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Abstract 

his study is design to investigate position 

of personnel management in Nigerian 

Organizations with a view of finding 

possible solutions where necessary in order to 

enhance workers efficiency because the success 

of an organization is achieved through efficient 

human resources development, which will help 

them to grow into more confident in the 

performance of their duties. The study 

recommend that a  well-planned and systematic 

training and 

development are 

organized for the staff 

(employees) which will 

enables them acquire the 

necessary skills for the 

performance of their 

various jobs and provide 

opportunity for their 

advancement in the 

organization. 

INTRODUCTION 

Personnel management is that part of management concerned with people  

at work and with their relationships within an enterprise, its aim is to bring 

together and develop into an effective organization the men and women  

who make up an enterprise and having regard for the well- being of the 

individual and of working  groups, to enable them to make their best 

contribution to its success .Grahan,(1990), Bottomly,(1998),Cuming,(1980) 

in Ubeku, A.K. (1975) personnel management is one of the most important 

department in an organization That is why the development of this 
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resources is necessary   for the organization to grow . In any organization, 

human resources development occupies an important position as it 

embrace the people who supply the organization with labour, adequate 

skill, talents and knowledge for the job performance, an organization 

expand due to modern technological innovations and skills, training and 

retraining of it operatives becomes inevitable with a view to cope with the 

complexities and challenges of the organization.  

The success of an organization is achieved through efficient human 

resources development, which gives the staff the opportunity to improve 

on their talent and skills. This helps the enhancement of their day to day 

work performance.  

Rebort, (2001), asserts that personnel management development is 

education designed to develop skills, ability, understanding, attitudes, work 

habit and appreciation that confer knowledge needed to enter and make 

progress employment on useful and productive basic. It covers a very wide 

range of field including catering, agriculture, business, studies, 

administration,   commerce, home economic, painting, and decoration e.t.c. 

It is therefore important to note that human resources management is not 

done by mere mediocre but highly skilled people who are professional in 

various field, they are sent out for career development so as to acquire the 

current techniques needed to manage the resources with adequate and 

consistent training the employee will feel confident and motivated to carry 

out his or her assignment with little or no supervision. This will go a long way 

to enhance their job performance. However, in most organization human 

resources development assists the workers to cope with the complex 

dynamic of modern organization. It also assist workers in their job 

performance and self-fulfillment.  

 

STATEMENT OF THE PROBLEM  

Personnel management is a key activity in all organizations. It touches 

everyone who is a part of the organization and even people who are not. It 

affect workers motivation, it help to determines what an organization 

accomplishes, as well as how an organization satisfies it public.  As 
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important as personnel administration is, people in management rarely give 

it the attention that they should. Instead of exploring personnel role, they 

attend to what they believe are the core management tasks. Although core 

management tasks like budgeting, decision making, policy analysis and 

supervision are important, but few of them mound managerial 

performance, as much as personnel management does. How workers’ 

salaries are, what benefit are provided and what supervision is permitted. 

To do all of these personnel function is to improve on the organization 

performance. 

 

DEFINITION OF TERMS  

The following terms are defined as used in the study: 

Personnel:   People who  are employed  in an  company, organization  

Organization:  Organization is a social unit (or human grouping) 

deliberately constructed or reconstructured to seek 

specific goal. He, adds that such social units must be 

marked by high degree of conscious planning (e.g 

budget), the existence of power centers.  

Management:  Mcfarland (1979) looked at it as the process by which 

managers create, direct, maintain and operate 

purposeful organizations through systematic 

coordinated and cooperative human effort.  

Employees : Black’s Law Dictionary” An employees is  person who 
works in the service of another person under an express 
or implied contract of hire, under which the employer 
has the right to control the details of work 
performance.  

Training: Training is the systematic process of altering the 

behaivour of employee in a direction to increase 

organization goals. 

 

LITERATURE REVIEW 

The concept OF personnel management the term personnel management 

is as old as man himself. Ever since leaders attuned goals through organized 
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group efforts. They have to perform certain basic personnel functions of a 

primitive and informal nature. It was not until the beginning of this century 

that the functions of personnel management as we know today began to 

emerge and evolve as areas requiring specialized formal attention. The guild 

system of personnel management has developed in relatively recent years 

it can be traced back as far as the middle ages. It was this period that gave 

birth to apprenticeship training and trade unions. Shop owners in a 

particular trade organized guilds for the purpose of protecting their initial 

interests. They also serve as regular employment and apprenticeship 

training within their particular crafts. These guilds were the forerunners 

today’s employer associations.  The expansion of trade and growth of 

personnel income during the Middle Ages helped to stimulate the demand 

for goods and services that were beyond the existing handicraft production 

system to supply. This stimulated the increase of labour force in the factory 

as a result of increase in production capacity. Hence, the need for personnel 

function was generated to regulate the high rate of labour in the factory.  

personnel management is the branch of management that concentrates on 

the management of manpower of any organization. Personnel 

management can be examined form two different angles. Firstly, as a 

function or responsibility of every manager or supervisor who has people 

under him working towards the achievement of the desired organizational 

goals. His responsibilities also include planning for people directly, people 

gaining commitment interest and efforts of people and applying control on 

the people.  

There are so many definitions of personnel management, as there are so 

many authors and books in this field. Notwithstanding the following 

definitions will be helpful. According to Flippo (1984) personnel 

management is the planning organizing directing and controlling of the 

procurement development compensation integration maintenance and 

separation of human resources to the end that individual organization and 

societies are accomplished. According to Nwachukwu, C.C (1985) personnel 

management is head and technique of administration which is concerned 

with the direction, organization development or control of human 
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resources. And the improvement of working condition is the primary goals 

objectives or functions of the organization with minimum expenses. Hall 

(1979) saw personnel manager “as one with functional responsibility for 

obtaining and improving the human relationship between management and 

personnel.  

According to Graham (1990) human resources management by the aid of 

industrial psychology concept is the part of management which deals with 

people at work as regards utilization which include recruitment, selection 

transfer, promotion, separation, appraisal, training and development, 

motivation which include job redesign remuneration fringe benefits 

consultation participation and justice and protection which included 

working conditions welfare service safety and implementing appropriate 

legislation.  

A good management of people is vital to the success of any organization 

and a department by the personnel department does this.  

 

DEVELOPMENT OF PERSONNEL MANAGEMENT IN NIGERIAN 

ORGANISATION 

The development of personnel management came from different group of 

varies background and professions. The contributions are discussed below:  

a. Labour Union Leaders 

 The trade union decree of 1973 defined a trade union as:  

Any combination of worker of employees whether permanent or not 

the purpose of which is to regulate the terms and conditions of 

employment or workers whether the combination in question would 

or not apart from this decree, be and unpopular combination by 

reason of any of its purpose, being in restraint of trade and whether 

its purpose do not include the provision of benefits for this workers.  

Labour union leaders are very influential group of people that have 

been the leaders of organized labour. In a large measure, their 

influence on the personnel field has been felt through labour 

legislation, advocated through management policies and 
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pogrammes adopted in response (and sometimes in opposition) to 

union initiatives. 

The emergence of unions in the beginning of the twentieth century 

was influenced by the need for improvement in the conditions of 

Nigeria workers, and the prevailing socio-economic conditions of the 

period. Thus the early turn of the twentieth century witnessed the 

formulation of such unions like the civil service union (1912) Nigeria 

union of teachers (1931) and the Nigeria railway workers union (1919). 

The general strike of 1945 by the unions became a turning point for 

the personnel management. The general manager and his assistance 

who have not been trained to handle union grievance could no longer 

cope with the activities of the union in their organizations. At the 

initiate stage, those who occupied the personnel manager’s position 

were mainly expatriates, as there were no indigenous people to play 

the role of personnel.  

Unfortunately, the union started to identify the expatriates as the 

agents of colonial masters who they considered to be the oppressors 

of the workers. The employer had to adopt a different strategy. Apart 

from public relations one of the first major things to be introduced by 

management in the second half to the 1950’s were the personnel 

functions. It was felt that a Nigerian personnel assistant or labour 

staff will understand the position to put across the view of personnel 

functions better than expatriates with different cultural background. 

For the  personnel management practitioners, the situation has 

changed and today, organizations in the country have well 

established personnel department with personnel managers to 

handle all personnel matters.  

b. The University Scholars  

This group of people contributed a lot of knowledge to the field of 

management generally and personnel management specifically. 

These contributions were made through the series of soundly based 

experimental research and their findings courses relating to 

management of human resources were taught in universities, who 
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helped to bring understanding between employees trained to handle 

matters relating to personnel in various organizations.   In addition, 

other higher intellectual, running courses in personnel management 

in Nigeria promoted and encourage the practice and study of 

personnel management.  

c. Government Legislation and Administration  

Government legislators and administrators were other important 

groups that have contributed immensely to the development of 

personnel management. They evolved and administered public 

policies in the area of remuneration to workers (wages and salaries); 

hour of work, collective bargaining process in the organizations, 

compensation to be received by workers in the case of injuries at 

work (workman compensation, unemployment and equal 

employment opportunity). Government pronouncements in these 

areas have a decisive upon the management of people at work in 

public sector establishments. 

d. Management Practitioners  

This is another significant group of contributors that have 

contributed to the growth of personnel management. The group is 

made up of management practitioners themselves, industrial 

executives, personnel specialists and consultant. They develop such 

field as; work measurement. This entails the study of job analysis and 

the time taken to complete the job. The aforementioned contributors 

to classical schools of thought are predominantly management 

practitioners. Frederick Taylor is a major contributor to scientific 

management. He also contributed to decision making technique such 

as time and motion study. Standardization, goal setting, money as a 

motivator, scientific selection. Taylor’s views were fundamentally 

correct and accepted.  

Today had actual shop and engineering experience and therefore 

was ultimately involved with tools, products and various machinery 

and manufacturing operations. His well – know meter cutting 

experiment demonstrated the scientific management approach. 
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Over a period of twenty-six years, Taylor tested every conservable 

variation in speed, feed, depth of cut and kind of cutting tools. The 

outcome of this research was high speed steel, considered to be one 

of the most significant contributions to the development of large 

scale production.  

Taylor, also dramatically contributed in increased productivity 

through his management philosophy and principles. In Taylor’s 

works, this approach can be summarized as:  

i. Science, not a result of the thumb 

ii. Harmony, not discard  

iii. Co-operation, not individualism  

iv. Maximum output, in place of restricted output.  

v. The development of each person to his or her greatest 

efficiency and posterity.  

 

These concepts represented a total system of management as well 

as day to day operation procedure in an organization. Hanri Fayol is 

another management practitioner who has contributed 

tremendously in this field. His fourteen principles of management 

have much value to both scholars and practitioners.  

Other contributors are Urwick (ten principle of management), Beach 

(the principle and practice of management) Weber (The study of 

Bureaucracy) Douglas me Gregory (theory x and Y) etc. These 

practitioners contributed to job evaluation promoting the welfare of 

an organizations, job design, executive development, leadership 

style and motivation in organization.  

 

THE ROLE OF PERSONNEL MANAGEMENT IN ORGANIZATION  

In stating the role of personnel management, it should be understood from 

the beginning that personnel management provides the leadership required 

formulating, recommending and implementing appropriate policy and 

procedures to ensure that organizations obtain and make required to 

accomplish the organizational goals. It is clear from what we have discussed 
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so far that the role of the personnel is not only that of the welfare officer as 

it was speculated in the sixties. The true position is that the management of 

an organization is the sole responsibility of the Managing Director, with the 

assistance of people that are knowledgeable in diverse disciplines including 

personnel functions.  

In this regard, the personnel function or the personnel manager’s role must 

be seen in relation to other specialists and not an “outsider” whose advice 

need not be taken. Like this colleagues in marketing, production, 

engineering etc the personnel is a unique position because he interacts with 

all heads of departments and offers the necessary advice, which is vial in 

achieving the organizational objectives. In order to deal with specialists 

effectively education qualifications and experience.  

These are some of the functions, which enable personnel management to 

be effective in planning systems and procedures for recruitment and 

selection, promotion and transfer, job Musselman and Hughers (1981). 

Personnel function is handled differently in different business. In some 

business, all managers are to some extent responsible for the people 

oriented activities. Human resources management is usually a staff 

function. The personnel manager has advisory authority.  

Sometimes, the personnel manager is given the line authority. In this 

capacity, he does not assist other department; his staff also makes the final 

decision in hearing conducting specialized training and decides who is to be 

promote. In every organization, certain personnel activities must be carried 

out in order to keep the work force and moral high. 

The personnel manager or department is expected to perform the following 

functions in the organization.  

a. Recruitment and Selection of Staff 

It is personnel department that maintain procedure for recruitment 

and selection. Therefore, the personnel manager has to device a 

means of tracing suitable personnel for the available job.  

Recruitment is always done in close liaison with the manager or 

supervisor concerned makes his choice from only those candidates 

who are likely to fit into the organization. Where himself was a party 
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to the selection of a candidate, he tends to show more interest and 

adjustment of the new employee to the new situation is made easier 

than when a manager finds himself complaining of an employee who 

was sent to him by personnel department.  

While personnel manager will plan for the number of staff needed for 

each section then he will advertise for the different vacancies from 

the following.  

i. The number of existing vacancies  

ii. Job specification i.e. qualification of the candidate 

iii.  Description of job in each vacancy and what the job entails  

iv. Remuneration  

v. Closing date for the application  

vi. Date for interview (if any).  

b. Appraisal of Employees  

Another important role performed by the personnel manager is the 

appraisal of employees in the organization. It consists of evaluating 

employee’s performance to continuously counsel and guide 

employees towards their goals. The employee equally wants to know 

how he is performance on the job from the personnel manager. 

These are the importance of appraisal, which is a review of the 

employee’s performance based on the objective agreed. The 

personnel manager is exclusively involved in designing and 

monitoring appraisal systems relating to promotion, transfers, 

discharges, play increase and job coaching.  

A very important question as far as staff appraisal system is 

concerned, is who appraises who? The most common system is that, 

the supervisor appraises his immediate subordinates with the 

completed assessment going to the next senior supervisor or 

manager for endorsement either or after the appraisal.  

Finally, the form is lodged in the personnel department to be used for 

planning, training and succession to some organizations, the 

assessment is by the supervisor while the interview is by a personnel 

manager.  
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c. Compensation  

One of the ways for compensation workers is mostly by conducting 

surveys of wages and salaries and the personnel department does 

this. A representative of the personnel department is usually a 

member of the job evaluation committee and participates in decision 

on the relative worth of the jobs.  

Personnel department is usually one of many sources from which 

recommendations about fringe benefit originates. It ensures that 

workers receive compensation comparable to those aids to workers 

in similar organizations.  

Furthermore, the prevailing cost of living should be taken into 

consideration. This can be done through job evaluation.  

d. Employee Welfare 

This is a function that must not be negotiated, as some of the welfare 

precision is require by law under factor act. For instance, there are a 

specific number of toilets and drinking water facilities that should be 

provided for certain number of employees. Failure to comply will 

bring the penalties of law on the establishment to ensure that the 

company provides the welfare services required by law for the 

employees. Example of such welfare services are making sure that 

canteens are well taken care, employee amenities, saving schemes, 

long service awards, evident free bonus for drivers yearly, provision 

for accommodation and transport facilities, provision of social and 

recreational facilities application of provision of factory act, contract 

with factory inspectors, accident prevention, service medical 

examination of employees, keeping health records and visiting the 

sick absentees.  

e. Initiating Personnel Policies  

The personnel manager initiates personnel policies aimed at 

improving the effectiveness of the organization’s human resources, 

establishes training programmes for new and non-management. He 

must introduce collective agreement proposals to the company for 

approval and negotiate detail on behalf of the company. The 
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personnel manager co-ordinates and control implementation of the 

organization’s personnel policies and practices to ensure uniformity, 

justice and fair play in the organization.  

f. Collective Bargaining  

The personnel department is usually the central point where the 

working condition and terms of employments are reached between 

union members and employer, in order to arrive at compromise. With 

this method, industrial relation is established and all form of crises 

are averted in the organization. According to Crane (1976), collective 

bargaining lies at the heart of the personnel process among the items 

for negotiation are wages, hours of work, issue of leave and 

payment, overtime etc.  

g. Discipline and Discharge  

Discipline and discharge is yet another role performed by the 

personnel manager in organizations. In the right sense of it, discipline 

means orderliness, in another sense, it could mean punishment for 

wrong doings.  

The manager whether in factory or office must have the primary 

responsibility for training his people or staff to abide by rule of 

behaviour and for initiating punishment for those conducts deviate 

from the general ways of doing things.  

g. Training and Development  

This is also a function of the personnel department as training and 

development entails the learning process organized by the 

organization for its employees, for the purpose of acquiring more 

skill in order to achieve organizational goals and objectives.  

According to Flippo (1974) after the employee has been recruited, 

selected and inducted, he or she must be developed to better fit the 

job and the organization 

There are many establishments in the country, which regard training 

and development as expensive venture and try to avoid. What such 

organizations are interested in is the immediate returns. But in this 
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changing world of which Nigeria is a part, this attitude cans no larger 

stand.  

An effective training and development programme could bring about 

the following:  

• Improve efficiency and raise morals  

•  Introduce new techniques  

• Provision of successive qualified personnel  

It is also the duty of the personnel manager to advise 

management on the need for staff training and development. Any 

organization that does not provide for training and development of 

its staff will lose their skills to other competing organizations.  

 

The Problem Facing Personnel Department There are many problems 

facing personnel department in organisation  which inhibit the effective 

performance of the role expected of it.  

a. Equal Employment Opportunity 

There are problems of equal opportunities for employment amongst 

women and other majority group. the  problem of racial, religion and 

quota system distort the selection process of employment. Others 

problems in employment issues in are tribal sentiment and God – 

fatherism. This prevents them from employing the most qualified 

candidate for the position in the company.  

b. Lack of Training Facilities for Personnel Practitioner Managers  

There are no training facilities for personnel managers in Nigeria. As 

a result most organizations cannot afford to send their personnel 

staff abroad for further training and this retard the performance of 

personnel manager in organisation. Training is very important to any 

employee in organization, because it enhances their performances in 

their fields of specialization. 

c. Problem of Motivating Workers  

Motivation could be seen as getting to know the needs of workers, 

providing these needs, for them so that they could put in their best, 

which in turn yield maximum productivity. Herzeberg (1959) 
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propounded two factor theories. He claimed that there are some 

needs, the satisfaction of which will only maintain worker on their job 

rather than move them into more action. He called it “hygiene” or 

maintenances factors. He also claimed that the satisfaction of some 

other needs can motivate workers and he called it the motivator.  

The former comprises of pay, working condition, style of supervision 

and company policies, which the letter comprises recognition, sense 

of achievement, work itself, responsibility and advancement.  

 

Therefore, the personnel manager faced with problem of deciding whether 

the increment in salaries or the creation of production prospects could spur 

workers into more action, especially as human beings needs are insatiable. 

Abraham Maslow in his theory on the hierarchy of needs said that as soon 

as one level of need is satisfied, one is faced with other higher level of needs. 

This is another problem of concerned to the personnel department in 

organization 

 

Methodology 

The research adopts and explores secondary source of material in simple 

random selection which involves the issues of Personnel management  

development on organizational productivity in Nigeria and data from 

textbooks, Journals, newspapers, magazines, internets, and libraries were 

used. 

  

Theoretical Framework:  

Expectancy theory by victor .h. vroom   Expectancy theory of 

motivation was formulated b Victor .H. Vroom (1964). The theory is a 

cognitive one based on the rational economic view of man. They embodied 

the path of man Basil .S. Georgopoliou, and et al (a path-goal approach to 

productivity journal of applied psychology, vol.41, 1957, pp. 345-353), they 

are of the view that workers or people have needs to satisfy and that in 

order to satisfy these needs, they take a particular path or use a particular 

strategy to achieve them. 
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 Expectancy theory of motivation looks at the various strategies which 

people take to achieving their goals, they are exposed to various 

alternatives and that individuals are rational beings who use the alternatives 

that will enable them achieve their goals. The main features of expectancy 

are: valence, outcome valence, instrumentality and ability. 

Valence: valence is the strength of an employer’s preference for a particular 

outcome. An outcome has a valence because it relates to the needs of the 

workers. The valence of a given outcome might be positive, zero or 

negative. 

A negative valence is the positive if the employee prefers attaining the 

outcome. While valence is referred to as zero when an individual is different 

about the end product of a particular behavior. This can be classified as first 

and second level outcome and it is linked to a second level outcome. 

A means of aid is used to show first level outcome and it is likened to a 

second level outcome. 

Generally speaking, the first outcome refers to some aspect of performance 

like goal accomplishment, first level outcome are thought to be the result 

of individual’s effort. 

Second level outcome on the other hand are viewed as consequence to the 

first level outcome which is expected to lead to such things as pay arises 

promotion. 

Instrumentality: This refers to the relationship between the first level and 

second level outcome. If the first level outcome always leads to the second 

level outcome, the instrumentality is zero i.e. 1.0 conversely, in the first level 

outcome, the instrumentality is -1.0 

Ability: Ability is said to as an employee/worker’s capability in performing or 

carrying out a particular task. This means what a worker can do. 

 

Conclusion  

The importance of personnel management in organizations cannot be over 

emphasized. Therefore, the purpose of this study is to look at the 

importance of the personnel management and its functions in 
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organizations. This will enable us know if these functions are recognized 

and appreciated by employees of the organization.  

To this end, it is clear, that the functions performed by personnel 

department in organizations are important and it is not irrelevant in the 

scheme of things.  

It was also discovered that to create awareness of personnel functions in 

organization; personnel managers and staff should be allowed to contribute 

to decision making, and should be sent for seminars and conferences.  

Finally, this study showed clearly in the analysis that there are great 

differences between the functions of personnel department and the role of 

other departmental managers.  

 
Recommendations  
Based on the findings and conclusion of the study, the following 
recommendations are made:  

1. Personnel department should be given free hand to carry out their 
duties the way they feel is easier and better in order to enhance 
efficiency in their job.  

2. It is recommended that personnel managers and staff, be sent on 
regular training course, at least once a year to enhance efficiency.  

3. Management should ensure that personnel managers are members 
of the management team.  

4. In addition to training courses, personnel managers and staff should 
be sent for seminars and conferences in personnel management.  

5. Personnel department should be well equipped with the necessary 
facilities to enable them perform well and enhanced productivity in 
order to achieve the organizational goals and contribute to the 
success of the business.  

6. Trained and qualified persons should be employed to handle 
personnel functions so that there can be effective personnel 
development in the organization and good administration.  
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