CHAPTER 15

The Supervisor and the Human
Resource Department

I use not only all the brains I have, but all I can borrow.
—Anonymous

CHAPTER OBJECTIVES

@ Introduce the human resource department as a vital staff function that exists to
L support operating management and the employees.

i, w Outline the functions of human resources and indicate how these functions relate
L to the role of the supervisor.

i & Describe a number of action steps the supervisor can take to ensure that he or she
will obtain appropriate service from human resources when needed.

, @ Suggest what the supervisor can do to establish a working relationship
with human resources that will lead to improved human resources service to the
organization.

te

FOR CONSIDERATION: A FAVOR OR A TRAP?

i One morning, well before the start of your department’s normal working
i hours, you were enjoying a cup of coffee in the cafeteria, sorting out some notes
i concerning your intentions for the day, when you were approached by one of
. your employees. The employee, Marge Nelson, who is one of your two or three
¥ most senior employees in terms of service, seated herself across from you and
! said, “There’s something going on in the department‘that you need to know
E  about, and I've waited far too long to tell you.” Marge proceeded to tell you (“In
| strictest confidence, please, I know you'll understand why”) that another long-
b term employee, Carrie James, had been making a great many derogatory com-
ménts about you throughout the department and generally questioning your
competence.

For nearly 10 minutes Marge showered you with criticism of you, your man-

agement style, and your approach to individual employees, all attributed to
Ca:‘rrie James. On exhausting her litany Marge proclaimed that she did not
ordinarily “carry tales” but that she felt you “had a right to know, for the good
of the department—Dbut please don’t tell her I said anything.”
; ‘Although Marge’s comments were filled with “she saids” and “she dids,” she
| ¥ being Carrie, and generally twice-told tales without connection to specific inci-
; | L deénts, something extremely disturbing clicked in your mind:-while you were
‘ " listening:Recently your posted departmental schedule had been altered, with-
out your knowledge, in a way indicating that someone had tried to copy your
handwriting and forge your initials. Two separate, seemingly unconnected
comments by Marge together revealed that one of only two people could have
altered your schedule. Those two people were Carrie James—and Marge Nel-
son herself.
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" As Marge ﬁnally fell silent you were left with an intense feeli

ng of disap-
pointment. You wondered if you ‘could ever again fully trust two of your key
employees.
Instructions -~

As you proceed through the chapter, consider how you will address the fol-
lowing three questions:

1. What should be your immediate response to Marge Nelson? Why?

2. Do you believe you have the basis on which to

proceed with disciplinary
action?

3. How can the human resource department help you in these circum-

stances?

“PERSONNEL” EQUALS PEOPLE

As a supervisor or first-line manager of any other title you are charged with
the task of facilitating the work performance of a number of people. In this
role you are expected to ensure that the efforts of your group are applied

- toward attainment of the organization’s objectives. This must be done in such
a way that the group functions more effectively with you than it would with-
out you. And, as a first-line manager by any title, there are some days when
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you can use all the help you can get.
Help is where you find it in your organization, and one place where the
supervisor can find help in abundance is the human resource (HR) department.
Human resources is today’s more all-encompassing title for what most orga-
nizations once called personnel. Whatever the label, however, the true opera-
tive word is people. Management is frequently described as getting things

s
izati i rce. '
organization’s most importance resou

A'SERVICE OF INCREASING st&LUE
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done through people. People do the hands-on work and other people supervise
them, and still other people oversee the supervisors and managers.

As surely as even the most sophisticated piece of medical equipment
requires periodic maintenance to ensure its continued functioning, so, too, do
the human beings who supply patient care require regular maintenance. And
given that the “human machine” is generally unpredictable and varies consid-

erably from person to person in numerous dimensions, the supervisor’s “main-
tenance” will encompass many activities.

; lue has increased because of rationgl responses to a nurgl?er (()1{1 fgix;::;i
A 1 and internal to the organization, that have resplte. jin a n
e for some e. Two major forces have been the expansion in the nug etr
iy .fOI‘ So;ntemll{s. that have fallen to HR, and the proliferation of laws affect-
?md kmdst ; f ::sn loyment. A third notable force is the tgnder}cy t.oward organi-
lzi%iixslg?(‘:‘;a(;tenigg” evident in present-day healthcare organizations.
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tIncrease in Employée-'ReIated Tasks

There are many places in the organization where the supervisor can go for
help with various tasks and problems. For people problems, however, and for
some straightforward people-related tasks that cannot yet be described as prob-
lems, the supervisor’s greatest source of assistance is the human resource

: izati a ‘
'L'ke the majority of departments in a modern orgamzatlolrihtg:gsev::sﬁ 2 ‘
t'm; when HR did not exist. And also like other departments,
1

a need. .
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department. It remains only for the supervisor to take steps to access that assis-
tance. It is to the individual supervisor’s distinct advantage to know exactly
what should be expected from human resources and how to get it when needed.

A VITAL STAFF FUNCTION - ' ’

As a service department, human resources should be prepared to offer a
variety of employee-related services in a number of ways. Human resources
should anticipate numerous kinds of difficulties and needs and should
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As organizations began to provide compensation in forms other than wages
in response to new laws and other pressures both internal and external, the
employment office took over the administration of what initially becante
known as “fringe benefits.” And as organizations responded to labor legislation
and to labor unions themselves, labor relations functions were added to the
growing list of activities that shared a common theme: all had
with acquiring, maintaining, or retaining employees.

Other people activities were added as needed, and what had once been the
employment office became personnel, literally, “the body of people employed by
(the organization).” During the last two decades the term personnel began to
be replaced by the term human resources, but the essential meaning remains

the same. All the while, the HR function grew in value as it took on an increas-
ing number of employee-related functions.

something to do

Proliferation of Laws Pertaining to Employment

A number of laws were of course primary in causing much of the increase in
employee-related tasks described in the foregoing section. For example, the
establishment of Social Security, Workers’ Compensation, and Unemployment
all created benefits tasks for HR, and much labor relations activity was brought
about by laws. In addition, various antidiscrimination laws, including the Civil
Rights Act of 1964, the Age Discrimination in Employment Act, the Equal Pay
Act, and other legislation brought with them much new work for HR.

The anti-discrimination laws have forever changed the way many organiza-
tions do business. They have created a strongly law-oriented environment in
which lawsuits and other formal discrimination complaints have become rou-
tine HR business. They have also turned employee recruitment in general, and
specific processes such as performance evaluation and disciplinary action, into
legal minefields filled with traps and pitfalls for the unwary. And in the pro-

cess, they have created more work for HR and myriad reasons for the individ-
ual supervisor to turn to HR on more occasions.

Tendency toward Flattening

The tendency toward organizational flattening—the elimination of entire
layers of management—has not appreciably added tasks to HR or increased
the inherent importance of the HR function in and of itself. However, this force
has markedly increased the importance of human resources to the individual
supervisor. '

Recent years have seen financially troubling times overtake many of the
nation’s hospitals. As hospital reimbursement is tightened and income grows
at a lesser rate than costs, the resulting financial pinch is often felt in staffing,
including numbers of management personnel. The first managers to suffer—
as also has been the case in many other kinds of organizations—are middle

managers.

Financial problems have caused significant reductions in middle manage-
ment positions, but all such reductions have not been owing to money troubles
alone. Increasing reliance on certain modern approaches to management,
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The basic HR functions are as follows:

"o Employment, often referred to as recruiting. This is the overall process of

“écquiring employees—advertising and otherwise soliciting applicants,

' screening applicants, referring candidates to managers, checking refer-
ences, extending offers of employment, and bringing employees into the
organization.

*- Compensation, or wage and salary administration. This is the process of cre-

+ ating and maintaining a wage structure and ensuring that this structure is
administered fairly and consistently. Related to compensation, as well as to
other HR task groupings, are job evaluation, the creation of job descriptions,
and maintenance of a system of employee performance evaluation.

* Benefits administration. This activity is a natural offshoot of wage and
salary administration, since benefits are actually a part of an employee’s
total compensation. Benefits administration consists of maintaining the
organization’s benefit structure and assisting employees in understand-
ing and accessing their benefits.

o Employee relations. This activity may be generally described as dealing
with problem employees and employees who have problems. It may range
from handling employee complaints or appeals through processing disci-
plinary actions to arranging employee recognition and recreation activities.

One can see the foregoing four general activities at work in essentially every
human resource function regardless of size and overall scope. In a very large
organization these will be separate departments within a larger HR structure,
each with its own head and its own staff and perhaps including multiple sub-
divisions. In a very small organization these are likely to be the tasks of a sin-
gle person who has other duties as well.

One additional basic funétion that may be encountered is labor reldtions.
Although labor relations may be a functional title that identifies a whole
départment or simply a human resource department activity, it is also a réla-

tively generic label that applies to the maintenance of a continuing relation-
ship with a bargaining ‘unit, that is, a labor union. Again, depending on'size,
labor relations may be a subdivision of HR in its own right or simply one of

several responsibilities assigned to one person. .
Other activities that might be found within human resources include the

following:
¢ Employee health. Often part of HR, in healthcare organizations it some-
times will be a part of one of the medical divisions.
e Training (for both managers and rank-and-file employees). With the
exception of nursing in-service education, traditionally a part of the nurs-
ing department, if a formal training function exists it is most often part of

human resources.
» Payroll. In the past, it was often part of “personnel,” but in recent years

payroll has usually resided in the finance division. However, a working
interrelationship of personnel and payroll has always been essential, and
recent years, bringing integrated personnel/payroll systems, have seen
the beginnings of payroll’s organizational shift back toward HR.
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Rounding Out Your Knowledge

Using the foregoing paragraphs as a guide, determine exactly which fune-
tions are performed by your organization’s human resource department,
Furthermore, take steps to attach a person’s name to each function. You
should strive to be in a position in which you understand how the HR depart-
ment is organized, so you know generally who does what, who reports to
whom, and who bears overall responsibility. Moreover, you should also make
certain that you know the organizational relationships of sometimes-HR
functions (e.g., security) that belong elsewhere in your particular organiza-
tion, so you can ensure that you always take certain matters to the correct
department.

Next, take the time to make a list of the supervisory functions or activities
you encountét that can lead you to seek information or assistance from human

resources. The lists of most supervisors may have a great deal in common in
that they might include the following:

* Employment: Finding sufficient qualified candidate

s from whom to fill an
open position

* Benefits: Providing information with which to answer employees’ benefits
questions '

* Compensation: Providing information with wh
questions related to pay

* Employee problems: Determining where to send a particular employee
who is having difficulty with (whatever the problem area)

* Job descriptions/job evaluations: Determining how to pro
ing the salary grade of any particular position ‘

* Policy interpretations: Determining the appropriate interpretation of per-
sonnel policy for any particular instance

* Disciplinary actions: Determining how to proceed in dealing with what
appear to be violations of w?rk rules

* Performance problems: Determinin

employees whose work performanc
ment’s standard

ich to angwer employees’

ceed in question-

g how to proceed in dealing with
e is consistently below the depart-

* Performance appraisals: Securing guidance in doing appropriate perfor-
mance appraisals, and finding out how much one can depend on human
resources to coordinate the overall appraisal process
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Some Specific Action Steps

An i
y number of Supervisory needs present opportunities to put the humap

resource department to work
include the following. 7 The more frequently encountered of these
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Disciplining Employees
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Evaluating Employees

One of the most important tasks of the supervisor is the appraisal of

i employee performance. No formal system of performance appraisal can func-
¢ tion consistently throughout the organization without the central guidance
b usually provided by human resources. Although you can certainly evaluate
t your employees’ performance without the assistance of HR, you can do a much
k moré consistently acceptable job of evaluation with HR involvement. Most of
E Huihan resources’ involvement in evaluation should occur automatically as far
as the supervisor is concerned. The HR department should provide forms,
- insfructions, schedules, and reminders throughout the process. However, if the

HR department is not always on top of the supervisor’s employee appraisal

needs, according to the needs of the moment the supervisor should do the

following: )
e Keep track of scheduled review dates and ask HR for forms and time-
tables if they are not supplied automatically.
¢ Ask for periodic instruction in how to apply rating criteria, especially if
criteria have changed and refresher instruction is not supplied.
% Keep HR advised of how changing job requirements may be affecting the
™ application of criteria based on previous requirements.

Ve Ask HR for rating profile information; that is, statistical information
that reveals patterns in the supervisor’s rating practices and shows
whether those patterns are changing with time, and perhaps also shows
how this specific supervisor’s rating patterns compare with those of

other supervisors.

[l

Addressing Training Needs

If the human resource department has responsibility for any kind of
employee training—and in most healthcare organizations there is a better-
%han—even chance that this is so—do not wait for human resources to come to
you and offer employee training. If there are training needs in your work
group, take them to HR. If, for example, you feel several of your employees
require training in basic telephone techniques, take your well-defined need to
human resources, negotiate a timetable for providing the training, and offer to
become personally involved in the training. (With appropriate HR involve-
ment, every supervisor is a potentially valuable instructor in some topic.)

The foregoing are presented as a few specific suggestions but are offered
primarily to convey a general idea to the supervisor: The human resource
department exists as a service function for all employees; it remains for the
supervisor to take each legitimate personnel-related need to HR and to ask

for—and expect—an honest response.

WANTED: WELL-CONSIDERED INPUT

The most effective human resource departments are not one-way dispensers
of information and assistance. The most effective human resource depart-
ments are those that are responsive to the needs of the organization’s work
force. However, the HR department can go only so far in anticipating needs
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k. Why would human resources be automatically protective of an employee
 whose relationship with work is as bad as described above? The differences lie
¢ in (}).the supervisor’s perspective versus the human resource department’s
- perspective and (2) the frequently cited employee personnel file—“the record.”

The,supervisor’s perspective is unit or departmental. The supervisor is legit-

b imately focused on the good of the patients and the good of the unit, and the
f employee in question threatens both. However, human resources must view
the. issues in two ways that conflict with the supervisor’s perspective. In micro
I terms, HR must be concerned with the rights of the individual employee; in
I' macro terms, HR must be concerned with the good of the total organization.
¥ The organization is of course no more than the sum total of a number of indi-
F viduals, but in focusing on the one and the all the HR perspective fails to

match that of the supervisor, which is necessarily focused on more than one

-Then there is “the record” to consider. In the foregoing case it turns out that
all of the supervisor’s warnings concerning tardiness were oral warnings of
which no record exists. The same was true for warnings of absenteeism, except
for a single written warning that is too old to give weight to present disciplin-
ary-action. No other warnings appear in the personnel file, and although in the
mind of the supervisor this employee has always been less than satisfactory,
the personnel file includes several performance evaluations which, although
not glowing with praise, suggest at least minimally acceptable performance. In
short, there is no basis for termination except in the supervisor’s mind.

In regard to problems such as that just described, the HR department is:

1 defending the rights of the individual, not only because doing so arises
from a sense of fairness but also because there are many laws requiring
the organization to do so

s protecting the total organization from a multitude of legal risks

Whenever there is a risk that an employee problem or complaint will be
taken outside of the organization, it is best to think of any criticism of employee
conduct or performance in a single light: If it is not in the recprd, it never hap-
pened. Except in instances of termination for major infractions calling for
immediate discharge (and these days even many of these actions are success-
fully challenged), a discharge must be backed up with a written trail describ-
ing all that occurred. It is-legally necessary to be able to demonstrate that the
employee was given every reasonable opportunity to correct the offending
behavior or improve the unsatisfactory performance. ' :

WITH FRIENDS LIKE THIS. ..

Referring to the case presented in “For Consideration” at the beginning of
the chapter, clearly this places before you something that could conceivably be
a trap but in no way constitutes a favor. Regardless of all the “information”
Marge claims to be giving you, all she has in fact done for you is to give you
cause to worry. With “friends” like Marge Nelson, who needs enemies?

Your immediate response, while Marge is there in front of you, should
include an effort to solicit specific information, to give you something you can
verify and use. You will probably not receive specifics but you should make the
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3. Why must the individual supervisor be at least nominally conversant
with the structure and details of the organization’s benefit package?

4. Why might human resources often appear to be opposing a supervisor
who desires to take a drastic action such as discharging an employee?
What is the purpose of such resistance?

5. Identify the four basic human resource functions and provide one exam-
ple of each related to your most recent employment.

6. Does line management figure in the operation of human resources at
all? If so, how?

7. Why should human resources report to the chief executive officer or the
chief operating officer?

8. Why should you be required to bring potentially serious disciplinary
issues to human resources?

9. What are the hazards of other organizational functions—for example,
nursing—doing all of their own recruiting and maintaining their own
employment records?

10. What was the single piece of legislation that forever changed the way
human resources does business and how were the changes felt?

EXERCISE: WHERE CAN HUMAN RESOURCES HELP?

Review the human resource functions as outlined in this chapter. Within
each major function, identify the subfunctions that involve you as a supervi-
sor. (For example, under the employment or recruiting function you will prob-
ably have no role in locating or screening applicants, but you will be actively
involved in interviewing job candidates. As another example, you will have no
active responsibility for administering benefits, but you will often be expected
to come up with answers to your employees’ questions about benefits.)

When you have generated a complete list of human resource subfunctions
that require your active involvement, determine who in your human resource
department is most involved with each and associate one or two names with
each subfunction. Most supervisors’ lists will be likely to include selection
interviewing, answering benefit questions, doing performance evaluations,
and taking disciplinary action. This can become the basis of a reference list to
help familiarize you with the individual specialties and strengths of the orga-
nization’s human resource practitioners.

As an additional activity, review your list of pertinent human resource sub-
functions. For each human resource subfunction with which you are involved,
indicate the major areas of legislation (e.g., “antidiscrimination laws”) and the

specific laws (e.g., “Immigration Reform and Control Act”) that are of concern
to your performance of the subfunction.




