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ABSTRACT

The purpose of this study was to determine the professional orien¬
tations of Montana's state and municipal personnel directors.
The data was gathered through the use of a mailed questionnaire
that was designed and developed by the investigator.
This instrument
was sent to thirty-one municipal personnel directors and twenty-four
state personnel directors.
It consisted of thirty-one items which
were either nominal, ordinal or open-ended in format.
The questions
covered five general areas: (a) The Demographic and Objective Dimen¬
sion, (b) The Career Orientation Dimension, (c) The Rewarded Activity
Dimension, (d) The Professional Orientation Dimension, and (e) The Job
Function Dimension.
Each participant's responses were compared to an
"ideal type" model of a "professional" and "nonprofessional" personnel
director.
Analysis of the data showed that Montana's public personnel
directors possess many of the demographic and objective characteristics
which are typical of public personnel directors as described in recent
literature.
However, the majority of their attitudes, practices and
perceptions appear to be nonprofessionally oriented in terms of the
ideal type of a "professional personnel director."
It was recommended that professional personnel associations
promote professionalism through mandatory certification of its practi¬
tioners, a relevant code of ethics, increased quality research to
improve and increase their theory and knowledge base, etc.
Also, in
order to further professionalism, training institutes must provide the
students of personnel with professional administrative tools to combat
illegal pressures that may occur.

Chapter 1
INTRODUCTION

The purpose of this professional paper is to determine the profes¬
sional orientations of Montana's state and municipal personnel direc¬
tors.

The importance of professionalizing public personnel adminis¬

tration is related to a number of factors, such as defending the merit
system, enforcing the Equal Employment Opportunity Act and improving
their competence to meet new responsibilities and legal demands.
Reasons for Professionalizing Personnel Administration
Within the past several years, some serious questions have been
raised by critics about the state of public personnel administration.
According to Shafritz,

"public personnel administrators are operating

in a nether world in which an insidious cancer is quietly and relent¬
lessly eroding the budding professionalism and spirit of the personnel
establishment ... it is serving to subvert the democratic processes
of government by institutionalizing a system of governance that is
neither known by the public nor formally sanctioned by their elected
representatives"

(1975, p. 118).

This apparent rise of corruption

within the personnel field is caused by a duality in the personnel
administrator's role: should personnel operatives serve line manage¬
ment or should they guard the merit principle?

Shafritz states that

"public personnel administrators frequently find that it is impossible
to fulfill their management mandates by fully abiding by the structural
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constraints of the merit system"

(1975, p. 4).

In order to combat this

situation, many present day public personnel directors feel it is vital
to "professionalize" the personnel function.
Another pressure the personnel director must contend with is
enforcing the Equal Employment Opportunity Act (EEOA) of 1972.

This

mandate brings state and local employment practices under federal jur¬
isdiction by means of the United States Equal Employment Opportunity
Commission

(Grossman, 1975, p. 106).

The thrust of the EEOA is to

"stop acts of discrimination in hiring, assignments, promotional oppor¬
tunities, or any other benefits or conditions of employment by provid¬
ing legal remedies"

(Shafritz,

1975, p. 98).

This act obviously

affects many of the duties that are solely the personnel director's
responsibility.
An example of one area where this act has caused a considerable
change in the concerns of personnel directors is in the area of using
civil service examinations to determine the most qualified applicant.
The examinations that personnel directors have used in the past were
simply a technical and administrative problem.

However, today, because

of the EEOA, they must be equally concerned that these examinations are
valid measures of a person's aptitude.

While there are no legal limits

on the use of tests, all examining instruments may now be challenged as
discriminatory in effect

(Grossman, 1975).

Consequently, the validity

of examination tools has become a major concern.

As a result of these
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added responsibilities, many scholars believe it is necessary to "pro¬
fessionalize" the personnel occupation, especially if personnel direc¬
tors are to be held legally accountable in this and other functions.
In addition to these demands, personnel directors are being
called upon to improve personnel operations in order to contribute to
organizational productivity.

This has involved a growing belief by

practitioners and academicians that professionalism is the answer for
improving the competence of personnel directors in administering
personnel functions such as training, organizational development,
performance evaluation, etc.
In view of these pressures on public personnel directors, research
needs to be done to determine the professional orientations of Mon¬
tana's state and municipal personnel directors.

Hopefully, such a

study will shed light upon the extent to which personnel officials in
Montana are responding to its legal problems,

as well as to other

pressures to "modernize" public personnel through professionalization.
Statement of the Problem
The problem of this professional paper is to identify the personal
attributes and organizational variables which indicate "professional
orientations" among Montana's state and municipal personnel directors.
Purpose of This Study
The personnel function in contemporary organizations is one of
great importance.

According to Coleman,

"the horizons of personnel
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work have broadened, its range of activities have grown, and personnel
directors have increased status and authority"

(1976, p. 34).

In spite

of the obvious and increasing importance of personnel management in
the public sector, Fottler and Townsend (1977, p. 250) state that
little research has been done to determine the professional character¬
istics of public personnel directors,
zations.

their departments and organi¬

This is surprising in view of the significance of personnel

costs in public expenditures and the increased professionalism that is
being required of public personnel directors in response to legal
pressures.

Accordingly, this study will undertake to gather informa¬

tion concerning the professional orientations of personnel directors
and their organizations in Montana.

Hopefully, both state and local

chapters of professional personnel associations will be able to use
the results to assess their occupation's weaknesses and strengths.
General Procedures
This researcher has reviewed the literature related to the profes¬
sionalization of public personnel directors.

From this review a ques¬

tionnaire was designed in which five general areas were formulated
(see Appendix A for an example of the questionnaire).
were: (a) the demographic and objective dimension,
orientation dimension,

The five areas

(b) the career

(c) the rewarded activity dimension,

(d) the

professional orientation dimension, and (e) the job function dimension.
Finally,

each participant's responses were compared to an "ideal type"
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model of a "professional" and "nonprofessional" personnel director to
determine how professionally oriented Montana's public personnel direc¬
tors were:
The instrument was sent to thirty-one municipal personnel direc¬
tors and twenty-four state personnel directors.

It consisted of

thirty-one items which were either nominal, ordinal or open-ended in
format.
by item.

The data were then tabulated, analyzed, and interpreted item
The results are presented in Chapter 4.

Delimitations
This study was limited to:
1.

Currently employed personnel directors of (a) the major pop¬

ulated cities of each county in Montana as indicated by the Montana
State, Regional and County Estimates, 1950-1975 (pp. 4-8), and (b)
Montana's state departments, whose names were on file with the Depart¬
ment of Administration, State Personnel Division.
2.

Responses solicited by a questionnaire that was designed by

the investigator.
3.

The school year 1977-78.

4.

The use of the Montana State University Library in reviewing

the related literature.

6
Limitations
This study has been limited in the following ways:
)

1.

No attempt was made to solicit the views of county personnel

directors.
2.

The study was limited by interpreting the respondent's

meaning to statements and questions on the questionnaire.
3.

No attempt was made to investigate former attitudes or "pro¬

fessional orientations" of Montana's state and local personnel direc¬
tors.
Definition of Terms
Personnel Administrator.

A term used to describe personnel oper¬

atives who are mainly concerned with the technical and clerical as¬
pects of maintaining the required records on employees within an
organization (Shafritz, 1975, p. x).
Personnel Manager.

A term which refers to the personnel opera¬

tives who view the clerical components of their job as an "essential
housekeeping responsibility"; but they are mainly concerned with the
"viability of their organization's human resources"

(Shafritz, 1975,

p. x).
Personnel Director.

A term used to refer to those in charge of

a personnel department whether they are Personnel Administrators or
Personnel Managers.
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Profession.

The definition to be used in this paper is a con¬

densed version by these authors: Carr-Saunders & Wilson
Greenwood (1962), Mosher"^ (1968), and Brandeis

(1935),

(1914) and Patten (1975)

A profession is a particular grouping of occupations in which there
is: (a) A definable body of knowledge, theory and skills which are
learned through extensive education;

(b) An association which advances

and maintains the interests of its members, and which establishes and
enforces a code of ethical conduct;

(c) Definite requirements for

admittance by regulating the examination,
of its practitioners;

licensure or accreditation

(d) High social status and authority that is

sanctioned by our society; and (e) Autonomous control over governing
the affairs of an occupation and its members.
Professional orientations.

This concept reveals the degree to

which the professionalization process has proceeded among a given
occupation (Hughes, 1958, p.

53) .

Semi-profession or emergent profession.

This term refers to an

occupation which has not been "recognized" or "legitimized" as a pro¬
fession but is aspiring to professional status
Occupation.

(Mosher, 1968, p. 107).

This term refers to all jobs whether they are a

profession, semi- or emergent profession, or a nonprofession.
Summary
This chapter has provided a brief overview of the problem of this
study and of how the data was collected and analyzed.

Five general
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dimensions have been presented which will aid in categorizing each
participant's response, and which will give information on the present
"professional orientations" of Montana's public personnel directors.
The following chapter,

the Review of Related Literature, includes

developing a rationale for professionalizing personnel administration
and reviewing the historical developments that encouraged this move¬
ment.

Chapter 2
REVIEW OF RELATED LITERATURE

Introduction
In this chapter five major topics are presented and examined.
First the rationale for professionalizing personnel administration is
presented.

This is followed by a brief overview of the definitions of

a "professional" and of "professional orientations."

Next, the process

by which an occupation becomes a profession is explained and then, the
historical developments of personnel administration's professionaliza¬
tion movement are described.

Last, the disadvantages of becoming a

profession are examined.
The Rationale for Professionalizing Personnel Administration
According to Shafritz (1975, p. 3), the appropriate goal of public
personnel administration is more than successfully activating the "dis¬
similar duties necessary to recruit, pay and discharge employees."
Instead,

Shafritz states that public personnel administrators should

view their missions as "maximizing the utilization of their organiza¬
tion's human resources"

(p.

3).

The first step in accomplishing this

goal is to revitalize the public personnel function in selecting and
training personnel directors who are capable of handling a broadened
definition of public personnel which includes many newly acquired
duties,

e.g., engaging in job design, in addition to its traditional

functions, e.g., recruiting (Mathis & Jackson, 1976, Chap. 2).

Many
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present day public personnel directors feel that to accomplish this
goal, it will be necessary to professionalize the personnel function.
Another reason supporting the attainment of professional status by
personnel administrators is to improve their ability to adequately de¬
fend and promote merit system policies and other personnel decisions to
•

top management (Patten, 1968, p. 5).

•

Patten illustrates this problem

when he asks, "Would an executive as freely ask his physician to fal¬
sify a medical insurance report as he would ask his personnel officer
to justify an unwarranted position reallocation?"

(p. 5).

This illus¬

tration highlights the obvious and immediate advantages that profes¬
sional ethics and status could have when engaging in a disagreement
with top management.

Unfortunately, if most personnel directors today

cited professional ethics as a reason for not complying with executive
management's wishes, they would probably be considered naive and
idealistic, and may even find their employment status jeopardized.
These are some important reasons by personnel administration
should become a profession.
The Characteristics of "Professions" and
"Professional Orientations"
Greenwood (1969, pp. 206-209) states that the difference between
a professional and a nonprofessional occupation is not a qualitative
but a quantitative one.

Both types of occupations possess basically

the same professional characteristics.

However, the nonprofessions
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possess them to a lesser degree when placed on a professional con¬
tinuum.
sions

At one end of the continuum are the well-recognized profes¬

(e.g., physician, attorney, clergy) and at the other end of the

continuum are the least skilled vocations
loader,

farm laborer).

(e.g., watchman, truck-

The remaining occupations are distributed

between these two poles depending on the amount of skill and prestige
involved.

The occupations that cluster around the professional pole of

the continuum possess to a maximum degree the attributes that the fol¬
lowing experts cite as professional.

This next section is a concise

summary of several authors different definitions of the characteristics
that define a profession.
Carr-Saunders and Wilson (1935, pp. 476-480)

states that occupa¬

tions wanting to achieve professionalization must possess the follow¬
ing attributes:
1. High standards of admission.
2. A special body of knowledge and theory.
3. Altruism and dedication to the service ideal.
4. A lengthy period of training for candidates.
5. A code of ethics.
6. Licensing of members in their profession.
7. Autonomous control.
8. Pride of the members in their profession.
9. Publicly recognized status and prestige.
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However, according to Greenwood

(1962, pp. 206-217) and based on

his review of sociological literature, a profession posseses these
features:
1. Systematic Theory—professional skills must come from
and be supported by an accumulation of knowledge that has been
organized into an internally consistent body of knowledge.
2. Professional Authority—is based on extensive education
in the theory of a discipline which discloses to the profes¬
sional what is beneficial or not beneficial for the client.
3. Community Approval—professional authority, powers
and privileges which are based on extensive education in
order to pass a standardized examination, or to be accredited
or licensed.
4. Regulative Code of Ethics—must exist to govern
colleague relationships, demanding only ethical or profes¬
sional conduct.
5. Professional Culture—the particular norms and values
supportive of the profession's aims and interests develop into
a culture, together with sanctions applicable to those violat¬
ing these norms and values, i.e., the medical culture is
different than the clergy's culture.
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Mosher (1968, p. 106) defines the world "profession" liberally as
1. A reasonable clear-cut occupational field.
2. Requires higher education at least through the
bachelor's level.
3. Offers a lifetime career to its members.
And finally Brandeis

(1914, pp. 1-2) and Patten (1975, pp. 22-23)

cite the following characteristics as those distinguishing the differ¬
ence between a profession and an occupation:
1. Preliminary training involving knowledge beyond
skill.
2. Service ideal refers to serving others, not self.
3. Financial return is not the accepted measure of
success.
4. An association which enforces ethical codes and
advances further research.
After reviewing these experts' opinions on the characteristics
that determine a profession, this researcher has chosen to use a defi¬
nition of a "profession" that is a condensed version of all these
authors.

In this study, a "profession" is: (a) A definable body of

knowledge, theory and skills which are learned through extensive edu¬
cation;

(b) An association which advances and maintains the interests

of its members, and which establishes and enforces a code of ethical
conduct;

(c) Definite requirements for admittance by regulating the
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examination, licensure or accreditation of its practitioners;

(d) High

social status and authority that is sanctioned by our society; and
(e) Autonomous control over governing the affairs of an occupation and
its members.
According to Hall

(1961, pp. 315-323), it is unrealistic for the

field of personnel administration to try to achieve professionalism in
the classical sense as indicated by the definitions of the previous
authors.

Many personnel administrators realize this and recognize the

fact that there are many other variations of "professionalism" or
"professional orientations" that are possible within the framework of
government bureaucracy (McFarland, 1962, p. 135).

The "professional

orientation" concept has a more modest criteria for measuring profes¬
sionalism than the traditional criteria that defines a "profession."
"Professional orientation" reveals "the degree to which the 'profes¬
sionalization process' has proceeded among a given occupation and is
subject to observation and experimentation by researchers"
1958, p.

53).

process'

that the recognized professions have followed.

(Hughes,

The next section will identify this 'professionalization

The Professionalization Process
According to Wilensky's
professions and occupations,

(1964, p. 145) historical research of 18
there is a progression of events or a

typical process which the established professions have followed in
attaining professionalism.

This sequence of events is by no means
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invarient.

However, Wilensky's research showed that "only 32 of the

126 dates for crucial events in the push toward professionalization
deviated from this order."
this study.)

(p.

i42)

(See Appendix B for the results of

The following sequence of events are Wilensky's "Process

of Professionalization."

(p. 141-146)

1. An obvious first step is when the practitioners of an occupa¬
tion begin doing their work full-time which results in staking out a
jurisdiction.

At this early stage, the practitioners come from other

occupations.
2. The second step is the concern that the early leaders of the
professionalization movement have about standards of training and prac¬
tice.

As a result they establish training schools, which, if not ini¬

tially, eventually make contact with universities.

This connection

increases the development of specialized study, academic degrees, and
research programs to expand the occupation's base of knowledge.
3. This step involves the occupation's teachers and activists who
promoted the previous step and now advocate more effective organization
by establishing a professional association, first at the local level,
then national level.

This is accomplished by either transforming an

existing occupational association or creating a new one.
4. In the fourth step, the practitioners move towards gaining
legal protection of their job territory and its skills.

When an occupa¬

tion does not have exclusive responsibilities to an area, the aim will
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be legal protection of the occupation's title by certification or
licensure, e.g., certified public accountants.

However, when an occu¬

pation's area of responsibilities is clear, then the performance of
this skill by someone outside the certified or licensed practitioners
becomes an illegal act, e.g., medical practice laws.
5.

And finally, in order to eliminate the unqualified and

unscrupulous practitioners of the occupation, the practitioners will
formulate and adopt a formal code of ethics.
This process of professionalization will aid in assessing where
Montana's personnel directors are now within the process.

The next

section of this chapter will summarize the external and internal his¬
torical developments of the professionalization movement in the field
of personnel administration.

This will be an overview of the progress

and barriers that this occupation has encountered.
The Historical Developments to Professionalize
Personnel Administration
The professionalization movement of public personnel administra¬
tion is the product of a long evolution, the development of which has
involved a variety of different social concepts and laws.

The follow¬

ing is a chronological summary of important external factors that have
affected this movement.
From 1829 to 1883.

President Andrew Jackson's public personnel

policy was to "democratize government service and open it to all
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segments of society"

(Nigro & Nigro, 1976, Chap. 1).

He believed that

the duties of most federal jobs were simple and easily learned, so
there was no need for permanence in public service.

Unfortunately,

the long-term effect of Jackson's personnel philosophy was to open the
gates for the spoils system at all levels of government.
From 1883 to 1930.

The progressive deterioration and corruption

of the public service led to the passage of the Civil Service Act of
1883 (The Pendleton Act)(Stahl, 1971, pp.

32-35).

This act was the

culmination of the efforts of the Civil Service League to eliminate
the undesirable effects of the spoils system by establishing Civil
Service Commissions at the federal, state and local levels.

Initially,

the main responsibility of these bipartisan commissions was to fill
government positions by open competitive examinations

(Stahl).

Reforms adopting the civil service concept were not widespread
even as late as the 1930s.

Moreover, the existing civil service sys¬

tems were poorly funded and largely staffed with clerks, who only
performed such basic tasks as testing and maintaining records

(Nigro

& Nigro).
From 1930 to 1950 (The Birth of Modern Personnel Administration).
In 1938, President Roosevelt issued Executive Order 7916, which for
the first time in history required the establishment of divisions of
personnel management in the executive departments and agencies
(Hampton, 1970, p. 2).

These offices were to be staffed by
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professional personnel directors.

In 1947, President Truman signed

Executive Order 9830, which "established the role of the personnel
function in the management of Federal agencies, and specifically
assigned responsibility for personnel management to all who plan,
direct or supervise the work of Federal employees"

(Hampton, p. 2).

These two orders commenced the "modern" personnel administration move¬
ment, a movement based on "efficiency."

The definition of "modern"

used in this context means expanded services, specialists staffing per¬
sonnel offices, recruitment and retention of efficient employees, and
the improvement of tests (Nigro & Nigro).

Such demands logically led

to the employment of professionals with appropriate college degrees,
e.g.,

industrial relations or personnel administration, to replace

the personnel clerks.
This era began a new professional personnel movement—from routine
activity with limited technical content to establishing itself as a
tool of executive management.

Personnel now united with other depart¬

ments, e.g., budget and finance, who together were providing essential
services to management.
From 1950 to 1970.

Nigro & Nigro

(1976) cited two criticisms of

the "new" personnel era: (a) personnel offices frequently hampered
rather than helped line officials, and (b) they concentrated on pro¬
cedures and paper work, and thus neglected the "human organization."
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Consequently, the emphasis of personnel began to change after World
War II to an "accent-on-people."
A directive issued by President Nixon on October 9, 1969 served
to further advance this new approach to the personnel function.

This

directive recognized that the most essential element that personnel
administration deals with is the human resources of the organization.
For the first time in over 30 years, a President of the United States
officially and specifically emphasized to his executive departments
the importance that he attached to the personnel function and to our
personnel resources (Hampton, p. 2).
This human relations approach was applied to the personnel func¬
tion in the following ways:
(a) .

.

. not only find qualified persons and place them in

the right jobs, but also they must be properly motivated,
(b) analyze the employees'
their potential,
.

.

training needs and help to develop

(c) engage in personnel research, and (d)

. personnel directors should be educated not only in

techniques, i.e., classification or testing, but also in
human relations theory and its applications

(Nigro & Nigro,

1976, p. 9).
This new emphasis on human relations and resources helped to re¬
vitalize personnel's professionalism movement.

It assisted in estab¬

lishing the personnel function as a tool essential to sound
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management and served as a focal point for efforts to "humanize" organ¬
izational life.
The 1970s

(The New Public Personnel Administration).

The changes

have been so great in personnel since the 1960s that a "new public per¬
sonnel administration" has been proclaimed.

While the merit principle

still prevails, it has been redefined in important ways by both affir¬
mative action policies and collective bargaining

(Nigro & Nigro).

Another important development for both the merit principle and
the professionalization movement came with the passage of the Inter¬
governmental Personnel Act of 1970 (IPA)(Nigro & Nigro).

The IPA pro¬

vides financial and technical assistance to help strengthen personnel
administration in state and local governments in a manner consistent
with the following principles:
(a) Recruiting, selecting, and advancing employees on the
basis of their relative ability, knowledge, and skills, in¬
cluding open consideration of qualified applicants for initial
appointment.

(b) Training employees to assure high-quality

performance.

(c) Retaining employees on the basis of the ade¬

quacy of their performance and separating employees whose
inadequate performance cannot be corrected.

(d) Assuring fair

treatment of applicants and employees without regard to polit¬
ical affiliation, race, color, national origin, sex, or
religious creed and with proper regard for their privacy and
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constitutional rights as citizens.

(e) Assuring that em¬

ployees are protected against coercion for partisan polit¬
ical purposes (Nigro & Nigro, 1976, pp. 26-27).
Vrana (1975, pp. 22-23) states that the IPA has been mutually
beneficial to both state and local agencies and to employees.

Accord

ing to Levenson (1972, p. 50), the IPA has been the stimulus in
strengthening the merit principle today.
IPA,

With the enactment of the

there have been three types of beneficial impacts
(a) gains in technical information,

(Vrana, 1975):

(b) government personnel

has increased access to and familiarity with different pro¬
grams, and (c) the achievement of the goals of the IPA assign¬
ments.
Personnel administration has continually progressed towards professialism since the early 1900s.

However,

it has not yet achieved

full professional status, as will be seen in the next section.
The Internal Developments that Affected
Professionalization
The previous section related the "external" factors that had a
formative influence on professionalizing the personnel field.
ever,

How¬

at the same time these "outside" forces were shaping the per¬

sonnel function, students and practitioners within the field were
taking steps that also encouraged professionalization.

As Ling
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(1965, p.

338) states, these steps fall into three general cate¬

gories:
(a)

experiments in higher education to train personnel

specialists for the future,

(b) attempts to establish pro¬

fessional associations to facilitate discussion and research,
and

(c) efforts to develop a body of literature to provide

for the dissemination of ideas about the personnel function.
The Evolution of Collegiate Education in Personnel
Administration
Collegiate education in personnel administration was initially a
response to the pressures from professional groups and the federal
government.

Ling indicates that the educational advances have taken

two forms: "(a) the development of credit courses in personnel, and
(b) the emergence of personnel research bureaus concerned with inves¬
tigation and publication in the personnel area"

(1965, p. 376).

In 1915, the Amos Tucks School of Administration and Finance at
Dartmouth College was the first university to include course work in
the personnel area.

Many schools followed this example, and by 1920,

college level education in personnel was widespread.

Universities

have also had an important role in fostering research through the
establishment of personnel research bureaus, e.g., the Carnegie
Division of Applied Psychology, founded in 1915.
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However, there is widespread debate over what type of educational
preparation is appropriate for personnel work (Petrie, 1965, pp. 6869).

As seen in the past, many liberal arts and general business

graduates have been able to secure jobs in the field of personnel
administration.
Even though there is a growing number of curricula in industrial
relations and personnel, the graduates with these degrees are not the
sole qualifiers for a position as personnel directors.

This has

occurred because the "professional" personnel associations do not have
direct control over the preparatory educational programs or over the
certification and licensing of personnel directors

(Donham, 1964,

p. 65).
The Growth of "Professional" Personnel
Associations
The beginnings of professional meetings and discussions on per¬
sonnel topics had their origins in other professional societies, e.g.,
the American Society of Mechanical Engineers.

However, the demands

for research and dissemination of ideas forced professional personnel
groups to form.

In 1912, the first professional society was founded—

the Public Personnel Association.

Over time, many "professional"

personnel associations emerged, the two leading associations being the
American Society for Personnel Administration and the International
Personnel Management Association.

These "professional" personnel
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associations have "members which pay dues and show allegiance, publish
journals, sponsor national and regional meetings, alert their members
to events of importance to the occupation and occasionally lobby in
behalf of their membership in governmental areas"
1964, p. 41).

However,

(Hall & Thompson,

these associations lack the power to: "(a)

control admittance into the occupation by regulating entry into train¬
ing facilities or by examining and licensing practitioners,
lish minimum standards for training programs,

(b) estab¬

(c) remove individuals

from the occupation, and (d) enforce a code of ethics"

(Hall &

Thompson, p. 41).
According to Patten, "public confidence in any profession is
based upon the adherence of practitioners to a rigid code of ethics
and conduct, together with the prompt disciplining of those who trans¬
gress that code"

(1975, p. 28).

In 1967, ASPS published the "American

Society for Personnel Administration Group's Code of Ethics"
Appendix C for this code of ethics).

(see

However, these codes contain

lofty ideals which provide little concrete guidance to personnel direc¬
tors.

Moreover, adherence to the code is purely voluntary.

The

"professional" personnel associations have no way to charge, try, and
if guilty, force out of the occupation any personnel director who has
violated the code (Patten).

25
The Evolutionary Patterns of Personnel Literature
The evolution of personnel literature provides insight into the
development of the field itself.

The literature reflects the "chron¬

ology of the personnel function, the shifts in interest that have
occurred, and the changing authorship of personnel contributions"
(Ling,

1965, p. 488).

From 1902 until the end of World War I, the literature of the
personnel field was also limited to the journals of the other fields,
e.g., The Annals and the Engineering Magazine
1914,

(Ling, Chap. 15).

In

the first journal devoted exclusively to the personnel field was

the National Association of Corporation Schools Bulletin.

In 1921,

the Personnel Journal was founded which is the oldest continuously
published journal in this field.

Books dealing with the personnel area

did not appear until after the publication of the first articles, e.g.,
Social Engineering by William H. Tolman, published in 1919.
According to Ling (Chap. 15), the early literature focused mainly
on methods,

techniques and descriptions of particular company experi¬

ences while in recent years, emphasis has shifted to analytical and
conceptual discussions and to the reporting of research findings.
Along with a shift in content, there has also been a shift in author¬
ship.

Much of the early literature was written by personnel practi¬

tioners.

However, today there is an increase in contributions from

the academicians.
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Wilensky (1964, p. 138) states,

"Any occupation wishing to exer¬

cise professional authority must find a technical and intellectual
basis for it and assert an exclusive claim to it."

However, the books

and periodicals covering this area comprise "plenty of testimony on
what is effective" but there has been insufficient research evidence
to support this testimony (Patten, p.

24).

In addition, Taylor

(1959,

pp. 10-23) indicates there has been an excess of articles about "per¬
sonnel fads, fashions and gimicks."
Thus, personnel literature tends either to compare and contrast
already existent knowledge or to deal with rather superficial topics.
In order for this field to advance professionally, its body of know¬
ledge will have to increase and be based upon sounder investigation of
personnel problems and needs (Patten).
Even though personnel administration has continually advanced
professionally since the 1900s,
status.

it has yet to attain professional

The next section of this chapter compares Wilensky's "pro¬

fessionalization process" and personnel administration's professional
movement to explain why this occupation is not yet a profession.
The "Professionalization Process" in Personnel
Administration
This occupation's professional weaknesses become clear when the
sequence of events within personnel administration's professionali¬
zation movement are compared against Wilensky's "Process of
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Professionalization."

The following table is a summary of the events

within the movement to professionalize personnel administration.
Table 1
The Process of Professionalization in Personnel Administration*

Became First
TrainFulling
Time
Occupa. School

1915

1900

First
University
School

First
Local
Profess.
Assoc.

First
Nat' 1
Profess.
Assoc.

1915

1906**

1906**

First
State
License
Law

None

Formal Number Number
Code
of
of
of
Errors Ties
Ethics

1967

*Dates concern only events in the United States.

2

2

When two dates

are the same, this designates the same event.
**The International Personnel Management Association was founded
in 1973.

This association was formed by the merger of the Society for

Personnel Administration, founded in 1937, and the Public Personnel
Association, founded in 1906, which was formerly the Civil Service
Assembly of the United States and Canada (Encyclopaedia of Associ¬
ations, 1975, pp. 174-175).
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The sequence of events in this "Process of Professionalization,"
i.e.,

"Became Full-Time Occupation," "First Training School," "First

University School," etc., is by no means invarient.

However, Wilensky's

research shows that only 21 percent of the dates for these events devi¬
ate from this order in the established professions (1964, pp. 141-146)
(see Appendix B for the results of this study).
As Table 1 indicates, there were two errors and two ties in the
order of personnel administration's professional events.

The first

error and both ties occur with the establishment of professional per¬
sonnel associations at the local and state levels before the appear¬
ance of the first school and university.

Wilensky's historical re¬

search shows that this is a typical occurrence among the emergent or
less-established professions, such as personnel administration (p.
144).

However,

this occurrence does not hold for the established pro¬

fessions, such as law and medicine.

According to Wilensky,

this emphasizes the importance of the cultivation of a know¬
ledge base and the strategic innovative role of universi¬
ties and the early teachers in linking knowledge to prac¬
tice and creating a rationale for exclusive jurisdiction.
Where professionalization has gone the farthest, the profes¬
sional association does not typically set up training
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schools; the school and universities usually promote an
effective professional association (1964, p. 144).
In the case of personnel administration, one of the major forces
contributing to the introduction of university training was the pres¬
sure generated by the professional personnel associations
p. 377).

(Ling, 1965,

As a result, there was little theoretical basis or research

linking knowledge to practice or for establishing a rationale for
exclusive jurisdiction over the field of personnel.

Even though

research has increased in recent years, it has been criticized as
being superficial and "faddish"

(Patten, 1975, p. 32).

Thus, many

practitioners and academicians believe that it is of the utmost impor¬
tance for personnel administration to improve its knowledge and theory
base through continued research if it is to ever attain full profes¬
sional status.
The other error within personnel administration's professional
process is the lack of a licensure law.

As shown in Appendix B, the

first state licensure law usually comes toward the end of the process
in the established professions, e.g., certified public accountants and
architects.
laws,

Since all established professions have attained licensure

it would appear to be an advantage to personnel administration's

professional movement for their practitioners to be licensed.
The review of literature up to this point has emphasized the need
and the advantages of personnel administration becoming a profession.
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However,

there are some disadvantages in becoming a profession which

the next section will address.
The Disadvantages of Attaining Professionalism
The disadvantages of becoming a profession revolve around the
dual loyalties that exist between the professional association and the
employing organization, in both of which the individual is a member.
The conflict is intensified due to the criterion of excellence that
the professional association advocates for its members
Sayles,

1960, p.

17).

(Strauss &

This criterion exists outside the work organi¬

zation and usually it is in conflict with the organization's goals.
The following are examples which summarize the innate differences and
demands of the two organizations.
The professional association advocates:
1. challenging assignments that further the knowledge and
theory of the field.
2. ultimate and long run solutions to problems.
3. completion and closure of projects.
4. critical decisions and judgments made by colleagues
and fellow experts.
However, the occupational organization advocates:
1.

assignments that are based on organizational needs

and practical realities
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2.

timely solutions and/or compromises to meet the

competition.
3.

rapid shifts and/or abandonment of projects to meet

budget and schedule requirements.
4.

decisions and appraisals made by top management

(Strauss & Sayles, 1972, pp.

58-59).

Even though there are innate conflicts and differences between a
profession and an organization, the two are not necessarily incompat¬
ible.

Also, in the case of personnel administration, the advantages

of professionalization far outweigh the disadvantages, e.g., to revi¬
talize the personnel function and to encourage personal competence and
ability in order to adequately defend the merit system policies.
Summary
Personnel administration has continually advanced professionally
since the 1900s.

However, it has not yet attained professional status.

Nevertheless, Allen (1964, p. 42) states that personnel administration
should continue to strive towards professionalism.

As indicated

earlier in this chapter, this will require that personnel administra¬
tion: "(a) improve its knowledge and theory base through research,
(b) build an association oriented toward standards of competence, and
(c) develop and adequately implement a code of ethics"
p. 32) .

(Patten, 1975,

It will be necessary for these professional requirements
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to be achieved in order for personnel administration to be considered
a profession.

Chapter 3
PROCEDURES

The purpose of this study was to determine the "professional
orientations" of Montana's state and municipal personnel directors.
This chapter presents the procedures and methodology that were employed
to determine these personal and organizational characteristics.

In¬

cluded in this section will be a description of: (a) Population
Description and Their Selection,

(b) Method for Collection of Data,

(c) Method of Analyzing Data, and (d) Method of Organizing Data.
Population Description and Their Selection
The population for this study consists of presently employed per¬
sonnel directors at the state and municipal levels in Montana.

The

perimeters chosen for the two groups were: (a) those personnel direc¬
tors currently employed in cities having a population greater than
2,500

2

and (b) those personnel directors currently employed in state

departments, whose names were on file with the Department of Adminis¬
tration, State Personnel Division.

These perimeters were chosen simply

as a device to provide a manageable number of subjects to work with.
The number of participants at the municipal level was 31 and at the
state level was 24.

The total number in the population was 55.

Forty-three questionnaires were returned for a 78 percent return.
This total included 21 responses from municipal personnel directors
for a 68 percent return and 22 responses from state personnel'directors
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for a 92 percent return.

However,

ten municipal governments and five

state departments replied that they did not have a personnel director
and therefore did not complete the questionnaire.

The adjusted re¬

sponse rate includes 11 responses from municipal personnel directors
for a 52 percent return and 18 responses from state personnel direc¬
tors for a 90 percent return.

The total return for the two govern¬

mental levels was 71 percent.
Method for Collection of Data
The instrument used for the collection of data was a mailed ques¬
tionnaire (see Appendix A for a copy of the instrument).
basic questionnaire was used for all subjects.

The same

However, the words

"state department" and "municipality" varied according to whichever
entity was the employer.

In organizing the items on the instrument,

five general dimensions relating to the "professional orientations" of
personnel directors were presented.
The categories in these five areas were:
1.

Demographic and objective variables.

This dimension in¬

volves the respondent's identification of personal and organizational
characteristics,
mental budget,
2.

e.g., years employed in the personnel field, depart¬

size of personnel staff, etc.

Career orientation variable.

This dimension involves the

respondent's identification of his movement or nonmovement within the
personnel field, e.g., "movement" pertains to the anticipation and
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desire for a career change, while "nonmovement" pertains to centering
a career around personnel administration.
3.

Rewarded activity variable.

This dimension involves the

respondent's perception on what it takes to get ahead within the organorganization and within the personnel field, e.g., by technical compe¬
tence, one's personality, gaining recognition and visibility within the
organization or personnel field, or by organizational circumstances—
being in the right place at the right time.
4.

Professional orientation variables.

This dimension involves

the respondent's identification of his orientations to professionalism,
e.g., membership in professional organizations, subscribes to profesr

s

sional journals, believes personnel directors should be certified,
etc.
5.

Job function variables.

This dimension involves the respon¬

dent's opinion and perception on what personnel activities "should be"
the most important within a personnel department and which activities
"are" the most important within his department.
Each general dimension contained questions for the personnel
director to respond to on either a nominal or ordinal scale.

Realiz¬

ing the limits of using these types of questions, additional openended questions were asked.
The instrument was sent to the total population of 55 personnel
directors described earlier.

This instrument was examined by members
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of the researcher's graduate committee for content validity.

A cover

letter explaining the purpose of the study, the confidentiality of
their response, and the importance of their participation was in¬
cluded.

They also received a stamped self-addressed envelope for

their convenience in returning the completed instrument.

Space was

provided after each question on the instrument for their comments.
Nonrespondents were sent a follow-up letter after two weeks in order
to increase the response percentage (see Appendix D for a copy of the
cover letter and follow-up letter).

Phone calls were placed to

selected nonrespondents of the follow-up letter to determine if their
opinions were significantly different from the respondents.
Method of Analyzing Data
Once the data had been recorded and organized item by item, it
was then categorized for comparison purposes according to the five
dimensions cited earlier, i.e., the demographic and objective dimen¬
sion, the career orientation dimension, the rewarded activity dimen¬
sion, the professional orientation dimension and the job function
dimension.
Each of the five dimensions were then analyzed according to
"ideal types."

3

Ideal types are hypothetically concrete units, such

as role types, personality types, or social classes, constructed by
the researcher from relevant associated traits

(Garson, 1971, p. 74).

Thus, they are a predefined model of a "Platonic illusion" which aids
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in analyzing existing situations by enabling strong comparisons
(Presthus,

1962, pp. 14-15).

As Garson states, "ideal types may be

thought of as poles of a continuum along which reality lies"
p. 74).

(1971,

Such a tool provides a bench mark against which any number of

particular cases can be measured.
This research method provides a framework for the analysis of
state and municipal personnel directors in relation to the two chosen
ideal types for this study: (a)
professional."

"The Professional" and (b)

"The Non¬

The following is a summary of the characteristics of

the two ideal types that were derived from the five dimensions cited
earlier.
1.

The "Professional Personnel Director":

(a) appears to have built a career in the personnel field and
manifests the intention to remain in this occupation indefinitely.
(b) exhibits interest in the problems of the personnel field as
a whole and gives evidence of thinking and acting beyond the confines
of the person's own department or organization, e.g., believes and
wants personnel to become a profession.
(c) has had an extensive education in the appropriate area,
e.g., a bachelor's degree in industrial relations, public adminis¬
tration, or personnel administration.
(d) sees job as going beyond traditional clerical record keep¬
ing, e.g., including such functions as job design.
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2.

The "Nonprofessional Personnel Director":

(a) appears to have a narrow, routine concept of the personnel
field, e.g., recruiting and testing.
(b) is not centering a career around personnel administration,
e.g., views personnel administration as a stepping stone to other
occupations.
(c) does not show evidence of interests ranging beyond their own
department or organization.
(d) is not deeply attached to or identified with the occupation.
(e) does not have an extensive appropriate education.
(f) sees job as mainly doing clerical record keeping.
The contrast between the two ideal types' attitudes can be illus¬
trated by McFarland's (1962, p.

134) comments:

The "Nonprofessional Personnel Director": It's very hard to
change jobs in this field.

There aren't very many good open¬

ings that come up, and when some vacancy does exist, there
are about 100 guys in this field who try for it.

It is hard

to move, and at the same time move up.
The "Professional Personnel Director": I think personnel
people in recent years have been doing a good job of improv¬
ing professionally.

We have made a lot of headway toward

professionalizing our field.

In many states we have had a

lot of new laws governing labor and employee relations, and
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the new laws mean there are always new demands made on the
personnel director.
The questionnaire was then analyzed item by item using the Fisher
exact probability test (Garson, 1971, pp. 141-142) in order to analyze
personal attributes in relation to actual practices and the Spearman
rank order correlation test (Siegel, 1956, pp. 202-213)
attitudes between the two governmental levels.

to compare

Significant differ¬

ences were tested at the .05 level, assuring 95 percent accuracy
within the findings.
Method of Organizing Data
The data for each question is presented in the form of tables.
The frequency of responses and percentages are included in the tables.
Comments when given by the respondents are included with each ques¬
tion.

The results of each question are discussed and interpreted by

the researcher.
Summary
This chapter has presented the procedures used in this study.

A

mailed questionnaire was used to obtain the data for determining the
"professional orientations" of public personnel directors in Montana.
The instrument was sent to fifty-five personnel directors at the state
and municipal levels during Spring Quarter, 1978.
The data thus gathered was organized into tables and is presented
in Chapter 4.

The data was analyzed using the Fisher exact
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probability test, the Spearman rank order correlation test, and com¬
parisons of percentages.

The comments of the respondents when given

were included with the discussion and interpretation of each question
in the next chapter

Chapter 4
ANALYSIS OF THE DATA

This chapter presents the results of the analysis of the data.
The problem addressed in this study was to determine the "professional
orientations" among Montana's public personnel directors.

The data

for this study was collected by means of a mailed instrument which had
been sent to 31 municipal personnel directors and 24 state personnel
directors.

The questionnaire was designed to gather information on

the attitudes, preferences, and present practices of Montana's public
personnel directors toward the concept of professionalization.

Eleven

municipal personnel directors responded to the questionnaire for a 52
percent return and 18 state personnel directors responded to the
questionnaire for a 90 percent return.

The total return for the two

governmental levels was 71 percent.
The results of the questionnaire were analyzed and interpreted
item by item.

In this chapter, the results are presented as categor¬

ized by the five general dimensions relating to the "professional
orientations" of personnel directors, cited earlier: (a) the demo¬
graphic and objective dimension,

(b) the career orientation dimension,

(c) the rewarded activity dimension,

(d) the professional orientation

dimension, and (e) the job function dimension.

The data for each

question of the survey instrument is presented in the form of tables.
The frequency of each response and the percentage equivalents of each
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are included in these tables.

In addition, the results of the Fisher

exact probability test and the Spearman rank order correlation test
are included with the tables as appropriate.

Along with the analysis

of each question, the researcher has included representative voluntary
comments by the respondents to each question.

Also, an interpretation

of the results is provided.
Reporting and Interpreting of Data
The results and interpretation of each item on the survey instru¬
ment will be reported according to the following five dimensions:
1.

The Demographic and Objective Dimension

Included in this dimension are questions one through fourteen
the survey instrument.

4

on

These identify personal and organizational

characteristics of Montana's state and municipal personnel directors.
The results of these questions are summarized in Table 2 in order to
give a complete picture of this dimension.
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Table 2
Summary of the Demographic and Objective Characteristics
of Montana's Public Personnel Directors
Demographic & Objective Municipal State
Characteristics Respondents Respondents
%
N
N
A.

Sex of Montana's Public Personnel Directors
9
2

Male
Female
B.

3
6
1
1

5
3
3

6
5

to
to
to
or

$10,000
$15,000
$20,000
more

45.4
27.3
27.3

7
3
8

38.9
16.7
44.4

54.5
45.5

10
8

55.6
44.4

4
2
4
1

36.4
18.1
36.4
9.1

0
2
9
7

.0.0
11.1
50.0
38.9

Bachelor Degrees Received by Montana's Public Personnel Directors

Bachelor Degree Received
Bachelor Degree Not Received
G.

22.2
44.5
22.2
11.1

Salaries of Montana's Public Personnel Directors

$ 5,000
$10,000
$15,000
$20,000
F.

4
8
4
2

Extent Personnel Directors Engage in Personnel Matters on a
Part-Time or Full-Time Basis

Part-time
Full-time
E.

27.3
54.5
9.1
9.1

Years Employed in the Personnel Field

0-5
5-10
10 & Over
D.

77.8
22.2

Age of Montana's Public Personnel Directors

25-35
36-45
46-55
56 & Over
C.

14
4

81.8
18.2

5
6

45.5
54.5

12
6

66.7
33.3

Graduate Degrees Received by Montana's Public Personnel Directors

Graduate Degree Received
Graduate Degree Not Received

3
2

60.0
40.0

4
8

33.3
66.7
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INTERPRETATION OF TABLE 2:
Looking at the modes in Table 2, it appears that municipal person¬
nel directors are male, between 36-45 years old, have less than five
years experience, are part-time as opposed to full-time personnel directors,

5

do not have a college degree, but if they do, are likely to have

obtained a graduate degree.

Their salary range seems to be split be¬

tween $5,000 to $10,000 and $15,000 to $20,000.
make over $10,000.

However, 63.6 percent

Moreover, while the largest response category indi¬

cates they have less than five years experience, we also find that a
majority of respondents have more than five years experience.

Finally,

while a majority of the municipal directors are part-time personnel
directors,

this majority is a very slight one.

Of the 11 respondents

six were part-time and five were full-time.
As indicated by the modes in Table 2, the state personnel direc¬
tors are male, between 36-45 years old, have over ten years experience,
.
.
5
are part-time as opposed to full-time personnel directors,
receive a
salary over $15,000, do have a college degree, and most likely have
not obtained a graduate degree.

However, while the largest response

category indicates they have more than ten years experience, Table 2
also shows that 55.6 percent of the state respondents have had less
than ten years experience within the personnel administration field.
Similarly, while a majority of the state directors are part-time
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personnel directors, this majority is a very slight one.
respondents,

Of the 18

ten were part-time and eight were full-time.

According to the combined modes of the responses made by the
municipal and state respondents, it appears that the typical public
personnel director in Montana is male, under 45 years old, has over
five years of experience within the personnel administration field,
has received a bachelor1s degree,
graduate degree.

and most likely has not obtained a

These results are shown in Table 3.

Table 3
Summary of the Basic Characteristics of
Montana's Public Personnel Directors

Municipal
Directors

Sex
Age
Years Employed
Part- or Full-Time
Salaries
Bachelor Degree
Grad. Degree

Male
Under 45
Over 5
Part-time
Under $15,000
No Degree
Degree

State
Directors

Male
Under 45
Over 5
Part-time
Over $15,000
Degree
No Degree

Combined
Character¬
istics
Male
Under 45
Over 5
Part-time
Over $15,000
Degree
No Degree

INTERPRETATION OF TABLE 3:
In sum, Table 3 indicates a marked similarity between municipal
and state personnel directors.

The major differences are that munici¬

pal directors as a group are paid less, and are less-well educated.
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However,

college educated municipal directors are more likely to have

obtained a graduate degree.
The hypotheses related to the "professional" and "nonprofessional"
ideal types being considered in this dimension are: (a)

that profes¬

sionals will have a college degree in a related field, such as indus¬
trial relations, public administration, or personnel administration,
and (b)

that nonprofessionals will not have an extensive and appro¬

priate education.
Tables 2 and 3 indicate that the majority of Montana's public
personnel directors hold college degrees.

It should be noted that the

municipal directors hold slightly fewer bachelor's degrees &nd thus,
appear to be less professional than the state directors in terms of
acquiring an extensive education.

However, the types of degrees re¬

ceived were very diversified and generally not related to the field of
personnel administration.

For instance, while five of the municipal

respondents had degrees, two had them in political science, two in
accounting, and one in business administration.

The 12 bachelor

degrees received by the state directors were specifically six in busi¬
ness administration, two in political science, one in sociology, one
in American studies, one in civil engineering, and one in economics.
The curricula in which graduate degrees were received by three munic¬
ipal directors were one in public administration, one in law, and one
in vocational rehabilitation.

The four graduate degrees received by
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the state directors were two in public administration, one in economics
and one in business psychology.

These findings support Petrie's state¬

ment that many liberal art and general business graduates have been
able to secure jobs in the field of personnel administration (1965,
pp. 68-69).

As indicated by these results, graduates of curricula

related to personnel administration are not the sole qualifiers for
positions as public personnel directors.
Thus, Montana's municipal and state personnel directors appear to
be "professional" in terms of an extensive education.

However, this

education is not related to the field of personnel administration.
Comparison of Research on the Demographic
and Objective Dimension
According to Fottler and Townsend (1977, p. 251), the only study
of public personnel director's demographic and objective characteris¬
tics was completed by William A. Jones in 1976.

This study examined

160 federal government personnel directors in a major Civil Service
regional headquarters city.

This sample represented 90 percent of all

federal personnel directors throughout this city.
In 1977, Fottler and Townsend completed a similar study at the
state,

county and municipal levels in the State of Iowa.

rate for their study was 77.4 percent.

The response

Table 4 illustrates the over¬

all findings from the studies completed by Jones

(1976, pp. 53-54),

Fottler and Townsend (1977, pp. 253-258), and the research of this
professional paper.
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Table 4
Results From Studies of the Demographic and Objective
Variables of Public Personnel Directors*

Jones

Fottler & Townsend

Dyer-■Kerr

State

Unknown

Iowa

Montana

Government Level

Federal

State, County, Mun.

Sex (Males)
Average Age
Average Age in
Personnel Field
Bachelor's Degree
Graduate Degree
College Major in
Related Personnel
Curricula

63%
40 yrs

96%
45 yrs

78%
42 yrs

82%
41 yrs

10 yrs

8 yrs

10 yrs

9 yrs

Researchers

State

Mun.

57%
9%

92%
71%

67%
33%

46%
67%

12%

25%

13%

13%

*There was no related information in Jones' or Fottler &
Townsend's studies for public personnel directors salaries and the ex¬
tent of time spent on personnel matters.

Therefore, the information

could not be included for comparison purpose in this table.
INTERPRETATION OF TABLE 4:
The typical public personnel director in Montana is male, approxi¬
mately 40 years in age, has nine to ten years experience in the person¬
nel field, received a bachelor's degree in a curricula that is unre¬
lated to personnel administration, and probably does not have a gradu¬
ate degree.

According to the studies completed by Jones

(1976) and

Fottler & Townsend (1977), these demographic and objective character¬
istics are not atypical.

The only minor differences in the findings
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are that Montana's public personnel directors include more males in
this position and appear to have received more graduate degrees than
the federal personnel directors in Jones' study.

Also, in comparison

with Fottler & Townsend's studies, Montana's public personnel directors
include less males in this position, are slightly younger, have one to
two years more experience, and have received fewer bachelor's and grad¬
uate degrees especially in curricula related to personnel administra¬
tion.

However, it must be noted that these differences are very slight

when comparing specific percentages and number of years.
2.

The Career Orientation Dimension

Question 24 on the survey instrument will identify the respon¬
dent's future career plans, e.g., desires a career change or intends
to center career around the field of personnel administration.

The

results of question 24 are found in Table 5.
Table 5
Respondents' Future Career Plans

Municipal
Respondents

Responses
N
Remain in Personnel Field
Remain in Present Position
Change Career Fields
Undecided
Totals

3
2
1
5
N=ll

%
27.3
18.2
9.1
45.4

100.0%

State
Respondents
N
%
4
6
4
4
N=18

22.2
33.4
22.2
22.2

100.0%
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INTERPRETATION OF TABLE 5:
Table 5 shows the frequency of responses for the public personnel
respondents when asked to indicate their future career plans.

The

largest response for the municipal personnel respondents was that of
the "Undecided" category, which comprised 45.5 percent of the total
responses.

However, 27.3 percent indicate plans to remain in their

present position, while 18.2 percent more intend to remain in the per¬
sonnel administration field.

Thus, 45.5 percent of the municipal per¬

sonnel respondents intend to center their careers around personnel
administration.
As for the state personnel respondents, they were fairly evenly
distributed between the four response items; that is, 22.2 percent plan
to remain in the personnel field,
position,

33.4 plan to remain in their present

22.2 percent plan to change career fields, and 22.2 percent

were undecided.

Still, it should be noted that 55.6 percent of the

state personnel respondents plan to center their careers around per¬
sonnel administration.
Summary of the Career Orientation Dimension
The hypotheses related to the "professional" and "nonprofessional"
ideal types being considered within this dimension are: (a)

that

professionals will want to remain in their present position or within
the personnel field, and (b) that nonprofessionals will be interested
in changing career fields or will be undecided.

51
Table 5 indicates that 51.7 percent of Montana's public personnel
directors intend to remain within the personnel administration field.
Specifically, 45.5 percent of the municipal personnel directors and
55.6 percent of the state personnel directors plan to center their
careers around the field of personnel administration.

According to

these findings, the state directors are more professional in terms of
centering their careers around the field of personnel administration.
The higher rate of career mobility out of this field by the municipal
directors may be attributed to the lower salaries received at this
government level as compared to the state level.

Of course, further

research is needed in order to substantiate this statement.
3.

The Rewarded Activity Dimension

Question 26 on the survey instrument will identify the respon¬
dents' perceptions on what it takes to get ahead within the organiza¬
tion and within the personnel field.

Table 6 will illustrate the

degree of importance that the personnel respondents assigned to each
of the four methods of advancing their careers.
are: (a) by technical competence,

These four methods

(b) by one's personality,

(c) by

gaining recognition and visibility within the organization or personnel
field,

and

(d) by organizational circumstances—being in the right

place at the right time.
Included in Table 6 will be the total points, the respective
ranked orderings, and the results from Spearman's rank order
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correlation test.

The total points for each method were obtained

through the addition of the numerical degree of importance assigned by
each respondent within the designated response choices.

These rank-

order scores ranged from one for high importance to four for low
importance.

Therefore, the fewer the total points, the more important

the respondents perceived the method to be for advancing their
careers.

The ranked orderings were calculated by dividing the total

points by the total number of respondents within each government
category.
Table 6
How Respondents' Ranked Different Activities
for Advancing Their Careers

Activities for
Advancing Career

Municipal
Ranked
Total
Order
Points

State
Total
Points

Ranked
Order

By technical competence
and performance

14

1.4

28

1.7

By one's personality

21

2.1

58

3.4

By gaining recognition
within the organization

28

2.8

40

2.4

By organizational
circumstances

30

3.0

54

3.2

Spearman's rank order correlation test = r = .40
INTERPRETATION OF TABLE 6:
As reported in Table 6, both government personnel categories
ranked the same method as the most important way to advance their
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careers, i.e.# "by technical competence and performance."

However, the

two categories of government respondents reversed the rankings of the
second, third, and fourth responses, i.e., the municipal directors per¬
ceived "by one's personality" as the second most important method, "by
gaining recognition within the organization" as the third most impor¬
tant method and "by organizational circumstances" as the last.

The

state directors ranked these same methods as fourth, second, and third
respectively.
The calculated value of rho (p) with an N of 4 was .40.
critical value of rho (p)

The

(Siegel, 1956, p. 284) with an N of 4 at the

.05 level of significance is 1.00.

Therefore, these data show a

moderate but low relationship that is not significant.
Summary of the Rewarded Activity Dimension
The rewarded activity dimension identified the personnel respon¬
dents' perceptions on what it takes to get ahead within the organi¬
zation and within the personnel field.

The results indicated that

Montana's public personnel directors agreed that the most important
method for advancing their careers was "by an individual's technical
competence and performance."

However, Montana's municipal personnel

directors perceived "by one's personality" as the second most important
method, "by gaining recognition within the organization" as the third
most important method and "by organizational circumstances" as the
last.

However, Montana's state personnel directors ranked these same
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activities as fourth, second, and third respectively.
the calculated value of rho

According to

(p) there was no significant correlations

present within these data.
4.

The Professional Orientation Dimension

Included in this dimension are questions 15-23, 25, and 27 on the
survey instrument which seek to identify the professional orientations
4
of Montana's public personnel directors.
questions are summarized in Tables 7 and 8.

The findings from these
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Table 7
Summary of the Professional Orientations
of Montana's Public Personnel Directors

Professional
Orientations
and Responses
A.

0
1
2
3
C.

Subscription
Subscription
Subscriptions
Subscriptions

45.4
27.3
27.3

12
6
0

66.7
33.3
0.0

9
2
0
0

81.8
18.2
0.0
0.0

8
6
2
2

44.5
33.3
11.1
11.1

Extent Respondents' Believed[ Personnel Administration Should Be
A Profession
2
5
4

18.2
45.4
36.4

7
7
4

38.9
38.9
22.2

Extent Respondents* Believed Personnel Administrators Should ]Be
Certified or Licensed

Agree
Disagree
Undecided
E.

5
3
3

Extent of Subscriptions to Professional Personnel Journals

Agree
Disagree
Undecided
D.

State
Respondents
N
%

Extent of Membership in Professional Personnel Organizations

0 Membership
1 Membership
2 Memberships
B.

Municipal
Respondents
N
%

1
1
0

50.0
50.0
0.0

2
5
0

28.6
71.4
0.0

Extent Respondents' Ethical Conduct had been Forced to be
Compromised

Yes, been compromised
No, not been compromised
No Comment

1
6
4

9.1
54.5
36.4

8
9
1

44.4
50.0
5.6
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INTERPRETATION OF TABLE 7:
A.

Extent of Membership in Professional Organizations.

The

largest response indicated by respondents in both government levels
combined was the category of not being a member in any professional
personnel organization.

However, a majority of the municipal respon¬

dents belonged to one or more personnel organizations; specifically,
54.6 percent of the municipal personnel directors as compared to
33.3 percent of the state personnel directors.
These findings on municipal directors are somewhat deceiving since
their most frequently mentioned organization was the Montana's Munic¬
ipal Clerks, Treasurers, and Finance Association.

It is questionable

whether this association is a personnel organization, where as the
state personnel respondents most frequently indicated membership in
the American Society of Personnel Administration.

Hence, the results

from this question are difficult to compare.
B.

Extent of Subscriptions to Professional Personnel Journals.

Only 18.2 percent of the municipal personnel respondents subscribed to
a professional personnel journal.
Management Relations Service.

In all cases, this was the Labor

However, over 55 percent of the state

personnel respondents indicated that they subscribe to one or more of
the following personnel journals: Public Personnel Administrator,
Personnel Journal, American Society of Personnel Administration, and
Labor Relations Guide.
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Thus, from this item it would appear that Montana's state person¬
nel directors are more professionally oriented than their counterparts,
the municipal personnel directors.
C.

Extent Respondents' Believed Personnel Administration Should

Be a Profession.

Even though more state level respondents than munic¬

ipal respondents believed that personnel administration should be a
profession, the majority of both categories of government respondents
rejected this concept or were undecided.

Specifically, 81.8 percent

of the municipal*personnel directors and 61.1 percent of the state
personnel directors disagreed or were undecided.

This negative view

is illustrated by the following sample of written comments made by both
government levels of public personnel directors.
"Professions tend toward a 'stuffed shirt' attitude and nonprofes¬
sions appear more humane and consider the merits of the particular
facts."
"Personnel should be limited to clerical work with department
heads trained and educated in good personnel administration."
"Professional credentials are necessary for professions which pro¬
vide direct service to the public and are needed for the public's pro¬
tection.
D.

This concept does not apply to personnel administration."
Extent Respondents' Believed Personnel Administrators Should

Be Certified.

The only respondents asked to reply to this question

were those who believed personnel administration should be a
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profession, i.e., those who answered "Agree" on item C of Table 7.
This yields a total of only nine out of twenty-nine respondents.

Of

this group, only one of the two municipal personnel directors and two
of the seven state personnel directors who supported professionaliza¬
tion believed that personnel administrators should be certified.

Addi¬

tional evidence of this negative viewpoint towards certification is
provided by the written comments made by the respondents.
"Licensing or certification would close doors to lower income
levels, yet competent individuals."
"Unfortunately, a license does not guarantee competency."
"Only the department heads should be certified.
the certifying—the Federal Government?
E.

Who would do

Bull!"

Extent Respondents1 Ethical Conduct Had Been Forced to Be

Compromised.

The results of this question are contrary to contemporary

literature which bases personnel administration's professionalism move¬
ment on the need to prevent and curtail the corruption within this
field (Shafritz, 1975, p. 118).

However, according to Montana's public

personnel directors, 54.5 percent of the municipal personnel respon¬
dents and 50.0 percent of the state personnel respondents indicated
that they had never been forced to compromise their ethical conduct.
The following are the written comments made by the respondents in
regard to this subject.
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"No one can be compromised unless willing."
"My ethical conduct has never needed to be compromised.

If forced

to do so, perhaps some other form of employment would be called for."
"•Unfortunately, the compromising of ethical conduct many times
results from personnel administrators who are unable to establish a
climate of objectivity, corrupt themselves, or are too weak to take a
stand behind the proper position."
The next section within this dimension of professional orienta¬
tions will include question 20, 23, and 27 which asked Montana's
public personnel directors to indicate which they would actively sup¬
port if there was a conflict: professional personnel standards,
state or municipal personnel policies, or departmental policies.
Table 8 reports the results of these questions..
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Table 8
Extent of Respondents' Loyalties to Departmental Policies,
Professional Standards, Organizational Policies

Professional
Orientations
and Responses
A.

1
6
4

9.1
54.5
36.4

3
11
4

16.7
61.1
22.2

5
8
5

27.8
44.4
27.8

4
10
4

22.2
55.6
22.2

Professional Standards versus Departmental Policies

Professional Standards
Departmental Policies
Undecided
C.

State
Respondents
%
N

Departmental Policies versus Organizational Policies

Departmental Policies
Organizational Policies
Undecided
B.

Municipal
Respondents
,
%
N

3
4
4

27.2
36.4
36.4

Professional Standards versus Organizational Policies

Professional Standards
Organizational Policies
Undecided

2
5
4

18.2
45.4
36.4

INTERPRETATION OF TABLE 8:
Overall, as illustrated by Table 8, professional standards
would appear to be less actively supported than either departmental or
government-wide policies.

Also, more than 50 percent of both govern¬

mental personnel respondents indicated that they would support
government-wide policies over departmental policies.

Thus, it would

appear that Montana's public personnel directors are more oriented
towards departmental and organizational personnel policies than
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professional personnel policies, and more oriented toward governmentwide than departmental policies.
The following is a sample of quotes from respondents which will
give further insight as to the personnel respondents' orientation
towards:
A.

Departmental Personnel Policies versus Organization

Personnel Policies:
"I would defend state personnel policies but I would seek oppor¬
tunities for input to work toward their change to good practices.

In

Montana state government, there are opportunities for agency officials
to influence state policies."
"I would defend the state personnel politics because the state is
my employer not the department."
"I would support municipal personnel policies.

However, if I ,

felt the conflict to be great enough, I would work towards securing
changes where necessary in order for the two to be more compatible."
B.

Professional Personnel Standards versus Departmental

Personnel Policies:
"I would defend departmental policies because they address the
specific situation best."
"In the big picture, I'll work for what I believe is correct.
an immediate basis, I recognize my role and if an agency has taken

On
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a firm stand on an issue then I'll work within that framework.
ever,

How¬

I wouldn't describe that as active support."
C.

Professional Personnel Standards versus Organizational

Personnel Policies:
"Professional standards must be presented to the elected officials
in the best way possible but still their decision is final.

Therefore,

I would support municipal personnel policies."
"I must represent the state personnel policies because that is
the policy of my employer."
Summary of the Professional Orientation
Dimension
The professional orientation dimension involved ten questions on
the survey instrument which identified the personnel respondents'
orientations to professionalism.

The hypotheses included within this

dimension that are related to the "professional" ideal type are that a
professional personnel director will be more likely than a nonprofes¬
sional to: (a) belong to professional organizations,
professional journals,
a profession,

(b) subscribe to

(c) believe personnel administration should be

(d) support certification, and (e) be more oriented

toward professional personnel standards than organizational or
departmental personnel policies.

In most cases, Montana's public

personnel directors chose the less professionally oriented choice
except for two instances.

The majority of municipal personnel
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directors are members of professional personnel organizations and the
majority of state personnel directors subscribe to one or more profes¬
sional personnel journals.

Otherwise, the majority of Montana's public

personnel directors believe that personnel administrators should not
be' certified or licensed, and would actively support organizational
and departmental policies over professional personnel standards.

Thus,

it would appear that Montana's public personnel directors typify the
"nonprofessional" ideal type described earlier.
5.

The Job Function Dimension

Included in this dimension are questions 28 through 31 on the
survey instrument which will identify the respondents' opinions and
perceptions on two areas: (a) what personnel activities are and
should be the most important within their personnel department and
(b) how much time is and should be spent on these activities.
from the work of Blakeney, Matteson & Huff

Drawn

(1974, pp. 83-86), the 12

personnel activities included in this dimension were grouped into
six pairs of professional and nonprofessional activities .
as follows:

These are
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Professional Personnel
Activities

Versus Nonprofessional Personnel
Activities

1. Planning for future
manpower needs.

Versus 1. Monitoring the flow of
employees through the
organization.

2. Using management
assessment centers.

Versus 2. Recruiting, selecting,
and placing employees.

3. Engaging in job
design.

Versus 3. Engaging in position
classification.

4. Providing employee
career counseling.

Versus 4. Providing training
information.

5. Participating in
organizational
development.

Versus 5. Measuring and evalu¬
ating employee performance.

6. Providing for
employee satis¬
faction and moti¬
vation.

Versus 6. Maintaining employee
records and statistics.

Specifically, questions 28 and 30 on the questionnaire asked
respondents to mark these personnel activities from very important to
very unimportant.

Also, questions 29 and 31 on the questionnaire

requested respondents to rank order how much time is and should be
spent on each of these activities, with responses ranging from one
indicating the most amount of time to 12 indicating the least amount
of time.
The following two-by-two tables, Tables 9a - 9f and 10a - lOf,
illustrate the frequency of responses by municipal and state respon¬
dents concerning the importance and unimportance of the previously
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mentioned pairs of professional and nonprofessional personnel activi
ties

(questions 28 and 30 on the survey instrument).

Significant

differences are indicated by an asterisk (*) to the right of the
probability value calculated from the Fisher exact test.
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Tables 9a - 9f
Frequency of Responses by Municipal Respondents
Concerning the Importance and Unimportance of
Paired Professional and Nonprofessional
Personnel Activities

MANPOWER
PLANNING

Table 9a

Table 9b

MONITORING
EMPLOYEES

HIRING
EIIPLOYEES

Impt Unimpt

Impt Unimpt

Impt

8

1

Unimpt

2

0

MANAGEMENT
CENTERS

Impt

3

Unimpt

8

0

P = 1.00

P = .82

PARTICIPATE
IN O.D.

0

Table 9c

Table 9d

EVALUATING
PERFORMANCE

MAINTAINING

Impt

Impt

RECORDS

Unimpt

Impt

9

0

Unimpt

1

1

PROVIDING
MOTIVATION

Impt
Unimpt

Unimpt

9

1

1

0

P = 1.00

P = .18

Table 9f

Table 9e

POSITION
TRAINING
CLASSIFICATION INFORMATION
Impt

JOB
DESIGN

Impt
Unimpt

Impt

Unimpt

8

0

1

2

P = .06

CAREER
COUNSELING

Unimpt

Impt

7

0

Unimpt

2

2

P = .11
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Tables 10a - lOf
Frequency of Responses by State Respondents
Concerning the Importance and Unimportance of
Paired Professional and Nonprofessional
Personnel Activities

MANPOWER
PLANNING

PARTICIPATE
IN O.D.

JOB
DESIGN

Impt
Unimpt

Impt
Unimpt

Impt
Unimpt

Table 10a

Table 10b

MONITORING
EMPLOYEES

HIRING
EMPLOYEES

Impt

Impt

Unimpt

15

1

1

1

MANAGEMENT
CENTERS

Impt
Unimpt

Unimpt

4

2

12

0

P = .22

P = .10

Table 10c

Table lOd

EVALUATING
PERFORMANCE

MAINTAINING
RECORDS

Impt

Impt

Unimpt

13

3

1

1

PROVIDING
MOTIVATION

Impt
Unimpt

Unimpt

14

1

2

1

P = .41

P = .31

Table lOe

Table lOf

POSITION
CLASSIFICATION

TRAINING
INFORMATION

Impt

Impt

Unimpt

10

0

6

2

P

18

CAREER
COUNSELING

Impt
Unimpt

Unimpt

11

1

5

1

P

57
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INTERPRETATION OF TABLES 9a-9f and lOa-lOf:
Tables 9a - 9f and 10a - lOf illustrate the frequency of re¬
sponses made by municipal and state personnel directors respectively
to indicate the importance or unimportance of the six pairs of profes¬
sional and nonprofessional personnel activities.
In computing the P values from the Fisher exact probability test
for each pair, it was found that there was no computed P value which
was less than the .05 level of significance.

Thus, no significant

differences were found between the professional and nonprofessional
personnel activites chosen by either the municipal or state personnel
respondents.
Even though this researcher was unable to establish that the
findings reported in Tables 9a - 9f and 10a - lOf were significant
according to the Fisher exact probability test, it is interesting to
note that the majority of municipal and state personnel respondents
felt that both the professional and nonprofessional activities were
very important in five out of the six pairs of activities.

The one

exception at both governmental levels was that the less professional
activity of recruiting, selecting and placing employees was viewed as
important while the more professional activity of using management
assessment centers was seen as unimportant.

This finding may indicate

that many of the public personnel directors in Montana are not aware
of the usefulness of the management assessment centers or may be
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explained by the following comment of a state personnel respondent,
"Management assessment centers are very helpful but presently are too
costly to implement."
Overall, since most activities were viewed as important, and
since no significant differences were found, these findings do not
shed any light upon the professionalization of Montana's public per¬
sonnel directors.
Questions 29 and 31 on the survey instrument requested respon¬
dents to rank order each of the 12 personnel activities in two ways,
i.e., once in terms of the amount of time that they do spend on each
activity and next,

in terms of the amount of time that they should

spend on each activity.

Therefore, it was possible for the respondents

to assign the same numerical rank to the same personnel activity.
Table 11a illustrates the number of respondents who ranked the same
personnel activity as first, second, third,

.

.

. twelfth.

Thus
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Table 11a
Results of the Respondents Assiging the Same Numerical
Rank to the Same Personnel Activity

Possible Rank
Orderings of
A Personnel
Activity

N of Respondents Who
Assigned Same Rank to
The Same Personnel
Activity

% of Respondents Who
Assigned Same Rank To
The Same Personnel
Activity

23
21
23
21
22
21
21
21
21
22
21
24

88.5
80.8
88.5
80.8
84.6
80.8
80.8
80.8
80.8
84.6
80.8
92.3

First
Second
Third
Fourth
Fifth
Sixth
Seventh
Eighth
Ninth
Tenth
Eleventh
Twelfth

*The total N for questions 29 and 31 was 26.

There were three

no comments.
INTERPRETATION OF TABLE 11a:
Table 11a shows that the majority of the 26 respondents indicated
0

that the most amount of time is and should be spent on the same per¬
sonnel activity.

Specifically, over 80 percent of the personnel

respondents ranked each personnel activity the same in both questions
29 and 31.

For example,

23 or 88.5 percent of the personnel respon¬

dents chose the same activity in both questions as the one in which
the most amount of time is and should be spent.

In short, there are

no significant differences between the results of the two questions.
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Table lib will illustrate the results of the rank orderings made
by the respondents concerning the time that is and the time that should
be spent on each personnel activity.

Included in this table will be

the total rank order points given to each activity, the respective rank
orderings, and the results from the Spearman's rank order correlation
test.

The total points for each personnel activity were obtained

through the addition of the numerical rank assigned by each respon¬
dent, which ranged from one indicating the most amount of time that
should be spent to 12 indicating the least amount of time.

Therefore,

the fewer the total points, the more the amount of time the respon¬
dents spent or felt they should spend on a particular personnel
activity.

The rank orderings were calculated by dividing the total

points by the number of respondents answering the respective questions
on the survey instrument.
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Table lib
Results of the Respondents' Rank Orderings of Time Spent and
Should be Spent on Each Personnel Activity

Personnel
Activities

Time Spent
Ranked
Total
Order
Points

Time Should
Be Spent
Ranked
Total
Order
Points

97

3.73

101

3.89

Providing Employee Satis¬
faction & Motivation (PA)

136

5.23

121

4.65

Measuring & Evaluating
Employee Performance (NPA)

140

5.39

127

4.89

Engaging in Position
Classification (NPA)

143

5.50

140

5.39

Maintaining Employee Records
& Statistics (NPA)

145

5.58

153

5.89

Engaging in Job Design (PA)

171

6.57

175

6.73

Participating in Organiza¬
tional Development (PA)

173

6.65

168

6.46

Providing Training
Information (NPA)

176

6.77

181

6.96

Planning for Future Man¬
power Needs (PA)

179

6.89

178

6.85

Monitoring Flow of Employees
Through the Organization (NPA)

180

6.92

188

7.23

Providing Employee Career
Counseling (PA)

215

8.27

215

8.27

Using Management Assessment
Centers (PA)

282

10.85

284

10.92

Recruiting, Selecting &
Placing Employees (NPA)

(NPA) = Nonprofessional Personnel Activity
(PA)
= Professional Personnel Activity (Blakeney et al., 1974,
pp. 83-86).
The total N for questions 29 and 31 was 26.
There were 3 no comments.
Spearman's rank order correlation test = r = .976.
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INTERPRETATION OF TABLE lib:
As reported in Table lib, Montana's public personnel directors
agreed on the rankings of eight of the twelve personnel activities.
However,

the directors reversed the rankings of their sixth and seventh

responses and their eighth and ninth responses.

For example, Montana's

directors ranked "engaging in job design" as the personnel activity in
which the sixth most amount of time is spent and "participating in
organizational development" as the seventh.

They reversed the rank¬

ings of these same personnel activities as seventh and sixth, respec¬
tively,
Also,

concerning the amount of time that should be spent on each.

the directors reversed the rank orderings of "providing training

information" and "planning for future manpower needs."

They ranked

these personnel activities as eighth and ninth in regard to the amount
of time spent on each and ninth and eighth, respectively, concerning
the amount of time that should be spent on each.

It is interesting to

note that in general the nonprofessional activities were ranked higher
than the professional activities.
The calculated value of rho
critical value of rho (p)

(p) with an N of 12 was .98.

The

(Siegel, 1956, p. 284) with an N of 12 at

the .05 level of significance is .516.

Therefore, these data show a

high relationship that is very significant.

Thus, according to these

results, Montana's public personnel directors appear to have little
conflict between what they are doing and what they should be doing.
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Moreover,

since nonprofessional activities are generally ranked higher

on both the "is" and "ought" dimensions, we may further conclude that
the directors tend to be nonprofessionally oriented on the job func¬
tion dimension of professionalism.
Summary of the Job Function Dimension
The job function dimension involved four questions which identi¬
fied the respondents' opinions and perceptions on two areas: (a) what
personnel activities are and should be the most important within their
personnel department and (b) how much time is and should be spent on
these activities.

The 12 personnel activities included in this dimen¬

sion were grouped into six pairs of professional and nonprofessional
activities which are as follows: (a) planning for future manpower
needs versus monitoring the flow of employees through the organiza¬
tion;

(b) using management assessment centers versus recruiting,

selecting, and placing employees;

(c) engaging in job design versus

engaging in position classification;

(d) providing employee career

counseling versus providing training information;

(e) participating in

organizational development versus measuring and evaluating employee
performance; and (f) providing for employee satisfaction and moti¬
vation versus maintaining employee records and statistics
et al.,

(Blakeney

1974).

Concerning which activities are and should be important, the
results of the first area within this dimension showed that there were
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no significant differences between the professional and nonprofessional
personnel activities chosen by either municipal or state personnel
directors.

In general, the majority of Montana's public personnel

directors felt that both the professional and non professional activ¬
ities were of equal importance
ities).

(in five out of the six pairs of activ¬

The one exception was that both categories of government

respondents felt that the less professional activity of "recruiting,
selecting and placing employees" was important while the more profes¬
sional activity of "using management assessment centers" was viewed as
unimportant.

Thus, it was not possible to determine from these data

whether Montana's municipal or state personnel directors were more
professional oriented.
As for the questions asking how much time "is" and "ought" to be
spent on these activities, the data indicated that Montana's public
personnel directors ranked the majority of the 12 personnel activities
in the same order concerning the amount of time that is and should be
spent on each.

On the whole,

the nonprofessional activities were

ranked higher than the professional activities.

Thus, on the basis of

this information it would appear that Montana's public personnnel
directors tend to be nonprofessionally oriented with respect to the
job function dimension.
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Summary
This chapter has presented the data gathered from a mailed ques¬
tionnaire which surveyed the "professional orientations" of Montana's
state and municipal personnel directors.

The results were reported

and categorized by the five general dimensions relating to the "pro¬
fessional orientations" of personnel directors.
demographic and objective dimension,
sion,

These were: (1) the

(2) the career orientation dimen¬

(3) the rewarded activity dimension,

(4) the professional orien¬

tation dimension, and (5) the job function dimension.
In general,
1.

the results of this study indicate the following:

The Demographic and Objective Dimension

The typical public personnel director in Montana is male, approx¬
imately 40 years in age, has nine to ten years experience in the per¬
sonnel field, received a bachelor's degree in a curricula that is
unrelated to personnel administration, and probably does not have a
graduate degree.

But, according to the specific results within both

categories of respondents, it was not possible to tell whether munic¬
ipal or state personnel directors are more professional.

However, the

characteristics reported do appear to be comparable to those reported
by Jones
2.

(1976) and Fottler and Townsend (1977).
The Career Orientation Dimension

This dimension identified the respondents'

future career plans.

The results indicated that 45.5 percent of the municipal personnel
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directors and 55.6 percent of the state personnel directors plan to
center their careers around the field of personnel administration.
Thus, it would appear that Montana's state personnel directors are
somewhat professionally oriented within the career orientation dimen¬
sion.
3.

The Rewarded Activity Dimension

Montana's public personnel directors agreed that the most impor¬
tant method for advancing their careers was "by an individual's tech¬
nical competence and performance."

However, the municipal directors

perceived "by one's personality" as the second most important method,
"by gaining recognition within the organization" as the third most
important method and "by organizational circumstances" as the last.
The state directors ranked these same methods as fourth, second, and
third,

respectively.

4.

The Professional Orientation Dimension

The results of this dimension indicate that the majority of Mon¬
tana' s public personnel directors are not professionally oriented.
They believe that personnel administration should not be a profession,
should not require certification of its practitioners, and are more
oriented toward organizational and departmental personnel policies
rather than professional personnel standards.
oriented responses were

The only professionally

(a) the majority of municipal personnel direc¬

tors indicated that they were members in professional personnel
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organizations and (b) the majority of state personnel respondents
indicated that they subscribed to professional personnel journals.
Thus, there is little evidence within this dimension to indicate that
Montana's state or municipal personnel directors are more profession¬
ally oriented than the other, or that Montana directors in general are
professionally oriented.
5.

The Job Function Dimension

This dimension involved the respondents' opinions and perceptions
on: (a) what personnel activities are and should be important within
their personnel department and (b) how much time is and should be
spent on these activities.

The results of the first area within this

dimension showed that there were no significant differences between
the professional and nonprofessional personnel activities viewed as
important by either municipal or state personnel activities.

Indeed,

the majority of Montana's public personnel directors felt that both the
professional and nonprofessional activities were of importance (in five
out of the six pairs of activities).

Again, it was not possible to

determine from these data whether Montana's municipal or state person¬
nel directors were more professionally oriented than the other.
However,

further data collected for the second area within this

dimension indicated that Montana's public personnel directors ranked
the majority of the 12 personnel activities in the same order concern¬
ing the amount of time that is and should be spent on each.

Moreover,
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more nonprofessional activities were ranked higher than professional
activities.

Thus, on this basis it would appear that Montana's public

personnel directors tend to be nonprofessionally oriented with respect
to the job function dimension.
In conclusion, Montana's public personnel directors seem to pos¬
sess many of the demographic and objective characteristics which are
typical of public personnel directors as described in recent research
(Jones,

1976; Fottler & Townsend,

1977).

However, in general, the

majority of their attitudes, practices, and perceptions appear to be
nonprofessionally oriented in terms of the ideal type of a "profes¬
sional personnel director" described earlier.

Chapter 5
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS

The purpose of this study was to determine the "professional
orientations" of Montana's state and municipal personnel directors.
Summary
In spite of the growing costs of public personnel and the in¬
creased professionalism that is being required of public personnel
directors, very little research has been done to determine the existing
professional characteristics of these directors.

More specifically,

there has been no research gathered concerning the professional orienI

tations of public personnel directors and their organizations in
Montana.
Accordingly,

five general dimensions relating to the "profes¬

sional orientations" of Montana's public personnel directors were
identified.

These five dimensions are:

1. The Demographic and Objective Dimension.

This dimension in¬

volved the respondent's personal and organizational characteristics,
especially his/her educational background and qualifications to be a
personnel director.
2. The Career Orientation Dimension.

This dimension involved

the respondent's identification of his movement or nonmovement within
the personnel field, i.e., "movement" pertained to the anticipation
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and/or desire for a career change, while "nonmovement" pertained to
centering a career around personnel administration.
3. The Rewarded Activity Dimension.

This dimension involved the

respondent's perception on what it takes to get ahead within the
organization and within the personnel field.

It was assumed that

"professionally" oriented directors would emphasize technical compe¬
tence over other means.
4. Professional Orientation Dimension.

This dimension involved

the respondent's identification of his orientations to various aspects
of professionalism.
5. The Job Function Dimension.

This dimension involved the

respondent's opinion and perception on what personnel activities
should be the most important within a personnel department and which
activities are the most important within his department.
Each of these dimensions were then used to define the following
ideal types:
1.

The "Professional Personnel Director".

This type of person¬

nel director appears to have built a career in the personnel field;
exhibits interest in the problems of the personnel field as a whole
and gives evidence of thinking and acting beyond the confines of his
own department or organization; has had an extensive education in an
appropriate area,

such as industrial relations, public administration,

82
or personnel administration; and sees the personnel position as going
beyond the traditional clerical, record-keeping functions.
2.

The "Nonprofessional Personnel Director".

This type of per¬

sonnel director appears to have a narrow, routine concept of the per¬
sonnel field; does not see his career centered around personnel admin¬
istration;
ization;

shows little interest beyond his own department or organ¬

does not have an extensive education in the appropriate area;

and sees the personnel position as mainly involving the clerical,
record-keeping functions.
A questionnaire was designed to gather data on each of these
dimensions.

This instrument was mailed to all of the 55 personnel

directors at the state and municipal levels in Montana.

The response

rate included 11 responses from the municipal personnel directors for
a 52 percent return and 18 responses from state personnel for a 90
percent return.
71 percent.

The total return for the two governmental levels was

The data thus gathered was organized into tables and

analyzed by the Fisher exact probability test, the Spearman rank order
correlation test, and/or the comparison of percentages.
Conclusions
In general,

the results from this study indicated that the pro¬

fessional orientations, perceptions, and practices of Montana's state
and municipal personnel directors were: (a) nonprofessionally ori¬
ented or (b) could not be determined as more or less professionally
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oriented.

For example, the following are the conclusions from each of

the five general dimensions.
1. The Demographic and Objective Dimension.
data within this dimension,

According to the

the typical public personnel director in

Montana is male, approximately 40 years in age, has nine to ten years
experience in the personnel field, received a bachelor's degree in a
curricula that is unrelated to personnel administration.

Also, the

results indicated that Montana's municipal and state personnel direc¬
tors possess similar demographic and objective characteristics.

Thus,

it was not possible to tell who was more professional within this
dimension.
The hypotheses which related to the "professional" and "nonprofessional" ideal types in this dimension were: (a) that "professional
personnel directors" would have a college degree in a related field,
such as industrial relations, public administration, or personnel
administration, and (b) that "nonprofessional personnel directors"
would not have an extensive and appropriate education.

The results

indicate that Montana's municipal and state personnel directors appear
to be "professional" in terms of an extensive education.

However,

this education is not related to the field of personnel administration.
2. The Career Orientation Dimension.

The hypotheses related to

the "professional" and "nonprofessional" ideal types being considered
within this dimension are: (a) that "professional personnel
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directors" will want to remain in their present position or within the
personnel field, and (b) that the "nonprofessional personnel direc¬
tors" will be interested in changing career fields or will be unde¬
cided.
The results from this dimension indicated that 45.5 percent of
the municipal personnel directors and 55.6 percent of the state
personnel directors plan to center their careers around the field of
personnel administration.

Thus,

it would appear that Montana's state

personnel directors are more oriented toward professional self¬
development within this dimension.

However, 44.4 percent of state

directors are not strongly committed to personnel careers or are unde¬
cided.
3. The Rewarded Activity Dimension.

Montana's public personnel

directors agreed that the most important method for advancing their
careers was "by an individual's technical competence and performance."
However,

the municipal directors perceived "by one's personality" as

the second most important method,

"by gaining recognition within the

organization" as the third most important method and "by organiza¬
tional circumstances" as the last.

The state directors ranked these

same methods as fourth, second, and third, respectively.
4. The Professional Orientation Dimension.

The hypotheses

included within this dimension that related to the "professional"
ideal type are; that a professional personnel director will be more
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likely than a nonprofessional to: (a) belong to professional organ¬
izations,

(b) subscribe to professional journals,

sonnel administration should be a profession,

(c) believe per¬

(d) support certifi¬

cation, and (e) be more oriented toward professional personnel stand¬
ards than organizational or departmental personnel policies.
The results within this dimension showed that in five out of six
pairs of personnel activities, Montana's public personnel directors
chose the less professionally oriented choice.

Thus, it would appear

that Montana's public personnel directors typify the "nonprofessional"
ideal type described earlier.
5.

The Job Function Dimension.

The hypotheses included within

this dimension are that "professional personnel directors" will:
(a) choose professional personnel activities as those which are and
should be the most important within their departments and

(b) choose

professional personnel activities as those in which the most amount of
time is and should be spent.

The six pairs of professional and non¬

professional personnel activities are as follows: (a) planning for
future manpower needs versus monitoring the flow of employees through
the organization;
recruiting,

(b) using management assessment centers versus

selecting, and placing employees;

(c) engaging in job

design versus engaging in position classification;

(d) providing

employee career counseling versus providing training information;
(e) participating in organizational development versus measuring and
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evaluating employee performance; and (f) providing for employee sat¬
isfaction and motivation versus maintaining employee records and
statistics (Blakeney et al., 1974).
The results for the first hypothesis within this dimension
indicated that the majority of Montana's public personnel directors
felt that both professional and nonprofessional personnel activities
were of equal importance.

Again,

it was not possible to determine

whether Montana's municipal or state personnel directors were more
professionally oriented.
The data for the second hypothesis indicated that Montana's
public personnel directors agreed on the rankings of eight of the
twelve personnel activities in terms of amount of time that is and
should be spent on each.

However,

the nonprofessional activities were

ranked higher than the professional activities.

Thus, it would

appear that Montana's public personnel directors are nonprofessionally
oriented with respect to the job function dimension.
Recommendations
The following recommendations are suggested on the basis of the
results from this study.
As indicated by the research,

the majority of Montana's

public personnel directors are nonprofessionally oriented.
to reverse this trend,

In order

it is suggested by contemporary literature that

professional personnel associations promote professionalism through
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mandatory certification of its practitioners, a relevant code of
ethics,

increased quality research to improve and increase their

theory and knowledge base, etc.
Also,
field,

(Shafritz, 1975, pp. 4-10).

in order to further professionalism within the personnel

training institutes must make potential personnel practitioners

aware of the "nether world" in which personnel functions.

These

institutes must provide the students of personnel with the tools to
combat the illegal activities that commonly occur.
Since this is an initial study within this area,

it is recom¬

mended that additional research be conducted in the private sector to
investigate and compare the results from this study for significant
differences between the professional orientations of personnel direc¬
tors in the two sectors.

It would also be useful to do similar

studies of other states according to "professional" and "nonprofessional" ideal types.
Due to the limitations of this study, it is realized that a
similar study could produce different results due to variance in
response rates and to the statistical tests chosen to analyze the
data.
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FOOTNOTES

FOOTNOTES

^According to Mosher, "a liberal usage of the definition of a
"profession" is more appropriate in terms of governmental consequences
(1968, p. 106).

2

According to the United States Bureau of the Census, cities are

defined as urban when their population is 2,500 or more

(Scott & Beam,

1974, pp. 73-74).
3
According to Presthus, "even though "ideal types" lend them¬
selves to oversimplification and misinterpretation, they have a long
and distinguished intellectual history, beginning with Plato's "philos
opher-kings," "guardians," and "workers," to Weber's "charismatic" and
"bureaucratic" leaders, and to Mills'
"grand theorists""
4

"abstracted empiricists" and

(1962, p. 9).

The number of responses on questions seven, eight, nine and

nineteen from the questionnaire were too few to be considered a repre¬
sentative sample of the entire population.

Therefore, the results

from these questions will not be included in this paper.
5
. .
The part-time municipal personnel directors indicated that they
engaged in the functions of finance (budgeting), City Clerk, labor
relations, and Mayor.

However, the functions engaged in by the part-

time state personnel directors were administrative duties, finance
(budgeting), and purchasing.
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6m,
(A+B) ! (C+D) ! (A+C) ! (B+D) !x
The Fisher exact probability test (p =
'■■ ■_,■
)
N•A• B•C♦O•
is a nonparametric technique for analyzing discrete data

(either nomi¬

nal or ordinal) when the two independent samples are small in size
(Siegal, 1956, p. 96).
7
The Spearman rank order correlation coefficient test
6 d2
— ) is a measure of association which requires that
S
N(N-l)
both variables be measured in at least an ordinal scale so that the
(r

= 1 -

objects under study may be ranked in two ordered series
p. 202).

(Siegel, 1956,
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APPENDIX A

In each case circle the appropriate response or fill in the blank.
1. Sex: (a) Female
(b) Male
2. Age :
3. How many years have you been employed in the personnel field?_
4. Do you work on personnel matters on a full-time or part-time
basis?
5. If you are a part-time personnel director, what are your other
functions and responsibilities?

6.
(a)
(b)
(c)
(d)
(e)
7.

What is your present annual salary?
$5, 000 ior less
$5, 000 to $10,000
$10 ,000 to $15,000
$15 ,000 to $20,000
$20 ,000 or more
What is the personnel department's annual budget?

8. How many employees are employed by your state department?
9. How many employees work in the personnel department?
10.
What types of formal training have you had, i.e. high
college, professional work-shops, in-house training . . . ?

11.

If you attended college, what degree did you receive?

12.

If you attended graduate school, what degree did you r
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13.
What types of training, if any, have you found to be
helpful in your personnel work?

14.
If you attended college, what courses, if any, have
be most useful in your personnel work?

15.

Which, if any, personnel organizations do you hold m

(a)
(b)
(c)
(d)

16.
Which, if any, personnel journals do you subscribe t
regularly?
(a)
(b)
(c)
(d)
17.

Have you ever published articles in personnel journa

(a) Yes
(b) No
(c) No Comment
18.
(a)
(b)
(c)
(d)

How often do you publish articles in personnel journ
Biannually
Annually
Never
No Comment

19.
Do you ever incorporate into your personnel work the
have learned from your personnel organizations or publications?
(a)
(b)
(c)
(d)

Rarely
Occasionally
Quite Often
No Comment
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Please explain:

20.
If there was a conflict between the professional per
dards and departmental personnel policies, which one would you
actively support?
(a) Professional personnel standards
(b) Departmental personnel policies
(c) Undecided
Comments:

21.
In your opinion, should personnel administration be
such as certified public accountants?
(a) Yes
(b) No
(c) Undecided
Comments:

22.
If you answered yes to the previous question, do yo
nel administrators should be certified or licensed?
(a) Yes
(b) No
(c) Undecided
Comments:

23.
If there was a conflict between departmental person
state personnel policies which one would you actively support?
(a) Departmental personnel policies
(b) State personnel policies
(c) Undecided

102
Comments:

24. In regards to your career, what are your future plans?
(a) to remain within the personnel field and strive towards
advancement, even if this requires changing employers
(b) to remain in present position
(c) to change career fields
(d) undecided
25. What are your feelings about the following statement?
In personnel administration, ethical conduct is too often
forced to be compromised.
(a) I agree with this statement.
(b) I disagree with this statement.
(c) Undecided
Comments:

26.
Rank the following statements according to your fee
how personnel directors can successfully advance their careers.
(A response of 1 indicates most important and a response of 4
indicates least important.)
By technical competence and performance.
By one's personality.
By gaining recognition and visibility within the
organization.
By organizational circumstances.
Comments:
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27.

If there was a conflict between state personnel policies and pro¬
fessional personnel standards which one would you actively support?
(a) State personnel policies
(b) Professional personnel standards
(c) No comment
Comments:
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28.

Mark the category of response that best describes how_important
you feel each of the following personnel activities are for any
personnel director to engage in.
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Monitoring the flow of employees
through the organization.
Recruiting, selecting and placing
employees.
Planning for future manpower needs.
Providing training information.
Engaging in job design.
Using management assessment centers.
Maintaining employee records and
statistics.
Providing for employee satisfaction
an^motivation.
Measuring and evaluating employee
performance.
Participating in organizational
development.
Providing employee career
counseling.
Engaging in position classification.

29.

Now on the blanks to the left of the personnel activities listed
in question 28, £^}k_arcler each activity according to how much
time_you_fee1_a_personne1_director should spend on it.
(A res¬
ponse of 1 indicates that the most amount of time should be
spent on this activity, a response of 2 indicates the second
most amount of time should be spent on this activity, and so
forth.)
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30.

Mark the category of response that best describes how important
each of the following personnel activities are in your work as
a personnel director.
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Monitoring the flow of employees
through the organization.
Recruiting, selecting and placing
employees.
.Planning for future manpower needs.
Providing training information
Engaging in job design.
Using management assessment centers.
Maintaining employee records and
statistics.
Providing for employee satisfaction
and motivation.
Measuring and evaluating employee
performance.
Participating in organizational
development.
Providing employee career counseling.
Engaging in position classification.

31.

Now on the blanks to the left of the personnel activities listed
in question 30, rankorder each activity according to the amount
of time you spend as a personnel_director on each one.
(A res¬
ponse of 1 indicates that you spend the most amount of time on
this activity, a response of 2 indicates the second most amount
of time that you spend, and so forth.)
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The American Society For Personnel Administration
Group's Code of Ethics
In affiliating with THE AMERICAN SOCIETY FOR PERSONNEL ADMINISTRATION,
I recognize and accept the responsibility incumbent upon me as a member
of the Personnel Profession.

I pledge myself to observe, practice and

maintain the following ethical practices of the profession:
Advance all ethical personnel administration and labor relations
concepts, methods and skills that contribute to productivity and
profitability of an enterprise.
Recognize and support the essential authority and responsibility
for sound personnel administration and labor relations.
Respect and adhere to the principle of the staff and advisory
nature of personnel administration.
Effectively and efficiently administer the personnel and labor
relations functions and activities.
Periodically evaluate all personnel administration activities,
and promptly take the necessary action to maintain an economi¬
cally efficient operation.
Encourage and participate in continuous research for the develop¬
ment and advancement of new, improved personnel administration
principles, methods, skills and practices, making all findings
available to others; likewise, keeping abreast of the findings
of others.
Demonstrate and persuade others to accept the values of

110
recognizing the development and dignity of the individual human
being as one of the essential factors for success in any enter¬
prise and in the American way of life.
Develop and promote a spirit of cooperative team-work among mem¬
bers of management, owners, employees, and those of the general
public directly or indirectly connected with the enterprise.
Accept no remuneration or compensation from persons whose pro¬
ducts or services I recommend or use in the performance of my
functions and activities.
Never use the Society or its membership for purposes other than
those for which they were designed.
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IMl
COLLEGE OF LETTERS & SCIENCE

DEPARTMENT OF POLITICAL SCIENCE

MONTANA STATf UNIVERSITY BOZEMAN S971S

March 16, 1978

Dear Personnel Director:
As a graduate student in public administration at Montana State
University, I am endeavoring to collect the data for my professional
paper.
I would greatly appreciate it if you would take fifteen
minutes of your time to complete the enclosed questionnaire. Your
cooperation is extremely important in completing this study.
I assure you that all information gathered from this questionnaire
will be kept in strict confidence. Neither your name or the name of
your organization will be mentioned or associated in any way with the
results of this study. All data will be used only to compile group
statistics.
I would certainly appreciate receiving your questionnaire as
soon as possible. A stamped, self-addressed envelope is enclosed
for your convenience. Thank you very much for your cooperation.

Sincerely,

Cheryl Dyer Kerr
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DEPARTMENT OF POLITICAL SCIENCE

COLLEGE OF LETTERS & SCIENCE

MONTANA STATE UNIVERSITY. BOZEMAN 59715

April 3, 1970

Dear Personnel Director:
On March 16, 1973 you were mailed a questionnaire from this
department. As of yet, I have not received your response to the
survey. I realize this is a very busy time of the year and you
have probably set the questionnaire aside for completion at a
later date. .
The survey results have been excellent thus far and only a
few remain unanswered. I have enclosed another questionnaire and
I hope you can find a few minutes to complete the survey.
It is my.hope that your questionnaire will soon be received
as the information from you will contribute much to the effectiveness
and validity of my study.
Thank you very much for your time and consideration of this
matter.
Sincerely,
(l/'J

tfychYjL-VL

Cheryl Dyer Kerr

