). The numbensge from 1277 in 1984 to 933 in 1980.

About two-fifths of those responsible for employrmesiations and who spend at least
one-quarter of their time dealing with employmemations matters have a
professional personnel qualification. This is meréase of around one-third since the
early 1980s. Two-thirds of those in specialisespldefined in terms of their job title,
had a professional qualification by 2004. Althoulgé proportion increased markedly
between 1990 and 1998, this trend has not beeaisedtin 2004. It is notable that
since 1990, a quarter of those in non-specialigsralso claim to have specialist
gualifications in employment relations. This ingdithat the professionalisation of
management and more particularly personnel managerhas been steadily

advancing.

Regression analysis indicates that specialists pvitfiessional qualifications are more
likely to be found in larger workplaces, in thokattare less than five years old and in
those with a higher proportion of non-manual woskemhey are also more likely to

be found in foreign-owned workplaces. There is sondication when the data are



pooled across the years that they are more likelyb¢ found in the private
manufacturing sector compared with the public gelot this was heavily influenced
by results from the earlier surveys and notably41@$d has completely disappeared
by 2004. Analysis across the surveys indicatat ttontrolling for other factors, the
probability of having a qualified specialist rungiremployment relations at the
workplace rose by a statistically significant 14gaestage points between 1980 and
1998 and by 15 percentage points between 1980@0W 2

There is some indication in the more recent survégs those using the ‘human
resource’ title are more likely to have speciafjgalifications. Among those using
this title, 72 per cent in 1998 and 72 per cer004 claimed specialist qualifications
while among those using other specialist titles;hsas ‘personnel manager’ the
proportion had dropped from 71 per cent in 1998%aper cent in 2004. This is a
large and unexpected drop. It might be explainethbge with qualifications seeking
to get their post re-titled, although the more iietaanalysis by Kersley et al (2006)
suggests that this is unlikely; or it may refleotiaflux of unqualified specialists into
workplaces where the more traditional title wasfenred, a possibility supported by
the data in Table 3 below.

Women in personnel management

Are more women now working in personnel managemdait®n the growing
proportion of women among those gaining CIPD qgicatfons, we might expect to
find an increase in the proportion of women in sgéest personnel roles. The surveys
did not collect data on the gender of the interéewn 1984 and 1990, so we can only
compare data from the 1980, 1998 and 2004 surveMse proportion of female
personnel specialists has risen from 19 per ceh®80 to 62 per cent in 1998 and 68
per cent in 2004. A similar if less marked tresdapparent in the proportion of
female non-specialists which has risen from 11 qeert in 1980, to 31 per cent in
1998 and 35 per cent in 2004. Both sets of figem@¥irm the growing presence of
women in managerial roles. Regression analysifiramthat the increase in female
personnel managers since 1980 is statisticallyifesgnt: controlling for other factors
the probability of having a female personnel managee by 22 percentage points by
1998 and by 26 percentage points by 2004. Thigltveas apparent across the public

sector, private services and private manufacturing.



Experience in personnel management

With the growth in specialist employment relatiananagers, it is possible that those
in personnel management are less experienced thtdre ipast. The propensity for

frequent reorganisations may also limit experiemca specific role. Indeed, the

CIPD survey of the HR function (CIPD 2007) reportdtat most had been

reorganised in the past year. Nevertheless, fegamt evidence, presented in Table
3, shows no change in the time spent in the cujodnsince 1990, challenging the
assumption of an increase in turbulence and jobgfha In contrast, figures reveal an
increase in 2004 in the proportion who are new @osgnnel management. The
bottom of the table reveals that this has occumestiominantly among specialists
who are not using the HR title. It should be baomenind that these are a declining

proportion of personnel specialiéts.

Table 3: Time spent in function and in present esteong personnel specialists

1980 1984 1990 1998 2004 Total
Time in current job

Less than 2 years 29 24 31 31 28 29
Two years to less than 5 30 28 33 40 4136
Five years or more 41 48 36 30 32 36
Time in personnel management
Less than 2 years 5 6 2 10 6
Two years to less than 10 14 16 123 1
Five years to less than 10 27 18 19 2121
Ten years or more 59 62 63 58 60
Time in personnel/HR 1998 2004
HR Other HR  Other
Title  title title title
Less than 2 years 2 2 4 23
Two years to less than 5 18 15 10 15
Five years to less than 10 17 19 22 7 1
Ten years or more 63 63 64 45

Board Representation
What has happened to board-level representationthef personnel function?

Representation on the main board of an organisasogenerally viewed as a
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desirable goal by the personnel profession sincantbe interpreted as an indication
of status, importance and centrality to the orgatioa. Indeed, there is evidence that
employment relations issues are more likely to ieeved strategically where there is

board level representation (Marginson et al, 1381) that the personnel function as a
whole is likely to be more influential (Guest anelcBei, 1994). This assumption has
not gone undisputed. Kelly and Gennard (2007) ertpat the development and

implementation of strategy is more likely to ocauian executive group or executive

board.

When exploring this issue in the WERS series, thstmalid comparison is based on
a restricted set of organisations consisting oftirastablishment workplaces in the
private sector which are at least 50 per cent UKexlv The surveys asked whether
there was someone on the board or top governing tth particular responsibility
for employment relations. This person may not akveg someone with a specialist
title. The evidence shows that there has been tahbr little change over the years.
In 1980, 73 per cent of respondents indicatedtti@function was represented on the
main board and in 2004 this figure was 72 per cdnt.the intervening years, the

figures changed only slightly, although there wamms indication of a dip in 1998

Summary

This analysis has highlighted and confirmed a nurobé&ends. First, there has been
some growth, notably since 1990, in the proporabthose with specialist titles who

acted as workplace respondents with responsilidityemployment relations. There

has also been a marked growth over this periothenproportion of specialists who

have adopted the ‘human resource’ title to a painére it is much more common

than ‘personnel manager’, ‘people manager’ or a@mgrmalternatives. At workplace

level, in contrast to 1980, the specialist rolenasv dominated by women and this
trend appears to be continuing. Personnel spstsalire also becoming better
gualified, more particularly where they have addptiee ‘human resource’ title, so

that a relevant specialist qualification is now tiogm.

Some things have not changed. Time in the jobiante profession has remained
fairly constant. Time in the job is especially ewbrthy given the assumption of

continual organisational changes and claims allmité¢organisation of the function.
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There has also been no change in the proportiowookplaces that have a board

member, usually at a higher level, with responigybibr employment relations.

Finally, a theme of this paper is the change framustrial relations to human
resource management. There is strong evidence p#rsonnel specialists have
adopted the human resource management title imtrg@ars, with foreign-owned
workplaces leading the way. However even in 198@ustrial relations was never
reflected in the job titles of respondents. Sucidence as we can glean from those
cases where respondents came from a higher leygiesnthat where industrial or
employment relations specialists existed, they aiper at that higher level in the
organisation. If any trend from industrial relasoto human resource management is
not readily apparent in job titles, it may be meagparent in the activities in the

workplace. This is the focus of the next section.

Specialist Roles and Personnel Practices

How far does the presence of a personnel speciai$ect the kind of practices

adopted in a workplace? Because of the greatesftiey can give to the role and, in
the case of those with specialist qualificatiohg, distinctive knowledge and training
they have gained, we might expect that where tiseaespecialist, the workplace will

adopt more personnel practices. Furthermore,ghtrive expected to adopt more of
those practices that might be construed as contempduman resource practices

rather than the more traditional practices assediaftith industrial relations.

In this section we will use two definitions of sg@ist. The first is based on the title
of the workplace respondent. If the respondentadie that refers to personnel,
human resources, employment relations, industgkdtions or other similar titles,
then they are defined as having a specialist rdks. noted above, in Table 1, the
proportion of respondents with a specialist tittewg from 15 per cent in 1980 to 30
per cent in 2004. The second criterion that wepads the possession of a
professional qualification. This addresses theimdafor the benefits of the
professionalisation of the function, promoted intigalar by the CIPD. There are
restrictions on the comparisons that can be maitg tise WERS data since, as noted

earlier, questions about professional qualificagiare only asked of those who spend
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25 per cent or more of their time on employmeratiehs matters. However this has
the advantage of providing a direct comparison gnibiwse spending a substantial
amount of time on personnel activities (whetheytaee designated as a specialist or

not) according to whether or not they are a spistiaith a professional qualification.

A direct comparison of trends in practices couldnisleading since the presence of
practices is likely to be influenced by a rangefadtors such as workplace size,
presence of trade unions and sector. We therefodertook a series of regression
analyses that enabled us to control for a rangbagkground factors. Those we
included were sector, number of employees in thabéshment, foreign ownership,
region, single or multiple site, age of establishtnéhe proportion of the workforce

that were female, part-time and non-manual, arallfinsurvey date.

One theme of this paper is to map any change iricities of personnel management
and in particular any trend from industrial relasoto human resource practices, so
we wanted to focus on some practices that refleedeth approach. Since we are also
interested in trends over the 25 years of WERS ntivaber that can be included is
strictly limited. Indeed, we had to relax this uee@ment and include some practices
that have only been measured over three surveysa Kesult, the practices that we
monitor to explore the impact of the presence etsdists and professionals, with the

dates of surveys in which they are covered showrackets, are:

Industrial relations
* The presence of a trade union representative (3981D4)
» Establishment level bargaining (1980 — 2004)
* Ajoint consultative committee (1980 — 2004)

Human resource management
» Employee share ownership (1980 — 2004)
* Profit-related pay (1984 — 2004)
» Information provision (1984 — 2004)
» Briefing groups (1984 — 2004)
* Problem-solving groups (1990 — 2004)

13



We recognise that this is a limited list of praeicand that recent WERS have
included a larger number of human resource practicelowever our aim was to
monitor trends over the years of the WERS survaegsthis list of practices should be
sufficient to identify any significant influence o& personnel specialist and

professionally qualified manager.

While accepting that these sets of what we havellkd ‘industrial relations’ and

‘human resource’ practices are incomplete, we undg&rfactor analyses to determine
to what extent they combined in a coherent way. fdiend that there were two

distinct factors. However they did not work wed scales, having alpha values of
0.48 and 0.49 respectively. Nevertheless, wevahbthe practice in many studies of
human resource management and performance andetstores on the two sets of
variables by measuring in each workplace the nurttsrwere present to provide a

more global score on industrial relations practeed human resource practices.

The influence of a specialist on industrial relations practices.

We look first at the influence of personnel spesialon the three industrial relations
practices. The results are summarised in Tableh#hvshows the pooled results
across the five surveys. For each of the threetipes, the first column shows the
results for the presence of someone at the workphath a specialist title while the
second shows the results when we compare spesialgih a professional

qualification with others who spend at least 25 pemnt of their time on personnel

issues.
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Table 4: The influence of a Specialist on Industrial Relations Practices

Presence of Union L . . . Combined measure of IR
Representative Workplace bargaining Joint consultative committee practices
Pooled Pooled Pooled Pooled Pooled Pooled Pooled Pooled
@ 2 (€] 2 (€] ()] 1) 2
Specialist title (1) -0.01 0.04 0.10 0.13
(0.85) (3.87) ** (4.44) = (4.29) **
Professional Qualification (2) 0.01 0.02 0.07 0.09
(0.34) (1.64) (2.36) * (2.38) *
Union recognition 0.65 0.65 0.19 0.20 0.62 0.03 0.90 0.89
(39.14) ** (28.39) ** (16.43) ** (12.52) ** (3.53) ** (1.27) (30.80) ** (20.77) **
Sector - manufacturing -0.04 -0.07 0.25 0.29 -0.10 -0.12 0.11 0.10
(2.05) * (2.82) ** (17.33) ** (14.15) ** (3.65) ** (3.19) ** (3.07) ** (2.03) *
Sector - private services -0.08 -0.08 0.13 0.13 -0.13 -0.14 -0.09 -0.09
(4.44) * (3.51) ** (13.07) ** (9.47) ** (6.33) ** (5.16) ** (2.75) ** (2.24) *
Size of 50-99 0.05 0.06 -0.00 -0.01 0.09 0.10 0.15 0.15
establishment (4.47) * (3.24) ** (0.17) (0.56) (5.07) ** (3.51) ** (6.09) ** (4.11) *
100-199 0.12 0.13 0.02 0.02 0.18 0.22 0.32 0.37
(8.40) ** (6.37) ** (2.44) * (1.33) (8.53) ** (7.34) ** (11.37) ** (8.88) **
200-499 0.21 0.21 0.07 0.08 0.29 0.33 0.57 0.63
(12.61) ** (9.72) ** (5.07) ** (4.60) ** (11.51) ** (10.55) ** (16.55) ** (14.16) **
500+ 0.23 0.23 0.11 0.12 0.35 0.39 0.70 0.74
(12.00) ** (9.30) ** (7.19) = (6.09) ** (12.36) ** (11.90) ** (17.87) ** (15.17) **
Foreign ownership 0.01 0.00 0.06 0.05 -0.04 -0.06 0.04 -0.01
(0.89) (0.07) (4.30) ** (2.64) ** (1.29) (1.47) (1.06) (0.21)
Single establishment 0.00 0.01 0.04 0.06 -0.06 -0.08 -0.02 -0.02
(0.20) (0.48) (3.95) ** (3.52) ** (3.54) ** (3.17) ** (0.80) (0.47)
Age of <5 years -0.00 0.03 0.00 -0.00 -0.01 -0.05 -0.01 -0.02
egtablishment g (0.29) (1.56) (0.34) (0.18) (0.43) (1.63) (0.37) (0.43)
5-9years -0.12 -0.01 -0.00 0.01 -0.00 0.02 -0.02 0.02
(1.15) (0.35) (0.29) (0.81) (0.08) (0.44) (0.64) (0.41)
Proportion of women -0.10 -0.12 -0.01 -0.01 0.00 -0.07 -0.11 -0.20
(4.06) ** (3.47) ** (0.93) (0.64) (0.01) (1.24) (2.38) * (2.84) **
Proportion of part-time -0.51 -0.05 0.01 -0.01 -0.02 -0.02 -0.07 -0.10
(1.82) (1.41) (0.77) (0.83) (0.57) (0.41) (1.20) (1.18)
Proportion of non-manual 0.01 -0.01 -0.00 -0.01 0.04 0.03 0.04 0.00
(0.40) (0.42) (0.29) (0.82) (1.48) (0.81) (1.27) 0.12)
WERS 1984 0.03 0.06 -0.01 -0.03 -0.00 -0.01 0.02 0.03
(2.07) * (2.46) * (1.07) (1.45) 0.11) (0.21) (0.70) (0.59)
WERS 1990 -0.03 -0.01 -0.01 -0.01 -0.03 -0.06 -0.07 -0.07
(1.98) * (0.37) (0.54) 0.47) (1.35) (1.68) (2.15) * (1.53)
WERS 1998 -0.08 -0.07 -0.03 -0.03 -0.02 -0.04 -0.12 -0.14
(4.66) ** (2.95) ** (2.79) ** (1.69) (0.86) (1.11) (3.98) ** (2.89) **
WERS 2004 -0.08 -0.07 -0.02 -0.02 -0.06 -0.05 -0.16 -0.14
(4.09) ** (2.80) ** (2.49) * (1.34) (2.65) ** (1.26) (4.94) ** (2.84) **
Constant 0.11 0.12 -0.17 -0.15 0.28 0.37 0.23 0.34
(4.40) ** (3.43) ** (10.62) ** (6.69) ** (8.45) ** (7.12) ** (4.71) ** (4.77) **
Observations 7676 4867 7676 4867 7665 4863 7676 4867
Adjusted r2 0.62 0.65 0.24 0.28 0.13 0.15 0.50 0.52

Reference categories are public sector for sector; 25-49 employees for size; 10+ years for age; WERS 1980 for the surveys. Region was included in the regressions and is
sometimes significant but is not included in the table. OLS regressions weighted with establishment survey weights.

* = significant at <.05; ** = significant at <.01

The presence of a personnel specialist has ndfiseymi association with presence of
a workplace union representative but it is assediatith bargaining at workplace
level and with a workplace joint consultative cortie®. Separate year regressions
(not shown but available on request) show that aksociation with workplace
bargaining is significant in the 1980, 1984 and 8881t not the other survey years

and there is no clear trend. The association letveepersonnel specialist and the
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presence of a joint consultative committee is $igamt in 1998 and 2004 and the
coefficient has risen over time implying that theegence of a specialist has an
increasingly important influence. Being a spestalith professional qualifications
has less impact. Among those spending at leastqoader of their time on
employment relations matters, the only associatitth being a qualified specialist is
with the greater likelihood of the presence of mtj@onsultative committee in the

pooled data but this association is not significargny specific year.

The analysis of the trend over the years shows that presence of a union
representative increased between 1980 and 1984alsuteen declining steadily since
then. Workplace bargaining has been followingnailar trend although the decline
only became significant in 1998 and 2004. The preseof a joint consultative
committee has tended to decline marginally over ybars but this decline has
become more marked and reaches significance in.206# is somewhat surprising
in the light of the impending legal requirementrstitute consultative arrangements
with employees. It is notable that the associalietween the presence of JCC’s and
personnel specialists has strengthened over tirteps reflecting greater awareness
in 2004 of the impending legislation in workplacesth in-house employment

relations expertise.

To gain a more coherent picture of the associabetween the presence of a
personnel specialist and traditional industriabtiens practices, we combined the
three measures by simply counting how many wersgortein each workplace. This
revealed that 50 per cent had none of them, 3T¢mrhad one, 17 per cent had two
and only 3 per cent had all three. Using this megghe pooled results, summarised
in the right hand columns of Table 4, show a sigaiit positive association between
the presence of both a personnel specialist anbfegsionally qualified specialist
and the greater use of these practices. In theafas personnel specialist, this can be
largely accounted for by the stronger and staéiliticsignificant association in the
1998 and 2004 surveys. For the professional slsiathe association is
consistently positive in each year but only sttty significant in the pooled years
regression. These results should be viewed agaibatkdrop of a steady decline in
the use of these practices in successive survelaive to 1980, the probability of

scoring an additional point on the (0,3) scalesfdly 6 percentage points between
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1980 and 1990, by 12 percentage points between H9D 1998, and by 16
percentage points between 1980 and 2004. Thermpattgéed above for the whole

economy is closely mirrored when the analysis s¢rieted to the trading sector.

The influence of a specialist on human resource practices

The influence of a personnel specialist on the adopf what we have defined as
human resource practices is shown in two sepasates Table 5 shows the results
for practices that apply to the whole economy whiddle 6 shows results restricted
to the trading sector since they are concerned aghects of profit-sharing and

employee share-ownership that can only occur gmgactor.

Table 5 addresses briefing groups, problem-solgiregips and information sharing.
Briefing groups are defined as regular meetings dlcaur at least monthly between
line managers and the workers for whom they arporesible. Problem-solving
groups are defined as groups that solve specifablems or discuss aspects of
performance or qualityinformation sharing occurs when management dig&gu
information on investment plans, the financial posi of the establishment, and on
staffing plans. They are not particularly novelgtiges but they are commonly found
in lists of human resource practices (see, for @emAppelbaum et al, 2000) and
serve to represent such practices. If speciaists more likely to adopt human
resource practices in general, then we might exjhech to do so in the case of these

practices.
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Table 5: The influence of a Specialist on Human Resource Practices

Briefing Groups

Problem Solving Groups

Information Provision

Pooled Pooled Pooled Pooled Pooled Pooled
(€ 2 @ @ @ )
Specialist title (1) -0.01 -0.08 -0.00
(0.63) (3.17) ** (0.05)
Professional Qualification (2) -0.00 -0.04 0.06
(0.00) (1.10) (0.90)
Union recognition 0.07 0.08 0.02 0.06 0.34 0.38
(3.15) ** (2.54) * (0.88) (1.69) (6.78) ** (6.00)
Sector - manufacturing -0.13 -0.06 0.01 0.09 0.10 0.14
(3.74) ** (1.46) (0.32) (1.59) (1.28) (1.52)
Sector - private services -0.04 -0.00 -0.06 -0.02 -0.02 0.05
(1.60) (0.07) (1.97)* (0.53) (0.40) (0.78)
Size of 50-99 0.04 0.03 0.01 0.02 0.13 0.07
establishment (1.80) (1.06) (0.33) (0.56) (2.72) ** (1.05)
100-199 0.06 0.05 0.09 0.06 0.10 -0.03
(2.67) ** (1.49) (3.03) ** (1.46) (1.79) (0.45)
200-499 0.08 0.04 0.14 0.07 0.18 0.09
(2.92) ** (1.29) (4.51) (1.82) (3.01) ** (1.19)
500+ 0.10 0.07 0.22 0.15 0.38 0.30
(3.34) ** (1.98) * (6.42) ** (3.60) ** (5.84) ** (4.19)
Foreign ownership -0.03 -0.04 0.03 0.06 -0.04 -0.13
(0.79) (0.82) (0.78) 1.17) (0.44) (1.14)
Single establishment -0.06 -0.07 -0.08 -0.07 -0.44 -0.43
(2.48) * (1.90) (2.95) ** (1.76) (7.76) ** (5.55)
Age of <5years 0.04 0.07 -0.03 -0.05 0.03 0.10
establishment (1.02) (1.27) (0.75) (1.10) (0.37) (1.01)
5-9years 0.05 0.05 -0.04 -0.07 -0.05 -0.11
(1.58) (1.17) (1.22) (1.52) (0.77) (1.26)
Proportion of women 0.18 0.11 0.17 0.23 -0.01 -0.15
(3.86) ** (1.82) (3.25) ** (3.46) ** (0.07) (1.25)
Proportion of part-time -0.04 -0.06 -0.13 -0.11 0.28 0.35
(0.78) (0.87) (2.31) * (1.47) (2.46) * (2.46)
Proportion of non-manual 0.02 0.02 0.09 0.08 0.34 0.29
(0.60) (0.43) (2.33) * 1.72) (4.91) = (3.40)
WERS 1990 0.11 0.16 0.18 0.27
(4.15) ** (4.36) ** (3.11) ** (3.72)
WERS 1998 0.17 0.12 0.10 0.02 0.47 0.48
(6.26) ** (3.13) ** (3.62) ** (0.54) (8.14) ** (6.51)
WERS 2004 0.38 0.38 -0.00 -0.07 0.47 0.51
(14.37) ** (11.32) ** (0.16) (1.91) (8.05) ** (7.03)
Constant 0.30 0.31 0.30 0.27 0.97 1.09
(6.43) ** (4.85) ** (5.68) ** (3.94) ** (9.95) ** (8.44)
Observations 5907 3930 4308 2805 5907 3930
Adjusted r? 0.13 0.11 0.06 0.07 0.14 0.12

Reference categories are public sector for sector; 25-49 employees for size; 10+ years for age; WERS 1984 for the
surveys for briefing groups and information provision and WERS 1990 for problem solving groups (because they are
not present in 1984 data). Region was included in the regressions and is sometimes significant but is not included in
the table. Information provision is based on management provision of information on investment plans, financial
position of the workplace and staffing plans. OLS regressions weighted with establishment survey weights.

* = significant at <.05; ** = significant at <.01

Table 5 shows almost no significant influence ofspanel specialists or those with
professional qualifications on the adoption of eaththese practices. The only
significant results show that personnel speciaastsless likely to be associated with
the adoption of problem-solving groups. Closepéewion reveals that the presence
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of a personnel specialist was negatively associaidd the use of problem-solving
groups in each of the three surveys where this timesvas included and was
significantly negative in 1998. For those spestaliwith professional qualifications,
it was significantly negative in 1990 but had shiftto becoming a marginally
positive association by 2004. However neitheraetsults suggests that specialists
are at the forefront of innovation in human reseupractices. Separate year
regressions for the use of briefing groups alsowsl® small and statistically
insignificant negative sign in each year for boteasures of specialism with the
exception of 1990 when the sign becomes positiveinally, with respect to
information provision, the general pattern for babecialist roles and specialist
gualifications reveals small positive associatimnsach year except 1998 when in the
case of personnel specialists, it is significamigative and for those with specialist
gualifications it is marginally negative. In sunmpathere is no evidence that
personnel specialists in general or those withgasibnal qualifications set the trend
with respect to human resource practices. If angthn a context where use of these
practices has been growing over the years — asatedl by the trends in the survey
year coefficients in the pooled regressions - thekplaces in which they are present
tend to lag behind in adopting them.

Practices associated with financial participatian only be considered in the context

of the trading sector. The relevant findings foofit-related pay and employee share

ownership are shown in Table 6.
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Table 6: The influence of a Specialist on Human Resource Practices (Private trading sector only)

Profit-Related Pay Employee Share Ownership Combined Measure of HR

Practices
Pooled Pooled Pooled Pooled Pooled Pooled
1) @] 1) (@] (1) (@]
Specialist title (1) -0.05 0.03 -0.00
(1.52) (1.17) (0.05)
Professional Qualification (2) -0.01 0.05 0.10
(0.44) (1.67) (1.55)
Union recognition 0.00 -0.04 0.11 0.11 0.23 0.16
(0.12) (1.43) (5.95) ** (3.82) ** (5.39) ** (3.00) **
Sector - private manufacturing -0.01 -0.04 -0.02 -0.08 -0.08 -0.11
(0.34) (1.08) (1.05) (2.81) ** (1.63) (1.59)
Size of 50-99 0.04 0.04 0.02 0.01 0.16 0.06
establishment (1.38) (1.00) (1.31) (0.45) (3.46) ** (0.95)
100-199 0.07 0.06 0.03 0.04 0.24 0.13
(2.40) * (1.64) (1.55) (1.23) (4.58) * (1.96)
200-499 0.09 0.11 0.12 0.13 0.37 0.26
(2.57) * (2.68) ** (4.35) ** (3.68) ** (6.15) ** (3.75) **
500+ 0.11 0.12 0.11 0.13 0.56 0.47
(2.86) ** (3.00) ** (3.47) = (3.42) ** (8.10) ** (6.28) **
Foreign ownership -0.04 -0.05 -0.11 -0.09 -0.17 -0.20
(1.06) (1.17) (3.65) * (2.17) * (2.45) * (2.49) *
Single establishment -0.18 -0.20 -0.25 -0.24 -0.44 -0.52
(6.67) ** (5.34) ** (14.55) ** (9.48) ** (9.94) ** (7.87) **
Age of <5 years -0.02 0.02 -0.00 0.01 0.11 0.25
establishment (0.43) (0.32) (0.01) (0.29) (1.78) (2.69) **
5-9years 0.03 0.05 -0.01 -0.01 0.13 0.13
(0.79) (1.08) (0.31) (0.44) (2.20) * (1.63)
Proportion of women -0.14 -0.24 -0.07 -0.15 0.02 -0.23
(2.49) * (3.35) ** (1.99) * (2.84) ** (0.25) (1.94)
Proportion of part-time -0.04 0.07 0.15 0.21 -0.07 0.07
(0.63) (0.83) (3.29) ** (3.15) ** (0.66) (0.57)
Proportion of non-manual 0.22 0.16 0.19 0.19 0.38 0.27
(5.61) ** (3.31) = (6.72) ** (4.70) *=* (5.65) ** (3.29) **
WERS 1984 0.07 0.08
(3.49) ** (2.37) *
WERS 1990 0.25 0.27 0.15 0.21 0.39 0.50
(8.97) ** (6.98) ** (6.92) ** (5.47) ** (7.22) ** (6.61) **
WERS 1998 0.30 0.31 0.13 0.14 0.54 0.50
(10.08) ** (7.81) ** (5.29) ** (3.78) ** (10.38) ** (6.60) **
WERS 2004 0.28 0.29 0.16 0.17 0.83 0.84
(8.83) ** (7.59) ** (5.95) ** (4.58) ** (14.69) ** (11.64) **
Constant 0.20 0.23 0.07 0.11 0.60 0.81
(4.63) * (3.82) ** (2.42) * (2.10) * (7.61) ** (7.16) **
Observations 4070 2639 5273 3280 4070 2369
Adjusted r2 0.13 0.14 0.18 0.17 0.23 0.23

Reference categories are private services for sector; 25-49 employees for size; 10+ years for age; WERS 1980 for
the surveys but note tht the question about profit-related pay was not asked in 1980 so the reference category
becomes 1984. Region was included in the regressions and is sometimes significant but is not included in the table.
The measure of profit-related pay includes deferred schemes for 1984 - 1998 but not in 2004. OLS regressions
weighted with establishment survey weights.

* = significant at <.05; ** = significant at <.01

The results in Table 6 confirm the pattern notadtfie other practices. There is no
significant association between either indicatop@fsonnel specialists and the uptake
of either form of financial participation. This despite a big growth in the use of
employee share ownership between 1980 and 1990,vefiich there was less change

and a big growth in use of profit-related pay betw@&984, when data about this were
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first collected and 1998, followed by a levellinff. 0 Closer inspection of the results
for separate years reveals that the associatiomeket profit-related pay and the two
measures of personnel specialist is always neghativ@on-significant, except for the
single case of qualified specialists in 1998 whiee $ign becomes positive before
reverting to negative in 2004. In contrast, tlgmsifor employee share ownership are
positive in each year and are significantly positim 1990 for both measures of
personnel specialism. However, once again, thenpeis somewhat inconsistent with
a small negative association for the specialisé riol 1990 and for the qualified

specialist in 1984.

To obtain a more general picture of the role ospenel specialists in the adoption of
human resource practices, we combined the four humesource management
practices available since 1984 (share ownershgfitgharing, information provision,
and briefing groups) into a single measure for \p@&es in the trading sector. The
count variable runs from zero to three, with wodgals scoring each time they have:
a briefing group, all three types of informatiornoyision, either profit-sharing or
share-ownership. The results are shown in the hght columns of Table 6. There is
no statistically significant association betweea HRM count and the presence of a
personnel specialist, except in 1998 when theeenggative association. In the case
of the qualified specialists, there is no signifitassociation except in 1990 when it is
positive. The very limited influence of personepkcialists should be viewed against
a backdrop of the steadily increasing adoptionhefsé practices over the years in
which the surveys were conducted.

Summary: Personnel Specialists and Personnel Practices

The results outlined above are almost the oppaditthose we expected to find.
While the analysis of the trend over successive WERveys confirms the decline in
the use of industrial relations practices, whepeesonnel specialist is present, these
practices are more likely to persist. Within theedalist personnel population, this
tendency is slightly stronger where there is a ifjadl specialist. How are we to
explain this? It is possible that organizatioregitays a part, although we controlled
for size of establishment and multi- versus sirgile-organizations in the regressions.

It is also possible that personnel specialistsaasociated with the formalisation of
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policy and practice and then help to maintain fdrm@ctices such as workplace
bargaining and consultation.

The findings from this analysis of successive WERSB/eys confirm the decline in
industrial relations practices and the growth ofnlan resource practices. However,
contrary to expectations, personnel specialistduding qualified specialists are not
in the vanguard of human resource innovationsanifthing, they tend to lag slightly
behind the general trend. There is no basis irethesults on which to claim that they
are ‘human resource champions’ (Ulrich, 1997). lreminore, they are much more
likely to be associated with the maintenance oflititenal industrial relations
arrangements. Some years ago, Legge (1978) athaeid personnel managers were
to gain power and influence they had to becomeeeittonformist innovators’ or
‘deviant innovators’. Evidence from WERS suggdbtst they are neither; instead,
they are traditionalists, associated with the negiabce of industrial relations

practices, perhaps wary of taking a lead in theoido of human resource practices.

The rather traditional stance of personnel spetg&lis understandable if it is
associated with higher performance. But much ef tacent debate and research
about human resource management and performancel@et al, 2005: Combs et
al, 2006) has confirmed an association betweeadbgtion of more of what we have
termed human resource practices and organisatijpmdbrmance. However, the
earlier analyses suggest that trade union recognsi associated with the adoption of
human resource practices and it is possible thattereance of traditional industrial
relations practices also contributes to this (Bnydéorth and Kirby, 2005). The next
section therefore looks for any association betwten presence of a personnel
specialist or a professionally qualified speciafistd workplace performance, taking
into account the presence of various personnetipesc

Personnel Specialists and Workplace Performance

Is the presence of a personnel specialist assdciatgh better workplace
performance? Given the evidence for an associdit&ween HR practices and firm
performance (Boselie, et al, 2005; Combs et al6®00is plausible, despite some of

the findings in the previous section, to assuna the presence of specialists who
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have some responsibility for these practices magp &le associated with superior
workplace performance. This section sets out tavanghe question by analysing two
sets of outcome measures. The first, which canebeonably objectively assessed
and which potentially apply to all workplaces, centlevels of labour turnover and
the incidence of industrial conflict. While tharey be cases in which organisations
seek a higher than normal level of labour turnovex,are assuming in the present
context that a lower level of staff turnover is@sitive outcome. We are making the
same assumption in the case of industrial conflidie next three outcomes are based
on ratings by the respondent of the employmentiogiga climate and of comparative
levels of productivity and financial performanc&hese are standard questions that
have been asked in several of the WERS surveysy dte subject to a positive skew
and are also likely to suffer from common methodiarece in so far as the same
respondent is providing information about both theependent and dependent
variables (Spector, 2006; Wright et al, 2001). réhe also an on-going and as yet not
fully resolved debate about how closely these stivie ratings provide an accurate
reflection of actual performance (See Wall et B)2and Chapter 10 in Kersley at al,
2006). However if we assume that the error randemiout and the skew is
reasonably consistent, then these ratings stilideoa potentially useful way of
assessing any link between personnel specialistsvarkplace performance. In what
follows we restrict the analyses to workplaceshia private trading sector. It should
be borne in mind that the first column in eachhaf tables explores the impact of a
specialist personnel role using the full samplewarkplaces while the second
column, focusing on the impact of a qualified spbsi, is restricted to workplaces
that have a manager spending at least 25 per detitew time on employment

relations matters. We refer to these as sampéasl 2 respectively.

Labour turnover and industrial conflict

The results for the first two items, covering labtwrnover and industrial conflict, are

presented in Table 7. Labour turnover is measusaty a banded variable where 1 =
low (5% or less), 2 = middling (5-13%) and 3 = hig@hore than 13%). Industrial

conflict is a (0,1) outcome with workplaces scorithgwhere they report some form

of industrial action in the past 12 months. Theveyrdate coefficients in the pooled
regressions indicate no consistent trend in laktoanover over the period. In

contrast, the incidence of industrial conflict hdeclined since 1984, although the
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main decline was between 1984 and 1990 and sirrettie levels of conflict have
remained fairly stable and very low. There is rgmgicant association between either
the presence of a personnel specialist or a gedlifpecialist and lower labour
turnover or industrial conflict. We also ran theabysis using a continuous measure
of labour turnover, excluding those with annualntwer above 110 per cent, and

again found no significant associatiohs.

For these analyses, we used the two combined nemasirtraditional industrial
relations and more contemporary human resourcetiggacto explore the more
conventional analysis linking practices and perfanoce. We also conducted a
separate analysis looking at each individual pecactin general, greater use of
traditional industrial relations practices is n@msficantly associated with levels of
labour turnover. However, the presence of a ungpmesentative at the workplace is
significantly associated with lower labour turnouethe pooled data and specifically
in 2004. This is over and above the negative aasgoc with union recognition, also
shown in Table 7, which is a standard finding ie literature (Freeman and Medoff,
1984). The presence of more industrial relatiorectces is associated with higher
levels of industrial conflict but it is only sigieint when we examine the pooled data
across the surveys and in 1998. Among the induiseiations practices, the presence
of establishment bargaining is significantly asated with more industrial conflict,
both in the pooled data and in 1990, even havingatted for the positive effect of

union recognition.

In the private trading sector as a whole (samplthé)greater use of human resource
practices is not associated with labour turnoveindustrial conflict. However, the
results are different among the sub-sample of wadgs with managers spending at
least one-quarter of their time on employment refest (sample 2). In this sub-
sample the greater use of human resource pracéticassociated with lower labour
turnover and higher incidence of industrial corflicThe pattern of association

between more HR practices and lower labour turnsveonsistent across the surveys
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Table 7: The Association Between Personnel Specialists and Workplace Performance
(Private trading sector)

Labour Turnover Industrial Conflict
Pooled Pooled Pooled Pooled
(1) @) 1) 2
Specialist title (1) 0.07 0.00
(1.25) (0.28)

Professional Qualification (2) 0.08 0.01

(1.24) (1.21)

Industrial relations practices -0.08 -0.08 0.03 0.03
(1.81) 2.77) (3.45) ** (2.13) **

Human resource practices -0.02 -0.09 0.01 0.02
(1.00) (2.83) ** (1.80) (2.61) **

Union recognition -0.26 -0.30 0.05 0.05
(4.01) ** (3.83) ** (3.39) ** (2.41) *

Sector - manufacturing -0.15 -0.13 0.02 0.02

(2.31) * (1.60) (1.60) (1.31)

Size of 50-99 0.01 0.00 0.01 -0.00

establishment (0.12) (0.05) (1.12) (0.35)

100-199 0.21 0.23 0.02 0.03

(3.83) ** (3.17) ** (1.85) (1.84)

200-499 0.12 0.13 0.03 0.03

(1.68) (1.62) (2.24) * (1.37)

500+ 0.08 0.15 0.11 0.10
(0.99) (1.80) (5.63) ** (4.11) **

Foreign ownership 0.05 -0.01 -0.01 -0.01

(0.81) (0.17) (0.78) (0.67)

Single establishment -0.07 -0.08 -0.01 -0.01

(1.21) (0.97) (1.19) (0.57)

Age of < 5years 0.14 0.21 0.00 0.01

establishment (1.70) (2.57) * (0.21) (0.47)

5-9 years 0.12 0.13 0.01 0.03

(1.93) (1.45) (0.69) (1.38)

Proportion of women 0.32 0.25 -0.02 -0.05
(2.99) ** 2.77) (1.42) (2.09) *

Proportion of part-time 0.27 0.38 -0.02 0.00

(2.47) * (2.68) ** (1.78) (0.02)

Proportion of non-manual -0.13 -0.07 -0.01 -0.02

(1.69) (0.74) (1.20) (1.29)

WERS 1990 -0.04 -0.07
(3.45) ** (3.46) **

WERS 1998 0.11 -0.01 -0.07 -0.12
(1.96) * (0.11) (6.61) ** (7.15) **

WERS 2004 -0.01 -0.03 -0.06 -0.11
(0.24) (0.43) (4.31) ** (5.71) **

Constant 221 2.36 0.05 0.82
(23.55) ** (16.37) ** (3.35) ** (3.24) **

Observations 2849 1817 4039 2622

Adjusted r2 0.12 0.16 0.12 0.16

Reference categories are private services for sector; 25-49 employees for size; 10+ years for age; WERS 1980
for the surveys. Region was included in the regressions and is sometimes significant but is not included in the
table. The reference category for survey years is 1984 for industrial conflict and 1990 for labour turnover reflecting
the survey years in which relevant data were first collected. OLS regressions weighted with establishment survey
weights were used.

* = significant at <.05; ** = significant at <.01



and is strong and significant in 2004. The sigaifit association between human
resource practices and incidence of industrial lazinfvhile significant in the pooled
analysis, is attributable mainly to the results 1884 and 1990 and the association
has all but disappeared in the two more recentegsty Among the specific practices,
the provision of more information is associatednbaith lower labour turnover and
with more industrial conflict in the pooled datasamples 1 and 2.

This initial analysis of outcomes indicates thaqtices are more strongly associated
with turnover and conflict than the presence ofeaspnnel specialist. The previous
analysis showed that personnel specialists appearbdve had very little influence
on the presence of human resource practices, lret agsociated with the continuing
presence of traditional industrial relations preesi It is possible in the case of these
practices that they mediate the influence of sflistsavith respect to higher industrial
conflict; but we can conclude that there is no ragdg process in operation with

respect to human resource practices.

Personnel specialists and ratings of employment relations climate, productivity and
financial performance

Neither the presence of a specialist personnel molethe presence of a qualified
personnel specialist is associated with the clindtemployment relations at the
workplace. There is also no association betweertrdditional and human resource
sets of practices and employment relations climatepugh the positive association
between human resource practices and employmeatiored climate is close to
significance in the pooled data and is significkont 1998 in sample 2. The only
individual practice that is significant in the pedldata is the provision of information
which is associated with a more positive employnrelitions climaté It is notable
that the ratings of the employment relations clerappear to have deteriorated since
1984 and notably between 1984 and 1990 but have diable since 1990.
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Table 8: The Association Between Personnel Specialists and Workplace Performance (Private trading sector)

Specialist title (1)

Professional Qualification (2)

Industrial relations practices

Human resource practices

Union recognition

Sector - manufacturing

Size of 50-99
establishment

100-199

200-499

500+

Foreign ownership
Single establishment
Age of 5 years
establishment

5-9years
Proportion of women
Proportion of part-time
Proportion of non-manual
WERS 1990

WERS 1998

WERS 2004

Constant

Observations
Adjusted r?

Employment Relations Climate Labour Productivity
Pooled Pooled Pooled Pooled
@ @ @ @

-0.05 -0.09
1.27) (1.89)
-0.06 -0.12
(1.17) (1.95)
-0.01 -0.04 0.00 -0.04
(0.44) (1.23) (0.11) (1.06)
0.01 0.05 0.03 0.06
(0.69) (1.91) (1.84) (2.64) **
-0.01 0.08 -0.08 0.02
(0.29) (1.49) (1.48) (0.33)
-0.05 0.03 -0.08 -0.14
(1.42) (0.54) (1.55) (2.00) *
-0.04 -0.08 0.04 0.06
(1.33) (1.53) (0.95) (1.05)
-0.12 -0.16 0.05 0.10
(3.09) ** (2.98) ** (1.06) (1.44)
-0.18 -0.27 0.06 0.09
(3.78) ** (4.55) ** (1.10) (1.30)
-0.13 -0.20 0.11 0.17
(2.35) * (3.15) ** (1.77) (2.17) *
-0.00 -0.03 -0.03 -0.01
(0.00) (0.52) (0.44) (0.12)
0.10 0.10 0.09 0.10
(3.06) ** (2.12) * (2.16) * (1.53)
0.13 0.14 0.03 0.02
(2.81) ** (2.43) * (0.39) (0.21)
-0.05 -0.08 0.07 0.08
(1.18) (1.25) (1.44) (1.30)
0.17 0.15 0.01 0.08
(2.62) ** (1.75) (0.09) (0.72)
0.09 0.17 -0.10 -0.09
(1.22) (1.74) (1.04) (0.78)
-0.02 -0.05 0.08 -0.07
(0.52) (0.84) (1.38) (1.04)
-0.13 -0.14
(3.36) ** (2.60) **
-0.12 -0.13 0.02 0.08
(2.97) ** (2.13) * (0.40) (1.23)
-0.11 -0.13 0.05 0.07
(2.47) * (2.29) * (1.00) (1.10)
2.32 2.28 2.32 2.22
(43.24) ** (28.35) ** (30.41) ** (19.79) **
4057 2629 2627 1684
0.06 0.09 0.03 0.05

Managers are asked to rate the realtionship between management and employees on a five-point ordinal scale
from 'very good' to 'very poor'. The analysis collapses this scale, distinguishing between workplaces with 'very
good/good', ‘'neither good nor poor' and ‘poor/very poor' relations.

Managers are asked to rate labour productivity and financial performance at their establishment ‘compared with
other establishments in the same industry' on a five-point ordinal scale tunning from 'a lot better than average' to

‘a lot below average'. These scales are collapsed to distinguish between 'above average', ‘average' and 'below

average'.

Reference categories are private services for sector; 25-49 employees for size; 10+ years for age; For climate

and performance WERS 1984 is the reference for the survey years but it is WERS 1990 for productivity due to the
absence of productivity data in 1984. Region was included in the regressions and is sometimes significant but is

not included in the table. OLS regressions weighted with establishment survey weights were used.

* = significant at <.05; ** = significant at <.01

Financial Performance

Pooled

®

-0.08
(1.75)

0.00
(0.13)

0.04
(2.55)
-0.11
(2.36)
-0.06
(1.39)
0.08
(2.14)
0.09
(1.98)
0.13
(2.36)
0.18
(2.91)
-0.02
(0.35)
0.01
(0.31)
0.04
(0.68)
0.05
(1.11)
-0.01
(0.10)
-0.08
(0.80)
0.11
(2.12)
0.02
(0.58)
0.07
(1.45)

0.01
(0.16)

2.36
(36.14)

3491
0.04

*

*

*

*

*

*k
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Pooled

@

-0.10
(1.67)
-0.02
(0.51)
0.05
(2.28)
-0.10
(1.67)
-0.11
(2.00)
0.09
(1.57)
0.13
(2.21)
0.15
(2.22)
0.19
(2.60)
-0.12
(1.68)
-0.03
(0.56)
-0.03
(0.40)
0.04
(0.64)
-0.02
(0.19)
-0.16
(1.28)
-0.00
(0.01)
-0.06
(1.00)
-0.01
(0.24)

0.01
(0.20)

2.53
(29.11)

2264
0.05

*

*

*

*



The association between the two personnel speuiaNsriables and labour
productivity is generally negative but not statigtly significant at a 95 percent
confidence level. There is a positive association between the coetbmeasure of
human resource practices and labour productivitysample 2 it is significant in the
pooled regression and the separate regressiod9%r and 1998 while in sample 1 it
is close to significance in the pooled regressiwh gignificant in the 1990 regression.

The final outcome measure, financial performance,again not significantly
associated with either measure of personnel spguiah the pooled data. In the
separate year regressions the signs in both casesegative and in the case of the
presence of a personnel specialist, the associaisignificantly negative in 1990.
Industrial relations practices are not associatéll financial performance (with the
exception of the negative association with uniarogaition) but there is a significant
positive association between the presence of mareah resource practices and
ratings of comparative financial performance fothbeamples. This is driven in
particular by the use of briefing groups and theasuee of financial participation
which combines share ownership and profit-relateyl pThe role of briefing groups
is apparent in samples 1 and 2, whereas the signifeffect of financial participation
is confined to sample 1.

Summary

This set of results is consistent in revealing psifive association between various
outcomes and the presence either of personneladigesior qualified specialists as

compared with those who lack such qualificatiohredeed, the general trend suggests
that any association is more likely to be negatather than positive. At the same
time, the analysis provides reasonably consisteidieace of an association between
the presence of more human resource practices@sitivp outcomes while any link

with the more traditional industrial relations piees is non-significant.

Discussion and conclusions

The evidence from 25 years of the Workplace EmplayniRelations Surveys shows
that a growing number of workplaces have a perdaspegialist in place and that an
increasing proportion of these specialists haveveeit qualifications. Personnel
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management is becoming more embedded and morespi@ialised. It is reasonable
to assume that personnel specialists are hireggly @ontemporary best practice and
thereby, perhaps indirectly, to improve performan@air analysis fails to support this
assumption. Personnel specialists are more liteelpe associated with traditional
industrial relations practices rather than humaouece practices. Yet, on the basis
of ratings that they have provided, where more hunegource practices are in place,
performance is more highly rated. Moreover, whgFesonnel specialists are present,
including qualified specialists, performance tenifisanything, to be poorer. This
raises challenging questions for the personnelegeibn. First, however, we need to
consider how robust these findings are and tahsehtin a wider context.

The starting point for the analysis in this papersvan assumption that personnel
departments and those who work in them have shiftest main focus over the 25
years of the WERS surveys from industrial relatitmbuman resource management.
The 1980s and 1990s were decades in which the tem of effective management
of employment relations appeared to receive higinarity, spurred in part by the
shift in focus towards human resource managem#érnh the past, a key element in
the role had been to ‘manage’ industrial relatidnysthe 1980s the focus switched to
the need for a more effective management and attdis of human resources. This
coincided with the burgeoning of research on humesource management and
performance (for reviews of the evidence, see Bostlal, 2005, and Combs et al,
2006) and the up-beat call to arms for personnetigpsts issued by Ulrich when he
invited them to become human resource champidnthisicall was ever answered at
the corporate level, and there is strong evidehaé Wirich’'s work has been highly
influential (CIPD, 2007), it does not appear to éditered down to the workplace.
While we have seen a growth in the presence obpeed specialists, and while they
have become more qualified, this has not beenctefiein any pioneering of new
human resource practices. Indeed, if anythingsqrerel specialists have been
bringing up the rear, holding on to the well-esti®d industrial relations practices

rather than championing the introduction of humesource management.

The possibility that the main innovations in humaasource management have
occurred at the corporate level rather than inwekplace is one that needs to be

considered. A potential source of evidence abbis is the comparison between
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single site establishments and those that aregbatlarger organisation. Tables 5
and 6 confirm that single establishments are ksfylto have put in place each of the
human resource practices and are also less likelypperate joint consultative
committees. This suggests that being part of getaorganisation does have a
positive influence on the use of these practica$ the corporate level may be the
source of human resource innovations. Neverthede®s in workplaces that are part
of larger organisations, the application of humesource practices does not appear to

be enhanced by the presence of workplace persepeeialists.

It is easy to be cynical about the use of differjemt titles and we have noted the
growing dominance of ‘human resource’ over ‘persgnnlt is possible that those

with the human resource title are more likely to@dhuman resource practices. A
guestion about this title was first used in 199@ authat time the proportion of

workplace specialists using the title was less thia@ per cent. A fuller analysis can
therefore only be conducted for the 1998 and 2004eys. The use of title is

explored by Kersley et al (2006), building on amlieastudy of the 1998 survey by
Hoque and Noon (2001), and they found a numberftdrdnces. Those using the
title of human resource manager tended to have ma@omy and to devolve more
to line managers than those titled personnel masag@/ith respect to their duties
and responsibilities, the differences were gengrathall with the exception of pay

and, to some extent, pensions where those witthdingan resource title were more
likely to have responsibility. Taking account dfet different backgrounds and
qualifications and the differences in autonomy detegation, Kersley et al (2006)

conclude that there are differences of substandenana mere re-titling of the role.

Although this paper has focussed on personnel nemsag has also provided some
further evidence about the association between hureaource management and
various outcomes. Even using the limited set ofgfi&tices that were collected over
a number of the surveys, the analysis supportsgtmeral findings of the major

reviews (Boselie, Dietz & Boon, 2005; Combs e8I06) in revealing an association
between the adoption of more HR practices and megsof comparative labour

productivity and financial performance. While tiésan encouraging finding, we need
to bear in mind the limitations of subjective rgsnof workplace performance (Forth

and McNabb, 2008). On a more salutary note, ther@do an association between
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more use of HR practices and incidence of industoaflict, echoing the findings of
Fernie, Metcalf and Woodland (1994) who analysethesmf the earlier WERS
surveys. This finding could be interpreted as iegdsupport to the argument of
Ramsay, Scholarios and Harley (2000) that HRM isoaated with labour
intensification. To explore this more fully woutdquire an analysis of the data on

employee attitudes and perceptions which is beyoadcope of this paper.

Those with an interest in employment relations mighd something positive in the
persisting association between the presence obipees specialists and some of the
features of a more traditional industrial relatio@®n the other hand, these findings do
not fit the image promulgated by the CIPD of a pssion at the forefront of
innovations in human resource management. Dedpiteh’'s encouragement,
personnel specialists can not lay claim towmekplace human resource champions.
Many years ago, Karen Legge (1978) suggested fthrsonnel managers were to
establish themselves as credible players in orgaaoiss, they needed to engage in
either deviant or conformist innovation. This ams& provides little evidence of
either. Instead, workplace personnel specialisgsti@ditionalists who are not to be
found in the vanguard of human resource innovatidh.anything, the evidence
suggests that they are bringing up the rear, fheisence associated with traditional
employment relations and their time presumably gadan a range of operational
activities. There are indications in the analygigarted by Kersley at al (2006) that
some of those adopting the human resource titlemedyeginning to break out of this
mould by devolving certain activities to line maregy and by exercising greater
autonomy. Finally, while there is evidence of aifs association between the
greater adoption of even a limited number of humesource practices and various
indicators of performance, this must be set alatgsihe failure to find any
association between the presence of a speciatsbmeel role or a qualified specialist
and indicators of either HR practices or perfornreanthe evidence from 25 years of
WERS suggests that those interested in innovaiioisiman resource management
and contemporary management practice in the watkplshould not look to

workplace human resource specialists to providethe
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Endnotes

' The multivariate analysis is available from thehaus on request.

" There has been a sudden decline in the employmlatibns experience of non-specialist managers
since 1998: the percentage with at least ten yeapgrience fell from 67 percent in 1998 to 46 petc
in 2004.

" For a fuller discussion, see Millward, N., Brysén and Forth, J. (2000l Change at Work?
London: Routledge. pp. 76-77.

¥ The results were the same when we ran similar aeslfpr the whole economy.

¥ In the pooled years regressions information siowi is associated with both more industrial confli
and a better employment relations climate. Thetlinikndustrial conflict is driven by positive
associations in 1984 and 2004, both of which atstically significant at a 90 percent confidence
level. The association with a better employmelati@ns climate is driven by results in 1998. Thus
these seemingly conflicting results are partly expd by different effects of information provision
different years. This is not wholly surprising@nemployers may be inclined to provide more
information under two very different scenarios, elyas part of a partnership ethos, or else in
response to problems at the workplace.

"' In the pooled years regression the associatiansignificant at a 94 percent confidence level @91
in sample 1 and t=1.95 in sample 2).
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