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The management of enterprises 
and a new perspective of the 
personnel function
Members o f  personnel sta ff o f  companies are facing a 
great challenge now. Extensive changes w e are 
witnessing now adays  -  both econom ical and political 
-  are either stipulating or paving the w ay fo r  
com pletely different business conditions w e have been 
used to so far. A great number o f  new companies have 
emerged and, on the other hand, the existing companies 
are faced  w ith redundancy labor force. Some other 
firms have troubles, go bankrupt, etc. New firms, as a 
rule, are lacking experience o f  the personnel 
management, w hile the existing companies are arguing 
that, in m ost cases, they have no further use fo r  their 
previous experience since the expectations w ith regard 
to personnel services have changed entirely.

A lot of cognition is coming up stating that "the human 
resources are forming the major basis for the wealth of 
society -  the capital is merely a passive production 
factor".1 The consequence is that "the general managers 
who are now recognizing the commercial importance of 
people are demanding professional approach and 
contribution made by the personnel experts. The chang
ing strategies and structures require creative and fast 
reaction of the personnel managers. Organizations 
which are aware of the costs demand that every activity 
within an organization be justified from the final 
financial report viewpoint." 1 2

We can illustrate these by the thoughts of a director 
of a big Slovenian enterprise who says: "It is necessary 
to introduce such a state or such relationships where ... 
all creative potentials of everybody in everybody's 
working and living environments could find expression 
to the optimum extent. Unleashing creativity represents 
the widest incentive for inventiveness and innovati
veness."3

It has become a wide-known comprehension that a 
capable director only is not enough. "It is of utmost im
portance that the collaborators and executives always 
be in the center of occurrences. The capabilities of

collaborators should consciously be stimulated and 
their further training be upgraded in the scope of 
guided planning and developm ent of executive 
personnel".4

In the organizations, people are becoming aware of 
the importance of that every individual represents for 
effectiveness of an organization. Therefore, the coming 
era could be possibly best described as the "era of the 
individual" since the majority of personnel programs 
will refer to the relationship between the individuals 
and their managers. Training, management, promotion 
and rem uneration w ill be m ostly adjusted to the 
requirements, contribution and work of individuals.

1. A motivation model and the new position of personnel 
function
As I have already mentioned the personnel function is 
getting a new position in the company. Consequently, 
also the work functions of both of the management 
staff and the personnel executives and specialists are 
becoming more exacting, more responsible and more 
professional. In order to perform these work functions 
in an undisturbed way and to attain corresponding 
results let us to show a possible motivation model 
(Exhibit 1).

In order to attain the corresponding results or the 
alteration of the existing situation, respectively, it is 
utterly important to take into account the scientific 
achievem ents, the highest possible level of labor 
organization and the largest possible rationality in the 
process of decision making. However, this is going to 
impose a change in the approach to human factor, 
efficiency of educational process and thus the develop
ment of personnel as well as full responsibility at labor 
functions performance. One can conclude that the ex
tent of work and responsibility in personnel depart
ments, and also for management executives, will be in
creased considerably. They will be expected to act as the 
holders of the anticipated changes.

1 M. Kos: "We have forgotten the fact that engineers are holders of technological development. DELO -  Knowledge and development." 
Ljubjana, 10 January, 1990.

2 J. Humble: "How to improve the personnel service," P erson n el M an agem en t, February 1988., p. 30.
3 J. Zagozen: "Competence means responsibility", DELO -  Saturday Supplement, 1989.
4 P. Kraljic: "There are no recipes for efficiency, but there are dear models." DELO -  Knowledge for development, Ljubjana, 11 January, 

1989.
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2. Personnel activity analysis model
The entire personnel activity has been divided into the 
following areas:

^D evelopm ent of management and executive 
personnel,

b) Development of other personnel,
c) Motivation and remuneration system,
d) Technical, health and social welfare,
e) Legal activity,
f) Quality of life,
g) Information service,
h) Safeguarding and protection of property,
i) General activities.

3. Main processes in personnel department
Surveying determining factors of the personnel activ
ities according to particular areas we have elaborated 
processes which, as their contents, belong to a particular 
area. The processes which take place in an enterprise 
can be showed as in Exhibit 2.

4. Proposal for the organization set-up of the Personnel 
Department
Based on the determined and joined processes we have 
elaborated a proposal for a macro-organization set-up of 
the Personnel Department. The chart below shows the 
macro-organization set-up of the Personnel Department 
distinguishing it has three levels, namely:

1) the executive (manager) level,
2) the level of specialists covering all 9 areas, where a 

particular area is not represented by an independent 
holder; however, depending on the scope of activities, 
one area can be managed by several holders (specia
lists), or else, one holder (specialist) can manage several 
areas,

3) technical, administrative and operative level 
where technical and administrative activities are perfor
med w ithout any specifical separate areas (thus 
assuring a larger adaptation and a better exploitation of 
working time), as well as operative activities.

5. Role of the personnel information system in an enterprise 
For implementation of the personnel policy in an 
enterprise the appropriate pieces of information are of 
utmost necessity. That the Personnel Departments, 
which have not got any disposal of the corresponding 
information of the personnel, can not treat and solve the 
personnel problms professionally. Thus, they are unable 
of executing the personnel function and, not lastly, they 
can not win the recognition of the workers as manu
facturer and executive, they can not reach any kind of 
interest according to the personnel development and 
the aims and objectives of the company.

Therefore we can state that we can not imagine 
effective decision-making system in the field of per
sonnel policy without systematized information. How
ever, there are pieces of information about the personnel 
in enterprises (whose application is justified more or 
less), but there is no corresponding process to link all

the personnel information together and direct them to 
achieving the objectives of the personnel policy. It is 
certain that the quality of individual pieces of 
information depends on their up-to-dateness, and as 
well as the number of data as well as on the entireness 
of the corresponding records which encompass all 
em ployees. We can point out that the quantity, 
entireness and up-to-dateness of the personnel infor
mation have a decisive impact on the application of 
certain methods used for collection -  acquisition of 
information.

And just in order to attain the corresponding object
ives the systematization of information is necessary, 
because of the influency on the flow of the events is of 
urgent necessity, since the pieces of inform ation 
represent themselves as the blood circulation of every 
system. Thus system can be treated as a uniformity of 
com m unications among the m utually dependent 
elements which can be separated from the environment 
and having the characteristics to make possible the 
course of a process possible.

Or, as F. Lipovec says,5 data are used to solve prob
lems. If these data are of such nature that they make a 
determination and solution of a problem possible, they 
are called inform ation. Hence, the problem  of 
information in an organization is the following: how to 
convey each organ and work-post due information to 
treat the problems arising at execution of its work task. 
The problem is of organizational nature and it can be 
solved by anticipated planning and subsequent 
maintenance and settlement of a uniform system in the 
enterprise.

This means that it is necessary to elaborate a uniform 
information system for all fundamental functions in the 
enterprise encompassing by all means the personnel 
function.

The information system includes three subsystems :
a) Subsystem of reporting,
b) Subsystem of data processing and their rewriting,
c) Subsystem of data collection being the basic sub

system on which the other two subsystems build up.
F. Lipovec thinks also that, in order to assure the 

expediency of information system, we have to deter
mine, in advance, not only the receiver of particular 
messages, but also selecting posts for the data and 
places for assembly and transmission of messages, the 
same as communication paths through which these data 
should be conveyed among these posts, and the 
synchronized time plan of such an information system 
as well. The information system itself should connect 
and coordinate, in advance, the interests of organiza
tional sectors at an enterprise as a whole. At the same 
time, such a system, together with its expediency, is to 
assure also the maximum possible extent of its recent 
business target.

5 Dr F. Lipovec: O rganization  o f  an  E nterprise, V ol II. Faculty of 
Economics, Ljubjana, 1970, pp. 66-67.
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As our area, above all, treats the personnel itself, be
ing only one of the many factors within the information 
system, it would be more appropriate to talk about the 
information subsystem on personnel in the enterprise.

Thus, D. Kavran'’ states that the information sub
system on personnel in the enterprise consists of 
schemed and methodological assembling, arranging, 
processing, storage and transmitting of information on 
personnel. The information subsystem on personnel is 
represented by the uniformity of information, docu
mentation and communication subsystem at a lower 
level, and it encompasses emission, transmission, 
accumulation, selection and absorption of information 
on personnel. The information, in turn, consists of the 
following three elements: the problem, the data and the 
values for the user. This is very important for the in
dividual decision-making.

No contemporary approach to the information sub
system is possible without application of computer. The 
reason lies mostly in the fact that the present manual 
and m echanographic methods and techniques of 
gathering and processing the information are too slow 
and that is why automation is more and more used in 
the contemporary personnel technology. The course of 
an information subsystem can be shown in the follow
ing way6 7:

Hence, it can be stated that the personnel infor
mation subsystem target is the most possible qualitative 
way of gathering, processing, transmitting and using of 
relevant information at the corresponding places of 
decision-taking. This m eans, how ever, that it is 
necessary to elaborate a corresponding system in the 
enterprise. With reference to this, we can conclude that 
no modern personnel policy is possible w ithout 
systematized, processed and up-to-dated data in the 
information subsystem. Everything thus remains at the 
level of amateurism or intuition. The strength of the 
information system derives just from the quality of 
information consisting of individual data of a particular 
state or rounded-up data of the information system 
elements. This notion hides a number of factors esti
mating the quality. It is, above all, necessary to empha
size the due course of coordinating the alterations 
which have occurred in the rounded-up information. 
The value of information and hence the value of the

6 Dr D. Kavran: P erson n el fu n ction  in the associated  labor. Beograd, 
1976. p. 176

7 See also: D. Kavran, S. Mozina and J. Florjancic: P lann in g  o f  
P ersonnel, Beograd, 1980., p. 186.

8 Dr S. Mozina: P erson n el policy  in self-m an agem en t conditions. Kranj. 
1975. pp. 154-156.

entire information system thus depends on up-to-da
teness, which means monitoring the events simul
taneously through the time. If our inform ation is 
equipped with a parameter of time, it can be used 
accordingly for the analysis of various trends. The 
pieces of information equipped in such a way by all 
means gain in their contents.

S. Mozina is of the opinion8 that the information for 
personnel decisions be distinguished according to time, 
namely the inform ation intended for short-term  
decisions and those intended for long-term decisions; 
and, as to their origin, into internal and external infor
mation:

a) The information intended for short-term decisions 
could also be called the information for solving the 
current organizational problems. These pieces of 
information include: (dis)satisfaction with the salary, 
absenteeism, fluctuation, accidents and illness at work, 
discipline matters etc. These pieces of information come 
into consideration for decisions both for individual 
departments and for the enterprise as a whole.

b )  The information intended for long-term decisions 
are of rather planning nature and are taken by the 
corresponding organs within the enterprise after 
prelim inary elaboration by the relevant technical 
services. They include the following: the personnel

requirem ents plan, education and 
specialization de sign, restructuring and 
investm ents plan, new rem uneration 
systems, etc.

c) Internal pieces of information are the 
data originating in the enterprise and 
include the contents, for ex. records on the 
em ployees structure, exploitation of 

worktime, absenteeism, training costs, conflict situa
tions, accidents at work, etc. where every enterprise 
have got their corresponding services.

d) External information is usually provided by 
external institutions and is having direct reference to the 
enterprise, e.g. questionnaires on the employees co
operation pursued by a corresponding institution, 
reports on medical status of employees etc., or are 
indirectly referred to the enterprise, for instance public 
opinion of citizens about the enterprise, cultural 
standards, available personnel, etc.

Apart from the above determinants the personnel 
information can be distinguished also according to 
users. There are users inside and outside the enterprise. 
Inside users are affected, above all, by organization of 
the enterprise. H owever, the technical services, 
management organs, various committees and work 
groups can all be the users.

Outside users of personnel information can be either 
at the level of commune, the regional or the state levels. 
Beside some statistic indicators necessary for acquisition 
of data the personnel records represent the basic tool for 
personnel decision-taking.

The personnel records, namely, are providing sets of 
data which only in their entirety are evaluating the

Data
gathering on 
personnel

INPUT
Processing 
of personnel 
data

OUTPUT
Decision on 
activity within 
personnel unction
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whole information on a subject. From the existence of a 
series of data specific for an enterprise it is evident that 
the personnel records are consequently various, which 
does not mean that they are not accurate; the data 
should be precisely determined so that errors or dif
ferent interpretations can be avoided.

Dragoljub Kavran9 is of opinion that the personnel 
records represent a basis for elaboration of personnel 
analyses and for decision-making in personnel policy. 
Based on the data one can make the following conclu
sions:

1. On personnel potentials -  availability of per
sonnel,

2. On achievements at work functions or jobs and 
duties performance,

3. W hat potential personnel capabilities are 
available, namely in two directions: at performing the 
work and professional function and in reference with 
personal developm ent in view of complex and 
responsible functions,

4. What are the prospects of an individual, his/her 
ambitions, psychological properties and personal quali
ties. This is important when coordinating psycho
physical properties of the individual and the labor 
requirements the individual is being trained for, as well 
as properties development necessary for performance of 
general functions.

It can be said that the contemporary practice exposes 
a number of different personnel records kept by various 
enterprises for their own requirements. It is true that 
these personnel records include somehow equal data, 
but they have one disadvantage in common, namely 
that the data are not specified enough nor are they 
interconnected.

The personnel data in an enterprise can be divided 
in two parts. The first part treats the so-called general 
(static) data, such as for instance residence, sex, age, 
years of service, work-post, family particulars, state of 
health etc. The second part represents specific (dyn
amic) data, such as previous results, interests, values, 
previous experience, functional proficiencies, etc.

It can be gathered, from the above, that the method 
of records keeping should most probably be different 
for the general part which should be performed with 
the assistance of computer, and which can later on be a 
basis for data monitoring and for future activities. The 
specific part of records should, assisted by 
corresponding files, include data at least from two 
sources: from data source delivered by the candidate 
himself, and from sources which can be supplied by 
others. In any case, these data should constantly be 
supplemented and thus made up-to-date. Specially 
important and selective here are the data for organi
zation personnel: corresponding education, efficiency at 
work and an appropriate interest for organizational and 
executive activities.

9 Dr D. Kavran: P erson n el fu n ction  in assorted  labor. Beograd, 
1976. p. 196.

In order to use the personnel information by means 
of autom atic data processing the data should be 
systematized separately. This can be effected by organ
izing the data bases (data files).

According to D. Kavran, there are two basic data 
files on personnel: the information data file and the 
method and program data file. The information data file 
needs processing of the real state of personnel at the 
enterprise in two ways: as perspective or creative infor
mation gathered in the past, that is from the moment of 
data introduction into the system, and heuristic infor
mation by means of which we can make programs for 
the future development. The methods and programs 
data file includes all programs with which one can 
process the data necessary for decision-making in per
sonnel activities.

Equally, as in case of the personnel records, the 
individual data bases together with their number 
should, apart from their general data, also be adapted to 
the requirements of a specific enterprise. They should 
be up-dated and adapted for decision-m aking at 
different organization levels.

At building-up of an information personnel sub
system the team work is urgent consisting of the 
personnel executive, functional analyst, system en
gineer, lawyer, economist, psychologist and others. It is 
of utmost im portance that the personnel experts 
cooperate with the informants at elaboration of the 
system. It is their duty to determine the sets of data 
which have to be captured as well as the method of 
their interpretation. The integral data processing on the 
personnel includes the following characteristics:

1. The data are collected continually or are collected 
only once and directly at the place of their origin;

2. The data are entered into the data processing 
system only once and are used for all programmed 
requirements;

3. Data processing is carried out automatically;
4. Every working procedure leading to execution of 

processed case is performed only once and without 
repeating the individual parts of the working proce
dure, or without repeating the processing of individual 
operations.

5. During processing of individual activities accord
ing to a certain program the intermediate results are 
also bound to be memorized since they are used for 
processing of other personnel activities, namely without 
repeated processing of primary data;

6. Memorized data get exit from memory only at the 
moment when this is necessary, and only for those users 
who need the data to perform their work.

Restructuring of an enterprise is thus giving an 
impact on reorganization of the enterprise's information 
system, and hence on reorganization of the personnel 
inform ation subsystem . Such a process requires 
professional activities which necessitate a series of 
experts from the enterprise. The target is thus bound to 
be both an establishm ent of a new system  and 
adaptation of employees to the new methods of work.
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For establishment of the personnel information 
system two features have to be considered: the 
monitoring technology on one side and determination of 
data on the other, deriving from both the requirements 
of the work-post and the worker himself (employed 
worker, scholarship-holder, the job applicant). The 
requirements themselves originate both in the enterprise 
and outside.

The data linkage between the requirements and the 
actual state of affairs represents that gap which should

be filled up by means of educational program and the 
corresponding training in order to enable the worker to 
meet literally all the requirements for the work-post or 
for the activities he is performing now or will be 
performing in the future. Schematically, this can be 
shown in the following w ay:

As I have already mentioned, we have data on the 
work-post on one side and data on the worker on the 
other.

Exhibit 1
A MOTIVATION MODEL REGARDING THE NEW PERSONNEL FUNCTION

LEGAL ASPECTS OF
PERSONNEL
FUNCTION

•  Act on enterprises
•  Act on labor relations
•  General Documents- 

Contracts
•  Etc.

▼
ABOVE-AVERAGE EFFICIENCY 
OF ENTERPRISE

ORGANIZATION
MANAGEMENT
(existing affairs)

UNDER-AVERAGE EFFICIENCY 
OF ENTERPRISE

-  Motivation
-  Capacity of fast adaptation
-  Flexible development strategy
-  Democratic management style
-  Fast Learning
-  Respect of human beiin
-  Others
Interest for hugher state of affair

-  No innovativeness
-  No adaptation to new situations
-  Rigid development state of 

strategies
-  Autocratic Management style
-  No desire to learn
-  No respect of human being
-  Others
Satisfaction with existing objectives

1
REASONS
-  Incapable manesement
-  Bad organization
-  Low level of knowledge 
Lack of labor experience

i__t
CHANGE OF STATUS

1. INCAPABLE 2. BAD ORGANIZATION 3. LOW LEVEL OF 4. LACK OF LABOR
MANAGEMENT Application of reorganization KNOWLEDGE EXPERIENCE
Readiness to learn methods Planning of education -  Workers' transfers
-  Business management schools -  Functional organization -  After-work studies -  Acquisition o f new person
-  Management methodology and — IPIS -  Courses from outdoor sources

technique -IPOS -  Seminars -E tc .
-  Target management
-  Problem solving
-  Group dynamics 
-E tc.

-E tc . -  Etc.
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A SCHEME OF PROCESSES IN PERSONNEL DEPARTMENT

Development
of
management 
and executive 
personnel

Development 
of other 
personnel

Motivation and
remuneration
system

Technical, 
health and 
social welfare

Legal activity Quality of life Information
service

Safeguarding 
and protection 
of property

General
activities

1. Personnel a p p o in tm e n t 
a n d  d e v e lo p m e n t p rocess

10. M o tiv a t io n  
p ro c e s s

14. Sa fe ty at 
w o rk  p rocess

20. Legal 
p ro c e d u re s  o f  
th e  hum an 
resources 
m anagem ent

27. Process o f  
s o lv ing  
res ide n tia l 
p ro b le m s

32. M ass m e d ia  
p ro c e s s

35. Socia l se lf
p ro te c t io n  
p ro c e s s

37. Process o f  
th e  a c tiv itie s  o f  
th e
m anage m ent
organs

2. Personnel 
p la n n in g

3. N e w
e m p lo y e e s
se le c tio n

11. Process fo r 
th e  d is tr ib u tio n  
a n d  co n s tru c tio n  
system  o f  
salaries

15. Process o f  
th e  assurance o f  
a c o m p le te  fire  
p ro te c tio n

21. M anage m en t 
o f  e c o n o m ic  
p ro c e d u re s

28. Process o f  
p ro v is io n in g  
nou rish m e n t 
d u r in g  w o rk

33. P u b lic
re la tio ns
p ro c e s s

36. Process fo r  
p ro te c t io n  o f  
b u ild in g s  a n d  
m ate ria l b e n e fits

38. G enera l
a c tiv itie s
p ro ce ss

4. Tech n ica l 
e d u c a tio n , 
a c q u is it io n , a n d  
im p le m e n ta tio n

5. Train ing 12. Process 
m a in te n a n ce  o f  
salaries

16. Process fo r 
th e  w e lfa re  o f  
p h ys ic a lly  
h a n d ic a p p e d  
e m p lo y e e s

22. M anage m ent 
p ro c e s s  o f  
con trac tua l 
re la tio nsh ip s

29. Process o f  
o rg a n iz in g  
cu ltu ra l even ts

34. Process o f  
p r in tin g , e d it in g  
a n d
a d m in is tra tive
serv ices

39. Process fo r  
ke e p in g  
a rch ive s  o f  
bus iness 
d o c u m e n ta t io n .

6 . Process o f
sch o la rsh ip
gran ting

7. Process o f  the  
tra in e e  p e r io d

13. A n a lys is  o f  
th e  la b o r 
d is c ip l in e

17. Process o f  
s u p p re ss io n  
a n d  p re v e n tio n  
o f  a lco h o lism

23. K e ep in g  o f  
c a d a s te r and  
reg is te r affairs 
p ro ce ss

30. Process o f  
assuring the  
o rg a n iz e d  
h o lid a y -ta k in g

8. P rom o tion  
p ro ce ss

9. Process o f  
m o n ito r in g  a n d  
ana lysis o f  
a bse n tee ism  
a n d  flu c tu a tio n

18. Process o f  
w e lfa re  fo r 
fam ilies w ith  
lo w e r
sustenance basis

24. Real esta te
transactions
p ro ce ss

31. Process o f  
assuring 
re c re a tion  
a c tiv itie s

19. E rgonom ics 
p rocess

25. K e ep in g  o f  
status a n d  
reg is te r affairs 
p ro ce ss

26. Process o f
s ta n d a rd -se ttin g
a c tiv itie s
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