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Foreword

Darren Short

I am honored to write the foreword to such an important book that focuses
on the reality of the working lives of human resource development (HRD)
professionals worldwide. I have worked in HRD for 23 years, both in Europe
and in the United States. In that time, I have been an individual contributor,
a leader of small learning teams, and the head of major HRD departments in
several global companies. I have also personally trained over 10,000 people in
over 20 countries, and designed and developed training programs that have
impacted many others. It has been quite a journey, and this book gets to the
heart of why. HRD has gone through major changes over the last 20–30 years.
To name but three: we have seen the emergence of e-learning, and then more
blended learning solutions; we have seen classroom-based instructors increas-
ingly shifting to internal consultancy and development of technical solutions;
and we have seen the blurring of traditional professional lines, as trainers,
coaches, organization development (OD) consultants, and talent managers
all vie for a strategic position in a very similar playing field.

To succeed in this changing space, HRD practitioners have needed to
professionalize, and must continue to do so. This means having and under-
standing a core body of literature (models, language, theories, approaches),
demonstrating this understanding through qualifications that are valued by
employers and customers (certifications and degrees), and demonstrating
value to organizations at all levels (from the boardroom down to the front-
line floor). Increasingly, the HRD practitioner needs to be as “at home” in a
meeting with the C-suite of chief executive officers (CEOs), chief informa-
tion officers (CIOs), chief financial officers (CFOs), and the like as they are
in any classroom. To be “at home,” the HRD practitioner must understand
company strategy and business priorities, identify how learning and develop-
ment can support or advance those strategies, and speak the language of the
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C-suite to influence key decisions on direction and funding. HRD needs to
be strategic and operational, needs to impact today’s bottom line as well as
prepare the company to impact tomorrow’s bottom line, and must continu-
ally demonstrate results in a form valued by those who ultimately fund HRD
departments. There is little to gain from generating amazing evaluation scores
in programs that nobody cares about because they do not align to company
priorities. There is also little to gain from talking an amazing strategic game
but failing to deliver the impactful HRD programs at the end of the day. This
is why HRD must deliver at all levels, from the boardroom down.

If you are an HRD professional, or want to become one, you will find a
variety of tools and models throughout this book that you should explore,
understand, and keep close to hand in your tool kit. You will also find that
the book goes beyond tools and models to challenge the way you think
about HRD. Those challenges lie at the heart of becoming successful as an
HRD professional by having a solid foundation of beliefs about why HRD is
important, how it adds value, and how to work within organizations to suc-
ceed. These challenges require that you question existing beliefs about why
HRD exists and how it operates, and move beyond those to embrace strategic
HRD, virtual HRD, learning organizations, performance improvement, and
the many other strands that combine to make HRD one of the most under-
used yet highly impactful tools available to company leadership. I encourage
you to build up your tool kit, embrace the challenges within the book, and
make HRD the true profession that it has the real potential to become.



Foreword

Matthew W. Gosney

One of the great fallacies currently plaguing the discipline of human resource
development is the notion of the theory/practice debate. Why do I make
such a potentially inflammatory statement? Because the word debate implies
a minimum of two sides willing to argue a point. For a debate to occur,
one must have two interested parties. I would suggest that, unfortunately for
the discipline, the vast majority of practitioners is not currently interested in
entertaining much of a discussion on the topic.

And why is that the case? How have we collectively arrived at a point
where the vast majority of HRD practitioners, whatever their stripe, is so
unaware of the substantial body of theoretical work that exists in their spe-
cific domain? Awareness of theory, of course, would hopefully be a baseline
expectation of the practitioner. To regularly evaluate and apply sound theory
in the arena of practice in the current state of affairs feels nearly a dream (per-
haps of the robed, cloistered, tenured professor). Instead we find practitioners
who are easily swayed by the “sounding brass . . . [and] tinkling cymbal” (1
Corinthians 13:1, KJV) of well-marketed yet well-worn ideas of other prac-
titioners (or one-time academicians who leveraged a marginally vetted theory
into a money-printing empire!).

At this point you may be wondering: Why did the authors choose such a
grumpy, jaded individual to write their foreword? Never fear, I still have great
faith in HRD as a discipline as well as the academics and practitioners who
work both sides of the aisle. And, as an individual who is both a scholar and
practitioner, I appreciate the unique challenges that both groups face in their
respective arenas. Lewin’s (1951, 169) ubiquitous quote that “there is nothing
so practical as a good theory” is, in my opinion, correct but insufficient. The
solutions to the discomforting scenario I have outlined above do not lie in
the generation of good theory alone. Nor is it enough to create certifications
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and academic accreditations to ensure practitioners are up to snuff. (Though
it should be said that producing good theory and ensuring sound practice
ought to be dual aims of the discipline, however best those aims are achieved.)
I would suggest that an appropriate next step for the discipline of HRD would
instead be a more intense focus upon the individuals who define the word
“practical”: those who sign the checks to pay for the application of theory.

HRD is, ultimately, an applied and generally non-revenue-generating dis-
cipline. The crux of the theory/practice debate is not in the practitioner’s
unwillingness to learn and apply sound theory. It is in the practitioner’s
earnestness to continue making a mortgage payment. Or, as Upton Sinclair
(1934, 109) eloquently stated, “It is difficult to get a man to understand
something, when his salary depends on his not understanding it!” This ten-
sion is illustrated in Gosney’s Model of Modern Era Theory & Practice
Generation in HRD (Gosney 2014) and nicely expounded upon in Chapter 2
of this work. Thus, it is unnecessary here to dive into further discussion. Suffi-
cient to say, the practitioners’ ability to even make themselves aware of theory
is a direct function of the environmental and economic pressures they face as
practitioners. And, as mentioned before, the practitioner does not write the
checks.

In my own work as a practitioner, I have often felt no more than a sad,
Oliver Twist-ian character humbly holding out my hand for a morsel of
annual budget. Truth be told, that is oftentimes the perception of HRD
within the larger organization—a money sink with little substantial return.
Face validity is rarely a challenge in HRD. Most sitting around the boardroom
inherently understand that programs such as leadership development, succes-
sion planning, and innovative performance evaluation processes ought to be
a part of a thriving organization. The more astute may even be aware that
these programs, well run, are differentiators among the best and most admired
organizations worldwide. And yet, when budgets get tight and “ought-to-be’s”
instead become seen as “nice-to-have’s,” the HRD practitioner is understand-
ably drawn to the security of well-known brands and well-crafted marketing
messages. If nobody ever got fired for buying IBM, then you can bet the
HRD practitioner is looking for the IBM equivalent in content, processes,
and products.

There is a two-part solution for the beleaguered practitioner. The first
part is well explained by Hughes and Byrd in Chapter 3—an understanding
of the concept of organizational strategy and HRD’s role within it. One of
the best pieces of advice ever given me as a young HRD professional was to
“be a businessperson first.” In essence, my ability to effectively practice HRD
did not rest solely on my ability to understand both theory and practice.
I also needed to robustly understand the business of the business. As Hughes
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and Byrd outline in Chapter 3, the HRD professional is ultimately in the
business of facilitating change. To build legitimacy as a practitioner first, the
HRD professional must understand the context surrounding the changes the
organization is seeking to undertake.

Make no mistake—this is not an easy undertaking. It requires an enor-
mous amount of effort and energy to embed oneself in the operational arm
of the organization. However, if done effectively, the second part of the pro-
posed solution begins to manifest. For once the HRD professional begins to
understand the strategy of the organization, and speak in terms of the value
proposition the organization has articulated, the professional can then present
HRD-related solutions as simply organizational solutions—no different than
other strategic initiatives designed to drive the organization forward.

Of course, this requires of the HRD professional a robust knowledge of
the vetted, tested theory of their discipline. As organizational issues come to
light, the HRD professional should be able to fully understand these issues
and present solutions that leverage the best of the discipline. It is similar to
the mental efforts of a foreign-language speaker. Some words and phrases
do not translate well from tongue to tongue; nevertheless, the responsibility
rests upon the translator to fully deliver messages with no loss of nuance or
emphasis. The effective HRD practitioner speaks fluently the language of the
organization, and is able to translate the concepts and theories of HRD in
ways the organization can understand.

Hughes and Byrd have written a text that begins to chart out a course
for the HRD practitioner in how to bridge this translation gap. The topics
covered are consistent with what all HRD professionals understand to be
their domain. How those topics are covered, however, begins to construct a
different frame of reference. The astute student will begin to see in Hughes
and Byrd’s work a pattern of grounding the practitioner in both the world of
the organization and the world of HRD. Developing such a skill set is, in my
opinion, invaluable.

I have had my own opportunities to build credibility within organizations.
Without fail, the first step has always been to demonstrate an understanding
of the organization and its strategic aims first. In so doing, my programs
are seen as essential solutions to organizational problems and my seat at the
decision-making table becomes more pronounced. It will always be a chal-
lenge for non-operators in an organization to establish equivalent legitimacy
and respect with those who produce tangible, fungible results. However, there
is no better moment for the HRD practitioner than when the organizations’
leaders turn and say, “how should we fix this problem?” When that moment
comes, it is critical that the HRD professional has the appropriate knowledge
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of the theory, programs, and processes of the discipline to provide true orga-
nizational value. Hughes and Byrd have crafted an outstanding resource that
prepares the HRD professional for that moment. It also provides a framework
for the scholar in which to hang theory to ensure its best use. I encourage the
reader to take full advantage of the concepts and ideas herein: you will be
better prepared in whatever your role for having done so.

References
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Preface

What is meant when HRD professionals state that they are managing human
resource development programs? The phrase “managing human resource
development programs” has a variety of complex meanings depending on
the business, industry, and/or organization within which HRD programs are
being managed. In this text, when we say managing HRD programs, we are
referring to the process by which HRD professionals manage the variety of
HRD programs and projects that they are responsible for within the spe-
cific organization. There is no one-size-fits-all approach to managing HRD
programs, although many have tried with fix-it quick schemes and broad
generalizations. Managing HRD programs requires HRD professionals to
understand the functions of HRD in the changing global context and its
role in managing talent development.

This text is intended to provide theoretical concepts, skills, and informa-
tion to help students, researchers, and practitioners learn to customize HRD
programs to the needs of the business, industry, and/or organization. This text
will lean toward theory with practical case examples. For example, there are
skills-based pay, performance-based pay, technology development, diversity
training, customer service, new equipment, and many other programs that
must be managed within the HRD department. Managing these programs
and departments requires unique skills and abilities.

Many of the students within HRD and related degree programs such as
Adult Education, Career and Technical Education, Human Resource Man-
agement, Organizational Learning and Leadership, and Workforce Develop-
ment are concurrently working in the field and are attempting to manage
programs from the practical perspective with limited success. These HRD
professionals enter degree programs because they recognize that they do not
have the theoretical foundation to assess the utility of some of the HRD
programs that they are asked to manage or modify, and/or to maximize the
off-the-shelf program materials they are required to utilize. Many of the
students in HRD programs are working adults and bring the practical side
of HRD to the academic classroom. Many professionals and academics in the
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HRD field consider themselves to be scholar-practitioners; thus, this book
will provide both theoretical and practical concepts. The intent is to help
students and practitioners apply the theories that they will learn throughout
their degree program in a comprehensive way such that they will also be able
to manage HRD programs inside organizations or as an outside consultant
for an organization.

Understanding the employees who depend on these HRD programs is
essential to successfully managing the programs; therefore, having a good
relationship with human resource management (HRM) is essential to being
successful. The employees of the organization provide the critical connec-
tion between HRD and the larger system of HRM. The employees represent
the need for effective communication between HRD and HRM within
the contemporary workplace. This text provides tools that support the
need to manage the HRD function within organizations and the need for
communication across HRD and HRM to achieve success.

After asking an HRM professional to recommend a list of topics for an
HRD certificate program, the following list was provided:

Handling Employee Performance Problems—When a Performance Improve-
ment Plan (PIP) is not Enough.

Facilitating Organization Design—Establishing the Right Structure by Doing
More than Moving Boxes on the Organization Chart.

Aligning Organization Structure with Organizational Strategy and Per-
formance Objectives—Designing the Right Structures and Organizational
Reporting Systems to Support the Business

Professional Writing and Business Communications in HR—How to Craft
Employee and Management Messages in a Concise, Succinct, and Compre-
hensive Manner.

Real-world Succession Planning—Knowing the Values of Time, Use, Loca-
tion, Maintenance, and Modification and Selecting Internal Employees for
Assignments and Key Positions.

Creating Baseline HR Metrics—How to Demonstrate Basic Value to the
Organization.

HR is Not Easy—Understanding the Art vs Science; the Subjective vs the
Objective

Providing Credible HR Advice and Counsel—Influencing Management and
Organizational Decision making; HR is a Partner, not the Boss.

The Role of HR in Educational and Community Partnerships—Facilitating
versus Owning the Program.



Preface ● xix

Career Management for the HR Professional—You Deserve to Experience the
Same Benefits that You Create for Others.

Organizational Policy Development—How to Write and Establish Basic
Workforce (or Workplace) Policies and Procedures. This topic came to mind as
I thought about the fact that I have never really “created” an organizational/HR
policy. I have always been on the receiving end of implementing the policy.
I think this is a skill that many HR professionals lack. For example, writing
the staffing policy or compensation practices policy, or in my case, working
to come up with new parking guidelines. I am looking at this potential topic
similar to developing public policy. My questions would be how do you build
governance, structure, and scope around a topic or initiative in the workplace?
How do you align it with the overall performance strategy whether that is the
people aspect or the technology element? While there is a heavy professional
and technical writing component, I guess I look at policy development as more
than just scripting a document.

(DeVaughn Stephens, e-mail message to author, September 8, 2013)

These recommendations represent but a few of the issues encountered by
HRD and HRM professionals in the workplace. This book is not designed
to be another Foundation of HRD textbook; it is designed to teach HRD
students how to manage HRD programs and serve as a fundamental theoret-
ical and practical guide to managing the various types of HRD programs and
projects that HRD professionals may encounter in the workplace. The book
provides new knowledge to the field from the practitioner perspective with a
foundation of the theory. HRD researchers, students, and professionals who
are interested in managing HRD programs need to learn about and expand
their knowledge of what HRD practitioners deal with when interacting with
organizations and its leaders.

The Challenges

Despite the difficulty in measuring all aspects of the linkages, HRD and pro-
ductivity are indivisibly linked to the bottom-line finances of organizations.
As organizations continue to face challenges in adapting to the global work-
place and economy, there are many challenges that must be overcome for
HRD professionals to successfully manage HRD programs needed to assist
organizations in overcoming the challenges. This book is only the begin-
ning of the process and addresses some of the challenges that are outlined
as follows:

1. HRD professionals must isolate the true issues of concerns so that
financial resources and time are not invested in non-HRD activities.
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2. HRD professionals must have operative and applicable understanding
and management of training transfer, talent alignment, quality man-
agement, negotiations, leadership competency, and technology.

3. HRD professionals must bridge the gap between researchers and
practitioners.

4. HRD professionals must help organizations improve their financial
balance sheets through training and development, career development,
and organization development programs and projects that enhance
employee productivity.

5. HRD professionals must have the required and preferred knowledge,
skills, and abilities (KSAs), education, and experience to affect change
within organizations.

The required KSAs for HRD professionals are extensive and must be taught
in educational institutions and on the job by seasoned HRD professionals.
Similar to business schools, HRD must consider having instructors who are
either academically or professionally qualified (or both) to teach (AACSB
2009).

Traditional responsibilities, KSAs, education, and experience expected of
HRD professionals in the workplace include but are not limited to the
following:

1. Continuous improvement support: Identify performance gaps and
determine root causes; determine, and, where applicable, deliver, the
appropriate business and/or development solutions that will drive the
individual/organizational performance forward.

2. Change management support: Apply a structured methodology to
facilitate faster adoption and greater utilization of learning, devel-
opment, performance, and other talent-related initiatives; includes
communication and message development support.

3. Performance management support: Support the development of
a consistent enterprise performance management process to drive
accountability and engagement; deliver performance and develop-
ment programs to support organizational values and performance and
growth initiatives, and reinforce competencies.

4. Support the effectiveness of organizational development by driv-
ing results in programs related to succession planning and
employee/career development.

5. Implement position road maps/career paths.
6. Performance and process measurement: Develop strong collaborative

relationships with key business partners and stakeholders to manage
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and define performance improvement opportunities and measures of
success.

7. Analyze future business initiatives to determine implications to
department and individual performance and behavior.

8. Identify and report on the impact/effectiveness of interventions on
overall performance.

9. Manage learning activity and outcomes through a learning manage-
ment system.

10. Keep pace with industry trends, and define solutions that promote
progressive business practices.

11. Monitor and evaluate the effectiveness of training, development, and
performance initiatives.

12. Be responsible for the coordination, scheduling, and facilitation of all
meetings and training within the area of responsibility.

13. Experience in assessing performance and development needs and
presenting recommended solutions.

14. Experience in working with all levels of employees.
15. Demonstrated experience analyzing performance data and apply-

ing findings to improve and/or manage individual and/or group
performance.

16. Experience in course facilitation, with strong presentation and group
facilitation skills.

17. Participative with ability to quickly influence and build a rapport,
confidence, and trust of all employees.

18. Demonstrated history of possessing strategic perspective with tactical
implementation skills.

19. Ability to effectively give others constructive feedback.
20. Strong analytical, problem-solving, critical thinking, and project

management skills.
21. Strong interpersonal and coordination skills.
22. Demonstrated strong written and verbal communication skills.
23. Possess a sound understanding of adult learning principles.
24. Demonstrated ability evaluating training for all levels of employees.
25. Ability to manage multiple priorities to achieve business expectations.
26. Strong computer literacy.
27. Ability to travel domestically and internationally without restriction.
28. Association for Talent Development (formerly American Society for

Training & Development—ASTD) certifications.
29. Experience working with learning management and talent manage-

ment systems.
30. Membership in International Society for Performance Improvement

(ISPI).
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31. Experience with Kaizen, Six Sigma, or other process improvement
methodologies.

32. Professional certification in Human Resources.

These 32 items are but a few of the duties that HRD professionals are
responsible for within organizations as they manage HRD programs. This
text offers potential solutions for HRD professionals to build and/or enhance
their SKAs and education to gain the experience to handle these and other
responsibilities.

Potential Solutions

Solutions to the problem of HRD professionals having the KSAs, education,
and experience to manage HRD programs are varied and complex. Although
many HRD researchers have conducted research on and professionals have
provided HRD program management services within organizations, there is
a need for a new perspective through which managing HRD programs needs
to examined. The current results do not provide evidence that HRD profes-
sionals and researchers are meeting the needs of organizations to the greatest
extent possible. Organizations are seeking solutions using models, methods,
and competencies that have been empirically researched and practically tested
that enhance employee productivity and add to bottom-line financial results.
Organization leaders want to see evidence of solutions that

1. increase competitive advantage through human productivity enhance-
ment,

2. yield effective training transfer within and across the organizational sys-
tem through employees to achieve competitive advantage goals against
competitors,

3. develop and maintain leaders who understand the value of HRD and
its inextricable link to the bottom-line finances,

4. develop and maintain leaders who understand and value the intangible
results of HRD services,

5. integrate the CEO as an essential stakeholder in HRD success,
6. evaluate and assess the effectiveness of technology to the achievement

of organizational goals,
7. ensure that the right people with the right talent are receiving the right

HRD products and services and are able to apply those products and
services to strengthen the workplace, and

8. enhance employee relations, which improves the morale of all organi-
zation employees.
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Upon achievement of these potential solutions, organizational productivity
and financial stability may be achieved. Employees should feel empow-
ered, and HRD professionals’ credibility within the organization should be
sustainable.

Organization of the Book

All of the chapters in the book are aimed at providing an understanding for
the readers to manage, for the first time, or enhance the abilities of those who
are currently managing HRD programs within organizations. All of the con-
tent should be well understood before trying to manage an HRD program.
The book is organized into ten chapters. A brief description of each of the
chapters follows:

Chapter 1 provides an overview of employee relations management and
describes how critical it is for HRD professionals to build credibility with
employees. Despite all the philosophies, theories, methods, and tools avail-
able, if there is no relationship between HRD professionals and employees,
there is only a limited opportunity for the success of HRD programs.

Chapter 2 describes how and why HRD program managers must under-
stand HRD philosophy and theory and apply it in the context of managing
HRD programs within an organization. HRD professionals must be able to
communicate the philosophy and theory to all stakeholders and ensure its
applicability to the business needs of the organization. If it does not help
organizations meet business needs, it is irrelevant. HRD professionals must
bridge the gap between theory and practice.

Chapter 3 explains the role of HRD within organizations and how the
content HRD professionals provide meets the specific organization’s business
needs. Evidence of HRD program effectiveness should be communicated to
all stakeholders in the context of how the implementation of programs and
projects meets the business needs of organizations.

Chapter 4 describes the difference between organization learning and
learning organization and explains how a culture of learning enhances
HRD program managers’ ability to meet the business needs of the orga-
nization. Following a model similar to the Hughes program design model
as described in Chapter 3 can assist HRD professionals accomplish this
endeavor.

Chapter 5 explains how HRD aligns itself with all stakeholders within
organizations to assist with the achievement of all organization goals as
applicable. HRD professionals are expected to be change agents as they
assist organizations in implementing change activities through employee
development efforts.
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Chapter 6 demonstrates from the systems perspective how HRD is also
a quality management system and the usefulness of evaluations to develop-
ment, maintain, and enhance the quality of HRD programs. Aligning HRD
with Juran’s (1951, 1988) trilogy of quality planning, quality control, and
quality improvement is essential as HRD programs become more central to
organizational success.

Chapter 7 explains career and performance management and what should
be known before launching an HRD program. A question to consider is:
How can HRD program managers implement programs that do not enhance
the careers and performance of all stakeholders? Individual and organiza-
tion performance are essential, and the programs must be mutually beneficial
to both.

Chapter 8 reveals changes in the focus of managing diversity training pro-
grams and explains how diversity training clearly aligns with business needs.
It also tells how diversity training can be used to develop a culture of diversity
excellence and describes diversity intelligence.

Chapter 9 makes the case for the need negotiation skills by HRD pro-
fessionals to help them obtain the resources and support needed to meet
the business needs of the organizations. HRD professionals interact with all
stakeholders and should have an understanding of negotiations to leverage
their programs into the mainstream of the organization.

Chapter 10 introduces current issues and evolving trends and explains
changes related directly to HRD such as ASTD’s name change to the
Association for Talent Development (ATD) and how talent development
relates to training and development. It also explores the introduction of
workforce development in both the Academy of Human Resource Devel-
opment (AHRD) and ATD. A review of the career development and organi-
zation development trends is also provided. It also covers the literature from
scholars in the AHRD and how their research is leading to new theories and
foci for HRD professionals to consider.
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CHAPTER 1

Introduction to Employment
Relations Management

Learning Objectives

On completion of this chapter you should be able to:

● Define employee relations.
● Describe ways that good employee relations benefit HRD professionals.
● Recognize ways HRD professionals build positive relationships with all

stakeholders.
● Analyze critical issues in HRD.

The first step in managing human resource development (HRD) programs
within organizations is to clearly understand the business needs of the orga-
nization (Clardy 2008; Divyaranjani and Rajasekar 2014). This may appear
to be a simple concept, but many HRD professionals fail to grasp this urgent
necessity. It is especially essential as organizations within the global economy
undergo rapid change, continuously. It is impossible to develop, implement,
and maintain HRD programs that do not align with the business needs of
organizations. HRD professionals have consistently lamented that HRD is
the area where the first cuts are made when an organization downsizes and
struggle to understand why this consistently occurs (Holton 2002). This book
seeks to help HRD professionals understand why they are perceived to be eas-
ily expendable and provide potential solutions for their retention, especially
during economic downturns.

Employment Relations

Employment relations concerns itself with the relationship between the man-
agement and employees in the workplace (Armstrong 2014; Kalleberg 2000;
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Kersley 2006). Employment relation is not limited to full-time employees
but also includes temporary, part-time, and contract employees. To manage
HRD programs within organizations, HRD professionals must understand
all aspects of business needs. Understanding business needs of the organiza-
tions includes not only knowing what products or services the organization
provides but also knowing how to relate to all employees and stakeholders of
the organization. Essential to the success of HRD professionals is to under-
stand the importance of employee relations management and the legal and
ethical implications of developing employees within organizations. HRD pro-
fessionals must understand for whom they are working and why. They are
working for the organization and may be aware of their location within the
traditional organizational chart, but they must also understand that they are
working for all employees and stakeholders to assist the organization as it
seeks to maintain and enhance its competitive advantage within the global
marketplace. Today’s organizations are moving to a business model that rec-
ognizes employees as being its most important asset (Hlupic 2014; Porter
and Kramer 2011). As the most important assets, employees are capable of
providing a competitive advantage; therefore, how people are developed and
managed is essential to maximize the business model (Hughes 2012). For
most organizations, their business model does not work at all or not work
well unless they are actively developing their people resources to achieve the
goals.

Employees are critical to the success of the organization, and the relation-
ships that are established between and among employees drive the extent to
which the organization meets its business needs. HRD professionals usually
interact with all employees while providing training and development, career
development, and organization development initiatives to the organization.
Within all of these initiatives, HRD professionals must recognize the extent
to which employee relations matter. HRD professionals must understand the
value of all employees to the organization and how essential it is to build
relationships with employees from the HRD function. HRD professionals
typically work with all employees across the organization to assist with orga-
nization productivity improvement (Combs, Liu, Hall, and Ketchen 2006;
Swanson 2007). Understanding the employee is essential before introducing
them to a new HRD program that needs to be managed.

Case to Consider

Production needs have increased over 30 percent with the onset of the cycli-
cal increase in sales for XYZ organization. The HRD department has been
asked to assist with training and development during the on-boarding of
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130 new, temporary, contract, and part-time employees across the organiza-
tion. They have two weeks to accomplish this task. Typical departments that
are on-boarding these employees include the call center, the quality control
department, the shipping and receiving department, and several production
lines producing the product. Describe some first steps that should occur
within the HRD department to begin establishing employment relations with
these employees. Use the problem analysis activity questions below to begin
analyzing this case.

Problem Analysis Activity

1. What is the problem?
2. Do you have personal involvement with the problem; if so, what is

your personal involvement with the problem?
3. To what extent do you have control over the situation or specific

problem?
4. Based on your problem analysis, what are your explanations and/or

assumptions regarding the cause(s) of the problem?
5. Isolate your assumptions from facts.
6. Specifically outline and document: In what practical ways will the sit-

uation improve if the problem is resolved? How will your organization
benefit? How will the employees benefit?

7. What are the first two or three things you must do to begin your study
of the problem and its resolution?

8. How do you plan to go about gathering information related to the
problem and its resolution? Be specific.

Employee Engagement

Kahn (1990) defined engagement as “the harnessing of organizational mem-
bers’ selves to their work role” (693) and expressed a view focused on the
personal engagement of organizational members employing and expressing
themselves on physical, cognitive, and emotional levels during their job
functions. Employee engagement relates to job satisfaction, employees’ work-
related passion, and organizational commitment (Federman 2009; Leiter and
Bakker 2010; Macey and Schneider 2008; Zigarmi, Nimon, Houson, Witt,
and Diehl 2009).

When employees are not engaged, employees have a tendency to not pro-
vide peak performance and/or they may leave the organization. The initial
on-boarding investments made by organizations to place an employee in a
job should be enough to inspire efforts to engage with and retain employees.
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For best results, high levels of employee engagement are essential with all
employees despite differences among employees. Jones and Harter (2005)
found that at low levels of engagement, members of different-race dyads
report a lower tendency to remain with their organization for at least one year
than members of same-race dyads, and at high levels of engagement, intent to
remain was greater for members of different-race dyads. Badal and Harter
(2013) revealed a business unit-level financial benefit to organizations that
have strong employee engagement.

The suggested topic for HRD certification “Handling Employee Perfor-
mance Problems—When a Performance Improvement Plan (PIP) Is Not
Enough,” noted in the preface, is interesting; however, performance manage-
ment is considered to be a function of human resource management (HRM),
not HRD. This could be a point for increased interaction between HRM and
HRD. Framing this in terms of employee engagement strategies is more in
line with HRD.

Both HRD and HRM need to be actively engaged with employees, but for
different purposes. HRD needs employee engagement to successfully provide
training and development, career development, and organization develop-
ment services. These services intertwine with employee performance and their
loyalty to the organization. If the employee chose to work for the organization
with the expectation of receiving these services, this level of loyalty from orga-
nization leaders must be met. Loyalty between employees and management
in employee engagement is critical.

Employee engagement is also necessary to further critical thinking, to
inspire a willingness to accept change and collaborate with others, to build
interpersonal relationship skills, and for teamwork. It is also central to achiev-
ing goals when introducing new technology and developing future managers
and leaders within the organization. Employees must feel engaged if there is a
desire from organization leaders for some employees to assume management
responsibility.

Employee engagement can reduce turnover and inspire employees to allow
themselves to be better managed (Mayo 1945; Melé 2003). Personal individ-
ual development plans or IDPs for all employees is a positive step toward
employee engagement. IDPs are tied to training plans within the company
and allow for short-term and long-term assessment of employee development.
IDPs allow for the establishment of specific milestones that are measurable
for each individual employee. These plans should not be performance related
and should allow for personal accountability of employees and management
accountability for employee development.

Some organizations have skill sets that are imperative to consistency and
success of the organization. Without employees being engaged in developing
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the required skill sets, the organization cannot expect to succeed. In some
instances, organizations have leadership models that they use to teach each
employee who desires a leadership position the same type of leadership
principles that are valued within the organization. The principles are not
enough by themselves to produce effective leaders; therefore, leadership cur-
ricula are needed for all groups at multiple levels to show potential leaders
how leadership applies to their jobs and what in their specific jobs requires
leadership.

The use of competency models can also be of assistance when developing
employees (Rothwell 2002). Many organizations do not have time to develop
the standards associated with certain competencies, so they choose to use
what is available within the marketplace. HRD professionals must be adept
and adapt these standards to the needs of their organizations as applicable.
Modifying available resources can be a huge, cost-saving benefit to the orga-
nization. Not all organizations are able to invest substantially in their needed
HRD activities. They depend on HRD professionals to have the ability to
leverage current resources to the greatest extent possible.

To manage employee engagement in IDPs, many organizations use train-
ing or learning management systems that require substantial investment.
HRD professionals must make the case for these systems to be purchased,
implemented, and maintained within their organizations. Thus, they must
engage with employees to ensure accuracy of content and development activ-
ities. Maintaining this information requires extensive time and effort. They
can also use these systems to leverage training across multiple locations within
an organization. Using technology to develop employee skills through e-
learning is prevalent today and is ever increasing. Organizations typically
use e-learning to supplement what they cannot or find not feasible to con-
struct in-house. Employee engagement with technology must be utilized and
controlled. Employees must use the technology in ways that benefit their
development and avoid excessive personal use of technology. Most systems are
housed on an intranet to avoid this concern, but in places where an intranet
is not available, personal Internet use must be controlled.

Critical Issues in Employee Relations

Employee relations have many issues that impact their success within orga-
nizations. These issues are essential to HRD professionals because they often
interact with all organization employees at some point. During on-boarding,
they provide annual and required training. They also provide registration ser-
vices for developmental activities in which employees participate throughout
their employment. They may also assist with exit interviews as needed. Thus,
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their employee relations skills must be exceptional. Some of the critical issues
that are occurring within employee relations are diversity and inclusion, ethi-
cal and legal issues, career development and succession planning, and critical
thinking.

Understanding how the HRD professional’s role is impacted by these crit-
ical issues is necessary due to rapid changes that occur within the global
workplace. Marquardt and Mtshontshi (2003) noted that the development of
human resources in the twenty-first century takes place in a world dominated
by eight significant forces: globalization, technology, radical restructuring and
reengineering of the world of work, increased customer power and demands,
emergence of knowledge and learning as the organization’s most valuable
assets, changing roles and expectations of workers, biotechnology, and ever
more rapid change and chaos.

Organizations experience natural resistance to change from customers:
customers who want to believe that they are the organization’s only customers,
and are hesitant to embrace new ideas. HRD professionals are tasked to assist
their organizations to answer the question: How do you sell new concepts
to customers? They are tasked to assist their organizations with determining
categories of values for customer support as follows:

1. Best practices should provide a benchmark of business lost or business
opportunity.

2. Every organization should provide an assessment of where the organi-
zation is compared to others within their area.

3. Career growth opportunities for individuals.
4. Communication skills from making professional presentations.
5. Interpersonal skill development.
6. Technical skill development.

The eight identified environmental forces must be managed by employees
who are diverse within inclusive organizational environments. HRD profes-
sionals must manage the ethical and legal issues that arise in the context of the
forces and provide career development and succession planning resources to
leaders and employees that will enhance the organization growth and success.
They must also address critical thinking issues for all employees to enhance
decision-making and problem-solving issues within organizations.

Diversity and Inclusion

The globalization of the workforce requires that HRD professionals have the
emotional, intellectual, cultural, and diversity intelligences needed to relate
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to each employee within the organization (Hughes 2015). HRD profession-
als cannot afford to not develop any employee to the fullest extent possible as
organizations seek to leverage all of their human resources to remain compet-
itive. The only option for inclusion should be that all employees are needed
for the organization to success. Everyone is different, and those differences
must be valued so that each employee can function at optimum levels of
performance.

The workplace is already diverse in the sense that there are different types
of employees from different places performing different job responsibilities.
The key for HRD professionals is to recognize this and focus on including
every employee in all efforts to enhance organizational competitive advan-
tage. Hughes (2012) introduced the term inter-personnel diversity so as to
focus on the ways that individuals differ in their personal characteristics and
within the context of the employees’ five values (location, use, maintenance,
modification, and time) within the workplace.

Inclusion is influenced by the power of employees and structure inside
organizations, which may be derived from the central position of individu-
als (Brass and Burkhardt 1993; Burkhardt and Brass 1990). Central position
can be interpreted as the value of an employee’s location in the organiza-
tion. Employees should be valued for the diversity that they bring to the
organization and should not be hindered by lack of inclusion in power posi-
tions. Employees’ actual and perceived power within organizations has been
shown to be based upon their strategic placement or location within the
organization (Brass and Burkhardt 1993; Pfeffer 1994). There is value of
diversity and inclusion associated with “understanding the impact of diver-
sity on performance and formulating a strategy to manage diversity” that is
connected to the career development plan (Pitts 2006, 8). HRD professionals
can play a significant role in incorporating policies that encourage diversity
through all of the HRD areas of training and development, career develop-
ment, and organization development to make it desirable for all employees to
feel included and remain in the organization (Pitts 2006).

HRD professionals’ and organization leaders’ use of the five values can play
a positive role in the organization’s ability to meet its diversity and inclusion
goals. The five values allow the leaders to attain an objective understanding
of all employees and technology within their organization through impartial
as opposed to subjective criteria of assessment.

Some questions HRD professionals help organization leaders consider
include the following:

1. Is the employee located in a power position based on objective
assessment of their skills through use of the five values?
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2. Has the organization hired all possible employees who are qualified
based on objective assessments of performance?

3. Is the organization able to leverage the strengths of all its employees to
meet organizational goals?

4. Do the organization leaders clearly understand how the five values align
with the organization’s performance evaluation criteria?

5. Can the five values serve as a way for organizations to show their
employees that they are all being treated fairly within the workplace?

As the workforce becomes more diverse, it is critical for organizations to
understand that providing their leaders with training only in legal aspects of
discrimination is not enough (Friedman and Mandelbaum 2011). HRD pro-
fessionals must be able to discern and document clear differences between
employee performance. Discrimination becomes a concern when there is
no clear delineation between what is expected (Vroom 1964/1995) of
an employee and what their performance evaluation indicates (Campbell
1990).

The developmental needs of dedicated employees must be acknowl-
edged and resolved, regardless of differences. Diversity and inclusion must
be part of a forward-thinking approach to establish unity within individ-
uals’ assigned work environments, use individuals’ qualifications to their
optimum level for growth within the individual and the organization, pro-
vide training and development to the employee, enhance employees’ ability
to self-development, and accommodate employees’ time as they adapt to
the organization. HRD professionals must acknowledge and understand all
employees and use their HRD knowledge, skills, and abilities (KSAs) to
enhance and improve organizational performance.

Ethical and Legal Issues

Many issues faced by HRD professionals are related to organization policies.
These policies may or may not be legal issues but all have an ethical element.
HRD professionals must be astute and take the time to determine whether
or not the employee relations issue is an ethical or legal issue and have the
courage to make the right decisions. Sometimes, it is easy to be lulled into
adjusting to the organizational norm without personally assessing the ethical
ramifications of the decision (Anand, Ashforth, and Joshi 2004; Ashforth and
Anand 2003).

Many organizations have formal ethics programs and provide ethics train-
ing for their employees. The ethics training is designed to stimulate moral
thought, provide examples for employees to more readily recognize ethical
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dilemmas, inspire a sense of moral obligation, and facilitate employees’ ability
to tolerate or reduce uncertainty about decisions that need to be made.

HRD professionals face many ethical issues in the workplace. One key
issue is that HRD professionals must engage in ethical measurement work
to maintain integrity around the complexity of learning and performance
processes and will protect against laying training result shortfalls on the backs
of learners and those who facilitate their learning (Short, Bing, and Kehrhahn
2003).

One reason that many employees do not engage with HRD professionals
is that they do not trust HRD professionals to keep assessment data confi-
dential, so they will not engage in completing the assessments. In many cases,
HRD professionals do not evaluate their programs because they do not want
to fail and lose their jobs. This poses a bigger problem for the organization;
if HRD is failing and it is not known prior to employees failing at their job
tasks due to improper training, does not the organization fail as well? Other
questions also arise, such as the following:

1. What is HRD professionals’ role with regard to the ethics of developing
employees?

2. Do HRD professionals even have a code of ethics with regard to
their impact on employees in the workplace, and, if not, should they
have one?

3. Should the HRD program manager develop a code of ethics for the
specific program within the specific organization where employed?

Another ethical dilemma example involves how HRD professionals interact
with low-skilled, older employees. Many of the functionally, illiterate people
in the workplace are older employees who were hired before there was a law
to require a high school diploma. If these employees are laid off and need to
be rehired to another job, they may have the practical experience to perform
the task, and often it was not their fault that they never learned to read and
write or finish school. In many rural communities this is a huge problem,
because employees had to stay on the farm and help their families. There are
millions of employees in this position, and they cannot be tossed out of the
workplace and/or not hired. Some questions regarding this particular ethical
dilemma are the following:

1. How do organizations replace low-skilled, older employees without
violating age discrimination laws?

2. How do HRD professionals offer HRD programs to upgrade the skills
of low-skilled employees?
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Career Development and Succession Planning

As employees become more recognized for their knowledge contributions
to organizations, organization leaders have to consider what happens if
that employee ever needs to be replaced (Rothwell 2011; Rothwell et al.
2005). There are many reasons why an employee’s location and/or time value
(Hughes 2012) to the organization may change. As these changes occur,
career development and succession planning of replacement employees are
highlighted. Who has been developed and is ready to provide immediate rem-
edy to the vacancy? HRD professionals are expected to have developed and
maintain accurate documentation of the career progression of employees who
can successfully backfill position vacancies.

The time it takes to fill a job is now reduced. Organizations are seeking
a reduction in cycle time to replace employees and a reduction in turnover
of new hires. Employees want to know what they are getting into before
they accept a position, and organization leaders want more qualified, trained
pool applicants. Therefore, HRD professionals are partnering with HRD and
HRD-related educational programs to help them develop trained applicants
to apply for vacant positions. For example, community colleges have job
training programs that provide leadership and skills development that align
directly with the needs of organizations.

Critical Thinking

There is no one succinct definition of critical thinking, but a couple that
will be used in this book are that critical thinking is “the use of those cog-
nitive skills or strategies that increase the probability of a desirable outcome”
(Halpern 1998, 450) and “[t]he conjunction of knowledge, skills, and strate-
gies that promotes improved problem solving, rational decision making and
enhanced creativity” (Reid 2009).

It has been shown that critical thinking is an essential component of
education and a vital life skill that everyone should acquire (Case 2005;
Giancarlo, Blohm, and Urdan 2004). There is an abundance of evidence
the critical thinking knowledge and skill set is not being taught or acquired
by learners (Helsdingen, Bosch, Gog, and Merriënboer 2010; Marin and
Halpern 2011; Orr et al. 2011a, 2011b; Stupnisky, Renaud, Daniels, Haynes,
and Perry 2008; Willingham 2007). Devore (2008) reported that 87 percent
of business school graduates had received no training in critical thinking.
Business managers and C-suite executives have communicated their disap-
pointment with the critical thinking and problem-solving skills acquired by
employees and their inability to work with others. Anderson and Reid (2014)
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noted that critical thinking is the missing link that management education
needs to produce students who can integrate into organizations and solve
business problems. They also showed that critical thinking is teachable. The
HRD professional has a direct influence on the critical thinking skills of
employees. When HRD professionals were asked “How valuable is critical
thinking skill to the success of your operation?” some of the key responses
included words and phrases such as the following:

1. Extremely; woven into courses currently taught.
2. Outline scenarios and problems faced with and try to solve.
3. Very critical; do not train this.
4. When we are training operations or leadership. We talk about decision-

making and problem-solving. No specific course.
5. Extensively important.
6. Critical thinking is a standard in our industry. We are constantly

problem-solving and thinking through change solutions to improve
processes.

7. Critical thinking plays a huge role in the success of logistics operations.
One bad decision could cost the company tremendously.

8. Everything that is done involves critical thinking. Need to work on
teaching critical thinking skills in-house.

To successfully manage employee relations, HRD professionals must address
all of the subsidiary issues that influence their relationships with employees
within the organization. Employees have needs that go beyond the traditional
training and development, career development, and organization develop-
ment responsibilities that the HRD professional may be taught to focus upon.
They must shift that focus to include employee relations and the influence
those relationships can have on the success of the organization.

Case to Consider

Critical Thinking Case

Reward programs can send powerful messages to employees about what the
organization values. Peace Organization has a performance-based system in
which employees are being paid for their performance. The management
team has been using this system for two years and is beginning to question
whether or not it was the right decision. Sally Peace has just been hired to
manage the HRD programs within Peace Organization and has been asked
to review the performance-based pay system. The following questions and
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considerations have worried Sally to the extent that she is beginning to lose
sleep and focus on other aspects of her job:

1. In a performance-based culture, does pay truly reflect the performance
of the individual and group?

2. Are high performers rewarded through base pay increases?
3. Do all employees receive the same or similar increase across the board?
4. How should performance be recognized? A well-developed “pay for

performance” salary administration process ensures the base pay
increases are contingent upon performance results and competency
development.

5. Performance evaluations are important management tools and provide
open communication between the supervisor and employee with the
stipulation of feedback regarding their work performance, including
their strengths and ways to improve in the future.

6. The issue of adequate performance evaluations has become a major fac-
tor regarding the morale of the workforce, rate of turnover, corporate
culture, and legal liability to employers. To avoid this, a plan should
be developed to review consistent criteria and be absolutely sure that
managers adhere to the performance criteria.

The primary purpose of Peace Organization’s project is to evaluate and
compare diverse procedures of performance evaluations concluded within
organizations and the basis relating to the measurement of employee skills.
Developing a project plan that is adequate and nondiscriminatory to the
workforce in an effort to increase confidence and trust of the employee in the
character of the organization is also of significant importance to the project’s
success. The goal of every evaluation is to identify staff strengths and weak-
nesses and create a plan for future career development. Some questions being
considered are as follows: What procedures of the organization are consistent
with performance evaluations? What is the best measurable method of doing
a performance evaluation to complement the organization and develop the
desired behavior of the employee?

Case discussion questions:

1. Why is critical thinking important to help Sally complete this project?
2. What are some additional questions that may need to be asked?
3. Describe how this case relates to employee relations and employee

engagement.
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Summary

This chapter has provided an overview of employee relations within the
context of managing HRD programs within organizations. HRD profession-
als must understand employee relations, employee engagement, and critical
issues such as diversity and inclusion, ethical and legal issues, career devel-
opment and succession planning, and critical thinking that influence their
ability to effective engage with all employees. HRD professionals have an
opportunity to strengthen their relationship with all stakeholders by being
open to new ideas and seeking assistance to resolve critical issues.



CHAPTER 2

HRD Theory and Philosophy

Learning Objectives

On completion of this chapter you should be able to:

● Explain the terms theory and philosophy.
● Recognize and apply foundational theories of HRD.
● Explain how theory and philosophy are linked to learning and perfor-

mance.
● Discuss the significance of human capital theory as a core theory

of HRD.
● Evaluate the reliability of theory.
● Describe the three philosophical foundations of HRD.
● Examine how foundational theories and philosophical foundations

relate to each other.
● Suggest ways to bridge the gap between theory and practice.
● Recognize and explain metaphors of HRD.

This chapter will describe HRD theory and philosophy and how the-
ory/philosophy addresses the development of people within organiza-
tions. Three foundational theories of HRD—psychological theory, eco-
nomic theory, and systems theory—were introduced by Richard Swanson
in 1995. This chapter will build upon these foundations and intro-
duce other theories and theoretical frameworks that are critical to under-
standing the development of people in organizations. This goal of this
chapter is to provide practitioners, in particular, the significance of theory
and philosophy to the work of HRD. Due to the nature and behav-
ior of people in organizations, new theories and concepts are continually
emerging.
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Clarifying the Terms

The terms theory and philosophy are often used in a somewhat loose manner.
Most of us at some time or another have found it important to share our
theory or philosophy about some thing or another. In reality, a theory simply
offers an explanation. It does need to be an elaborate, complex illustration to
achieve that outcome, but it does need to be tied to research that informs the
explanation. Several HRD scholars have contributed to this clarification and
attempted to bind the concept to constructs that are research based.

Dubin (1978) stated that theory is “the attempt of man to model some
theoretical aspect of the real world” with the purpose to “make sense of the
observable world by ordering the relationships among elements that consti-
tute the theorist’s focus of attention in the real world” (Dubin 1976, 26).
Closely resembling Dubin (1978), Bacharach (1989) described theory as a
“statement of relationships between units observed or approximated in the
empirical world” (496).

The definition offered by Senge, Kleiner, Roberts, Ross, and Smith
(1994) emphasizes the testable nature of calling a phenomenon a theory and
described it as “a fundamental set of propositions about how the world works,
which has been subject to repeated tests and in which we have gained some
confidence” (29). According to Thomas (1997), the concept of theory has
been defined in multiple ways, and he noted that numerous authors have
engaged in this discussion. He does note that of the numerous definitions,
there are four broad uses (82): (1) theory as the opposite of practice—
thinking and reflecting, (2) theory as hypothesis—embracing looser or tighter
hypotheses, (3) theory as developing explanation—embracing the broadening
of ideas, and (4) scientific theory as expressed in formal statements.

Refining one of the earlier definitions offered by Dubin (1978) to provide
a tighter fit to the field of HRD, Torraco (1997) asserts that “Theory simply
explains what a phenomenon is and how it works” (115). Torraco’s simple
explanation may help practitioners in the field embrace discussions of theory
in a more practical sense. But in order to truly embrace theory, it is necessary
to understand one’s philosophical framework (Ruona and Lynham 2004).

A philosophy is a core value or belief that drives one’s willpower or moti-
vation to act. Currently, there is no clear philosophy of HRD. Drawing from
the field of philosophy, Heidegger (2008) offers a description of philosophy
commonly recognized in the social sciences:

Philosophy receives a scientific foundation in critical epistemology upon whose
fundamental insights the remaining philosophical disciplines . . . critical reflec-
tion leads back to ultimate values and absolute validities whose totality can be
brought into an ordered systematic coherence. (p. 8)
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“HRD professionals and researchers consider it an accomplishment when
they inspire the love of learning in individuals. Wisdom is derived from
what one knows and experiences, thus everyone has a personal philoso-
phy” (Hughes and Gosney 2012, 763). Understanding one’s philosophy or
philosophical framework forces a critical examination of personal beliefs and
assumptions about a phenomenon, which in turn informs a clear connec-
tion to the relevant theory. We operate from a frame of reference that guides
the way we think, feel, and act. The philosophical assumptions held by dif-
ferent scholars and practitioners in the field of HRD are most likely what
have created tensions and debates and unclear meanings in the field (Hughes
and Gosney 2012). Philosophy then is strongly rooted in ethics and morality.
From an ethical perspective, philosophy forms the basis of moral obligation
and moral duty—which are appropriate and relevant to consider for fields
such as HRD that are people focused and people oriented.

Ruona and Lynham (2004) point out three philosophical ideas that inter-
act in a holistic way, acting as a moral compass and guide to inform the
work of HRD scholars and practitioners: ontology (how we see and view
an idea), epistemology (how we try to understand), and axiology (how
we act upon that understanding). Therefore, theory and philosophy work
together to help us solve problems; respond to change; design, implement,
and evaluate programs; perceive situations that create oppression and seek to
empower and emancipate; and develop human capital (Swanson and Holton
2001).

The Foundational Theories

There are no exact theories of HRD. However applying theory in our research
and work is necessary. It is true that in our research we borrow from fields
like sociology, philosophy, psychology, anthropology, and those fields that
are typically associated with the study of people. This is not uncommon
because “theories that define or explain human behavior within organizations
has been the focus of research studies in fields including sociology and busi-
ness” (Hughes and Gosney 2012, 760). In addition, the nature of how people
interact with the work environment and impact organizations has required
researchers to draw upon management theory. Creswell (1998) says that social
science theories can be used by researchers as a means of explaining, predict-
ing, and generalizing how the world operates. He further suggests theories
may be posed at a broad philosophical level or as a theoretical lens to frame
the study, thereby raising and offering points of view.

There are many scholars who say the interdisciplinary nature of HRD
should prevent the field from grounding itself in any one theory. For the
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purposes of this chapter, foundational theories will be given based on the
work of Swanson (1995, 2001). Swanson proposed theoretical foundations
in the early days when the field of HRD was evolving. Swanson’s theoreti-
cal foundations of HRD are still being considered by many as its grounding
foundations. As will be conveyed throughout this book, it is acknowledged
that as the field defines and redefines itself, the need for other theoretical
foundations will be revealed. This has been pointed out by Hughes and
Gosney (2012), who explain the need to delve more into organization theory
and institutional theory because of the nature and relationship of HRD with
practice and everyday operations of the world of work.

Swanson (1995, 2001) proposed three foundations of HRD commonly
referred to as the three-legged stool model: psychological theory, economic
theory, and systems theory. Swanson presented the model as early as 1995,
but later refined it, adding an ethical component. Drawing from the field of
psychology helps to maintains focus on people. Examples of theory deriv-
ing from psychology include behavioral and cognitive-based theories that
look closely at how people interact with their environment and how peo-
ple process information. Systems theory helps to visualize HRD as part
of a greater entity. An example of systems theory is Senge’s (1990) sys-
tems thinking approach. Economic theory helps to explain the value of
people within the system as well as how to develop the skills and abil-
ities that people bring to the table. An example of economic theory is
human capital theory, which will be explained in greater detail later in this
chapter.

Swanson’s (1995, 2001) model is still widely referred to today, the goal
of which has strong ties to performance. According to Swanson, the goal of
the model was to explain how performance improvement is critical to busi-
ness processes and is one that connects HRD to this process. The model was
also created to display “an orderly process in which HRD acknowledges per-
formance as the key in the struggle to retain the integrity of the individual,
process, and organization” (Swanson 1995, 212).

While Swanson’s three-legged stool approach (McLean 1998; Swanson
1999) is a well-adopted paradigm in current HRD (Iles and Yolles 2003),
there are others who suggest different metaphors for HRD (Gosney 2014).
Gosney provided a sample of Swanson’s and others’ theoretical takes on the
discipline of HRD, and there remains a broad and diverse approach to the
question of HRD theory (Table 2.1).

Gosney (2014) suggests that, whether explicit or not, philosophy wields
influence in HRD theory and practice. His model (see Figure 2.1) suggests
that HRD is girded in historical context and is influenced by empiricism,
humanism, and structuralism. There is also room for other new and emergent
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Table 2.1 Metaphors of HRD

Authors Metaphor Rationale

Swanson (1995,
1999)

Three-legged stool Each leg represents a main foundation of HRD
(economics, psychology, systems theory)

Willis (1996) Downstream river The “HRD river” has evolved so completely as to
be distinct from its contributing upstream
tributaries (adult education, instructional design
and performance technology, business and
economics, sociology, cultural anthropology,
organization theory, communications, philosophy,
axiology, human relations)

Lee (1998) Clover HRD as the integration of theory, practice, and
being in a diverse, dynamic, eclectic, and vibrant
community

McLean (1998) Octopus HRD finds its roots in many varied disciplines and
is a living, evolving construct, composed of, but
not limited to, systems theory, economics,
psychology, organizational development,
anthropology, sociology, and speech
communications

Grieves and
Redman (1999)

Wagon train HRD as a linear journey through time and space,
yet experiencing periods of uncertainty, struggle,
and confusion

Lee (2001) Heraclitus HRD is a changeable, emergent construct
McGoldrick,

Stewart, and
Watson (2001)

Hologram HRD has a multilayered context that is subject to
constant flux

Walton (2003) Theater Performance as part of a coherent drama-based
gestalt for HRD

Source: Reprinted with permission from Matthew Gosney.

theories that may arise. HRD theory and HRD practice do overlap and are
influenced by economic and environmental pressures inside and outside of
organizations.

Empiricism is “the notion that knowledge is derived . . . from our expe-
rience of world events as they are organized separately from us” (Slife 1993,
111). Empiricism as a philosophy is most evidently displayed through HRD’s
embrace of scientific management and its intellectual and methodological
descendants (Gosney 2014).

Rogers (1951) summarizes the philosophy of humanism by stating:

This theory is basically phenomenological in character, and relies heavily upon
the concept of the self as an explanatory construct. It pictures the end-point of
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personality development as being a basic congruence between the phenomenal
field of experience and the conceptual structure of the self – a situation which,
if achieved, would represent freedom from internal strain and anxiety, and free-
dom from potential strain; which would represent the maximum in realistically
oriented adaption; which would mean the establishment of an individualized
value system having considerable identity with the value system of any other
equally well-adjusted member of the human race. (532)

Structuralism suggests that individuals act for the sake or because of the
structure or system – whatever that structure or system may be (Gosney
2014). The very nature of the philosophy of structuralism is that to under-
stand an individual aspect of the system, one must consider the whole system.
Objects and individuals act in accordance with the ultimate aim or end in
relation to the system in which they are a part. Structuralism, then, is the
informing philosophy of systems theory – as discussed previously a concept
with wide influence in HRD theory and practice.

Gosney further suggested in Figure 2.2 that Swanson’s three-legged stool
along with other theories in the HRD field are resting upon the foundation
or were built from the three philosophical pillars of empiricism, humanism,
and structuralism.

• Empiricism
• Humanism
• Structuralism
• Other/emergent

HRD
theory

HRD
practice

• Behaviorism
• Humanism

ƒ (Economic & environmental pressure)

Historical context

• Structuralism

Figure 2.1 Gosney’s Model of Modern Era Theory & Practice Generation in HRD
Source: Reprinted with permission from Matthew Gosney.
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Scientific management

HRD theory & practice

Systems theory
Swanson’s three-legged stool (1995)
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Figure 2.2 Gosney’s three philosophical pillars of current HRD theory and practice
Source: Reprinted with permission from Matthew Gosney.

The Relevance of Theory and Philosophy to Learning
and Performance

The field of HRD evolved from two distinct paradigms: learning and per-
formance. Later in this book, in Chapter 10, insights will be offered on
how the field has emerged into other areas that are defining themselves as
paradigms. But for the purpose of this chapter, theories that are related to
learning and performance will be pointed out in relation to the work of HRD
practitioners.

First, core assumptions of learning theories are credited to several schol-
ars (Barrie and Pace 1998; Bierema 1997; Dirxx 1997; Ruona 1998, 2000;
Watkins and Marsick 1992). Swanson and Holton (2001) integrated those
assumptions into nine core assumptions of what learning theories represent
to the field of HRD:

1. Individual education, growth, learning, and development are
inherently good for the individual.



22 ● Managing Human Resource Development Programs

2. People should be valued for their intrinsic worth as people, not just as
resources to achieve an outcome.

3. The primary purpose of HRD is development of the individual.
4. The primary outcome of HRD is learning and development.
5. Organizations are best advanced by having fully developed individuals.
6. Individuals should control their own learning process.
7. Development of the individual should be holistic.
8. The organization must provide people a means to achieve their fullest

potential through meaningful work.
9. An emphasis on performance or organizational benefits creates a mech-

anistic view of people that prevents them from reaching their full
potential.

Gosney (2014) provided the linkages shown in Table 2.2 between his
philosophical foundations and practice.

The field of HRD has strong roots in learning. From these basic assump-
tions, it could easily be conceived that learning presents such a stronger
foundation for the field and that performance can hardly live up to such
expectations. Despite the dichotomy that has long existed between the two,
each construct complements the other. Learning paves the way for perfor-
mance; hence, learning and development are central to top performance.

The performance paradigm of HRD “holds that the purpose of HRD is
to advance the mission of the performance system that sponsors the HRD
efforts by improving the capabilities of individuals working the system and
improving the systems in which they perform their work” (Holton 2002,
201). Unlike learning, which focuses upon the acquisition of expertise, the

Table 2.2 Informing philosophies and HRD practice

Philosophy HRD practice

Empiricism Personality testing (Lohman 2004; Messmann and Mulder 2012)
Selection assessment (Berr, Church, and Waclawski 2000)
Evidence-based practice (Locke 1978; Rousseau 2006)
Instructional design (Gagné and Dick 1983; Mazur 1994; Wilson, Jonassen,
and Cole 1993)

Humanism Employee engagement (Cardus 2013; Elliott and Turnbull 2003; Harter,
Schmidt, and Hayes 2002; Shuck and Wollard 2008)
Facilitation (Cash 1984)

Structuralism Survey research (Likert 1958)
Communities of practice (Chang and Jacobs 2012)
Organizational learning (Senge 1990)



HRD Theory and Philosophy ● 23

performance paradigm of HRD is based on whole systems improvement.
Swanson and Holton (2001) posit there are three presumptions and attitudes
that dominate the mind-set of this paradigm: performance is (1) an outcome
of human activity, (2) a means for economic gain, and (3) a mechanism for
organizational control. Performance is a measure of a system, groups or sub-
sets within that system, individuals who function within the system, and
processes that drive the system. To this end, organizational performance is
the sum of the measurable outcomes—expected and unexpected—given the
mission, goals, strategies, performance variables, and units of performance.

Advocates of the performance paradigm have centered their work around
core assumptions that position the field from a performance standpoint
(Swanson and Holton 2001, 138–141):

1. Performance systems must perform to survive and prosper, and indi-
viduals who work within them must perform if they wish to advance
their careers and maintain employment membership.

2. The ultimate purpose of HRD is to improve performance of the system
in which it is embedded and which provides the resources to support it.

3. The primary outcome of HRD is not just learning but also perfor-
mance.

4. Human potential in organizations must be nurtured, respected, and
developed.

5. HRD must enhance current performance and build capacity for
future performance effectiveness in order to create sustainable high
performance.

6. HRD professionals have an ethical and moral obligation to ensure that
attaining organizational performance goals is not abusive to individual
employees.

7. Training/learning activities cannot be separated from parts of the
performance system and are best bundled with other performance
improvement interventions.

8. Effective performance and performance systems are rewarding to the
individual and to the organization.

Considering the basic assumptions presented here, it is evident that HRD
scholars and practitioners should redirect their energies toward learning
and performance in order to integrate them into a systems thinking com-
prehensive network (Holton 1999a, 1999b). Furthermore, from the core
assumptions of learning and performance, a converging assumption is the
value of people and what they bring to the organization. An emphasis
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on education and training are other principles that are common to both
paradigms.

The theory of human capital strongly supports this convergence as well
as the emerging model offered by Hughes (2010). Human capital theory
(Becker1993) and Hughes Values Framework (2010) will be discussed in fur-
ther detail for their contribution to developing human capital as central to
HRD theory and philosophy.

Human Capital Theory: An Economic Perspective of
HRD Theory and Philosophy

Many of the theories that have been applied to the field of HRD come
from disciplines such as psychology, economics, systems, and anthropol-
ogy. Over the last few decades, economists began linking the concept of
“human” resources to economic theory. Interestingly though, economic the-
ory in respect to HRD is an area that is frequently overlooked. If performance
is a necessity for economic growth and human activity is the driver of per-
formance, it is relevant that economic theory is understood as influential to
the foundation of HRD. Holton (1999b) notes that references to the perfor-
mance system and to the organization can be used interchangeably, a point
that connects systems thinking with performance. “If the system has a pur-
pose, then it also has desired output, so performance theory is applicable”
(30). The prevailing thought behind economic theory is the notion that
“resources are scarce—a condition which is presumed to induce a community
to behave in such as manner as to squeeze the most it can out of its limited
resources” (Schultz 2001, 11). In this respect, resources that are limited and
unattainable will have a higher value than those in abundance. Economic the-
ory can be defined as “how the allocation of scarce resources among a variety
of human wants affects the performance system’s mission and goals that spec-
ify expected outcomes” (Lynham, Chermack, and Noggle 2004, 162). The
economic theory of human capital, along with psychological theories, such as
situated learning, and systems theories, such as the general systems theory, are
sources that inform and guide HRD organizational learning and performance
strategies.

As knowledge becomes embedded within the individual, economy pros-
pers. In this sense, human capital theory is significant in proposing the
economic value of human resources, an attitude not widely articulated among
contemporary HRD professionals. The concept, when applied in a practical
sense, can be used to assess the value of an organization’s human resources
(Holton and Naquin 2004).

When organizations train and educate their human resources, the desired
outcome is increased revenue and earnings. In addition, individuals gain a
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degree of satisfaction from the acquisition of new skills. However, human cap-
ital theory is not without its limitations. For example, although accounting
systems have attempted to compute the valuation of human capital, it remains
difficult to accurately measure and affix a dollar value on an individual’s
knowledge and skills. At best, the costs incurred to achieve a level of education
can be estimated, but this value may not translate to the same amount among
varying organizations. Critics say human capital theory appears capitalistic,
the contention being that once an individual is trained, the organization
controls how the new training is utilized.

Human capital theory places economic value on the knowledge, skills, and
abilities of an organization’s human capital. The traditional concept of capital
in an economic sense refers to bank accounts, stock, bonds, or property that
produce an expected output after a period of time. In today’s workplace, orga-
nizations derive economic benefits from investments in people (Sweetland
1996).

The idea of human resources as capital as well as assets is not new—
just not widely discussed. The concept dates as early as 1776 when Adam
Smith, an economist, recognized the value of labor as being determined by
the skill with which it is executed and the ability in which it is managed,
directed, and transferred to asset (meaning the institution of slavery). Schultz
(1971), an economist, built on this thought process. In his book Investment
in Human Capital, Schultz contended that combined with other human
attributes, knowledge and skills are investments that promote the superior-
ity of technically advanced countries. Schultz therefore proposed that people
should be viewed as investments. But he challenged the notion of human cap-
ital representing the concept of bondage. Instead, he argued that education,
training, and investments provide opportunities and choices for individuals
to increase productivity and earnings. While there may be opportunity costs
incurred, such as loss of wages while acquiring education, the long-term yield
promotes economic growth and stability. Critics of Schultz’ theory of human
capital contend that it assumes the individual will become employed as a
result of the investment made in education.

The theoretical and empirical study of human capital is linked to the
efforts of Becker (1993). Becker designed a theoretical model comparing the
costs to the benefits of education. Comparing the incomes of college students
and high school students, he derived a rate of return on investments in col-
lege education. To this return, he added an individual’s investment potential,
which are the benefits and outcomes from training. The ultimate benefit, he
concluded, is productivity and improvements to performance. The human
capital theory places knowledge as the essence of economic prosperity. The
human capital theory is a foundational HRD performance theory. The con-
cept that an organization’s human resources are investments can be further
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translated into benefits and perks such as insurance, tuition reimbursement,
incentive payments, and retirement packages. The result is an added value
to the organization’s investment. But the investments made are expected to
yield improvements in performance. Geroy and Venneberg (2002) suggest
that “value-added performance represents the application of one’s knowledge,
skills, and attitudes to achieving specific, measurable results that contribute
to the bottom line in support of individual, unit, departmental, and organi-
zational goals and objectives” (106). The result is organizational success in a
highly competitive and global economy.

Hughes Values Framework

Hughes’ (2010) People as Technology (PT) model is consistent with human
capital theory. The model was conceptualized based on Dubin’s (1976) laws
of interaction, units, boundaries, systems states, and propositions. The model
shows a link between people in the organization and technology and how
interaction between the two impacts investments and spending. The under-
lying assumption is that investment in technology supports investment in the
core competencies of people. Core competencies are a “bundle of skills and
technologies rather than a single skill or technology” (Hamel and Prahalad
1994, 223). Furthermore, increased investment in people has the potential
to create a competitive advantage for the organization. Herein lies another
important link between PT and human capital theory. Skills need to be devel-
oped over time in order to acquire the value that other organizations will find
difficult to imitate (Garavan and Carbery 2012). As more skill development
time and capital investments are made in people, including not only training
but also providing them with state-of-the-art equipment and emerging tech-
nologies, the more un-imitable their core competencies will become. Hughes’
(2010) PT model emphasizes the value of people in five ways: location, use,
maintenance, modification, and time.

First, the location value of people (placement) is critical to using the skills
in the most optimum way. This means that HR needs to effectively hire and
place people within the organization where they can perform to the best of
their capability. When people are effectively placed within a work setting, a
sense of belonging may increase their productivity. Inadequate placement can
result in hours wasted and a loss of investment. Location value is empha-
sized in technology through capital expenses invested in the installation of
technology, infrastructure changes, purchase of new buildings, design and
development of facilities for installation, etc.

Second, use value is created value as leaders learn to effectively capture
the use of employee skills and abilities within the organization. This could
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include learning to use new technologies that the organization has purchased.
Without maximizing employees’ capability to use new equipment, technol-
ogy, resources, etc., the value of investment is lost. Use is only as effective as
the person executing its purpose.

Third, maintenance value refers to investments organizations make to
maintain intrinsic motivation and job satisfaction. Employee engagement is a
maintenance value with the goal that “happy people are productive people.”
Changes within the organizational structure (change in leadership, mergers,
acquisitions, downsizing, etc.) often create a need for not maintaining and
improving skills and maybe even applying skills in a new way. In addition,
people may need to learn new things because of changes in staffing. Moreover,
organizations invest in maintaining people’s skills through training and devel-
opment, workshops, professional development, and other organized activities
and process that are needed to increase learning. The value of maintaining
skills should be identified even before the hiring process. Job descriptions
and job specifications should be aligned with the goals of the organization
and be written in such a way that organizational goals are highly valued.
When organizations invest in training and developing their employees, the
maintenance value increases through improved performance. Investments in
technology are also considered as having maintenance value given the expense
of preventative maintenance for equipment and the technical support needed
for that purpose. Modernization is critical to keeping technology current and
effective in supporting workforce needs.

Fourth, modification value can be expressed through the personal expecta-
tions people bring to an employer. Modification value is often acknowledged
through the energy and ambition that people display during the initial on-
boarding process. People also bring their personal beliefs and values that can
contribute to the modifying and revitalizing of the organizational culture.
Energetic people can have a transforming effect on stagnant environments.
Modification value is also applicable to career development and other pro-
fessional development opportunities. Systems should be in place for career
ladders, succession plans, and other opportunities for people’s jobs to be
adjusted and redesigned to prevent burnout. In addition, modification of
salaries and rewarding people for their increase in skills are important for
retention and protecting the investment made in people’s skills. Modification
value is also applicable to investments made to upgrading technology to sup-
port changes in people’s work. As organizations adjust to growth, change, and
job enrichment needs, employee modification value increases.

Finally, time value can be seen through the quality of work produced,
presence at work, and the amount of work done when presented with work to
do. This means that the employee performance and ability to produce work
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impacts the investment made in that employee. Investment in technology
could relate to the length of time it takes to implement new technology that
has been recommended to increase productivity and the length of time it
takes for that new technology to achieve the desired results.

The PT model was designed to encourage HRD professionals and man-
agers to critically think about the value creation and competitive advantage
derived from the integration of people expertise and technology proficiency
and innovation. If the utilization value of an organization’s primary resources
(people and technology) is not optimized, investments lose their value.

The Hughes PT model offers a method of integrating theory with practice
through both people and technology. HRD professionals can manage their
programs by changing their practical thought processes during implementa-
tion and analysis of the five values for each employee and the technologies
within their organization.

Judging the Soundness of Theory

It is easy for a person to declare a theory; however, not all theories are
sound theories. Therefore, not only practitioners but scholars as well need to
develop a deeper understanding for judging the soundness of the theories they
encounter. Patterson (1983) offers the following criteria for judging a good
theory: importance, preciseness and clarity, parsimony and simplicity, com-
prehensiveness, operationality, empirical validity or verification, fruitfulness,
and practicality. In addition, a good theory is generally represented from an
empirical-analytical perspective and not often found in applied fields (Lincoln
and Lynham 2011). For this reason, these scholars offer the following criteria
for judging a theory from an interpretive perspective: compellingness (creates
a response), saturation (explanations have reached a point of exhaustion),
promptness to action (drives the next steps), and fittingness (suitable to the
context).

Brookfield (1992) proposes three categories of criteria for analyzing the
central proposition of formal theory: epistemological, communicative, and
critically analytic. Epistemological criteria refer to the discreteness (not sus-
ceptible to explanation by other theories), empirical grounding (extent to
which grounded in observation or experience), researchability (can be val-
idated by those other than the original theorist), and comprehensiveness
(extent to which all aspects of the phenomenon are considered) of the theory.
Communicative criteria (clarity, tone, connectedness, and prescriptive polic-
ing) are ways that theories are clearly understood by those for whom they are
intended. Critically analytic criteria refer to the ways that theories are sub-
jected to “constant critical analysis by its own proponents” (87). According to
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Brookfield (1992), a sound theory should consider gender, social class, eth-
nicity, and age. Furthermore, consideration should be given to the ways that
theory changes over time in response to the emergent nature of research and
the changing dynamics in society. From a practical sense, practitioners will
call upon theory to help explain, clarify, and find appropriate solutions to
problems (Lynham 1997).

Summary and Future Directions for HRD Theory

This chapter has given an overview of HRD theory and philosophy and has
discussed human capital theory and the Hughes Values Framework as offering
an explanation of how people add value to organizations. This is insightful
to HRD practitioners who are planning and delivering training and other
practices that relate to the development of people. For HRD scholars, this
chapter should bring awareness of the need for theory development in new
and emerging areas that explain how people interact, influence, and impact
organization work.

There can be very little theory found that addresses how the performance
of people is affected by issues emerging from difference and whether or not
training changes behaviors or for that matter effects change. This is a critical
issue for further research consideration. However, until the critical issue of
measurement is “adequately defined, made validly and reliably measurable,
evaluated together in context, and interpreted in a theoretical framework,
research will offer only marginal assistance in understanding” (Bates 2002,
197). When there is no relevant theory to inform practice, we will need to
build our own.



CHAPTER 3

The Role of HRD in Organizations

Learning Objectives

On completion of this chapter you should be able to:

● Describe the role of the HRD professional in organizations.
● Distinguish between HRD programs and HRD projects.
● Describe strategy and its relationship to HRD.
● Apply the Hughes HRD program design model to an HRD problem.
● Apply the Hughes five values framework to an HRD problem.
● Explain return on investment (ROI) and the pros and cons of the

method.

According to the Academy of Human Resource Development,

HRD as a profession is an interdisciplinary field. It is focused on systematic
training and development, career development, and organization develop-
ment to improve processes and enhance the learning and performance of
individuals, organizations, communities, and society. An HRD professional
is an individual engaged in HRD-related practice, research, consulting, and
instruction/facilitation/teaching.

(Hatcher, Otte, and Preskill 1999, ii)

The rationale for HRD being prioritized and visible within organizations
is necessary, and understanding the business needs of the organizations is
the catalyst through which HRD professionals can accomplish this goal.
The Great Recession of 2007 highlighted the need for training and devel-
opment (T&D), career development (CD), and organization development
(OD) to become a priority for both employees and their organizations. Orga-
nizations were reducing employees in the United States at the rate of over
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700,000 employees per month. The businesses were grasping for survival,
and employees were left unemployed without many options.

As organizations have striven to recover from the drastic measures they
were forced to take during the Great Recession of 2007, they are seeking
HRD professionals to help them meet their business needs. Addressing busi-
ness needs occurs when HRD professionals manage the needed HRD pro-
grams within the organization. First, HRD professionals need to understand
the strategic aims of the organization. Then, they need to develop inte-
grated talent management strategies, processes, and programs that support
the organizational strategy.

The direct quote from Short, Bing, and Kehrhahn (2003) epitomizes the
purpose of this and the transitioning role that HRD must endure:

We, the authors, experience human resource development (HRD) as a paradox.

This is a time when HRD appears to be at its strongest in terms of pub-
lications and research outputs and when the environment appears right for
HRD to demonstrate clear value-added to key stakeholders. However, in other
ways, HRD appears inner directed and without substantial impact: publica-
tions seem to preach to the converted; HRD research and, to some degree,
practice appear divorced from real-time problems in organizations; HRD pro-
fessionals see their work being completed by those from other professions;
there is limited evidence that HRD has really moved far from the fad-ridden
gutters of false short-term training panaceas; and practitioners are still measur-
ing training person-hours rather than the relationship between learning and
productivity. (239)

They further noted that

[a]s long as HRD is seen as fad driven and reactive and those who lack a sound
understanding of core HRD theory and practice fill HRD jobs, then HRD will
be viewed as secondary to other professions in organizations. Although it will
mean painful effort, either further professional development of practitioners or
the loss of existing people, HRD as a profession needs to take specific steps to
increase its credibility in organizations and its recognition as a discrete field of
research and practice. (243)

Strategy and HRD

Guiding organizations through the process of determining strategy is an
emerging element of OD and, thus, HRD. Porter (1996) stated that the
“essence of strategy is in the activities—choosing to perform activities



The Role of HRD in Organizations ● 33

differently” (64) and defined strategy as “the creation of a unique and valuable
position, involving a different set of activities” (68). When doing things dif-
ferently, change is inevitable; thus, HRD professionals are agents of change
and must be willing to lead activities in different ways to meet organiza-
tional strategy goals. For example, HRD professionals are asked to manage
skill-based pay, performance-based pay, and talent acquisition programs that
relate to T&D, CD, and OD, and they must be adept when managing these
types of programs.

An appropriate application of Hughes’ (2010) People as Technology con-
ceptual model outside of the realm of training and development exists in the
establishment of a talent acquisition program. Hughes’ model begins with an
assessment of cognitive, behavioral, and cultural perspectives. Such an assess-
ment is an important first step in the development of a talent acquisition
strategy and program.

First, organizations must understand their own cultural landscape, as well
as the type of individual who will be most successful in the extant cul-
tural environment. If the organization seeks culture change, differentiation
between current and preferred state must be articulated as it relates to the
individual employee. Second, this cultural assessment of the organization
couples with the identification of specific skill sets tied to individual roles
and job families to create a technical and behavioral picture of the target
employee. Essentially, this is the creation of a competency model (Rodriguez,
et al. 2002). Competency modeling is a well-vetted starting point for talent
acquisition (McClelland 1973).

Once the organization has determined the behavioral, cultural, and tech-
nical profile of their target talent, the HRD professional is charged with
creating processes, procedures, and methodologies that correctly identify and
incorporate said talent into the organization. Returning again to Hughes’
(2010) model as a guide for developing such processes, one can see, through
each of the model’s values, key elements of a selection strategy that should be
considered.

When considering location value in constructing a talent acquisition
strategy, organizations may consider the following questions:

● Where is the physical location of the recruiting team in relation to the
hiring manager?

● Are applications, testing, and interviews managed for all roles through
one location?

● How and when will the organization communicate cultural norms and
expectations to candidates?
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Hughes (2010) cites selection strategy when considering use value. Questions
for an organization to consider include the following:

● How will the organization evaluate the efficacy of selection processes
against their competency and cultural model?

● How will the organization evaluate the efficacy of selection processes
against individual performance?

● How will the organization evaluate the efficacy of individual hiring
managers in execution of selection processes?

Such questions permit the organization to begin to better understand if
they are getting maximal use out of the employees being brought into the
organization, as well as the capacity of leadership to execute on acquisition
strategies.

Maintenance value has additional direct correlation to a talent acqui-
sition strategy. When considering this value, organizations should ask the
following:

● What skills are necessary for leaders to execute talent acquisition
processes?

● What skills are necessary for recruiters and other HR staff to execute
talent acquisition processes?

● What knowledge would aid preferred talent targets in the navigation of
the organization’s acquisition processes?

Finally, a consideration of modification value aids the organization in its tal-
ent acquisition efforts. Modification value can be considered through the
following questions:

● What methods ensure extant organizational talent is considered as
specific roles are filled?

● What is the means whereby talent acquisition processes are synced with
organizational strategy?

● How are processes modified when organizational strategies change?

In summary, Hughes’ (2010) People as Technology model is highly applicable
in a variety of different HRD disciplines. Considering each of the core values
leads the HRD practitioner to better decisions, more appropriately aligned
with organizational strategy, than would otherwise occur. And as processes
are developed through the lens of culture and behavior, the ability to sync
with best practices such as competency modeling is enhanced.
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Change management and leadership development are core features of an
HRD development program, along with strategic elements of talent acquisi-
tion and selection. On-boarding and competency modeling are fundamental
activities that HRD professionals must perform.

Difference between HRD Projects and HRD Programs

HRD professionals manage many projects within their HRD programs, and
programs within their organizations to provide solutions to training and
development, organization development, and career development concerns.
Distinguishing a project from a program is a particularly acute competency
that HRD professionals and researchers must possess and understand. HRD
projects usually demand less time and can easily be implemented within
well-resourced HRD programs.

HRD Projects

Fuller (1997) described every learning activity, performance improvement
intervention, organizational development, and change initiative as HRD
projects. HRD projects are the interventions and initiatives that HRD pro-
fessionals are tasked to manage within the organization (Gilley, Eggland, and
Gilley 2002). HRD projects are often complex and require interaction with
stakeholders within and outside the organization as needed. HRD profes-
sionals are project leaders who must have the skills to implement, manage,
and evaluate projects or lead others who can accomplish project leadership
initiatives.

HRD Programs

HRD programs represent the functionality of the HRD department within
organizations. HRD programs must be managed such that an HRD project
does not become overwhelming and all consuming. Big projects such as
implementation of skill- or performance-based pay programs can become
overwhelming and consume a great deal of time and attention. HRD profes-
sionals must be able to balance the needs of all constituents inside and outside
the organization. They must use a progressive learning approach to man-
age the demands of the organization. An example of a progressive learning
approach can include the following:

1. Tailored to organizational needs (top tier, mid-tier,ongoing)— Prior-
itizing the HRD programs based on importance to the organization’s
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needs is essential. Categorizing based on top-tiered, mid-tiered, and
ongoing or continuous needs can be very helpful.

2. Sequential sessions—Sequential sessions assist the organization with
learning to meet the needs of stakeholders. Similar to scaffolding, it
allows employees to progressively build on their knowledge.

3. Participant centered (HRD professional is facilitator)—Allowing par-
ticipants to actively engage in all HRD activities strengthens the
learning process. Participants are allowed to apply and immediately
practice using their new knowledge, skill, and/or ability.

4. Address multiple learning styles—Including activities that participants
can adapt to their personal learning styles will accelerate the learning
process.

Designing HRD Programs
HRD program managers have many tasks. Some of the most essential tasks
are as follows:

1. HRD program managers need to develop strategic instructional mate-
rials to:

(a) Meet the needs of internal and external customers.
(b) Provide credibility for their work.

2. HRD program managers face many constraints within their jobs:

(a) Politics
(b) Organizational culture
(c) Budget/costs
(d) Mission/goals

3. HRD program managers must bridge the gaps needed to overcome
constraints:

(a) Make strategic decisions.
(b) Develop relationships with internal/external customers.
(c) Design strategic training instructional materials.
(d) Take action.
(e) Develop a plan.
(f ) Use the Banks (2002) HRD program design model.
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Twelve- (12) Step Hughes (formerly Banks) HRD
Program Design Model

Instructional design is the process of obtaining (through collaboration), pro-
cessing, and assimilating knowledge to develop and provide instruction that
will enhance learning. When HRD professionals design HRD programs,
although much more extensive than a traditional instruction process for a
single course, they should consider using the Hughes 12-step model (Banks
2002) or a similar model to design HRD programs. Hughes’ model pro-
vides comprehensive thoughts and methods used to design instruction, but
also incorporates concepts that HRD program managers must also consider
before, during, and after developing the program. Her model incorporates
practical application techniques that HRD professionals need to address
when developing instructional materials, projects, and programs. It cov-
ers issues HRD professionals face such as constraints, strategic decisions,
determining tasks/objectives, determining content, developing instruction,
developing materials, determining delivery methodology(ies), conducting
evaluations (formative and summative), and measuring return on investment
(ROI).

The Hughes HRD program design model (Figure 3.1) contains the
following 12 steps:

1. Cloud of constraints.
2. Strategic decision arrow.
3. Determine task/objective.
4. Determine content through analysis techniques.

(a) Needs analysis
(b) Learning analysis
(c) Determine methodology (i.e., computer content may require use

of a computer or mobile device).

5. Design instruction based on need to know information that will
provide desired knowledge and skills.

6. Develop materials.
7. Determine methodology.

(a) Methodology as defined in the American Heritage Dictionary is a
body of practices, procedures, and rules used in a discipline.

(b) There are many methodologies from which to choose based upon
analysis results, instructional content, and materials developed.
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Politics     Culture of organization

Strategic
decision

Determine task/objective

Determine methodology

Formative evaluation (pilot test!)

Deliver instruction

Summative evaluation

Return on
investment

Feedback

Develop materials
Determine content
through analysis

techniques

Design instruction based
on need to know info that

will provide desired
knowledge and skills

Budget/costs     Mission/goals

Organization/division/department/shift

Figure 3.1 Hughes HRD program design model

8. Formative evaluation.

(a) An examination of instructional material conducted during its
early developmental stages to identify needed improvements

(b) Pilot test
(c) Expert review, etc.
(d) A method to provide feedback—may require return to cloud

of constraints for reassessment of program for adjustments or
cancellation if determined not to be feasible

9. Deliver instruction.

(a) Feedback loop
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i. Incorporates instructor and student internal/external feedback.
ii. Incorporates student peer-to-peer feedback.

10. Summative evaluation.

(a) An after-the-fact assessment of training effectiveness

i. Posttest
ii. Quantitative and qualitative data analysis

(1) Survey
(2) In-depth interviews
(3) Observations, etc.

11. Return on investment.

(a) Budgets and costs documented up front
(b) Monitored throughout process
(c) Can determine success, failure, or future progress of the training

12. Feedback.

(a) Analyze all feedback for future improvements and necessary
changes.

(b) Provide detailed report of successes and/or failures of the process.
(c) Continue to monitor results.

The model begins with a cloud of constraints commonly found within
most organizations not limited to politics, culture of the organization,
budgets, costs, mission, goals, the organization itself, divisions within the
organization, department, and shifts represented by employees who all feel
that their needs are most essential to the success of the organization. The
cloud metaphor was used to emphasize the passionate issues that can be
constraints which must be dealt with when implementing programs and spe-
cific instructional content within an organization. The wide first arrow which
leads to determining tasks or objectives represents the broad range of view-
points that emerges from the cloud of constraints and determines the strategic
decisions that were developed within the cloud of constraints. Some of these
decisions are mandates, and others may have been reached through consen-
sus with all stakeholders. Mandates may include decisions that are a result
of corporate changes such as the introduction of new technology, equip-
ment, or processes to meet the market demands. Regardless of the method
of determination, the strategic decision must align with the business needs
of the organization. The tasks and/or objectives must align with the strategic
decision so that they are aligned with goals or mission of the organization.
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Once the tasks and/or objectives have been determined, there is often a
process flow in which content is determined through some form of analy-
sis, preferably a needs analysis. A learning analysis is also needed because all
employees do not learn the same way and the education levels of employees
are not all the same. If the learners are low-skilled and/or disabled employ-
ees, accommodations must be made. There is a dotted line from content
to determine methodology because HRD professionals may decide on a
methodology to use, based on the content, and may want to document it
at this point, but these professionals must also follow the path of the solid
arrows to complete the model flow. The instruction is then designed based
on need to know information that will provide key knowledge and skills to
the organization.

There is an arrow leading out of instruction to develop materials and a
double arrow from instruction to determine methodology back to instruc-
tion. The materials need to be developed after the instruction has been
designed and the methodology must be determined after the materials have
been determined; however, methodology may be determined while instruc-
tion is being designed and can be documented there, but to remain in the
flow of the model, the designer needs to follow the flow from instruction
to materials to methodology to avoid missing needed information for cov-
ering all needed instructional content. During delivery of the instructions,
the methodology may still need to be tweaked to adjust and adapt to situa-
tions or changes that may arise. For example, the technology may not work
or the learners may be at a higher or lower knowledge or experience level
than initially determined. HRD professionals must remain open to changes
as justified.

The delivery methodology can evolve based on the content and design of
the instruction and/or the materials that have been developed, but it needs to
be determined after materials have been developed and before the formative
evaluation. Formative evaluation can be started after the task or objective
has been determined; however, a pilot test needs to be completed before
the instruction is delivered to the learners. After the formative evaluation
is complete, the results are measured against the original tasks/objective to
determine if goals can be met.

Once the needed and necessary changes are made to the instruction, the
instruction can then be delivered using whatever methodology proved most
beneficial to the learner and the learning environment. Some learning takes
place in the classroom while other learning may need to occur at the specific
job location (i.e., equipment operators may need to be trained operating the
equipment while customer service representatives may need to be trained on
the phone). During the delivery of instruction, there is a continuous feedback
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loop of metacognition for the instructor and the learner as well as through
the dialogues of the learners with each other and with the instructor. Once
instruction is complete, summative evaluation methods can be used to deter-
mine if the objectives were met: hence the feedback arrows that lead back to
the objective.

The feedback loop is depicted with dotted lines throughout the model
and with a continuous loop during instruction. Feedback is the most essen-
tial ingredient in this model because without it one will never know what is
happening with the design. Learners need an outlet to express their feelings
about the instruction, designers need feedback to enhance or celebrate their
work, and the stakeholders need feedback to determine if their investment
was worthwhile.

As the final step, return on investment (ROI) should be calculated to show
if the learning was of financial value to the organization. Success is determined
based on whether or not the initial investment, at a minimum, is recuperated
as a result of the instruction.

Return on Investment

ROI is essential because HRD professionals and researchers are tasked to
show results of investments in their projects and/or programs. The viabil-
ity of the projects and/or programs is often predicated upon their being
able to show value through measurements. It is a difficult task for HRD
because the results may not be immediately visible or measurable, but still
needed. For example, an HRD professional may provide the required class-
room training for a new employee who is hired to drive a forklift, but it
may be six weeks or more before the employee is fully trained and actually
allowed to drive the lift to load a truck or more products. What portion of
the training will the HRD professional be able to take credit for and measure?
How does this employee’s classroom training relate to productivity improve-
ments, quality enhancements, cost reductions, time savings, and/or customer
service? This is a typical dilemma for HRD professionals and researchers
as they seek to provide valid, measurable results as tasked to do. With-
out this information, future funding of training projects and programs is
jeopardized.

The fundamental definition of ROI is earnings divided by investment
with the key step of determining the monetary benefit of a project or pro-
gram (Phillips and Phillips 2008). HRD professionals and researchers must
understand the financial principles of revenue, profit, and cost to accurately
apply ROI to their projects and/or programs. Organizations seek direct cost
savings, cost avoidance, or generation of additional profits when embarking
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on new projects or programs. This can make the calculations difficult for
HRD programs that are continuations of other programs. At what stage does
one introduce ROI if it has not previously been a part of the organization?
How does one integrate it with the organization’s embedded financial and
accounting systems that are not designed to parse out specific projects or pro-
grams that are considered to be a part of the status quo job responsibilities of
the HRD department?

The ROI methodology produces six types of data, which are as follows:

Level 1: Reaction and perceived value
Level 2: Learning and confidence
Level 3: Application and implementation
Level 4: Impact and consequences
Level 5: ROI
Level 6: Intangibles

These data are needed to demonstrate success of project participants, the
system, and its support of learning transfer. The data also provide the eco-
nomic perspective. ROI is used most often for impact measurements from
consequences of the use of projects or programs such as sales, productivity,
efficiency, quality, time, costs, and job satisfaction.

ROI is not an easy concept for HRD professionals to grasp. They struggle
when trying to develop what they think ROI is. There are many intangibles
within HRD programs that are very difficult to measure such as improved
employee satisfaction. Some of the comments that represent how HRD
professionals view the tangibles and intangibles are as follows:

1. We see a return on investments; have not documented. Everyone in
the organization believes there is a[n] ROI.

2. We have seen a reduction of accidents as a result of safety training.
We have received more money for technical training (operations—
fleet managers—over-the-road drivers—business and logistics knowl-
edge; account managers out in the field—business knowledge; essen-
tially running a small business. Teaching knowledge that has been
built internally.). This entire facility was converted to a training
facility a year ago. We continue to have increased requests for
training.

3. Affect the number of drivers and customer service representatives pre-
pared and ready to go; you would see immediate return. Reduction
of in-house training costs. Preemployment training at the center to
teach preemployment skills.
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4. Knowing you are doing the right [thing] and seeing the results. They
are perceived, but we know we are teaching things that people need
to do their jobs.

5. Decentralized and bringing people in gives employees a feel for the
culture of the organization; seen an improvement in employee rela-
tions and morale. Gives people a better sense of purpose for the
organizations. See that we are willing to spend money on them to
that extent. They see that the company values them.

6. Our core service quality index (SQI) shows improvements that we
feel are a direct result of a well-prepared workforce. Not sure anyone
can put a dollar figure on these improvements and tag them to one
thing, that is, education.

7. We have seen improvements in all of these areas: expansion of facil-
ity, reduction in turnover, reduced accidents, investment in resources,
industry spin-offs.

8. I’m not certain of the exact monetary benefit.
9. We’ve been able to establish more distribution centers in the US and

we’ve been able to haul grocery products through our own trucking
fleet.

10. I would expect a return in the number of qualified candidates for
employment.

These few examples represent the complexity of ROI and how essential it is
for HRD professionals to be able to communicate what they do to expand
their credibility within their organizations. Changes are occurring that may
not be able to be quantified, but documentation of actions and activities
is still important. HRD professionals must build organization support and
establishing credibility with all stakeholders (Rosania 2000).

Credibility is important because employees must be the first priority of
the HRD professional. HRD is a people/customer service business within
the organization. Without credibility, the people will not interact with HRD
unless they are required to do so. Without an element of trust and respect,
HRD is useless to the organization. HRD professionals must also establish
credibility by getting to know the organization and its management. They
can accomplish this by identifying short-term and long-term organizational
goals and identifying needs or finding out where the “points of pain” are
within the organization.

Determining the critical points for action requires needs assessment and
diagnosis that is achieved by incorporating the personal involvement of
management and employees; including multiple perspectives—top tier, mid-
tier and ongoing—in terms of management priority, location priority, and
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existing expertise; surveying needs and expectations for HRD interventions
and evaluating results; and providing tools to facilitate needs assessment
including focus groups, technology, paper-and-pencil surveys and question-
naires, in-depth interviews, and informal conversations. These methods will
not work if there is not a credible relationship between HRD profession-
als and stakeholders they serve. HRD professionals must recognize that they
are providing a valuable service, but a service no less to the organization.
Their presence is predicated upon their service being needed and beneficial
to the organization. The Hughes model is one example of ways to implement
HRD projects and programs. It has been effectively used within the areas of
manufacturing and academia but has usefulness within other areas as well.

Example of Using the Hughes Model in Academia

Step 1: Cloud of Constraints

This project requires faculty members to adapt to the technology of today
and incorporate technology-based instruction into their curricula in order to
better prepare their students for entry into mainstream society. The workplace
environment has changed and so must the participants within this project.
Academic instructors need to develop their curriculum to meet the needs
of their students. Technology-based instruction will allow faculty to develop
their instruction to meet the needs of their students as well.

Discussion question:
What are some of the constraints that HRD professionals may encounter

as they begin to prepare this project?

Field Data Collected Including Participants, Methods, and Results
Ways to learn this content and potential benefits include the following:

● To learn this content would mean that the learners would have acquired
additional tools through which they can transport knowledge to their
students and with each other. Technological communication skills will
be enhanced through completion of Web-based instruction.

● Learners will be able to progress at a speed that is suitable to their style
of learning but meet specified deadlines.

● This content should be taught through a Web-based environment in
which individuals can proceed through the sessions individually or as a
group.

● To learn this content would mean that the learners would have acquired
additional tools through which they can transport knowledge to their
students and with each other. Technological communication skills will
be enhanced through completion of Web-based instruction.
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Learner and Instructor Profile
The learner profile includes the following:

1. The range of learners will include faculty members and possibly
graduate students.

2. The key characteristics are adult learners with limited to expert
computer skills.

3. The supportive skills should include fundamental computer skill and
knowledge.

4. Knowledge of instruction to be provided to students is to assist with
ways in which technology can enhance the method of delivering
instruction.

5. Learners should have a positive attitude toward learning a new skill and
applying that skill to their current style of teaching.

6. If the individuals do not have these skills, there will need to be a
communication network established, most likely through e-mail or
telephone, by which these skills can be discussed and developed.

The instructor profile includes the following:

1. This instruction will be provided through the Internet; therefore, the
instructor must be proficient in various types of technology software
and networking capabilities for delivery purposes.

2. This person must also have a lot of patience and training/teaching skills
to transfer knowledge quickly.

3. The instructor must be very flexible and open minded.

Context Analysis of Resources and Constraints
1. Resources include the following:

(a) Computers to access Internet and display instruction materials.
(b) Internet access to share instruction/training.
(c) Web portal to host Internet site.
(d) Database to store files.

2. Constraints include the following:

(a) Provide cost-effective training to meet the established budgets.
(b) Make sure that all participants have access to a computer with

Internet accessibility.
(c) Make sure that participants have the time to complete the instruc-

tion/training by designing instruction with sufficient starting and
stopping points, so they can begin and end as needed.
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Discussion questions:

1. Given the collected information, identify possible stakeholders who
would be involved in making the final strategic decision.

2. Would the final decision be a mandate or a decision reached through
consensus?

Step 2: Strategic decision arrow

The decision has been made to pursue this project and help faculty integrate
computer technology into their instruction.

Step 3: Determine tasks/objectives

Some of the tasks and objectives were identified during Step 1. Review notes
from Step 1 and test for a clear understanding from all stakeholders to verify
tasks/objectives. Include an assessment plan at this point to ensure that tasks
and objectives are impactful and measurable.

Tasks/Objectives
1. New folder creation: The learner will be able to create a folder to hold

downloaded files.
2. Internet access: The learner will be able to log on to the Internet and

find a specified website.
3. Navigating a website: The learner will be able to find the specific soft-

ware and version that is compatible with their operating system on the
specified website.

4. Downloading files: The learner will be able to download the specified
file into their created folder.

5. Installing software: The learner will be able to install downloaded
software and/or software from a CD-ROM.

6. Utilizing new software: The learner will be able to install and use the
new software.

7. Introduce videoconferencing technology: The learner will participate
in a videoconference.

Assessment Plan
The assessment tools used in this project will be both formative and
summative evaluations. The evaluations will be administered after comple-
tion of objectives 1, 4, 5, and 6. The assessments after objectives 1, 4, and 5
will all be summative evaluations that will measure goal-oriented topics. The
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Table 3.1 Assessment plan

Assessment
type

Assessment
model

Task/objective
being measured

Considerations Assessment tool

Summative Goal
oriented

1 Can learners create
folders without
assistance? Ask learners
to describe the steps they
took to create their
folder and obstacles they
encountered. Completed
before specified
deadline?

Submission of
documented steps
and obstacles
encountered while
creating folder
e-mailed to
representative with
request for follow-up
if needed.

Summative Goal
oriented

4 Can the learners
download a file from a
website? Ask learners to
describe the steps they
took to download the
file and obstacles they
encountered. Completed
before specified
deadline?

Submission of
documented steps to
download file and
obstacles encountered
with request for
follow-up if needed
e-mailed to
representative.

Summative Goal
oriented

5 Can learners install
software? Ask learners to
describe the steps they
took to install the file
and obstacles they
encountered. Completed
before specified
deadline?

Submission of
documented steps to
install the software
and obstacles
encountered with
request for follow-up
if needed e-mailed to
representative.

Formative Utilization
oriented

6 How useful was and can
videoconferencing
technology be to the
faculty members?
Completed before
specified deadline?

Online survey to be
completed by learners
at the end of the
session.

assessment after objective 6 will be a formative evaluation that will measure
utilization-oriented topics (Table 3.1).

Step 4: Determine Content through Analysis Techniques

(a. Needs analysis; b. learning analysis; c. determine methodology (i.e.,
computer content may require use of a computer or mobile device))
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Some of the content was identified during Steps 1 and 2. Review notes
from Steps 1 and 2, follow up with needs analysis and learning analy-
sis, and determine methodology. Verify that content meets the needs of all
stakeholders.

Step 5: Design Instruction

Please review Table 3.2.

Table 3.2 Example of instructional framework

Teaching
models

Teaching strategy Objectives Media used Rationale/considerations

Discovery
learning

Learners will complete
the objectives at their
own pace before a
specified deadline.
They can contact the
representative via
e-mail with requests
for assistance as
needed.

1, 2, 3,
4, and 5

Computer,
Internet,
videoconferencing
software

• Students have
previously been taught
these objectives and are
now being asked to
perform them. Goals 1
and 2 will be met here
if the learners can
perform the objectives.

• Will the students
request assistance and
from whom?

Cooperative
learning

• Instructor will
demonstrate the use
of videoconferenc-
ing by conducting a
simple instructional
item for the
consortium.

6 and 7 Computer
technology,
Internet, server,
videoconferencing
software

• Goals 3 and 4 will be
met here if learners can
log onto desktop
videoconferencing and
participate in the
instruction of how to
use videoconferencing
in instruction.

• Instructor will
facilitate a group
brainstorming
session of the
potential uses of
videoconferencing
technology.
Learners will
interact via
videoconferencing.

• Will all members of the
consortium be online
at the same time to test
the software and
experience
videoconferencing?

Step 6: Develop Materials

Please review Table 3.3.
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Table 3.3 Instructional media and technology

Instructional media Rationale for use Considerations

Computers (PCs
and/or Macs)

Faculty members will need this to
communicate within the consortium and
for videoconferencing.

Maintaining the computer
and having the peripherals
with current technology.

Servers The server will provide the link by which
the faculty members’ computers will be
able to interact effectively.

Maintaining the servers
and making sure they stay
“up.”

Software Faculty members will need the correct
and most recent software that is
compatible with their computer system
installed so that they can maintain
communication.

Maintaining the software
and upgrading as
necessary.

Internet access Faculty members need Internet access
to make themselves available to
communicate within the consortium and
to receive e-mail.

Maintaining a reliable
connection to the
Internet.

Step 7: Determine Methodology

Prototype Lesson
Mission statement: To provide quality, efficient, cost-effective Web-based
training and instructional materials, methodologies, and resources that meet
the need of internal/external consortium customers.

Objectives: (Gagné’s (1985) gaining attention, informing learner of the objec-
tive, stimulating recall of prerequisite learning, and eliciting the performance are
covered here.)

1. New folder creation: The learner will be able to create a folder to hold
downloaded files.

2. Internet access: The learner will be able to log on to the Internet and
find a specified website.

3. Navigating a website: The learner will be able to find the specific soft-
ware and version that is compatible with their operating system on the
specified website.

4. Downloading files: The learner will be able to download the specified
file into their created folder.

5. Installing software: The learner will be able to install downloaded
software and/or software from a CD-ROM.
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6. Utilizing new software: The learner will be able to install and use the
new software.

7. Introduce videoconferencing technology: The learner will participate
in a videoconference.

Teaching methods: (Gagné’s (1985) presenting stimulus material, providing learn-
ing guidance, providing feedback, and enhancing retention and transfer are
covered here.)

1. Cooperative learning: The learner will participate in group activities
with other consortium learners.

2. Discovery learning: The learner will be able to complete self-directed
tasks and objectives.

Media:

1. Computers
2. Servers
3. Software
4. Internet access

Assessments: (Gagné’s (1985) assessing the performance is covered here.)

1. Goal oriented: The learner will complete written assignments and
submit via e-mail.

2. Utilization oriented: The learner will complete online surveys.

Feedback: (Gagné’s (1985) providing feedback, enhancing retention and trans-
fer, and presenting stimulus material are covered here.) The instructor will
respond and supply applicable feedback to the learner as to their progress and
upon their request.

Backup plan:

1. Teleconference with faculty members.
2. Meet with faculty members online.
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Step 8: Formative Evaluation

Program Evaluation
The general focus for this program evaluation is based on the mission state-
ment below. Stakeholders would like to know the quality, efficiency, effec-
tiveness, and benefits of the program. See Appendix for sample evaluation
forms.

Mission statement: To provide quality, efficient, cost-effective Web-based
training and instructional materials, methodologies, and resources that meet
the need of internal/external consortium customers. The evaluation models
to assess the program will be goal oriented, responsive evaluation, evalua-
tion research, and utilization oriented. The specific questions to be addressed
include the following:

● Was the program of good quality?
● Was the program efficient and effective for the learners?
● Was the program cost-effective?
● Did the instructional materials and media benefit the learners?
● Were the methodologies and resources used effectively and wisely?
● Were the resources available to the learner when needed?
● Did the learners learn what was intended to be learned?
● Was the instructor/facilitator effective for the learners?
● Did the learners receive the feedback they needed from the instructor?
● Was Web-based training effective for the learners?

The formative evaluation will evaluate the objectives of the program and the
flow of instruction.

● The objectives and flow of the instruction will be evaluated prior to
presenting to the learners.

● The tools used will be the instruction program itself being distributed
to the evaluators for them to test out and write or verbalize changes as
needed.

● The software will also be given to the developer of the program and
the pilot study participant for their use. They will walk through the
downloading and installation process themselves.

● The program will be evaluated by the representative, the instructor of
this course, peers within this course, and pilot studied by an individual
who is not a part of the consortium but is a faculty member.
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● The evaluators will answer the questions of the efficiency and effective-
ness of the program for the learner: if the quality of the program is
sufficient, the benefits of the instructional materials and media used,
and the methodology and resources available to the learner.

Step 9: Deliver Instruction

(a) Feedback loop

(i) Incorporates instructor and student internal/external feedback.
(ii) Incorporates student peer-to-peer feedback.

Step 10: Summative Evaluation

The summative evaluation will involve the instructor, stakeholders, the devel-
oper, and learners and will be conducted within one week of the surveys being
completed by the learners.

b. The instructor will evaluate the instruction as it is being delivered
metacognitively. S/he will be able to ascertain during instruction
whether the material was effective and useful for the learners.

c. The learners will conduct written and online assessments at the
completion of specified objectives.

d. The stakeholders will evaluate the learning by observing the instruction
while in progress and by reviewing the survey responses of the learners.
They will determine the cost-effectiveness of the program.

e. The developer will also evaluate the program while instruction is in
progress through observation. S/he will also review and analyze the
survey responses of the learners.

f. The developer and stakeholder can also review the materials and media
to discover what may have been discovered by the learner that was not
discovered in the formative evaluation.

Step 11: Return on Investment

Use information described earlier in the chapter to calculate ROI. Consider
the following:

1. Budgets and costs documented up front
2. Monitored throughout process
3. Can determine success, failure, or future progress of the training
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Step 12: Feedback

Develop, distribute, and/or present the final report of program results to all
stakeholders.

Case to Consider

David was promoted to the position of Training Manager last week. His first
project is to motivate the customer service representatives to provide better
customer service despite the loss of three of their coworkers. The volume of
work has not decreased, and no new employees will be hired. There will also
not be any pay increases. Donna is the customer service supervisor, and it is
her job to distribute the workload among the remaining 20 employees.

Donna has contacted David and requested cross-training of her employees
as a motivational tool. She is hoping that the knowledge of new skills will be
a motivation to the remaining employees so that they can obtain enhanced
knowledge and skills for future promotions.

The problem Donna faces in this example is one that appears to be a lack
of labor resources. She has fewer workers than she did originally, but the
workload has remained the same. The solution to the problem is to have her
remaining employees work more effectively and efficiently in order to com-
plete the same amount of work with less available labor. Donna’s suggested
method of addressing the problem is to attempt to motivate her employees
toward greater levels of performance by offering cross-training.

Possible questions for the individual interviews with employees might
include the following:

1. Are you interested in the opportunity to participate in a cross-
training? Why or why not?

2. What benefits do you see for the customer service department if cross-
training was offered?

3. Would you enjoy your current position more if you were cross-
trained?

4. What factors might limit your participation in cross-training if
available?

5. What do you think you would personally gain by participation in
cross-training?

6. Recognizing that overtime pay may not be available, how and when
should cross-training be performed if offered?

7. Do you think others in our department would view the opportunity
to participate in cross-training as a positive development?
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8. For what specific subject areas would you personally like cross-
training to be offered?

9. What specific areas do you believe others would like to see cross-
training offered?

10. Would you be more satisfied in your current role if you had the
opportunity to participate in cross-training? Why?

11. In your opinion, how should a cross-training program be developed in
the customer service department so that it would be the most effec-
tive, benefit the most workers, and create the most positive overall
result?

Case Discussion Questions and Assignment

1. In what way(s) can David motivate the customer service employees to
learn new knowledge and skills?

2. In what way(s) can Donna motivate the customer service employees to
apply the knowledge and skills obtained during training?

3. Use the Hughes HRD program design model to design a cross-training
program for the employees.

Ensuring Employee Skills Are Current

HRD program managers are tasked to ensure that all employees’ skills are
current to meet the organization’s needs. Organizations are investing in
HRD competencies including training and development, organization devel-
opment, and career development and expect to see big returns on their
investments. They want to see financial benefits, but they also want to see
improvement through morale and other intangible ways. If repeat customers
increase, the organization can expect that its employees are doing their jobs
to the extent that customer loyalty is maintained and is increasing. Employee
skill requirements do not remain constant; skill requirements are always in
flux. Thus, HRD professionals have job security that involves remaining cur-
rent on changes in the marketplace for the needed skills of their organization’s
employees (Hughes and Schmidtke 2010). HRD professionals must be con-
tinuous learners and able to communicate that learning to all stakeholders
within the organization they are servicing, whether as an internal employee
or as an external consultant. Not all changes in the marketplace directly affect
the skill development of employees, but awareness of marketplace trends is
essential.

The level and variety of required skills that employees need to do their jobs
have been rapidly changing. Understanding these types of changes is where
HRD professionals can be most beneficial to the organization. They can
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convey these changes to employees and help them develop the required skills
to maintain their employment and grow their careers within the organization
by being fully proficient in their jobs.

The ability to work in teams has been and continues to be one of the
required skills for an employee to be fully proficient in their jobs. There are
very few jobs where an employee does not need to work with others. Being a
direct team member or a subsidiary team member requires the employee to
have problem-solving, quality improvement, and fundamental team-building
skills. These are areas where the HRD professional is most needed. If the
organization development structure is grounded in a teamwork philosophy,
the HRD professional must provide the interventions needed to ensure these
endeavors are implemented and maintained. They accomplish this through
ongoing training that is tailored to progress to meet and sustain the organiza-
tion’s needs. HRD professionals must be able to convince organization leaders
to make a commitment to provide their employees with continual learning
and convince employees to voluntarily take the initiative to seek out training
opportunities.

HRD program services are typically provided on an “as-needed” basis. The
need for training is often predicated by the purchase of new equipment, an
introduction of new processes that affect an employee’s job, change that is
made in the employee’s job responsibilities, a reduction in an employee’s pro-
ductivity, a change in the quality of an employee’s performance output, an
increase in safety violations or accidents, an increase in the number of ques-
tions employees ask management or their colleagues about their jobs, and
significant increases in complaints from customers or coworkers. HRD pro-
fessionals must recognize these issues and use their abilities to resolve them
for the organization. They must assess each concern and determine the root
cause of the problem. Through this method, they may even determine that
employees are having issues that are not specifically HRD problems. Employ-
ees may lack the motivation to effectively perform their jobs, or the job
could be poorly designed. Understanding and being able to communicate
to organization leaders that not all performance problems are HRD-related
problems is a skill that HRD professionals must master to successfully manage
HRD programs within organizations. Wasting time and resources on non-
HRD concerns can wreak havoc on their credibility within the organization.
Credibility can take years to attain but can be lost within an instant.

Evolution of Technology

Technology has revolutionized organizations historically and continues to
influence organization strategy changes. Being able to help organizations
adjust to new technology and structural designs is essential to HRD program
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success. HRD professionals must remain knowledgeable about how to locate,
use, maintain, and modify and how long to retain technology within orga-
nizations for their personal use, to leverage the skills of employees, and to
enhance the organization’s competitive advantage (Hughes 2012). Technol-
ogy impacts training and development and career development of employees
and organization development strategies of organizations.

When properly applied, technology can improve the organization, and
when not applied properly, it can be detrimental to the existence of the
organization. Hackers have shown the vulnerability of technology to major
organizations including Target and Sony Studios. When the entire organi-
zation becomes dependent upon the effective use of technology, precautions
must be taken to ensure that information, when assessed improperly, is not
used for destruction. Therefore, HRD professionals have a role to play in
providing proper use of technology and explaining how improper use can be
detrimental to career progression and organization viability.

Summary

HRD professionals must comprehend and appreciate their role within organi-
zations. Their positions are often inside the organization because organization
leaders want their employees to have immediate access to cost-effective
training and development and career development resources that align with
their organization’s development vision, mission, and goals. HRD profes-
sionals have a unique, often immeasurable value to the organization. They
must know their role and apply current methods to enhance their visibility
within the organization. Their visibility must not be compromised because
of a lack of credibility or inability to recognize when their services are needed
or not needed to solve organization problems. Distinguishing their effec-
tiveness through synthesis of the environmental context of the organization
can be achieved by using the Hughes model or other models for designing
HRD programs. HRD is an ever-evolving field, and HRD professionals must
constantly communicate their role to all organizational stakeholders.

Appendix. Evaluation Forms

Objective 1 Evaluation Form
Please e-mail this form to the representative office by (date?)
Document the steps you took to complete this objective. There should be a
minimum of five steps.
___________________________________________________________
___________________________________________________________
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___________________________________________________________
___________________________________________________________
___________________________________________________________

Please document any obstacles faced in implementing this objective
below.
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________

Objective 4 Evaluation Form
Please e-mail this form to the representative office by (date?)
Document the steps you took to complete this objective. There should be a
minimum of five steps.
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________

Please document any obstacles faced in implementing this objective below.
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________

Objective 5 Evaluation Form
Please e-mail this form to the representative office by (date?)
Document the steps you took to complete this objective. There should be a
minimum of six steps.
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________

Please document any obstacles faced in implementing this objective
below.
___________________________________________________________
___________________________________________________________
___________________________________________________________
___________________________________________________________
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Objective 6 Evaluation Form
Please complete online at completion of videoconference training.
Please rate the statements below as they relate to your experience with
this training. (1—unsatisfied, 5—very satisfied)

Example: Participant survey

Statements 1 2 3 4 5

The software was easy to install and use.
The facilitator/instructor was helpful.
The resources provided to you were useful.
The instructor provided timely feedback.
Your questions were effectively answered.
The videoconferencing meets your instructional

needs.
The time involved to complete this training was

sufficient.
The materials provided in this training are

useful.
The evaluations throughout the training are

effective.



CHAPTER 4

Learning in Organizations

Learning Objectives

On completion of this chapter you should be able to:

● Explain the meanings of learning organization and organizational
learning and distinguish the differences between the two.

● Recognize characteristics of the learning organization.
● Recognize subsystems of the learning organization.
● Explain the foundations and barriers for building a learning organiza-

tion.
● Recognize the role of education in preparing the workforce and recog-

nize the skills deficiencies identified by employers.
● Explain how and why organizations are creating in-house learning

facilities.

The learning organization has emerged as a cyclical, systems thinking process
by which organizations transform themselves by way of its members’ learning
and performance abilities. The goal of the chapter is to highlight how organi-
zations become learning entities as a product of the acquisition of knowledge
by its human resources. The terms companies and organizations will be used
interchangeably to describe entities where managers of HRD programs are
involved with developing learning organizations.

In this chapter, the learning organization is illustrated as a learning sys-
tem. An important feature of this chapter is making the distinction between
“learning organization” and “organizational learning,” which are often used
interchangeably. Criteria for building learning organizations will be discussed
using a systems thinking approach along with the various subsystems that
make up the system. Skills deficiencies as identified by employers are high-
lighted along with ways that organizations are responding with their own
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internal learning programs. The chapter concludes with a discussion of
communities of practice as another way to capture learning in organizations.

What Is a Learning Organization?

The learning organization is one that utilizes the knowledge, skills, and talent
of its people to continually transform itself and perform as a powerful, collec-
tive system (Marquardt 1996). The learning organization “focuses on learning
as a tool, a lever, and a philosophy for sustainable change and renovation in
organizations in a fast-changing world” (Bui and Baruch 2010, 208).

Learning organizations recognize how the development of human
resources enhances and increases the organization’s performance. Through the
knowledge, skills, and competencies of its people, learning organizations are
those where learning is a powerful and continual process of transformation to
better gather, manage, and apply learning for organizational success (Watkins
and Marsick 1992, 1993). The literature abounds with definitions of the
learning organization. Table 4.1 provides selected definitions of the term.

Table 4.1 Selected definitions of the learning organization

Authors Definition

Stata (1989) Knowledge intensive model that transforms learning into
performance.

Senge (1990) Organizations where people continually expand their capacity to
create the results they truly desire, where new and expansive patterns
of thinking are nurtured, where collective aspiration is set free, and
where people are continually learning to see the whole together.

Watkins and Marsick
(1992, 118)

Learning organizations are characterized by total employee
involvement in a process of collaboratively conducted, collectively
accountable change directed towards shared values or principles.

Garvin (1993) An organization skilled at creating, acquiring, and transferring
knowledge, and at modifying its behavior to reflect new knowledge
and insights.

Marquardt (1996) An entity (organization) that has the resources to learn powerfully and
collectively; continually transforms itself to better acquire, manage,
and utilize knowledge for organizational success; members
empowered.

Sparrow and
Hodgkinson (2006)

An institution that identifies, promotes and evaluates the quality of its
learning processes, whilst organizational learning is the process
through which individuals acquire chunks of knowledge, develop and
spread this knowledge within the organization, gain acceptance of it,
and recognize it as being potentially useful.
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HRD professionals must clearly distinguish the difference between learn-
ing organization and organizational learning to effectively communicate
their efforts to organization leaders. HRD professionals are often tasked to
lead learning organizations and leverage organizational learning to maximize
productivity and competitive advantage for the organization.

Some scholars prescribe to a stream of research on organizational learn-
ing that describes the process of how companies actually learn (Tsang 1997).
Both learning organization and organizational learning are terms encountered
frequently in the learning literature and are even used interchangeably. Since
the two terms tend to be used rather loosely, Tsang mediates the distinction
and identifies a simple relationship between the two: “a learning organization
is one which is good at organizational learning” (75). Table 4.2 offers selected
definitions of organizational learning.

Discussions of the learning organization would be incomplete with-
out mentioning Senge’s (1990) model that identifies (1) systems thinking,
(2) acquiring mental models, (3) personal mastery of skills, (4) team learn-
ing, (5) shared vision, and (6) dialogue. There have been numerous models
and interpretations of the learning organizations, but for the purpose of this
chapter, Senge’s (1990) will be used to provide a conceptual foundation.

First, applying systems thinking, the organization itself is the central
organizing body with subunits that support its purpose. For example, sub-
units such as the Marketing Department, Accounting Department, Human
Resources Department, and Research and Development Department, or
whatever subunits make up a particular organization, each have their unique
purpose and functions. However, none of those subunits can exist without the

Table 4.2 Selected definitions of organizational learning

Authors Definition

Argyis (1977) Process of detecting and correcting error.
Fiol and Lyles (1985) Process of improving actions through better knowledge and

understanding.
Levitt and March (1988) Process of encoding inferences from history into routines that

guide behavior.
Stata (1989) Process by which members gain new knowledge and insights in

the process, modify behavior and actions. Differs from
individual learning because it is grounded in shared process.

Huber (1991) Learning that, through the processing of information, the range
of potential behaviors is changed.

Marquardt (1996) Refers to how the process of learning occurs; the utilization of
skill knowledge acquisition and knowledge utilization; a
component of the learning organization.
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other as they are connected to the central organizing body. Therefore, when
people learn within their own specific subunits, they should do so with a
mind-set of adding value to the whole. Second, the concept of mental models
is a philosophical notion that deeply rooted personal visions and aspirations
can be realized in one’s job. Mental models guide beliefs, and these beliefs
are validated through a strong organizational culture and open communica-
tion policies. It is a mutually satisfying process for achieving personal and
organizational goals.

Third, personal mastery is the cornerstone of the learning organization.
Mastering skills is the heart of a learning organization’s survival in terms of
achieving that designation. Knowledge, skills, and competencies of people
are the main ingredients of the learning organization and are the resource
to fulfilling its mission and purpose. Therefore, support and encouragement
from all levels of the organization, access to resources, open communication,
etc., are requisite examples of what people need to achieve mastery of their
skills.

Fourth, team learning often applies to smaller groups of people coming
together for a specific task. To achieve that task, they have to learn what is
needed and the best approach to use. In other words, team learning is cre-
ating learning in the process of performing a task. Fifth, Senge’s (1990) idea
of a shared vision has strong leadership implications. Large-scale endeavors
like transforming or building a learning organization begin with a vision. For
that vision to be transformed requires effort of people. For this reason, orga-
nizational members need to first buy in to the vision and make it their own.
Once that happens, learning new things to make the vision a reality is part of
the process. Sixth, dialogue is simply communication. Having continual and
open dialogue and applying systems thinking, mental models, team learn-
ing, shared vision, and personal mastery of skills should create a beginning
foundation for a learning organization.

Characteristics of the Learning Organization

Learning organizations are composed of number of characteristics that are
interrelated, which explains how systems thinking is an appropriate appli-
cation. Systems thinking is based on the notion of synergy: the interaction
of elements that when combined produces a total effect that is greater than
the sum of the individual elements. In other words, the whole is greater
than the sum of the parts. Organizations become more powerful when
the knowledge, skills, and competencies, and talents of its people interact
and operate as single entity. One of the distinguishable differences between
learning organization and organizational learning is the systems thinking
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Table 4.3 Distinguishable differences between the learning
organization and organizational learning

Learning organization Organizational learning

Structural Behavioral
Focus on the “what” Focus on the “how”
Organized system Process
Seeing the whole Seeing a part or component
Prescriptive Descriptive

approach. Table 4.3 gives a representation of the prominence of systems
thinking in the learning organization versus the process of organizational
learning.

Organizational members are a fundamental part of the learning organiza-
tion. It is the human resources that acquire the knowledge that creates the
value. Therefore, the beginning step is hiring people with demonstrable skills
whereby the potential to develop and grow is implicit. Learning itself is a
continuous and ongoing process in which people acquire new information
and after time create expertise. In a learning organization, members should
have liberal access to information and networks that facilitate the performing
of work. The environment where work is performed is made free of clutter—
needless and mindless distractions—for a work climate that is supportive,
cooperative, helpful, and collaborative. Mistakes and errors are not chastened,
but are treated as learning moments. Organizational members understand
what is expected of them in contributing to the organization’s mission, even
if that means adapting to change along the way. The understanding is that
regardless of whether or not change (anticipated or unanticipated) occurs, the
resources needed to survive will be made available. While Marquardt (1996)
points out similar characteristics, the point here is that becoming a learning
organization is achievable, but takes work and whole commitment between
all levels of organizational membership.

If learning organization is beginning to sound like an organizational
utopia, you may be right! Garvin, Edmondson, and Gino (2008) contend
that the idea of the learning organization has been a compelling but over-
rated one based on an ideal vision of highly skilled, knowledgeable people
who have the know-how to help their organizations become more adept than
their competitors by thinking holistically and systemically.

During the early days of delivering workshops and seminars on the learn-
ing organization, Karen Watkins was overheard making the comment: “There
will be no sorrow and no sadness, and joy reigns over the land!” (Marsick
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and Watkins 1999, 207). While Watkins was probably using humor as an
icebreaker to introduce the topic, there is an underlying implication that can
be construed. At some time or another, we have probably all envisioned being
part of something grand. If the place where we work and spend a good por-
tion of our life is presented as being a grand place to work, we would probably
become energized at the prospect. “Engaging people in learning around their
work can release incredible energy that can revitalize people and the orga-
nization itself. Organization development theorists have long talked about
renewing and revitalizing organizations toward a vision of a healthier, more
open organization” (Marsick and Watkins 1999, 207).

There is no cookie-cutter recipe to becoming a learning organization. If a
person read ten books or articles about the learning organization, they would
likely (almost definitely) take away ten perspectives of what it looks like and
how to achieve it (Hosley 1994; Ortenblad 2004; Stewart 2001; Teare and
Dealtry 1998). This can be confusing and frustrating when there are so many
different perspectives that speak about how organizations learn. The most
important thing to remember in this example is that ten roads can lead to
the same destination. In today’s world, the destination toward becoming the
type of learning organization envisioned by Senge (1990) and other learning
organization pioneers is the goal of being a top-performing system through
highly talented people and continually seeking ways to develop that talent
further. When people know their employer is truly interested in their personal
development and growth and not just a means to an end, reciprocal trust and
loyalty should be an expected outcome.

Organizations also have a duty to stakeholders, which represents a com-
pelling need to discover new ways to learn and optimize performance. For
a number of years, HRD scholars and practitioners have debated whether
learning or performance is the most dominant paradigm for the field. From
examining the learning organization, it would appear that they are comple-
mentary and that one does not effectively exist without the other. People learn
within an organizational context so that they can perform better. Regardless
to whether personal fulfillment or work requirement is the motivator, both
are aspects that make learning mutually beneficial.

Subsystems of the Learning Organization

Marquardt (1996) described a systems-linked learning organization model
that consists of five interrelated subsystems: learning, people, organization,
knowledge, and technology. Learning is at the core and overlaps with the
other subsystems.
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The Learning Subsystem

Three levels of learning exist in learning organizations: individual, group,
and organization learning (Marquardt 1996). At the individual level, learn-
ing refers to the “change of skills, insights, knowledge, attitudes, and val-
ues acquired by a person through self-study, technology-based instruction,
insight, and observation” (Marquardt 1996, 21). Learning organizations are
created based on the innate ability and capacity that people have to learn
(Senge 1990). Practitioners need to recognize how to tap into this desire to
learn new things and then know how learning can be applied in a holistic and
systematic way.

At the group level, group learning refers to acquisition of knowledge, skills,
and competencies needed to accomplish a specific task (Marquardt 1996).
Groups benefit from shared knowledge and the multiplier effect of knowl-
edge and skills and produce a greater capacity for achieving a high level of
task outcomes. The capacity for groups to learn and produce high-level out-
comes can be illustrated through the idea of synergy—the whole is greater
than the sum of the parts. This means that HRD practitioners should tap
into the power of groups when tasks are appropriate at this level and con-
vey the importance of shared vision, dialogue, and expertise. Learning at the
group level promotes a business model that recognizes diversities of ideas,
thought, knowledge, experiences, background, etc., as rich sources for poten-
tial growth and ultimately opportunities for a more strategic position within
a given industry (Sparrow and Hodgkinson 2006).

Organization learning (not to be confused with the process described
earlier) “represents the enhanced intellectual and productive capability
gained through corporate wide commitment and opportunity for continuous
improvement” (Marquardt 1996, 22).

Organization Subsystem

This is the organization itself—the setting in which learning occurs (Gorelick
2005; Marquardt 1996). Central to this subsystem is the organizational
culture. Components of this subsystem—vision, strategy, and structure—
connect to create a culture that is rich and supportive of learning.

People Subsystem

This subsystem includes all those stakeholders that are directly connected
to the work, mission, and purpose for the existing organization: all
organizational members, customers, vendors, and the immediate community.
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All these groups have a vested interest in the organization and “need to be
empowered and enabled to learn” (Marquardt 1996, 25).

Knowledge Subsystem

The knowledge elements—acquisition, storage, and transfer—are a contin-
ual, interactive process (Marquardt 1996). The knowledge system consists of
multiple channels that disseminate information that can enhance the learning
process. The company intranet is an example of a knowledge subsystem.

Technology Subsystem

The technology subsystem is a support system for learning tools. Three major
components make up this subsystem: information technology, technology-
based learning, and electronic performance support systems that utilize
data to disseminate information throughout the organization (Marquardt
1996). Application of instructional methods, formal and informal learn-
ing strategies, coaching, team building, and formal and informal on-the-job
learning tactics are means of ensuring that learning occurs. Use of technol-
ogy is also employed to optimize both learning and productivity in learning
organizations (Watkins and Marsick 1993).

Learning Organization Environments

A common misconception is that learning organizations occur in large cor-
porate sectors or business units. The reality is that a learning organization can
apply to any workplace setting. In fact, not-for-profit, nonprofit, government
agencies, etc., or any setting where work is performed can become a learn-
ing organization. As has been discussed, learning occurs through people in
order to accomplish the purpose of the organized unit. In a learning orga-
nization, the acquisition of knowledge and the demonstration of skills and
talent are fundamental to that purpose. Consequently, being recognized as
a learning organization means that the decision-makers recognize the value
that knowledge, skills, and talent bring to the table.

For these reasons, organizations, regardless of their type or categorization
(for-profit, nonprofit, or not-for-profit), can become a learning organization
if (1) continuous opportunities for learning and growth are available for the
workforce; (2) learning is a means to achieve not only the organization’s goals,
but also personal goals; (3) performance is the driver; (4) inquiry and dialogue
are encouraged; (5) creative tension is recognized as a source of energy and
renewal; and (6) there is continuous awareness of and interaction with the
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Table 4.4 Focus of learning in for-profit vs nonprofit/not-for-profit
organizations

For-profit learning organization Nonprofit, not-for-profit learning
organization

Bottom line is financial Bottom line is mission statement
Product and service focused Service or benefit to society focused
Stakeholder benefit Community or greater good
Strategic competitive advantage Collaborative
Vision is created internally Vision created on a broader scale

environment (Kerka 1995). The distinction is the focus of learning within
these entities. Table 4.4 illustrates how the focus of learning is centralized in
for-profit and nonprofit/not-for-profit organizations.

When Senge (1990) popularized the idea of a learning organization, com-
panies were quick to adopt the model. Adopting models is one way that
organizations market themselves and create the image of staying current on
new trends. However, adopting a model, incorporating the model into the
structure, and fully embracing the model within the essence of “who we are”
is a challenge. It is important to understand that it is the inherent and unique
qualities that an organization has that, when put together, produces a system
that optimizes the best of those qualities.

Creating a learning organization that does what it is intended to do means
that HRD practitioners have the competencies to apply a “this is where we are
and this is what we need to do to get there” philosophy. It also means using
a systems thinking approach and having the skill to recognize how the inter-
connecting units work together and maintain a holistic focus on the whole
system (Hosley, Lau, Levy, and Tan 1994).

Building a Learning Organization: Foundations and Barriers

Building a solid foundation for a learning organization requires (1) fostering
an environment conducive to communication, (2) creating a boundary-less
environment that encourages the flow and exchange of ideas, and (3) cre-
ating learning forums where people share ideas (Garvin 1993). For learning
to occur, a work environment conducive to learning has to be created. This
includes recognizing possible sources of conflict and having in place processes
of resolution, naming people who are available as support systems, having
accountability systems in place, and not assuming the processes identified
will naturally occur.
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Barriers that prevent a learning organization from coming into reality
are ineffective leadership, organizational culture that is grounded in lack of
respect, unclear vision, inability to change the existing structure, powerless-
ness, and self-interest (Kerka 1995). The learning organization may be best
thought of as a journey, not a destination; a philosophy, not a program. For
a learning organization to be meaningful, it must be understood (Garvin
1993).

Most of the discourse on learning organizations seeks a focus on phi-
losophy and metaphors rather than practice. However, three key issues are
left unanswered: meaning, management, and measurement. As has been dis-
cussed, there are definitional issues because of the lack of consensus from
HRD scholars and without a commonly agreed upon definition, action to
theory is elusive. Then there is the critical issue of management. Garvin
(1993) says that high aspirations are to be expected; after all, organizations
have to create visions. But the vision must filter down to the lowest levels of
the organization and provide explicit guidelines on operations. Finally, there
is the critical question of measurement. How do you know when you have
achieved the status and what tools will be used to measure? Evaluating the
effort is a necessary part of any effective program. Shuck and Nimon (2014)
contend that HRD practitioners are probably familiar with various methods
of program evaluation, but limited effort is made to assess impact on system
changes. Hence, a caveat for organizations that are fascinated with the idea of
a learning organization as well as the process of organizational learning is to
attend to program evaluation as a necessary part of the model.

Deficiencies in Higher Education Programs:
Employer Perspectives

Increased competition, the pressure to meet constantly changing customer
preferences, and new and emerging technologies are examples of forces that
created the need for organizations to discover new ways for employees to learn
new skills and develop expertise. These forces have challenged organizational
leaders to become more aware of learning as the road to innovation.

Another driving force is the concern that institutions of higher education
are not providing the skills needed for people to effectively and successfully
perform their jobs. Although a college degree is indicative that an individual
has satisfied the criteria for a degree-granting institution, studies show the
knowledge learned does not necessarily translate to skills learned.

Research conducted by Mourshed, Farrell, and Barton (2012) for the
McKinsey Co. found that 45 percent of US employers surveyed indicated that
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lack of skills is the primary reason for entry-level vacancies. This is a critical
finding for organizations with aspirations to become learning organizations.
The report further suggested that companies strongly consider investing in
internal development programs. An astounding finding was the huge gap
between employers’ beliefs and educational institutions’ beliefs about newly
educated workers’ skills readiness for work—a finding that suggests that
educational institutions are out of touch both recruiters and the needs of
business.

A growing number of organizations are investing heavily in establish-
ing corporate universities, on-boarding programs, and lifelong learning and
development programs that are led by HRD professionals. A misconception
held by students is that on-the-job training will provide them with the needed
skills. In terms of the value of educational programs, the study found lectures
received the lowest rating as a learning method. A major finding from the
study is that investments have a high return for both individual and orga-
nization. The researchers recommended that newly graduated job searchers
should seek employment someplace where learning is supported early in one’s
career, when seeking learning opportunities for learning and development
does not compete as readily with the need to make money.

Consequently, the role of higher education has been scrutinized for not
adequately preparing graduates to enter the workforce with requisite skills.
The question is: Have college graduates learned what they need to be
employed? An expectation of employers is that college graduates are employ-
able, meaning that they will have specific skills that employers are looking
for. The truth is that organizations are constantly re-creating themselves in
response to internal and external goals, expectations, and challenges. As a
result, higher education curricula and programs (e.g., HRD) are not always
aware of new skills and competencies. Another reality is that higher educa-
tion curricula and resulting programs change at a slower rate. It is critical that
institutions of higher education devise a way to understand the needs of the
immediate market where they are located.

The National Association of Colleges and Employers (Job Outlook 2013)
reported that employability means that job candidates possess a certain skills
set. While critical employability skills may be listed by candidates, they are
not necessarily demonstrated until the person has been in a position for a
certain time. Retaining talented people with the hard skills that are sought
after but lacking in soft skills means that organizations will look for ways to
bridge this gap. Adding value to one’s organization goes beyond having basic
skills and subject matter knowledge. Being able to transform that knowledge
and communicate it to others is a critical part of adding value. Employers are
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looking for people who have employability (soft skills) that will complement
subject matter learning. Employability refers to

a graduate’s achievements and his/her potential to obtain a “graduate job,” and
should not be confused with the actual acquisition of a “graduate job” (which
is subject to influences in the environment, a major influence being the state of
the economy). Employability derives from complex learning, and is a concept
of wider range than those of “core” and “key” skills. The “transferability” of
skills is often too easily assumed.

(Yorke 2006, 2)

Soft skills are subjective types of skills that are difficult to quantify, mea-
sure, and observe (Mishra 2014). Yet they are the types of skills that one
uses to increase the productivity of an organization (communication, inter-
personal, team skills, stress management, negotiation, time management)
(Mishra 2014). They are also the types of skills that are needed to func-
tion in a fast-paced, competitive, and constantly changing world of work.
Hard skills are those more observable (painting, drawing, playing sports,
etc.). Soft skills (ideas and concepts) and hard skills (technical and job exper-
tise) work as a unit to provide the competencies needed for organizational
growth. Hansen and Hansen (n.d.) include personal values and ethics as
competencies that add value to employability skills. A demonstrable way to
express personal values and ethics is to create a personal mission statement
or philosophy and communicate it appropriately, particularly when job-
seeking. Employers are likely to respect expressions of integrity and personal
convictions.

Table 4.5 represents selected key employability skills identified from
research, which employers say are most critical to job performance
(Carnevale, Gainer, and Meltzer 1990; Caudron 1999; John 2009; Mintzberg
1994; Mishra 2014; Oblinger and Verville 1998; Seth and Seth 2013). These
skills represent employers’ expectations that graduates will bring to the table
advanced skills that will extend beyond basic skills, an indicator of potential
to develop and grow. The table illustrates how basic skills are advanced into
employability skills.

Employability is a necessary objective of HRD programs. In recent years,
employers have criticized higher education for not adequately preparing
graduates to perform jobs within varying professions and industries. While
graduates may gain entry by having a degree in hand, employers are expect-
ing certain competencies and skills to exist (Hansen and Hansen, n.d.). To the
contrary, employers have reported that they are finding recent graduates lack
skills that should have been acquired in their higher education programs. It is
realistic to assume that a person who has “acquired practical, value added,
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Table 4.5 Employability skills recognized by employers as most critical to performance

Skill Advanced perspective

Communication Goes beyond basic oral and written skills; includes the ability to
respond appropriately to specific situations and to choose the
appropriate channels.

Analytical/research Goes beyond basic ability to gather and evaluate information
relevant to work processes; includes ability to make appropriate
application to work processes.

Computer/technical Goes beyond basic literacy; includes ability to utilize multiple types
of technology resources.

Multitasking Goes beyond basic handling of multiple tasks; includes the ability to
be flexible and action responsive in a highly dynamic work
environment.

Diversity/inclusion Goes beyond basic awareness of difference; includes ability to
demonstrate equity, fairness, and impartiality and being cognizant
for the respect of human rights.

Problem-solving Goes beyond basic ability to find a solution; includes the ability to
use a critical thinking/reasoning process to discover alternatives.

Team building Goes beyond basic interpersonal relationship building skills; includes
ability to be a facilitator, negotiator, conflict resolution mediator.

solution driven knowledge” (Kulkarni and Chachadi 2014, 65) will seek a
position with an organization that is aligned with the degree earned upon
graduation. But the question is whether or not it is realistic to expect that a
higher education degree will automatically lead to employment. Thus,

employment is an outcome/reward for a worthy candidate. This cluster of
knowledge, skills and abilities can be collectively referred to as tenets of employ-
ability . . . Employability is more than, developing attributes, techniques or
experiences just to enable a student to get a job, or to progress within a current
career. It is about learning, and, the emphasis is less on “employ” and more on
“ability.” In essence, the emphasis is on developing critical, reflective abilities,
with a view to empowering and enhancing the learner. (65)

HRD higher education programs will need to invest more in finding ways
for students to gain practical experience. Based on what has been reported,
employers are looking for skills that are demonstrable in working with clients,
managing people, and contributing to operational processes such as strategic
planning.
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The Corporate Learning University

Organizations are in fact competing with higher education to create more
learning-oriented systems through the concept of the corporate university.
A corporate learning university is a “centralized in-house training and educa-
tion facility to address the shortened shelf life of knowledge and to align train-
ing and development with business strategies” (Meister 1998, 38). In addition
to creating corporate learning universities to take ownership of employees’
learning, the corporate learning university represents the “chief vehicle for
disseminating an organization’s culture and fostering the development of not
only job skills, but also such core workplace skills as learning-to-learn, leader-
ship, creative thinking, and problem solving” (38). Companies that develop
corporate universities believe that in focusing on employee competencies,
skills, and abilities, they are ensuring their competitiveness and future success
(Hearn 2001).

Employers are also interested in partnering with colleges and universities
for ensuring job applicants have the knowledge and skills they are seeking
(Hart Research Associates 2013). E-portfolios were identified as a useful tool
for matching employer needs with college graduates’ knowledge and skills.

Approach to information sharing is a key feature of the corporate learn-
ing organization. This approach represents a shift of knowledge sharing from
subject matter experts to a more distributed learning system across the entire
organization (Dixon 1999). Examples of this type of learning organization
can be found by examining Ford, British Petroleum, and Lockheed Martin.
This best practice is a group learning exemplified through this type of learn-
ing at the group level, which recognizes the value of group knowledge that
can contribute to the whole rather than trying to identify “who” is doing
something or creating a practice that is of critical importance.

Motorola, GE Disney, and Hamburger University are also exemplary
when it comes to companies that are committed to learning. Each of them
has developed learning universities or specialized learning environments
customized to their organization’s uniqueness.

Future Directions for the Learning Organization

This chapter has presented a broad overview of the learning organization.
Facilitation of learning and performance improvement in organizations is
essential for competitiveness in rapidly changing and technology-driven
workplaces. The goal of this chapter has been to equip managers of HRD
programs with basic information on how to develop, evaluate, or improve
the state of the organization’s current learning program.
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The concept of communities of practice (Wenger 2000) would be a useful
concept to advance more in the context of the learning organization model.
Communities of practice are groups of people who share a concern or a pas-
sion for something they do and learn how to do it better as they interact
regularly (Wenger 2000, 45). Centers of excellence represent another entity
where learning across employers can occur (Banks 2006).

To a certain extent, learning organizations already exist. Rather than focus-
ing on creating learning, the charge of the organization could be to create
circumstances that make learning empowering and productive. The idea
could also be broadened further to apply to learning within one’s profes-
sional organization. Many professional organizations’ group membership is
made up of practitioners as well as scholars. Knowledge sharing in this venue
is another source of learning for organizations.



CHAPTER 5

Strategic HRD

Learning Objectives

On completion of this chapter you should be able to:

● Define basic concepts of strategic HRD.
● Apply models of strategic HRD.
● Explain performance as a critical function of strategic HRD.
● Recognize leadership competencies for managing change.
● Discuss the role of strategic HRD in talent management and career

planning.

The role of human resource development has gradually changed over the
years as management and decision-makers are seeing the critical role that this
function plays in developing strategy. This chapter discusses strategic human
resource development (SHRD) as an essential function of an organization’s
planning process in anticipation of growth, change, or planned or unplanned
events and whereby the competencies and skills of the people—the human
resources—play a critical role in successful and productive implementation
and bring about desired results. SHRD will be defined from its conceptual
stages to current discussions from practical as well as scholarly discourse.
SHRD from a performance-based perspective will be highlighted. Leadership
in managing strategic change will be highlighted as will the role of SHRD in
career planning.

Defining Strategic Human Resources Concepts

In order to conceptualize the function of SHRD, it is necessary to under-
stand what is meant by strategic planning. Strategic planning is a process
whereby leadership and management think critically about future conditions
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and how those conditions influence decision-making (Rothwell and Kazanas
1989, 2003). Strategic planning helps decision-makers learn from past
actions, avoid problems, recognize trends, and seek opportunities for growth.
In essence, strategic planning is based on “adapting to and anticipating
external environmental change” (237). Strategic planning is not an exclusive
human resource function. Strategic planning brings together decision-makers
from all functional areas of an organization (Sikora and Ferris 2014). HRD
practitioners are responsible for implementing; therefore, strategic HRD can
be regarded as linking strategy with practice.

Defining strategic HRD can be just as obscure as defining the core dis-
cipline of HRD. Perhaps it will be helpful to explain why HRD should be
involved in strategic planning. Garavan (2007) offers an explanation to that
regard:

Human resource development (HRD) is best achieved through a strategic
approach, a position consistent with resource-based and theories. Strategic
human resource development (SHRD) contributes to the creation of firm-
specific knowledge and skill when it is aligned with the strategic goals of the
organization. (11)

Human resource development has traditionally emphasized competencies
as unique skills and capabilities that contribute to superior performance, a
values-added approach to an organization’s overall performance and provid-
ing a competitive advantage (Clardy 2007).

In a like manner, SHRD builds upon this understanding by emphasizing
and claiming a spot for HRD at the planning table.

Strategic HRD differs from traditional HRD in that strategic efforts mean
thinking about learning and performance and associated activities as a set
of organizational practices (Garavan and Carbery 2012). Moreover, it may
be necessary to forego training and development activities that do not add
value in favor of developing specific competencies that match strategic roles.
This means that HRD practitioners “assume the role of strategic partners,
strategic players and players in the business rather than simply reacting to
the events in the business” (24). This represents a shift from traditional
learning and performance roles toward involvement in strategic competitive
efforts.

Strategic HRD emphasizes core competencies as unique skills and capa-
bilities that provide a sustained competitive advantage. Organizations can
achieve and sustain a competitive advantage by integrating different types of
internal and external knowledge bases (Davenport, Prusak, and Wilson 2003;
Garavan 2007; Pfeffer 1994).
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Strategic human resource development can be defined as a systematic process of
developing the skills and competencies of people through talent development,
leadership development, employee development, performance development,
and training/development processes to enable the organization to sustain its
competitive advantage.

(Hu 2007)

SHRD appears to have strong support for a role in skill development and tal-
ent development, which points to its human capital strength in the abilities
of people (Sweetland 1996). Throughout this book, human capital (Becker
1993; Schultz 1971, 2001) has been discussed from a number of perspec-
tives including providing a theoretical foundation for HRD. In this respect,
SHRD should be involved in strategic planning. Specifically, SHRD can
contribute in strategic planning by “providing education resources; staging
core competency learning simulations and events; carrying out competitive
intelligence; and analysis and planning” (Clardy 2008, 187). However, to
recognize and operationalize these four strategic objectives requires visioning.
Since leaders generally set the vision, HRD professionals will need to work
closely with the leadership, so that the vision will be executed through the
four objectives.

Generally HRD practitioners are overlooked in the strategic planning
process. This might be due to a misconception that strategic planning is a
management function only. The Society for Human Resource Management
(SHRM) describes strategic human resource management as

tactical planning and practice with the strategic and long term goals of the
organization, with a particular focus on human capital. It deals with the
macro-concerns of the organization regarding structure, quality, culture, val-
ues, commitment, matching resources to future needs and other longer term
people issues.

(shrm.org)

Strategic HRM focuses on how changes impact HR systems and their func-
tions (staffing, developing, preserving), while strategic HRD focuses on
equipping the people within those impacted HR systems with the skills nec-
essary to respond to that change. Although the two processes have distinct
purposes, they are nonetheless complementary processes, and both should be
included in planning and implementing strategies that respond to the scope
of changes within the organization.

An organization is also vulnerable to forces in the external environment as
well as internal environment. Strategic HRD can be viewed as a proactive,
system-wide intervention, linked to strategies that adapt to demographic,
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cultural, and diversity-related changes. This contrasts with the traditional
view of HRD, which typically uses training and development strategies that
are reactive and often “piecemeal interventions in response to specific prob-
lems” (Beer and Spector 1989, 25). For this reason, HRD practitioners are
responsible for systematic learning to gain skills and knowledge needed to
(1) respond to changes in the social system within the organization and
(2) respond to stakeholders needs outside the organization.

Models of SHRD

Numerous models of SHRD can be located in the literature. Garavan
(1991), an early contributor to SHRD, merged management and devel-
opment strategic functions and developed a model based on the following
description:

The strategic management of training, development and of manage-
ment/professional education interventions, so as to achieve the objectives of
the organisation while at the same time ensuring the full utilisation of the
knowledge in detail and skills of individual employees. It is concerned with
the management of employee learning for the long term keeping in mind the
explicit corporate and business strategies. (17)

McCracken and Wallace (2000) later refined Garavan’s (1991) description
toward building a strong learning culture. These scholars describe SHRD
models as

the creation of a learning culture, within which a range of training, develop-
ment and learning strategies both respond to corporate strategy and also help
to shape and influence it. It is about meeting the organisation’s existing needs,
but it is also about helping the organisation to change and develop, to thrive
and grow.

(McCracken and Wallace 2000, 288)

A model of SHRD that practitioners could utilize is based on the following
basic characteristics (Garavan 1991; McCracken and Wallace 2000):

● shaping organizational missions and goals
● top management leadership
● environmental scanning by senior management
● strategies, policies, and plans
● strategic partnerships with line management
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● strategic partnerships with HRM
● trainers as organizational consultants

The following is a practical example of how models are applied and how
they can guide and provide decision-making. This is an example of a hiring
practice. Organizations that have strategic goals in mind apply these goals in
practice.

The East Texas Building Supply Industries (ETBSI) is undergoing a cul-
tural transformation that will not only focus on the organizational culture,
but will also develop the company into a true learning organization. The
need for the transformation is to better serve its clients and stakeholders and
develop the workforce to meet that goal. When the company located to the
region in 1985, the demographics were 94 percent white with 6 percent eth-
nic minorities. Demographics have shifted in 2015 to 64 percent white and
36 percent ethnic minorities. As part of the strategic plan, the company has
plans to hire a VP of Talent and Career Development Department that will
be responsible for growing and developing its workforce to better reflect the
region and to hopefully attract new customers. The new VP will be a creative
and innovative partner who is adaptable to change and who will support the
company’s valuing of its workforce. The ongoing growth and development of
the workforce is a priority. The new VP will report directly to the CEO of
ETBSI.

The VP will be in charge of curriculum design and delivery for the com-
pany’s five statewide locations. Training needs will be a priority, and training
programs will be developed in accordance with the organization’s mission and
goals. Other responsibilities of the VP include overseeing the transformation
process with emphasis on strengthening individual skills and organizational
competencies, building a performance-based culture with frequent feedback
from management, and continuous learning and improvement. The new
VP is managing executive for the Human Resources Leadership Team and
in that capacity will work in a team-based environment to attend to human
resources-related initiatives and challenges.

Top management recognizes that the task of culture transformation
requires a combination of skills in order for the new VP to be effective,
including but not limited to

● the ability to think strategically and use a hands-on approach;
● collaboration skills;
● exceptional oral and written communication skills;
● being highly skilled in interpersonal relationships;
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● strong judgment and high ethical standards;
● demonstrating equity, fairness, and diversity; and
● inspiring trust, maintaining confidences, and developing strong work

relationships.

The new VP will be responsible for recommending and implementing best
practices in training, learning, performance management, talent manage-
ment, and organizational development. Hiring of the VP is the last of a
three-phase strategic plan. The hiring managers know that selecting the right
person will be critical to their strategic plan.

First, the hiring of a new VP to lead workforce development in the
midst of a cultural transformation is a courageous move. Once on board,
the new VP will play a critical role in ETBSI’s strategic plan for talent
development. Garavan (2007) says this about the strategic development of
talent:

The process of changing an organization, stakeholders outside it, groups inside
it, and people employed by it through planned and unplanned learning so that
they possess the competencies needed to help the organization achieve and
sustain competitive advantage at present and in the future. (28)

Strategic HRD differs from traditional HRD in that strategic efforts mean
thinking about learning and performance and associated activities as a set
of organizational practices (Garavan and Carbery 2012). Moreover, it may
be necessary to forgo training and development activities that do not add
value in favor of developing specific competencies that match strategic roles.
This means that HRD practitioners “assume the role of strategic partners,
strategic players and players in the business rather than simply reacting to
the events in the business” (24). This represents a shift from traditional
learning and performance roles toward involvement in strategic competitive
efforts.

Thinking about HRD as strategic model has evolved since the early 1990s.
Typically, HRD has been regarded as being a supporter of business strategy,
not necessarily a major player. However, HRD has moved beyond a support-
ive role and has assumed a more dominant role in strategy formulation and
key determinants of business strategy (Torraco and Swanson 1995). To do so,
HRD as a strategic process transforms competencies and expertise at all levels
of the organization in response to emergent business opportunities.

In today’s marketplace, organizations that possess or can quickly achieve the
levels of employee expertise required to meet emerging business needs will
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win; those that don’t will be left behind. This rapidly changing business
environment requires a dynamic strategic planning process and flexible use of
resources. (12)

Strategic HRD and Performance

Performance is an integral function of carrying out SHRD. Performance
is the process of executing or carrying out a task. We can easily conjure
up thoughts of actors in a stage performance. In HRD, organizations pro-
vide the stage for performance and its human resources are the actors. The
determinants of performance are reflected in people, their ideas, and the
resources that reproduce these ideas to the marketplace (Swanson and Holton
2001). “SHRD is a multi-level concept whose contribution to the organiza-
tion is to enhance its performance in the long-term” (Garavan 2007, 11).
SHRD that adds value to an organization is performance based, strategically
competent, and responsive to the emergent nature of strategy (Torraco and
Swanson 1995). Performance and strategic competence are natural attributes
of SHRD. SHRD that responds to the nature of the strategy means that the
people are able to be flexible enough to react appropriately.

As has been mentioned in this book, performance is one of the grounding
paradigms of the field of HRD. “The performance paradigm of HRD holds
that the purpose of HRD is to advance the mission of the performance system
that sponsors the HRD efforts by improving the capabilities of individuals
working the system and improving the systems in which they perform their
work” (Holton 2002, 2001). Unlike learning, which focuses upon the acqui-
sition of expertise, performance is based on individual and whole systems
improvement (Lynham, Chermack, and Noggle 2004).

Models of performance-based systems can be found throughout HRD lit-
erature (Holton 1999a, 1999b). Some performance-based systems assume
high performance will be achieved through individual effort. Swanson’s
(1995) model defines performance in terms of contributions at the organi-
zational, process, and individual levels of the organization. Rummler and
Brache (1995) offer an integrated framework of three levels (organization,
process, and job/performer) designed for achieving competitive advantage.
Cummings and Worley (2005) performance group-focused model is directed
at bringing about change. Holton (1999a, 1999b) proposes an integrated
taxonomy of performance including a social subsystem supportive of research
and theory building in the social systems of organizations.

Strategic HRD highlights both learning and performance in the sense that
long-term planning for learning yields high returns of performance (Garavan
2007). Furthermore, strategic HRD is concerned with long-term learning
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that is aligned with objectives for changing identified behaviors. Therefore,
HRD is involved in nonroutine activities at the larger organizational level
with the notion that such activities will lead the organization to perform at a
more optimum level.

Leadership Competencies in Managing Change

Leaders need strategic competencies to “absorb, process, make sense of, then
disseminate a bewildering flow of information in order to make decisions and
solve problems” (Sparrow and Hodgkinson 2006, 4). Strategic competencies
prepare management and leaders alike act in the role of change agent by
identifying and executing necessary change processes (Garavan and Carbery
2012). Change is a constant, often unpredictable and not fully describable
force in organizations (Tsoukas and Sheppard 2004). In order to develop
systems, practices, and processes that respond to the force of change, the
capabilities of organizational players and actors involved in the process must
be compatible. Therefore, “meta-level strategic competencies that integrates
rationality with intuition is needed in order to bring about the faster strate-
gic reactions if organizations are to survive complex and turbulent times”
(Sparrow and Hodgkinson 2006, 5). Strategic competence is “the ability of
organizations (or more precisely their members) to acquire, store, recall, inter-
pret and act upon information of relevance to the longer-term survival and
well-being of the organization” (5).

Strategic competence requires leaders to form detailed cognitive maps
and apply precise analytical skills (Sparrow and Hodgkinson 2006). Cog-
nitive strategic competence enables them to map out the best courses of
action during strategic decision-making and planning to prevent implement-
ing actions that are doomed from the onset as well as being able to detect,
recognize, and take corrective actions. An example of applying cognitive
strategic competence is environmental scanning. Environmental scanning is a
strategic, “systematic procedure monitoring the world in which the organiza-
tion receives its sustenance, for the purpose of identifying opportunities and
threats” (Shanklin and Ryans 1985, 5). Leaders use their cognitive strategic
competence skill to look for new information, interpret applicability to the
organization, and integrate into action plans to execute change or other strate-
gic efforts. Finally, analytical strategic competence enables leaders to process
detail and monitor the overall picture in a more comprehensive manner.

Strategic HRD requires that practitioners “perform the role of change
agents by demonstrating the need for change and helping the organization
to build adaptability, alignment and execution capabilities” (Garavan and
Carbery 2012, 24). Leaders are themselves strategists, faced with a complex
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and dynamic environment with organizational actors and players that change
constantly (Sparrow and Hodgkinson 2006).

Strategic Talent Management and Career Planning

SHRD will play a vital role in managing talent and career planning. This
will require a partnership between HRM and HRD. Forecasting for the qual-
ity and quantity of people needed to meet long- and short-term goals is a
function of HR. Integrating plans for development needs and program plan-
ning is an essential function of HRD (Manzini 1988). Career planning and
succession planning are critical to this goal.

An organization’s strategy for growth, or for that matter stability, will
depend on the availability of the necessary talent. Rothwell (2011) suggests
that organizations include replacement planning in their strategic planning.
“Replacement planning is the process of identifying short-term and long-term
emergency backups to fill critical positions or to take the place of critical peo-
ple” (88). Examples of short-term replacement events include vacation or sick
leave, while long-term replacement events include unanticipated events where
key people are absent for long periods (disability, family crisis, etc.).

Career development also contributes toward strategic HRD (McDonald
and Hite 2005). The most critical step is for HRD professionals to be
included in strategic planning and make the case for career development,
addressing how the process can benefit both employees’ and employers’
growth. For this reason, HRD’s presence at the strategic planning table is
“critical in determining a company’s role and responsibility regarding employ-
ees’ careers” (McDonald and Hite 2005, 423). The goal here is to integrate
career development into the organization’s strategic plans, as a process that
helps to guide the strategic direction.

An organization that uses a systems approach devises career development
activities based on a common language and assumptions and integrates this
system with other HR activities and overall business goals. Successful career
development systems involve partnerships among managers, employees, and
organizations, with each partner playing specific roles and handling specific
responsibilities. Within this kind of framework, individual career development
initiatives serve as catalysts for a variety of mutually reinforcing activities.

(Gutteridge, Leibowitz, and Shore 1993, 26)

Hughes and Stephens (2012) further suggest that a career development shift
is occurring and greater recognition needs to be given toward the value of
diversity. For this reason, organizations need to look beyond traditional career
development models and seek to understand how diverse groups contribute
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to the strategic position of the organization. For this reason, greater atten-
tion needs to be given toward developing new models that are inclusive.
A paradigm shift is needed in current approaches to career planning and
career development that considers diversity as a value (Hughes and Stephens
2012). Integrating a career development paradigm into strategic HRD initia-
tives incorporates the concept of human capital into career planning, which
provides a greater opportunity to leverage diversity and inclusion.

Traditional career development models have been generalized and have
used a “one size fits all” approach. Discussions of career planning have
excluded how bias and discrimination can prevent people from protected
classes (race, gender, ethnicity, religion, age, national origin) from having
access to networks that enhance their growth and development. Organiza-
tions now promote a strategic model that recognizes the value of diverse
perspectives and ideas (business model for diversity). However, these models
are noninclusive and do not speak to the existence of bias and discrimina-
tory behaviors that prevent diverse individuals and groups from advancing
throughout the organization in an orderly fashion.

“Effective career development, deliberate management of workforce diver-
sity, and consideration of an employee’s location value are linked to the
investment organizations make in human capital” (Hughes and Stephens
2012, 266). Therefore, a systems thinking approach is needed when think-
ing strategically about talent management and career planning. These efforts
will fall short and will not effectively capture the needs of the whole (orga-
nization) without considering the parts (diverse individuals and groups) that
make up the whole.

Strategic career development initiatives require a new set of skills and
competencies for an organization’s workforce. A systems approach for devel-
oping careers toward those initiatives has been found to be more effective
to meet new challenges that organizations must meet to remain competi-
tive and to do so with a highly talented workforce (Gutteridge, Leibowitz,
and Shore 1993). Therefore, developing strategic HRD career development
systems integrated with other HR activities positions HRD as a business
partner.

What Does Strategic HRD Really Look Like?

Thus far, this chapter has laid out conceptual and research-based discussion
of SHRD. Practitioners will find this information useful to gain a conceptual
understanding of strategic HRD. But most will be interested in knowing how
to develop their organizations into strategic, performance-based learning cul-
tures that understand how to best use their talent for the overall productivity
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and ultimate organizational success (Geroy and Venneberg, 2002). There is
no cookie-cutter design to achieve those results. Instead, no two organiza-
tions are alike. No two will have the same collective skill sets when it comes
to assessing the landscape of their human resources. Most importantly, no two
will have the same strategic goals. For these reasons, organization strategists
will apply SHRD in unique ways that will bring together the best of what is
available to transform, change, and improve.

It has been discussed how HRD practitioners are actively engaged in
strategic HRD. There are some HR functions that HRD practitioners will
have a more pronounced and dominant role in (e.g., recruiting, developing,
and training). As has been already discussed, what distinguishes traditional
function roles from strategic roles is the integration of values and learn-
ing. The following are examples of companies that use strategic HRD in
practice.

Strategic HRD at Siemens

People Excellence is Siemens’ strategic HRD philosophy that integrates its mis-
sion and values with competent people, exemplary leadership, and a culture
of learning toward an outcome of business results. Excerpts from Siemen’s
philosophy stated on their website (http://sg.siemens.com/jobs/Careerwith
Siemens/LearningandDevelopment/Pages/Default.aspx) are as follows:

The hallmark of any world class company is one that has an excellent struc-
ture, and an efficient operating system coupled with fair and sound business
strategies. However, for these to make waves in the global arena, nurturing
and placement of competent staff at all levels equipped with honed skills is
tantamount for its survival. Style of Leadership based on a set of shared Corpo-
rate Principles that is humanistic and fair to all is one that will galvanize the
organization workforce towards one vision.

Siemens strongly believes in nurturing and placement of competent staff, to
sustain our business competitiveness and growth . . . We believe continuous
learning and development, besides benefiting the organization, is also a lifetime
investment for each individual that will provide lifelong employability . . . Our
learning and development programs cover all employees and are linked strongly
to our Corporate and Business Unit goals.

Employees with potential are groomed for future roles as leaders of businesses
within the Siemens organization, locally, regionally and internationally. These
employees are nominated to join the company’s management development
program—known as Siemens Management Learning, to prepare them for these
roles. The program has 5 different entry levels for different potential employees,
from junior managers to senior management.
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It is a highly fast-paced and accelerated learning program covering the lat-
est management theories and a real-life business projects, identified by course
participants as projects to improve business results.

Source: http://sg.siemens.com/jobs/CareerwithSiemens/Learning
andDevelopment/Pages/Default.aspx (all italics in original)

Strategic HRD at Procter and Gamble

Recruit for Values is the philosophy that is central to Procter and Gamble’s
(P&G) strategic HRD. P&G’s recruitment process is unique in that much of
the recruitment is done by line managers rather than human resource staffers
(Crockett 2009). P&G’s hiring strategy is selective, and, because of that, the
people they hire are expected to add value to their organization. Prospective
employees who make it to the interview stage are assessed according to what
is called “candidate power.” Candidate power is recognized as having leader-
ship competency potential and demonstrating empathy. Personal values and
innovation skills are evaluated in an online skills assessment. By recruiting for
value, P&G uses a selective process to determine fit as a future contributor to
P&G success. Another aspect of the P&G strategy is the emphasis on career
development. Career development is a long-term process, and every depart-
ment has a specialized training and development educational unit. Learning
about all aspects of providing service to customers, particularly for man-
agement, is part of the “live it, work it” motto (Crockett 2009). Visiting
consumers and observing how their products are used and visiting stores to
observe the customer experience take management involvement to a differ-
ent level and define how P&G applies strategic HRD from initial recruiting
through performance-based management development.1

Summary

This chapter has presented an overview of SHRD and how it is integrated
with strategic HRM to create a strategic advantage through various roles
throughout the organization. The chapter has highlighted how valuing people
will position organizations more strategically in achieving this goal. Strategic
efforts should be ongoing and continuous. To do this, HRD professionals
need to use a systems thinking approach for creating and maintaining con-
tinued opportunities for learning and growth and developing networks for
information sharing and building strategic partnerships. A future direction
for strategic HRD could be the use of scenario building, a process designed
to envision future events or situations and come up with various responses.
The goal is to learn and grow by avoiding replicating mistakes. SHRD as
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an emerging trend in the field of HRD will be discussed in more detail in
Chapter 10.

Case to Consider

Strategic HRD Case Study

XYZ Company is opening a new facility and does not have the resources to
hire additional organizational development or training professionals. Mary,
the training department manager, has one OD specialist and three trainers on
her staff. She must maintain the implementation of an in-house performance-
based pay system for 500 current employees and integrate 300 new employees
into the system. She must also manage all of the other training required for
the new employees to meet mandated federal requirements associated with
Occupational Safety and Health Administration (OSHA) and other entities.
Mary has three months to prepare a strategy to meet the new facility training
needs.

1. In what way(s) can Mary ensure that her training goals align with the
organization’s goal?

2. What are the essential components that need to be included in
Mary’s plan?

3. Identify the key stakeholders whose needs Mary’s plan must address.



CHAPTER 6

HRD Quality Management

Learning Objectives

On completion of this chapter you should be able to:

● Describe Juran’s trilogy.
● Integrate Juran’s trilogy with HRD.
● Explain quality management.

The relationship between total quality management (TQM) and organiza-
tional performance is a central theme in organizations and areas of man-
agement and should be of interest to HRD professionals. TQM is popular
around the world due to its impact on key business results, (Calvo-Mora
et al. 2014; Chavez et al. 2013; Dean and Bowen 1994; Evans and Lindsay
1995; Garvin 1991). Organizations that have successfully implemented
TQM have shown superior improvements in productivity, product qual-
ity, inventory management, operational processes, and other areas (Brown
2013). TQM efforts are usually directed at improving leadership, workforce
management, customer focus, use of information and analysis, process man-
agement, and strategic planning (Laohavichien, Fredendall, and Cantrell
2011; Samson and Terziovski 1999). These are all areas of involvement for
HRD professionals.

The impact of TQM practices of leadership, strategic planning, people
management, customer orientation, information gathering and analysis, and
process management on organizational performance is not straightforward
(Vecchi and Brennan 2011), and organizations can ill afford to misman-
age the TQM practices and still thrive. However, there have been many
situations in which, despite the successful implementation of TQM, oper-
ational performance improvement could not be achieved. Sabella, Kashou,
and Omran (2014) revealed that “organizations need to invest more in
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their people, processes, and the analysis of information” (1501) areas of
quality management (QM) to strengthen organization performance and sub-
sequently improve operational performance. These are ideal areas upon which
HRD professionals can focus their HRD quality management efforts.

There is very little empirical information on HRD quality management.
It is introduced in this text because the training aspect of HRD is embedded
in all of the TQM, International Organization for Standardization (ISO), Six
Sigma, lean manufacturing, and other quality management system processes
employed by an organization. However, HRD had not integrated its program
functions within an HRD quality management system. The need is imminent
for HRD professionals to understand and use quality management processes
within all of their programs and projects.

HRD program managers must value quality by integrating quality con-
cepts into their program management. Juran’s (1951) trilogy (quality plan-
ning, quality control, and quality improvement) for cross-functional manage-
ment would be an appropriate approach. Juran focused on three managerial
processes that can be adapted by HRD professionals and researchers to
enhance the management of HRD programs. Allen (2012) introduced the
Successive Approximation Model (SAM) instructional design methodology,
which provides an illustrative example for embedding QM principles into
HRD practice. Using processes and methods that include quality manage-
ment principles into HRD programs and projects will help to foster a culture
of quality into the HRD function. Integrating documented quality manage-
ment concepts will allow HRD professionals to be assured throughout their
activities that quality is embedded and confirmed.

Table 6.1 provides ways that HRD professionals can use traditional HRD
techniques to align their program function with quality system processes,
specifically within the key quality management areas of quality planning,
quality control, and quality improvement.

Table 6.1 Juran’s three managerial processes and implications for managing HRD programs

Quality planning HRD technique(s) Implications for managing HRD programs

Identify who the
customers are.

• Needs analysis
• Learning analysis

HRD program managers must identify
internal and external customers of their
programs.

Determine the needs of
the customers.

• Needs analysis
• Learning analysis

HRD professionals must clearly identify
the needs of internal and external
customers of their programs.
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Develop product
features that respond to
customer needs.

• Instructional
design models

HRD professionals must develop training
and development, organization
development, and career development
products and services with features that
meet customer needs.

Develop processes able
to produce the product
features.

• Program design
models The implementation processes that HRD

professionals apply must produce the
product and/or service features that the
internal and external customers need.

Establish process
controls to the operating
forces.

• Program design
models The processes that the HRD professionals

manage within their programs must
operate to the desire of internal and
external customers. They cannot just
develop programs and hope customers will
come when called. They must adjust to the
operating forces and constraints of their
customers.

Quality control

Evaluate actual
performance.

Formative and
summative evaluation

HRD professionals must document or
work with others to document actual
performance related to work that is done
by themselves and others they train and/or
develop.

Compare actual
performance with
quality goals.

Evaluation and
feedback analysis

Without documentation of actual
performance that aligns with quality goals
of employees, this is difficult for HRD
professionals to do. HRD professionals
must work closely with all stakeholders in
their efforts to align actual performance
with quality goals.

Act on the difference. Modification and
change management

HRD professionals must be willing to act
immediately on the difference in the
product or service they provide to meet the
needs of stakeholders. Timing is of essence.

Quality improvement

Prove the need. Communicate results
through reports and
presentations.

HRD professionals must prove the need
for the product or services they offer to
internal and external customers.

Establish the
infrastructure.

Build credibility. HRD professionals must build programs
that are solid and applicable to their
organizations. They must have the
KSAs along with the tools and resources to
meet organization demands.



92 ● Managing Human Resource Development Programs

Table 6.1 (Continued)

Quality planning HRD technique(s) Implications for managing HRD programs

Identify the
improvement projects.

Learn business needs. HRD professionals must clearly
distinguish need for their involvement in
organization improvement projects.

Establish project teams. Ensure HRD
professionals have
required skills.

HRD professionals must ensure that their
team members have the requisite skills to
be on project teams and/or select
appropriate employees to serve on project
teams.

Provide the teams with
resources training, and
motivation to diagnose
the causes and stimulate
remedies.

Ensure HRD
professionals
understand their role.

HRD professionals must understand and
be able to fulfill their roles within the
organization structure. They must
understand aligning their resources with
organization needs.

Establish controls to
hold the gains.

Continuous feedback
and OD principles

HRD professionals must provide
continuous feedback to organization
leaders on how their services are benefiting
the organization. They must also
understand and apply OD principles to
monitor organization performance.

Evolution of Quality Management

QM has evolved and has main themes for each phase, employs key strategies,
uses numerous application tools, and achieves results. QM has four main
stages, which are conformance quality, customer satisfaction, perceived qual-
ity versus competitors, and quality as a strategic weapon. These stages are
applicable within the HRD function as well.

Stage 1: Conformance quality focuses on the internal operations of an
organization. It involves doing things right the first time as described by
Crouch (1992). The organization during this stage should focus on making
sure that the work being done meets the requirements of criteria that have
been agreed upon with the customer. Some results of this approach should be
increased yields due to a reduction in waste and the ability to measure the cost
of nonconformance, money spent on prevention instead of on inspection,
and reworks.

Conformance quality applies to HRD in a similar manner. HRD profes-
sionals should manage projects and programs such that the job they perform
and service they provide meet the requirements of their customers internal
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and external to the organization. HRD services should increase employee pro-
ductivity, reduce wasted time for repeating of services for the same employee,
measure failure, and spend money on proactive services rather than reactive
problem-solving.

Stage 2: Customer satisfaction focuses on the customer. Customer satis-
faction requires employees to get close enough to the customer to understand
their needs and expectations. The employee focus should be on making sure
that whatever is the work being done or service being provided will keep the
customer satisfied. The organization should be customer driven regardless
of who the customer is. Results during this stage should be repeat business,
increased revenues, and volume growth.

The customer satisfaction implication for HRD professionals is that they
understand who their internal and external customers are and that they use
their programs to gain, maintain, and/or enhance customer satisfaction for
all employees. When this is accomplished, employees will repeatedly seek out
HRD professionals when they have an HRD need or concern. They will
display trust toward HRD professionals and subsequently add value to the
organization through improved performance.

Stage 3: Perceived quality versus competitors focuses on the target mar-
ket and performance versus competitors. The organization should be market
driven and focus on getting closer to the customers and noncustomers.
It should know who its competitors are and how to beat them. The prod-
uct being produced must be designed to better meet the needs of the target
market than the competitor. The services provided must also be better than
the competition’s services. There must be communication established with
the market that gives a clear understanding of why orders are won and lost
and to whom. Results of this stage would be a better and more customized
product produced or service provided, increased business due to new cus-
tomers won, knowledge attained that will keep the organization ahead of the
competition, and knowledge of what quality means to the customer.

The implications of perceived quality versus competitors for HRD pro-
fessionals is that they must develop their training and development, career
development, and/or organization development product and services to meet
the needs of their internal and external customers They must know the busi-
ness of their organization to the extent that they understand how to enhance
the skills of the organization’s employees so that they are more knowledge-
able than their competitor’s employees. The HRD professional’s knowledge
of what the customer views as quality will help as they design and develop
programs and projects for employees.

Stage 4: Quality as a strategic weapon focuses on the crucial role of qual-
ity in the overall strategy of the organization. The emphasis should be on
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quality first, particularly in areas of work that hold most strategic leverage.
For example, Chick-fil-A’s quality efforts are likely targeting food prepara-
tion (operational quality) as well as customer service (HRD quality) because
both are strategic levers for the organization. They are less likely to imple-
ment detailed quality management programs around innovation because that
is not a strategic lever for that specific organization. The organization should
manage their target market by knowing and understanding that customers
value quality more than price and that competitors compete on quality and
not price. The results a

chieved through quality are share gain, price premium, asset utilization,
marketing effectiveness, and productivity increases. The organization would
also be able to create differentiation within the market because of their quality
product.

The implication of quality as a strategic weapon for HRD is immense.
HRD professionals have many options when using quality as a strategic
weapon. Once HRD professionals learn what their internal and external cus-
tomers value and need, they can leverage their efforts toward providing the
best products and services to enhance customers’ efforts.

Summary

HRD professionals have an excellent model, Juran’s (1951) trilogy, from
which to create, develop, and implement a first-rate quality management sys-
tem for HRD programs. Some of the elements are already available within
the field and are just awaiting integration into the mainstream by progres-
sive HRD scholars and practitioners. The horizon is bright and extensive
for growth and development of an HRD quality system that can be used to
leverage HRD’s position within organizations.

Case to Consider

Within XYZ organization, the four stages have been applied as follows after
significant layoffs due to an employee strike. Within Stage 1, there has been
a renewed focus on productivity and efficiency as well as focus on budget.
The company cannot afford not to do things right the first time. Training
money has been spent on strategies that will help managers measure the cost
of nonconformance. Within Stages 2 and 3, there has been a renewed focus
on the customer and perceived quality versus competitors, especially in the
sales area of the organization, which has filtered down to the manufacturing
areas. There is more communication with customers to find out their needs.
A question of concern was: To what extent are all customers important to the
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organization? Can there be instances where big customers are more important
than smaller customers? From an HRD perspective, is some employees’ train-
ing or career development more important than others’ as the organization
adjusts to layoffs and strikes? There has also been a reduction in the variety of
offerings to the market. For example, should we replace striking workers and
invest in training of these replacements? Should HRD professionals continue
to offer training and career development services to employees who may be
laid off? How do you deal with the loss of employee loyalty while at the same
time making more money by not providing a particular product or service?
What are the short- and long-term implications?

The organization leaders and HRD professionals know their competitors
and are continuously working to stay on top.

Within Stage 4, the rise in prices was not well received by customers when
first introduced early in the year, but volume is starting to increase: thus,
customer value on quality is beginning to be seen. It appears that our com-
petitors do not compete on quality more than they do on price. To win
customers, they are almost willing to give their product away to gain mar-
ket share in some instances. We are in the midst of monumental sales wars
with our competitors. XYZ organization tends to remain #1 in the quality
product it provides to its customers, but marketing strategies do help to keep
the product viable. Both quality products/services and marketing are neces-
sary. Substandard products can never be presented to the customer, and XYZ
organization continuously audits content and package quality. The organiza-
tion also provides training sessions around the world for all employees to be
able to distinguish an off-quality product before it leaves the organization.

Case questions:

1. In what way(s) can HRD professionals provide quality services to the
employees of XYZ organization?

2. How can marketing be leveraged to enhance the role of HRD within
XYZ organization?



CHAPTER 7

Career and Performance Management

Learning Objectives

On completion of this chapter you should be able to:

● Define career management and performance management.
● Describe the integration of career and performance management.
● Explain coaching and mentoring and their influence on career and

performance management.
● Discuss how to value both people and technology in organizations.
● Align the value of both people and technology to organizational strategy.
● Use the Hughes Value Creation Model for Organizational Competitive

Advantage.
● Examine the use of the model as a Career Management System

(CSM).

As HRD continues to evolve from training to learning, careers, and now
talent development, organizations are increasingly viewing learning as a
recruitment and retention tool (Opengart and Short 2002). Each employee
has career capital that is of value to the individual and to the organization;
thus, this capital must be effectively managed and developed to produce
results. HRD professionals must play an active role in career and perfor-
mance management of employees. Understanding their role in these processes
is essential. The role of the HRD professional includes planning formal and
informal career development strategies, providing coaching and mentoring
training to organization leaders and employees, and selecting and obtain-
ing technological resources to manage these processes. Well-designed career
and performance management systems can provide employees with informa-
tion, assistance, and opportunities for managing their career, allowing them to
enhance their employability (Engelmann and Roesch 1996). The employees
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should be able to engage in career exploration to strengthen their awareness
of themselves and the work environment.

Career Capital

Hughes and Stephens (2012) described career capital as a

resource based view of knowing how to acquire career relevant skills and work-
related knowledge; knowing why or what energizes, provides a sense of purpose,
motivates, and allows an individual to identify with work; and knowing whom
to build interpersonal relationships, organizational partnerships, and social
alliance with to access information and forge channels for self-promotion in
the workplace. (272)

Lamb and Sutherland identified (2010) the top five components of career
capital as follows:

1. It thus becomes clear that having the ability to navigate this context
[e.g., work environment] and adapt to situations and still show delivery
is a key component of career capital.

2. The second most important component of career capital is emo-
tional maturity and intelligence (EQ) which essentially revolves around
“knowing-oneself ” and is an intangible.

3. The individual’s experiential background and history of performance is
the third key component of career capital and, in particular, the variety,
breadth and depth of experience are important factors that contribute
to enhanced career capital. This suggests that past performance is seen
as an indicator of future performance.

4. Demonstrating skills of an entrepreneurial nature together with a high
sense of business acumen, ranked fourth. Entrepreneurial skills were
explained as inclusive of utilizing initiative in the business context and
being decisive in decision making, while demonstrating a high level of
business acumen.

5. The component of past qualification and caliber of education. This
component included both formal and informal training that has led to
a level of specialization of skills that demonstrate the individual’s ability
to set stretching goals. (302–303)

The top five components all relate to HRD development competencies.
In component 1, the employee is expected to display career capital by adjust-
ing to the environment. It also relates to the Hughes (2010, 2012, 2014)
location value. In component 2, the employees must know themselves. HRD
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professionals can help employees assess their emotional intelligence and how
it relates to their performance. Component 3 relates to understanding the
employee’s history of performance. HRD professionals can maintain accurate
records of performance within performance management systems. Compo-
nent 4 supports employees using entrepreneurial skills exemplified through
their decision-making abilities that are autonomously made during work per-
formance. HRD professionals can ensure that employees are developed to the
extent that they can make accurate decisions that are beneficial to the orga-
nization. Component 5 relates to the employees’ ability to grow as a result of
their training and education. HRD professionals can ensure that employees
are capable of improving and meeting organization goals.

Career Management

There has been a radical shift in how careers are managed (Lewis and
Arnold 2012). There are more fluid approaches based on building skills and
knowledge within more integrated personal and professional lives (Cohen
and El-Sawad 2009; Currie, Tempest, and Starkey 2006; Hughes 2015).
The move toward more fluid careers has led to extensive examination of
the role of the organization versus the role of the individual in managing
careers (Greenhaus, Callanan, and Godshalk 2009; Hall 2002). This exami-
nation places the HRD professional in the position of being an advocate for
both the organization and the employees. Hirsh and Jackson (1996) argues
for a lesser role of the organization in career management. Similarly, Hall
(2002) emphasized the importance of individuals “owning” their careers and
noted that while employers cannot control an employee’s career to the same
extent as previously, they can put processes in place that allow the organi-
zation to help employees develop and manage their own careers (De Vos,
Dewettinck, and Buyens 2009; Lips-Wiersma and Hall 2007). These posi-
tions are notable; however, without the organization, there would be no
need for career management. This position can be precarious if not openly
managed and discussed. A more realistic approach for the employee is to
be objective about why they sought employment with the organization and
whether or not the organization is the right location for them (Hughes
2012).

There is increased focus on pay for performance (Lemieux, MacLeod, and
Parent 2007), and mid-career individuals often need to compete in both
external and internal job markets on their ability to perform specific tasks
(Blickle and Witzki 2008; Cappelli 2001; Longenecker and Fink 2008). Fur-
thermore, work knowledge and skills are evolving much more quickly than
in the past (Cappelli 2001; Quinn 1992).
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The workplace has been transformed by economic factors, technology,
demographic shifts, and redefinition of organizational practices (Quick and
Tetrick 2011), and employees must adjust. Organizations must also adapt
and become more flexible to remain competitive (Lazarova and Taylor 2009).
HRD professionals are in positions to assist employees and organizations with
these types of adjustments.

Sometimes HRD professionals have concerns regarding developing
employees who may leave the organization. This is a valid concern, but the
organization needs the employee performing at their top potential while in
its employ. If the employee chooses to leave, the employee may also choose
to return or send other capable employees to the organization because the
employee had a good experience while working within the organization and
appreciates the development received. Change is a constant not only for the
organization but also for employees.

Formal and Informal Career Management Strategies

The career management strategy should match an employee’s long-term
career goals with the organization’s goals through continuing education and
training (Noe 1996; Orpen 1994). Career management systems should
allow employees to develop career goals and obtain and utilize knowledge
to accomplish their goals. Career management systems can benefit organi-
zations if their design enhances employee motivation and can be used to
recruit employees. Many employees seek employment within organizations
that are well equipped to develop and advance their careers. Organizations
that achieve this tend to improve their labor market pool of employees.
Subsequently, this improvement helps ensure that the organization has the
necessary human resources available to perform key tasks and carry out orga-
nizational objectives as the needs and environment of the organization change
(Tansky and Cohen 2001; Werner and DeSimone 2012).

According to Werner and DeSimone (2012), an effective career manage-
ment system should do five things: (1) identify needs, (2) build a vision for
change, (3) develop a plan of action, (4) implement for impact and longevity,
and (5) evaluate and maintain results (431). If organizations choose to do the
five things suggested, they must engage HRD professionals and employees.

Identify Needs

The organization can offer self-assessments to all employees to ensure employ-
ees are on the right track to achieving their goals and that employees are
content with the career path and the changes that need to be made to reach
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career fulfillment. The system must be designed to address a variety of needs.
Employees in different stages of their life and career will need different types
of career management services to remain productive and satisfied within the
workplace. During the self-assessment process, the organization can deter-
mine and document whether or not to offer the individual employee career
counseling, access to workshops, job rotation, and/or mentoring (Sturges,
Conway, Guest, and Liefooghe 2005).

Once the employee has identified their career goals and the strategy they
need to use to achieve those goals, they can move forward and begin the
cycle. Organizations must provide support to the employee during this pro-
cess to ensure success. Support needs to come from managers, HR, and others
involved in the organization.

Build a Vision for Change

HRD professionals can assist employees with their career vision or strategy for
their career development. Without a vision of the direction that they would
like to see their career go and the belief that they can achieve the vision, it
will be difficult for the employees to develop plans of action. Employees must
understand and accept that change will be an integral part of their career
progression strategy.

Develop a Plan of Action

HRD professionals can utilize their knowledge of the stages of life and career
development (Holland 1959, 1997; Super 1980) to assist organizations in
developing procedures and strategies for managing the different transitions
employees may experience. The career management system should meet
both the needs of the organization and the employees. The plan of action
should include a strategy for implementation so that the employees can make
progress toward their documented goals. When developing the plan of action,
HRD professionals should include opportunities for the employees to give
and receive feedback, so this can show buy-in. If employees are not actively
engaged during this process, they may not work toward achieving the actions.

Implement for Impact and Longevity

Short, Bing, and Kehrhahn (2003) also identified the challenge of HRD
being able to measure HRD impact and utility (2003) and described the need
for HRD professionals to establish themselves as key players in the devel-
opment of organizational strategy. They must demonstrate how what they
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do correlates with the productivity and welfare of the organization (Hughes
2012; Russ-Eft and Preskill 2001; Swanson and Holton 1999). The future
of HRD depends on the extent to which the value its programs bring can be
accurately and confidently measured. HRD professionals must link learning
and human process to performance, and measure learning, human process,
and the resulting change in performance.

HRD professionals must develop career management activities that have
an impact and longevity for the organization. Talent development is a criti-
cal and challenging long-term initiative in many organizations. Organizations
must build and sustain a strong talent pipeline through effective career man-
agement of their human assets (Gilmer and Hughes 2013; Schuler, Jackson,
and Tarique 2011; Stahl, et al. 2012). Today’s talent development profes-
sionals are tasked with more than providing effective training. Good talent
developers integrate the needs of learners and the organization. They under-
stand their learners are adults, excel at program design, embrace instructional
technologies, implement winning programs, and use program evaluation to
analyze program success.

Because of the changing workforce demographics and organization loca-
tions, many human resource professionals are focusing on global talent
management (Collings and Mellahi 2009; Garavan, Carbery, and Rock 2012;
Schuler, Jackson, and Tarique 2011; Scullion, Collings, and Caligiuri 2010;
Stahl et al. 2012; Vaiman, Scullion, and Collings 2012). They are seeking
to understand how to develop employees for dealing with employees from
all over the world. The global economy is only expected to grow, and career
management systems must be equipped to handle all growth.

Evaluate and Maintain Results

Career management systems must be evaluated and the results maintained so
that employees can have a progression road map that documents their efforts.
Hughes (2015) suggested that organizations develop a career evaluation sys-
tem that is separate from the performance evaluation system to maintain
results of the employee’s career progression on an annual basis. Werner and
DeSimone (2012) revealed that “individuals with higher levels of career
exploration exhibited higher levels of performance” (411). A career evalua-
tion system would allow for the capture of this type of employee information
that would benefit both the employee and the organization.

Some questions of interest for inclusion in or when developing a career
evaluation system are as follows:

1. Does the organization really shoulder any responsibility for career
development and management?
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2. Is it the organization’s or the individual’s responsibility to develop such
a career management system?

3. Is it necessary that organizations have such systems in place if many
employees lack sufficient skills to develop such a system on their own?

4. When is a job just a job?
5. Can an employee choose to remain at their current level and not be

compelled to advance by the organization?
6. What happens if the employee no longer has the mental, emotional, or

physical capability to advance?

Formal and Informal Performance Management Strategies

Performance management depends on accurate knowledge and communi-
cation of the employees’ job responsibilities and expectations. Performance
management influences the employee’s individual and group productivity.
Performance management systems must be aligned with the business needs,
culture of the organization, and other HRD systems within the organi-
zation (Pulakos 2004). Employees are the central element in performance
management systems; thus, there must be open lines of communication
between employees and organization leaders. Establishing these lines of
communication requires trust and cooperation.

One important key to performance management systems is that the sys-
tem must match the level of support that performance management receives
within the organization (Pulakos 2004). The system cannot exceed the sup-
port that employees receive to support their job performance. HRD profes-
sionals are often tasked with developing employees to assist them as they seek
to attain job performance goals. Employees should not be measured against
performance standards that are not supported by the organization (i.e., if
an employee has never received resources—including tools and training—to
perform a required job task, the employee cannot be fairly rated on that task
performance).

Coaching and Mentoring

Coaching and mentoring is an integral part of career development and
performance management. Employees must receive feedback and encour-
agement regarding their performance to be able to enhance their careers.
Through coaching, leaders can create partnerships with their employees to
gain mutually beneficial results. The coaching process is intended to help
build trust, improve communications, and support attitudes of openness and
accountability between leaders and their subordinates. If coaching is prop-
erly implemented, it can promote employee innovation and acceleration of
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results, diversity and mentoring will be supported, valuable staff will be
developed and retained, competencies will be developed, and organizational
communication and team effectiveness will be strengthened.

Coaching is one way that supervisors typically influence the performance
and productivity of their subordinates. HRD professionals can provide super-
visors and leaders with the resources that they need to effectively coach their
employees. They must sustain employee relationships by providing candid,
career-building, and performance-enhancing feedback that is meant to inspire
employee productivity.

The term and field of coaching may be new, but the functions are not. For
any supervisor, the essential key to success is to communicate with employees
with regard to their performance. This should be a constant if the employee is
expected to perform to standards consistently. The responsibility to commu-
nicate performance or nonperformance consistently should be the primary
work function of a leader. One major problem is that many supervisors wait
until the performance review time to communicate performance as opposed
to dealing with the situation as it occurs. In comparison, look at the role of
a coach of any sports team—there is constant communication during the
performance of the athletes. If a problem arises, the coach calls time-out
immediately and suggests a resolution to the problem: planned or unplanned.
To what extent can workplace coaching be compared to team-based coach-
ing? To what extent does nonperformance relate to not understanding how
your job affects others? These are only a couple of questions that an HRD
professional can consider when developing a plan to help effectively coach
employees.

In the sports analogy, the feedback is often from the coach to the player
with an affirmative acknowledgment that the player understands the feed-
back. To what extent do supervisors and leaders test for understanding from
employees, or is their method of coaching always a directive? There has to
be two-way communication for coaching to be effective, and the employee
must experience immediate results. The immediate result can be in the form
of improved morale, which helps reduce costs to the organization and remove
emotional or mental burdens from employees.

Coaching should help employees enhance their skills. The employee
should experience knowledge and/or awareness growth immediately upon
being coached, which should ultimately lead to achievement or personal
and/or organization goals.

Mentoring is a much longer-term approach than coaching and can fulfill
employees’ desire to create meaningful relationships with other success-
ful employees and allow the employees to become established within the
organization. Successful employees can inspire other employees to remain
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productive in the workplace. By providing a support system for employ-
ees through coaching and mentoring, HRD professionals can strengthen the
organizational culture by stimulating open communication and collaboration
among coworkers and peers.

Selecting and Obtaining Technological Resources

Technology can serve as enabler in the career and performance manage-
ment process. Oftentimes, HRD professionals struggle to articulate a clear
business case for the investment of talent management technology software
including learning management systems (LMSs) and performance manage-
ment systems. Or, when HRD professionals do get such an investment, they
maintain old processes, thus failing to realize any of the technology benefit.
New technology plus old process only lead to a more expensive old process.
HRD professionals must be proficient on using new technology and integrat-
ing new processes into the technology. They must understand their process
going in and not default to whatever the technology vendor suggests. Before
purchase, the HRD professional must be savvy and learn all aspects of their
organization and how what they are doing or need to do will align with the
technology, or, in the end, it all leads to a poor return for the sponsoring
organization and discredit to the HRD team.

HRD professionals must take a proactive, strategic approach to bring
employees into, and develop them within an organization. Interpreting and
accepting this concept requires managers to think of employees as they would
think of technology. Technology, equipment, and systems are strategically
aligned within organizations (Gupta and Singhal 1993). The Hughes Value
Creation Model for Organizational Competitive Advantage is based on five
values related to work and three organizational perspectives emphasizing that
the blend of people and technology utilization in the workplace impacts the
overall success and/or failure of the organization (Hughes 2010).

Case to Consider

Technological Resources Case

HRD professionals have provided over 1,250 learning opportunities to the
employees of Organization LEARN. Tracking completion of these learning
opportunities consists of manual data entry into Excel by HRD profession-
als within the HRD program. There is no central “storing house” for these
data. During regulatory reviews and audits, retrieval of these data is very time
consuming and labor-intensive. This problem is not unique to Organization
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LEARN. Other organizations in our industry are also struggling with tracking
education and compliance.

The HRD professionals in Organization LEARN have the technology
knowledge and know-how to utilize technology to enhance work perfor-
mance and recognize opportunities to enhance performance with automation
for Organization LEARN. However, due to budget challenges and changes in
leadership within Organization LEARN, there has been no focus on improv-
ing educational data tracking. The HRD professional believes automation of
learning provided will enable the employees and managers of Organization
LEARN to link better organizational performance with learning outcomes.

The primary focus of this performance improvement project is to examine
automation alternatives that can be implemented to save human resources
time within HRD and better link organization performance to learning
outcomes.

The HRD Program is a department within Human Resources that is
responsible for providing educational opportunities to the employees within
Organization LEARN. Manual tracking of educational offerings is a very
time-consuming process for HRD professionals. HRD professionals have
been researching automated enhancement resources and benefits for the past
six months and have obtained information and demonstrations of various
LMSs. The implementation of an LMS would provide Organization LEARN
with an enterprise approach to the management and deployment of learning.

The scope of this project for Organization LEARN is to evaluate automa-
tion options that will reduce labor hours of HRD professionals involved in
tracking completed educational events within Organization LEARN. The
benefits of implementing automation for data tracking would include the
following:

● Managers and employees could register themselves for courses online,
and an automatic reminder notification would be generated.

● Managers and employees could complete online courses.
● Managers would be able to link individual employee goals to the

business initiatives and track 360-degree performance reviews.
● Each position within Organization LEARN has a set of competencies.

These competencies could be tracked and automatically transferred
with the employee throughout their employment within Organization
LEARN.

● Automation would also enable HRD professionals to schedule resources
such as rooms, materials, and audiovisual equipment.

● Employee certification and recertification tracking could also be auto-
mated. Reminder notification would be generated prior to license
expiration.
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Case discussion questions:

1. What is the central problem HRD is trying to address?
2. What information will HRD need to provide management to convince

them to invest in an LMS?
3. What are some of the potential benefits of implementing an LMS for

Organization LEARN?

Summary

This chapter emphasizes developing and managing careers of employees in
organizations through the integration of career development and talent man-
agement using performance management techniques. Formal and informal
career development strategies and the use of technology can facilitate effec-
tive management of the process. Performance management techniques such
as coaching and mentoring and exploration of the role of leaders in optimiz-
ing employee performance were examined. Cases were shared with regard to
how employees in HRD programs can benefit from the experience gained
through their active participation in career development and performance
management programs. A better understanding of the role of the HRD pro-
fessional in assisting employees with career development models that consider
women and minorities has also been provided.

Case to Consider

Performance Management Case

The organization has approximately 14,000 employees. Until a few years
ago, a person who was hired by the organization could expect to retire
from that company. Members of the organization expected raises in pay,
promotions, and a secure job for their entire career. That is no longer the
case. Industry changes will reduce the prosperity once enjoyed by the orga-
nization. A culture shift to a competitive learning organization along with
possible downsizing have created resistance from the employees (Trevor and
Nyberg 2008). Performance improvement is now a key part of continued
employment.

The organization was organized functionally in a top-down manner. The
Chief Executive Officer had the Vice-Presidents reporting to him, with the
Directors of each Business Unit reporting to the Vice-Presidents. The Plant
Managers reported to the Directors. There were several layers of supervision
at the plants.
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Decisions concerning daily operations were made locally. Each plant had
a payroll system, human resources department, accounting, and an informa-
tion technology system. The corporate office was still consulted on necessary
matters, but for the most part, the plants were decentralized.

Due to continuous change in the industry, our organization has intro-
duced employees to quality principles and practices and performance
improvement. Several teams were formed to work on projects and to achieve
the many goals that were set. Measurement of our teams and projects was
accomplished by using “performance improvement plans” (PIPs). This pro-
gram was the beginning of an attempt to align the workforce with the goals
of the company.

The new management replaced the organization chart that started at the
top and worked down to the lowest level with a cross-functional organization
chart that began at the left side of a sheet of paper and moved horizon-
tally, showing the four major processes and responsibilities within those
processes. Combined with a self-managed workforce that would utilize per-
formance management and quality principles, eliminate waste, and reduce
costs, employees were expected to continuously monitor and improve plant
processes. The organization and the jobs would never be the same. Employees
were confused and frustrated. Employees were changing and moving toward
a learning organization, and most did not even know the definition of a learn-
ing organization. Change is something that is difficult for some people. They
would be required to learn new skills and develop new abilities. The leader-
ship of the company had a tough job. They wanted to improve performance
by maximizing the efficiency of the people by developing their knowledge
and skills, actions and standards, motivation, incentives, attitudes, and work
environment.

More Change
Significant changes in the industry including deregulation and competition
were needed to prepared for. The organization was not in a position to effec-
tively compete with its competitors. The organization needed a strategy to
become the low-cost producer of electricity for specific class units; thus, a
strategy assessment was initiated.

The organization had bargaining unit personnel (union employees) classi-
fied in specific departments and jobs. Operators ran the systems, electricians
worked on electrical systems, and instruments technicians worked on spe-
cific controls. Why cannot an operator be taught to work on instruments
and controls? In order to become a low-cost producer, we needed to gain a
competitive advantage by improving the collective knowledge of employees,
thereby developing greater value in the workforce.



Career and Performance Management ● 109

A highly motivated, knowledgeable, value-added workforce could place
the organization in a position to be an aggressive competitor in the produc-
tion of electricity, and be capable of supplying the product when needed at a
price that would bring value to shareholders while rewarding the contributors
to success. Also, managing by process and having an owner for each would
ensure that the system would continue working.

Integration
Communication to the employees was an important part of this project.
It was widely known that our objective was to improve performance while
maintaining safety and reliability standards. Individuals were encouraged
to increase their value as individual human beings, as an employee of the
organization, and as a member of the union by taking ownership of pro-
ductivity, responsibility, involvement, dependability, and excellence in their
work. The organization believed that performance improvement would be
enhanced if people understood the desired outcome for the organization and
knew exactly what would be required to change their behavior to achieve the
outcome.

A team was assembled to explore the possibilities of moving to a process-
based, learning organization. All areas of the organization were examined.
Answers were sought on the impact of the change on budgets, staffing, lead-
ership roles, team gaps, organizational performance measurement, responsi-
bility for key interfaces, both internal and external, and compensation recom-
mendations. Sub-teams were appointed to examine each area of operations
(administration, operations, capital, budget, etc.).

A learning organization has aligned characteristics such as strategy, vision,
executive and managerial practices, climate, work processes, performance
goals, feedback, training, education, development, organization, job struc-
ture, rewards, and recognition as a means of adapting or anticipating change.
How can the team define the most important attributes of a learning
organization?

Next, we looked at our strategy. The general environment in our work-
places was one of high stress and anxiety. The union situation was unstable,
and leaders did not expect an improved trend due to negative expectations
about the upcoming changes. Strategic issues faced included process man-
agement, multi-craft/multi-skill jobs, a supplemental workforce (contractor
alliances, union hall workers, etc.), development of our employees through
training and testing, reengineering the processes in order to drive the costs
to competitive levels, transform the union/labor philosophy to a win-win
philosophy, and transforming the workforce from long-term entitlement to
competitive performance.
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Discussion questions:

1. Is this a people issue that needs to be fixed or a systems issue?
2. What is needed at each level within an organization to produce

organizational performance?
3. Should there be measures of and rewards for performance at each level?
4. Is there a need to refocus individuals and units on satisfying customers

rather than on pleasing stakeholders in the organization hierarchy?



CHAPTER 8

Managing Diversity Training
Programs

Learning Objectives

On completion of this chapter you should be able to:

● Explain the meaning, purpose, and goals of diversity training.
● Discuss the historical perspectives of diversity training.
● Discuss legal mandates that protect diverse groups.
● Explain how diversity training for race relations differs from other

diversity training.
● Discuss the role of HRD in diversity training.
● Recognize factors that can hinder effective diversity training.
● Evaluate diversity training programs.
● Explain how diversity training should be structured for change

outcomes.

Diversity training programs emerged from a need to bring about fairness and
equity in human resource practices and to represent steps organizations were
taking to change the demographics of its workforce through greater diver-
sity. The two most popular types of diversity training focus on increasing
awareness and building skills. Awareness training tries to create an under-
standing of the need for, and meaning of, managing and valuing diversity.
Skills-building training educates employees about specific cultural differences
in the workplace. In this chapter, historical and legal perspectives of diver-
sity will be discussed along with the role of HRD in the process of diversity
training. Factors that hinder effective diversity training along with evaluating
diversity training programs will be covered.



112 ● Managing Human Resource Development Programs

Defining Diversity Training

Diversity training refers to organizational initiatives designed to develop skills
needed to work with people from diverse backgrounds (Noe 2010; Thomas
2006). These initiatives are in general distinct programs aimed at facilitating
positive intergroup interactions, reducing prejudice and discrimination, and
enhancing the skills, knowledge, and motivation of people to interact with
diverse others (Bezrukova, Jehn, and Spell 2012, 208).

Diversity training is still one of the most popular and well-known ini-
tiatives being used by organizations (Scott 2014, 14) and is one of the
most prevalent management strategies for managing diversity (Cox and Blake
1991). Two types of diversity training were introduced into organizations
training agendas in the late 1980s and early 1990s—awareness training and
skills-building training:

Awareness training focuses on creating an understanding of the need for,
and meaning of managing and valuing diversity. It is also meant to increase
participants’ self-awareness on diversity related issues such as stereotyping
and cross-cultural insensitivities. Skill building training educates employees
on specific cultural differences and how to respond to differences in the
workplace.

(Cox and Blake 1991, 53)

Diversity training should be initiatives and programs directed toward trans-
forming organizational cultures and non-inclusive behaviors and mind-sets
and ensuring a sustained change in exclusive behaviors toward difference
(Cocchiara, Connerly, and Bell 2010).

Purpose and Goals

The initial purpose of diversity training was to facilitate the integration of
minority groups into the workforce (Pendry, Driskoll, and Field 2007). Now
this purpose includes “attempting to confer on the entire workforce the skills,
knowledge and motivation to work productively alongside dissimilar oth-
ers and/or to interact effectively with a diverse customer population” (28).
Diversity training aims to diffuse stereotypes and attitudes resulting in a more
harmonious working environment. HRD professionals are integral to help-
ing to develop and provide diversity programs that benefit all employees and
the organization. Diversity has been shown to have an impact on organiza-
tion and career development (Hughes 2015). Knowing how diversity impacts
HRD and sharing this impact with others is an essential responsibility of
HRD professionals.
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The goal of diversity training is to not only foster effective relationships
and create learning opportunities for people to be cognizant of difference,
but also recognize and respect the whole person. Since organizations have
begun to realize the strategic competitive advantage that diversity brings to
the table, diversity training needs to assume more competency-based goals
designed to emphasize skills building and the importance of matching of skills
to represent the overall organization’s purpose.

Cocchiara, Connerley, and Bell (2010, 1091) reported some of the more
common reasons for conducting diversity training:

● Complying with moral and legal standards.
● Succeeding in business and remaining competitive in a global market-

place.
● Building leadership skills necessary to maximize increased organiza-

tional diversity.
● Dealing with firm-specific diversity issues.
● Developing an awareness of individual feelings about diversity.
● Disseminating information about diversity-related issues and policies.
● Enhancing leadership development and management effectiveness.

Diversity training is the foundation for managing diversity. However, to be
considered successful, it is a continuous process of transforming training into
action. However, training should not be looked upon as the sole catalyst for
managing diversity. Strategic management is crucial to creating and main-
taining the focus. Regardless of the reasons for diversity training initiatives,
decision-makers should expect positive outcomes (Von Bergen, Soper, and
Foster 2002). It is therefore important those outcomes are clearly identi-
fied (e.g., climate of fairness and equity, an enhanced communication among
employees, greater productivity in complex tasks, and increased revenue and
profit). The framework for implementing diversity strategies should be one
of transforming diversity training into diversity thinking. Diversity thinking
may be achieved by creating a culture of diversity excellence. Diversity train-
ing should be mandated and required annually for all employees (Hughes
2015).

Historical Perspectives of Diversity Training

Diversity training emerged in the early 1980s as organizations began to
recognize training the workforce for diversity was a necessary response
to legal mandates such as Title VII of the 1964 Civil Rights Act (Scott
2014). Consequently, diversity training began as an organizational initiative
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to help employees recognize how stereotypes, biases, and prejudices can
influence behavior toward people who are perceived as different because
of their race, ethnicity, gender, national origin, religion, color, and later
disability and age. Diversity training initially focused primarily on the
black/white binary, since this period of time in the United States was
defined by post-segregation and the resistance by whites to accept blacks
on legally mandated terms. For this reason, diversity training was initially
themed sensitivity training with a focus on increasing an understanding
about racial differences. Early diversity training sometimes used encounter
groups:

Encounter groups became a popular training method for bringing white and
black Americans together for honest and emotional discussions about race
relations . . . Many of the facilitators viewed the “encounter” among racial
group[s] participating in diversity training as successful when at least one
white American admitted that he or she was racist and tearful about racial
discrimination and white supremacy.

Employing a black-white pair of facilitators was considered essential for expos-
ing participants to the two race relations perspective and to model cross-racial
collaboration. The facilitators were typically men, and the white facilitator was
most valued if he could openly show emotions about his own journey in dis-
covering his deep-seated racism. Facilitators saw their work as a way to achieve
equality in a world that had historically oppressed those with less social, politi-
cal, and economic power. Confronting white Americans who made excuses for,
or denied their racism, was common in this diversity training approach. The
goal was to increase white American sensitivity to the effects of racial
inequity.

(Vaughn 2014, 128)

In the early days of sensitivity training, one of three behavioral responses con-
cerning race relations was expected by white participants: a more informed
perspective, greater hostility, or transformed as an ally for diversity.

Diversity training is now inclusive of a number of workplace diversity
issues that emerge from differences of social identity. The problem is that this
multi-focus direction of diversity training prevents discussions of historical
and continued focus on social problems like racism. Some diversity advocates
agree that training has been “watered down” to the extent that matters of race
are no longer dealt with on a serious level. The assumption is that “focus-
ing on prejudice towards other groups does not activate the visceral reaction
needed for individuals, organizations, and the society as whole to deal with
core discrimination issues” (Vaughn 2014, 129).
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The Legal Landscape of Diversity Training

It is important that trainers delivering diversity training are aware of major
legal mandates that are significant to diversity programs. Title VII of the Civil
Rights Act 1964 forbids discriminatory acts based on race, color, religion,
national origin, and gender. The Age Discrimination in Employment Act of
1967 was enacted to protect the employment rights of people at least 40 years
of age. The Americans with Disabilities Act of 1990 prohibits discrimination
against those with mental or physical disabilities. The Civil Rights Act of
1991 amended the Civil Rights Act of 1964 and added compensation and
punitive damages for intentional discrimination. The Lilly Ledbetter Fair Pay
Act of 2009 further strengthened fair compensation laws for women.

Diversity training topics need to include content on the legal state of
diversity. Trainers themselves need to have a clear understanding about the
legal mandates that have impacted protected classes of people. Diversity
intelligence (Hughes 2014b) is needed for employees to have the knowl-
edge to understand that the only non-protected-class employees inside an
organization are white males who are under the age of 40, nonveterans,
unreligious, and nondisabled. Thus, there are very few non-protected-class
employees in many organizations; diversity intelligence is particularly relevant
because some court settlements require diversity training when the rights of
individuals protected by legislation are violated.

It is also imperative that HRD professionals understand how to integrate
diversity training into their management strategies (Byrd and Hughes 2015).
In order for diversity training to be effective and produce the desired results,
training should be customized according to the needs of the organization that
is receiving the training (Roberson, Kulik, and Pepper 2003).

Diversity Training and Race Relations

In 2013, 35 percent of the cases handled by the Equal Employment Oppor-
tunity Commission (EEOC) related to race discrimination (eeoc.gov). Often,
companies are found in violation and are mandated to require training.
However, diversity training may not be an effective remedial solution for
organizations that are experiencing racial problems. In these situations,
searching for causal and contributing elements may yield greater results.
Organizations that offer diversity training in an attempt to correct racial issues
may be unsuccessful in their attempt.

Improving race relations in organizations will require more than a training
effort. It will require creative and innovative efforts such as the one introduced
at Motorola, a management that is willing to recognize that racial behaviors
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do exist, and leaders that are willing to engage in organization-wide efforts to
fight the attack of racism on organizational societies. Indeed, diversity train-
ing is one of the top training interventions in organizations today, because
it is intended to recognize differences in people in hopes of creating greater
harmony among the workforce. Some differences in people, such as color, are
obvious, but others, such as disability and religious affiliation, are not.

While other differences may be important, they have not led to the most
egregious forms of discrimination in this country as has been the case of
racism (Caudron and Hayes 1997). Without real discourse about racism,
diversity training will hold little value other than being another training
effort.

Since its initial conception, the term diversity has been redefined in keep-
ing with issues that face the contemporary “free” society. Diversity training
is now inclusive of a number of diversity issues. This has shifted the focus
from the original objective of diversity training programs that focused on
topics on sensitivity. The behaviors that are encountered more often in the
workplace are based on differences in terms of race, gender, physical ability,
and socioeconomic background. These differences are more likely to cre-
ate stereotypical attitudes and views that diversity training programs aim to
address (Moore 1999). Workers who are properly trained in diversity can
help promote a workplace that engages key components of organizational
performance—team unity and productivity. Incorporating diversity training
into an organization’s mission and goals educates workers on how to create
synergy within the workplace, thereby increasing profits in the marketplace.
Hence, management should position diversity training as a response to issues
of profitability and to enhance productivity rather than placing it within a
social and moral realm (Combs 2002).

One misnomer about diversity training is that it is about race and discus-
sions of racism. While this is not true, it is an understandable misconception,
because historically diversity efforts and, consequently, training derived from
the integration of black and whites in society. The workforce became the
central location for discussions of diversity and training because blacks and
whites were being forced to work together in work settings not customar-
ily experienced. Before then, blacks were primarily isolated in domesticated,
service-type work roles that did not enter the space of white America.
Subsequently, diversity training evolved with a greater emphasis on the black-
and-white divide. Although now, ironically, most diversity training highlights
sexual harassment as the most salient diversity-related issue, and awareness
and training that centers on improving race relations is virtually silent.

Management education programs that are specifically designed toward
competency for improving race relations should be mandatory for
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organizational leadership (Hughes 2014a, 2015). Race relations competence
is “an element of overall managerial competence. A manager who is compe-
tent in race relations possesses certain kinds of knowledge about key issues in
race relations and acts in specific ways with respect to racial issues” (Alderfer,
Alderfer, Jones, and Bell 1992, 1263). The desired outcome is educating
leaders to be effectual models for improving relations between the races.

Unfortunately, behaviors have escalated to the point of racial violence and
fatalities. One such incident occurred at a Lockheed Martin aircraft plant in
Meridian, Mississippi, in July 2003. A worker who had a history of making
racial slurs and even death threats against blacks for over a year before the inci-
dent shot and killed six people at the plant and wounded others. Ironically,
the shooter had been scheduled to attend diversity training on the day of the
shooting and had actually shown up before leaving abruptly and returning
with several loaded guns. Black workers at the plant had reported the shooter
to management several times for his racist behavior and had even overheard
the shooter speak about race wars. Such behaviors are known as race hate
crimes for which diversity training has no cure.

The Role of Human Resource Development in Diversity Training

In the early days of diversity training, many viewed the objective as target-
ing white men and changing their attitudes toward diverse groups (Zhu and
Kleiner 2000a). This mind-set has created a negative perception of diversity
training and caused dominant groups to reject diversity training. Many view
diversity training as training on “how not to be a racist.” Delivering training
that is canned and without distinct purpose and outcomes is meaningless and
a waste of time and resources.

The role of HRD in delivering diversity training has changed. This is
problematic for several reasons. First, diversity training is now included in
many new employee orientation trainings. This training is generally imple-
mented via the organization’s intranet with no interaction with training
professionals. Employee reactions view this online version as meaningless and
a waste of time, often creating more animosity toward diversity. Second, the
term diversity itself is ambiguous and is broadly used in today’s workplace
(Hughes 2015). Third, the word “training” when used in connection with
diversity sends mixed signals. Shifting toward an educational focus might help
diffuse misconceptions about the continued need to have real conversations
about difference.

Finally, it seems cliché, but education in matters such as diversity begins
at the top. As mentioned in Chapter 4, HRD has taken a more strategic role
in organizational life; therefore, recognizing the strategic value of diversity
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education is another way that HRD can contribute to the strategic goals of
the organization and plan more effective diversity efforts that are meaningful
and have outcomes that are directly linked to an organization’s culture change.
Attention should also be shifted away from targeting specific groups to one
of educating leaders so that they are equipped to change the organizational
culture and commit to making diversity education a continuous effort and
part of the organization’s strategic process (Byrd 2009; Hughes 2015; Konrad
2006; Ross-Gordon and Brooks 2004).

Training and development has been considered one of the three pri-
mary functions of human resource development (HRD). However, HRD
as a discipline has not positioned itself as a strong proponent of diversity
issues. Ironically though, it is HRD practitioners that are primarily charged
with delivering the organization’s training initiatives. Therefore, the lack of
attention on building strong and effective diversity training programs is a
critical issue for the field of HRD. A critical issue refers to “an area of
research of practice that contributes not only to the survival of HRD but
to its growth and future development” (Gilley, Callahan, and Bierma 2002,
xiv). Before research in the area of diversity and related programs can con-
tribute to a richer and more meaningful understanding of issues that it is
intended to resolve, there must be “consistent and valid measures of both
individual and organizational racial identity development” (Chrobot-Mason
and Thomas 2002, 341). Efforts by HRD professionals to measure orga-
nizational performance in diversity issues, increased theory building, and
the inclusion of HRD leadership roles for ethnic groups will be positive
indicators of this issue being acted upon. Hughes (2015) suggests that diver-
sity has already had an impact on two of the main areas of HRD: career
development and organization development. Use by HRD professionals and
further development by HRD researchers of this foundational effort are
needed.

Behavioral changes are required for diversity training to be consid-
ered effective. Approach, Goals, Executive Commitment, and Mandatory
Attendance (AGEM) is a training intervention that is based on direct
knowledge transfer, continuous skill development, and accountability for
learning (Cocchiara, Connerley, and Bell 2010). The AGEM is designed to
bring about transformative behavioral changes required for effective diversity
training. The steps are as follows:

● Approach—ensure the correct approach is used to sell the idea, and
reduce bias through open communication and feedback.

● Goals—set training goals that include measures to verify if goals are
achieved, and establish accountability for goals being met.
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● Executive commitment—gain highly visible executive commitment
that is fully vested in the idea and which has power to make the
idea work.

● Mandatory attendance—should be mandatory despite conflicting ideas;
if the first approach has been handled well, this last step should not meet
with much resistance.

Negative Factors That Hinder Diversity Training Effectiveness

There are a number of negative factors that prevent many trainees from
embracing diversity training. Some of these negative influences include lack
of management support, lack of trainer expertise, political agendas, and lack
of clearly defined training objectives.

Lack of Leadership/Management Support

The inclusion of diversity training into corporate and organizational train-
ing programs gained popularity during the late 1980s and early 1990s. As a
result, corporate America and businesses began implementing diversity train-
ing that primarily targeted upper and senior management. Management
support is perhaps still the leading component for successful diversity training
programs. Organizational leadership has the greatest potential for influenc-
ing an organization’s culture. Managers can negatively impact training with
misconceptions and negative attitudes. In a study on how organizational lead-
ership influences workplace behavior, Combs (2002) suggests “if diversity
training is to improve its perception of effectiveness, individuals within the
workplace must be able to successfully apply behaviors learned in diversity
training to their work settings” (16). Top management’s perspective is that
the short segment of time devoted to training will not make an impact.
Rather, they recognize that the most important component of the diver-
sity training process is the mid-level manager’s support and reinforcement
of it (Swanson 2002). Since mid-managers themselves have preconceptions
concerning diversity training that could prevent and undermine positive
reinforcement among subordinates, the mind-set of managers is critical to
successful diversity training. For example, managers may deny the existence
of diversity issues within their immediate work groups. Many are reluctant
to admit or acknowledge their own personal mind-sets. They believe send-
ing staff to training will eliminate any problems that might exist or prevent
problems from occurring. Ultimately, in an effort to understand the atti-
tude toward diversity programs that exists in the contemporary corporate
environment, it seems that the appropriate focus is upon executives and
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their influence on the diversity initiatives that are implemented (Swanson
2002).

Mandatory training will usually require commitment and support by top
management (Hughes 2015). Another predictor, financial resources, can be
linked to the degree of importance top management places on diversity train-
ing programs. However, the financial resources are only as effective as the
results achieved. The invested finances have not lessened the lawsuits and
EEOC complaints of protected-class employees against other employees and
their employers. Extensive, empirical evaluations are needed to justify the
financial investments against the morale of protected-class employees. Some
of those resources may be better spent to alleviate gender and racial pay
inequity instead of ineffective training.

Lack of Trainer Expertise

Another factor negatively impacting training success is the trainer’s lack of
skills in delivering sensitive topics and their lack of knowledge of social group
experiences. These two factors can negatively impact the meaningfulness and
purpose of conducting diversity training. Hughes (2014b) discussed how
essential frame of reference (FOR) is for training and developing diverse
employees.

Bernardin and Buckley (1981) developed the concept of a common frame
of reference for observing and rating employees that would enhance rating
accuracy during performance appraisals. FOR training was designed to teach
the rater to place the most emphasis on the performance of the ratee (Day
and Sulsky 1995), which can lead to improved accuracy during the rating
process (Woehr and Huffcutt 1994). FOR training led to the “largest over-
all increase in rating accuracy of the four training methods evaluated. They
[also] concluded that FOR training is effective when evaluators are trained
on a specific theory of performance and the result is an increase in rating
accuracy when FOR is applied to a performance evaluation task” (Bernardin,
Buckley, Tyler, and Wiese 2000, 228; Woehr and Huffcutt 1994). Bernardin
et al. (2000) stated that the “major transferring element of FOR training was
experience with clearly defined and precise performance criteria and the use
of these criteria as a context for the observation and subsequent rating of per-
formance” (268). If precise performance criteria are identified and presented
to trainees during the training, FOR training can be a benefit within diversity
training efforts. Vague suggestions during diversity training have proved to be
ineffective.

Adoption of diversity initiatives among US organizations has exploded in
recent years, and business is booming for diversity consultants and trainers



Managing Diversity Training Programs ● 121

(Day 1995). However, in selecting a diversity training consultant, organi-
zations are faced with an industry that is overflowing with candidates, but
deficient in defining guidelines and certification standards for trainers. Today,
we find a myriad of professionals in this field.

Choosing consultants with limited or no experience in multicultural
issues, personnel law, and group dynamics can cause an organization more
harm than good. The training techniques used have also become question-
able. Some trainers use inappropriate training exercises such as simulating
hostile confrontational tactics. These tactics place the organization in a lia-
bility situation since some participants might regard this method as being
in violation of the “hostile free” work environment that most organizations
promote.

In view of the possible ramifications from hiring unqualified trainers, man-
agers should set the standards for and assess the competency of diversity
trainers and consultants (Day 1995; Scott and Sims 2015). Conducting an
assessment of the organizational culture prior to training and interviewing all
members within the organization could prove beneficial in developing a cus-
tomized training program. Also, if the training is of a causal nature, trainers
should familiarize themselves with the issues from both perspectives before
attempting to bring the groups together in a training environment. If train-
ing content is topic specific (e.g., attitudes regarding racism), trainers must be
competent and knowledgeable about oppression of marginalized groups and
should have a sense of moral agency in bringing about change.

Next, the competency to adapt to the composition of the training class is a
skill that trainers should acquire much like classroom instructors. Flexibility
and acute awareness of group dynamics is a critical skill for facilitating dis-
cussions surrounding diversity. Furthermore, trainers should be skilled and
competent in facilitating dialogue and creating a safe space for conversations
and dialogue to take place (Byrd 2014; Nagda et al. 1999).

Political Agendas and Lack of Training Objectives

A number of other factors contribute to negative perceptions of diversity
training programs (Von Bergen, Soper, and Foster 2002). First, political agen-
das and political views are not appropriate topics of discussion in a training
environment. Trainers should remain neutral on such topics and should direct
conversations away from politics if they enter the discussion. In addition,
the training purpose needs to be clearly explained and not merely as being a
corrective action for a problem that needs to be corrected.

Trainees need to understand the underlying issues and concerns that led
to the training as a corrective action (Roberson, Kulik, and Pepper 2003).
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Even then the corrective action needs to be specific and measurable. Next,
affirmative action and equal employment opportunity (EEO) topics should
not be included in diversity training. Generally speaking, affirmative action
and EEO topics are specialized topics for management and human resources
professionals who are required to be knowledgeable about avoiding discrim-
inatory actions in hiring, promoting, etc. Because affirmative action and
EEO topics are highly charged and can elicit controversial reactions (Kidder
et al. 2004), diversity trainers need to thoroughly understand the significance
of affirmative action and EEO topics and how (if at all) they link to the
objectives of the diversity training.

Another negative influence is the failure of trainers to provide objec-
tives to trainees on how the training being conducted will favorably
impact overall performance and growth and possibly improve relationships
and the overall culture. Some mistakes diversity trainers make that cre-
ate a negative impression are as follows (Von Bergen, Soper, and Foster
2002):

● trainees are subjected to role play or simulations that cause discomfort;
● training is often too generic, thus failing to recognize and address

organizational culture;
● one specific group is targeted to change;
● training materials are not current;
● training content does not address the development of the trainees’

personal strategies to influence a positive environment for diversity; and
● trainers are chosen according to their minority or ethnic group status.

Poor choice of training consultants, inexperienced trainers, and the compo-
sition of the training groups can also negatively impact training programs.
Before implementing diversity training programs, organizations should have
clearly defined expectations as to how the training will affect the issues and
culture that are unique in each situation.

Today, diversity training encompasses all levels and tiers of the organiza-
tion chart.

But is training mandatory, voluntary, or hand-selected? Are those who
participate doing so with the expectation that the organization culture will
become more accepting of diversity? If so, the attitudes and expectations
of those being trained will directly impact the effectiveness of the training
program.

Despite the often negative backlash, diversity training has been shown
to benefit an organization if it is suited and tailored to that organization’s
needs and enhances its reputation (Reynolds, Rahman, and Bradetich
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2014). For example, diversity training is important for both managerial and
nonmanagerial workers in the hotel industry, an industry not only with mul-
tiple stakeholders, but one that relies on its ratings to remain competitive
and profitable. Workers who have a high interaction with customers (front
desk clerks, concierges, and guest services representatives) can benefit from
diversity training because they are often the first contact with the customer
and therefore have the potential to develop and create relationships for the
organization.

Evaluating Diversity Training Programs

Diversity training ranks among the top training topics in organizations today.
As was pointed out in Chapter 5, the human capital theory suggests that
investing in training yields returns for organizations; hence, training has
strategic objectives. Yet little research exists that explains whether or not diver-
sity training yields measurable returns. And if measured, what assessments
are taken and at what levels? Another assessment that could be insightful
is how leaders are educated to include diversity and related programs such
as training into the overall strategic planning process. Without some form
of program evaluation, the illusion is that by simply offering training, the
desired outcome, which is a change in behavior, has been achieved. Training
of any type is an investment made by systems. The expected outcome is to
address a specific need or deficiency. A major component in Becker’s human
capital theory is the role of education and training. It has been established
that education and training add value to an organization’s human resources,
which can be considered assets. But if follow-up measurements and evalua-
tions are not taken, how is the initial investment protected? What is the return
on investment? Holton and Naquin (2004) speculate that organizations may
not be aware that it is possible to evaluate post-training performance. Hence,
the HRD issue is how to measure training outcomes. The Hughes model
for designing HRD programs, in Chapter 3, can be used to design robust
diversity training programs.

There can be very little theory found that addresses diversity training,
particularly the issue of transferring training back to the organizational envi-
ronment, where it should be measured in terms of improved performance.
In order to improve the performance of an organization in matters of a
diverse workplace, and to ensure the expected outcome of the training, there
should be an evaluation process to measure the results. This is a critical
issue for further research consideration. However, as noted by Bates (2002),
“until the critical dimensions of the transfer equation can have been ade-
quately defined, made validly and reliably measurable, evaluated together in
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context, and interpreted in a theoretical framework, research will offer only
marginal assistance in understanding and overcoming the transfer problem”
(197). So now the HRD issue becomes how to measure training outcomes
and the transfer of training back to the organization. Transfer of training and
subsequently outcome measurements are critical fields of inquiry for HRD
scholars. Transfer of training from the training session to the individual’s
application of the training in the workplace is needed.

But while organizations can train people, organizations cannot force peo-
ple to behave in a certain way. Behavior is learned, not controlled. While
changing negative behaviors and attitudes is an important function of train-
ing strategies, additional measures should be undertaken to ensure the
effective transfer of training back to the workplace (Holladay and Quiñones
2003). Positive outcomes from training have also been linked to manage-
ment support, the composition of the training groups, and trainer expertise.
Proactive approaches to diversity are evidenced through the initiatives by
major corporations that link diversity training with some other organizational
strategy.

Another critical issue for HRD practitioners is the extent to which organi-
zational initiatives taken toward diversity are received by employees (Hughes
2015; Stevens, Plaut, and Sanchez-Burks 2008). Without critical reflec-
tion on employee receptivity and takeaway, organizational initiatives (e.g.,
diversity training) lack strategic focus.

The Structure of Diversity Training Programs for
Organizational Change

The composition of the training plays a significant role in training outcomes.
Training planners should seek to assemble groups of trainees who are demo-
graphically heterogeneous, particularly with respect to visible dimensions of
diversity such as gender, racio-ethnicity, and age (Roberson, Kulik, and Pep-
per 2001, 2003). It is quite likely that prior to participation in diversity
training programs, trainees rarely place any theoretical frame on the diver-
sity issues that will be discussed (Swanson 2002). When organizations are
experiencing problems whereby training is expected to bring about a change
in the culture, without a prior frame of the issues, trainees are not equipped
to stimulate change within the organization. Trainees selected for change ini-
tiatives are expected to become change agents for the organization and should
therefore have the personal mechanisms to attain and maintain that change
agent status (Combs 2002).
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In order for diversity training to be effective, those receiving the training
must perceive themselves as being capable of regulating and directing their
actions regarding diversity and should be empowered to apply new learning
to the workplace. Research studies show that participants with no prior diver-
sity training experience will benefit more from training within heterogeneous
groups. The reason they will benefit is that they will experience for the first
time issues that relate to cultures and/or background differences. Yet, trainees
who have been previously trained will view training from a different perspec-
tive. Their needs will be focused more on what to do with their prior learning
and how to apply it within the workplace.

Experienced diversity trainees are more likely to demonstrate the skill
to apply diversity training strategies when trained in homogeneous groups
(Roberson, Kulik, and Pepper 2001). Homogeneous groups are more likely
to discuss issues more openly, even bringing to light common issues that have
been experienced within the workplace. The pros and cons of homogeneous
diversity training groups reinforce a common theme: while greater diversity
among participants may generate long-term advantages of varying perspec-
tives, these can be accompanied by the short-term disadvantages of increased
group discomfort (Kulik 1998). But the issue remains to the extent that group
composition actually contributes to the manifestation of ill feelings or creates
an environment where trainees feel uncomfortable, defensive, or even threat-
ened. Educating like groups within an organization that are able to relate to
each well and “talk the same talk” fails to educate the common group of the
organization’s workforce.

Emphasis should be placed upon specific behaviors within the organi-
zation that have created negative attitudes and behaviors toward diversity
training. For example, gender has been found to have a negative impact on
diversity training. Men have the tendency to be more negative and show more
resistance to diversity training when women are leading the training, and the
training itself has a narrow focus and remedial assignment (Holladay, Knight,
Paige, and Quiñones 2003).

Many organizations now include diversity training in job vacancy
announcements, listing cultural diversity training as being preferred. As a
result, workers who are considering promotional opportunities enroll in com-
pany seminars to place themselves in a better position for advancement.
These workers enter training programs with a mind-set that is not neces-
sarily open to transforming the organizational culture but rather to personal
gain. Quite often, this attitude is another negative influence on successful
training programs. This is particularly true if there are no clearly defined
outcomes communicated to the trainees. Trainees should enter a diversity
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training program with an understanding of how the training is expected
to improve the organizational culture. Employee involvement in planning
diversity initiatives will help to minimize resistance and provide workers with
a sense of ownership in the entire process.

Success Stories: Diversity Training in Practice

During the early 1990s, the Denny’s restaurant chain settled a multimillion-
dollar lawsuit for claims of racial discrimination (Brathwaite 2002). As a part
of the settlement, the company agreed to implement nationwide diversity
training programs for its employees. Denny’s diversity initiatives are now the
core of its corporate mission, being primarily responsible for diffusing the
restaurant’s racist image. Stories like Denny’s illustrate that training is only
the beginning step toward changing negative racial behaviors. In order for the
training to achieve its objective, the trainees should demonstrate a willingness
to incorporate training into practices and behaviors.

Denny’s diversity initiatives were met with resentment and resistance, pri-
marily because the external training consultants had no prior knowledge of
the franchise’s operations. The company quickly responded by developing
a pool of internal trainers primarily comprised of managers and/or human
resource professionals. This strategy was quite effective, because training par-
ticipants regarded the new trainers as being much more credible. While
Denny’s story is one of success, it is an ongoing, continuous process. The
company has made major changes in its strategic goals, including the addition
of a commitment to diversity in its mission statement. Among the company’s
major diversity initiatives is participation in a mandatory, one-day training
and education program for all Denny’s employees including franchise and
management and nonmanagement personnel. Sixty-three percent of the com-
pany’s employees are minorities, and 44 percent of these are in management
positions. Denny’s training initiatives are an example of a company that has
made strong commitments to its diversity program by aligning training with
organizational strategies. In addition to training, employers should focus on
developing, supporting, and changing the environment around them to be
more inclusive (Caudron and Hayes 1997). This means linking training with
some other strategic initiative.

Management training and development was part of Georgia Power’s
response to a highly publicized racial discrimination suit that was ended
in 2005 by the Supreme Court (McCloskey and Barber 2005). Although
the court ruled in favor of the company, officials took the complaints seri-
ously. A work team found that the company’s behavioral standards were not
being upheld, and, in response, a training program was put into action that
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required participation by all levels of the organization. The first phase, called
Executive Learning, was designed to establish behavioral expectations for top
leaders. The second phase, Valuing Differences, was designed as mandatory
for all employees, including top executives. The goal during this phase was
to enforce diversity awareness and to establish diversity as a positive-change
mechanism. Expected outcomes during this phase were to provide a common
ground to discuss difficult diversity issues. The implementation of the Valu-
ing Differences phase was a benchmark in company history in that it was
the first time top management attended training in the same session as other
company employees. As a performance assessment of this phase, supervisors
are evaluated once per year by their employees.

The expected outcome of the Valuing Differences phase is to increase lead-
ership in the organization and promote inclusion, fairness, consistency, and
equitable access for all employees (McCloskey and Barber 2005). The final
phase—Managing Differently—targeted officers, managers, and supervisors
of the organization. This training focuses on the principles of manage-
ment responsibility—managing the individual, managing the situation, and
managing the culture. The training outcome expected by Georgia Power’s
diversity training was the cultivation of an environment where employees
feel welcomed and valued. Incorporating diversity training initiatives into the
organizational strategy is only the beginning for this company. They have
made a commitment to take training to the next level of practicing and
modeling their learning.

While the diversity initiatives of Denny’s and Georgia Power were reac-
tionary, the companies responded with aggressive training methods in order
to reconstruct their image. The variables that are associated with successful
diversity training can be grouped according to those that directly relate to
the training itself, and those that related to the transfer of the training back
to the workplace (Rynes and Rosen 1995). The factors associated with the
training itself are presumed to influence the degree to which learning occurs,
whereas the broader environment of the organization determines whether
learning will transfer and sustain itself over the long term (Rynes and Rosen
1995). One predictor of training success is whether training is mandatory or
voluntary.

Nextel Communications is another example of a company that success-
fully implemented diversity training for business purposes with clearly stated
objectives (HR Focus 2003). Participants were informed from the onset that
the purpose and objectives were linked to company goals. In addition, they
were told how they were expected to apply the training in their jobs. Score-
cards were used to identify changes in behavior, particularly by managers,
after receiving the training. A follow-up study, conducted online, provided
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participants an opportunity to assess their own reactions to the training and
respond to individual training goals that had been achieved.

Selection of a training program as to its content, length, delivery, and eval-
uative measurements should be a prerequisite for any organization desiring
to implement diversity training. In addition to awareness being an objec-
tive, managers need to stay current with law and other legal requirements
that have been created in response to managing today’s diverse workforce
(Rynes and Rosen 1995). The ultimate goal of a successful training program
is new attitudes and a change in the organizational climate. The effectiveness
of the program being evaluated takes into consideration the characteristics of
the audience, the unique culture of the organization, and a comparison of
pretest and posttest behavior measurements (Holladay and Quiñones 2008;
Tan 1996).

Future Directions

Diversity training appears on the training agendas of most organizations
today. But it is questionable about the practical value and applicability being
placed on the training. In addition, the value placed on practicing the learn-
ing may not be transferred back to the work setting. Diversity training is
often considered obligatory. Trying to evaluate what was learned and placing
the learning into action is a concern for HRD.

According to Scott (2014), the term training is not an ideal descriptor of
diversity initiatives that are expected to bring about change. Although orga-
nizations are not legally responsible for what their employees think and feel,
they are responsible and liable for how those perceptions become behaviors
that are acted upon (EEOC, n.d.). “Therefore, organizations must focus on
behavior, not beliefs” (Zhu and Kleiner 2000b, 13). Renaming training pro-
grams as diversity education or diversity awareness might help to minimize
the inclination to resist participating in diversity efforts. Recognizing that
training may not be the correct term for the effort is not enough. An essen-
tial key is that HRD professionals and others who are tasked to lead diversity
efforts have the power and position of influence to make needed changes
and launch needed programs and projects (Banks, Collier, and Preyan 2010;
Hughes 2014a, 2015).

Integrating best practices from educational programs is another con-
sideration for future directions. King, Gulick, and Avery (2010) found
that a disconnect exists between diversity education and diversity train-
ing that needs to be closed. For example, training frameworks tend to
focus on participant needs, training context, the influence of management,
skills and behaviors, and the importance of modeling the training. Whereas
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“educational components highlight the need to address awareness, appreci-
ation, and understanding of one’s personal attitudes and beliefs, as well as
global and specific knowledge regarding diversity” (897).

Furthermore, because there are multiple, varied forms of diversity, gener-
alizing diversity training in broad, generalized terms is problematic. Diversity
training needs to describe the type of diversity issue being examined. Mak-
ing an ethical case for diversity training may provide a fresh new appeal to
traditional content. Diversity training that is grounded in “morals and ethics
will likely convey to employees that their organization’s values are congruent
with their own values and that their organization cares about their well-being”
(Jones, et al. 2013, 58). An ethical perspective gives the impression of orga-
nizational sincerity, which helps to increase the receptivity and acceptance of
training.

HRD professionals might explore interventions such as distributing
surveys to assess instances of reported mistreatment in and conducting
organization-wide workshops that focus on behavior modifications to induce
modern racists to reconstruct discriminatory attitudes (Deitch, et al. 2003).
Moreover, the satisfaction derived from successful diversity initiatives is the
ability of the trainees to model their training and apply it immediately in the
workplace. In an effort to remain competitive, more companies are recogniz-
ing diversity training as a business necessity, but they are also recognizing the
need to link training with other diversity initiatives. The success of any train-
ing program, whether it focuses upon diversity or other workplace concerns,
lies in continuously revisiting the target areas of the training to determine if
further actions are needed.

Common among much of the research that has been conducted in this
area of training is the finding that the focus of diversity training seems to
have shifted from awareness to one of accountability. Employees at all lev-
els of the organization are encouraged to take more responsibility for their
own behaviors. Diversity training is the foundation to building an environ-
ment where all employees feel valued and respected. But training is just the
beginning. After the training, the journey continues.



CHAPTER 9

Negotiation Skills and the HRD
Professionals

Learning Objectives

On completion of this chapter you should be able to:

● Explain the benefits of negotiation skills for HRD professionals.
● Describe the negotiations continuum.
● Explain the elements conflict.
● Differentiate among the traditional, human relations, and interactionist

views of conflict.
● Explain functional and dysfunctional conflict.

Negotiation and conflict resolution is seldom mentioned within HRD curric-
ula (Kuchinke 2002; Li and Nimon 2009); however, there are many instances
where conflict is likely to occur for the HRD professional not limited to
negotiating increased training seat time, allocation of capital budget, etc.
Negotiations is about “power, ego, leverage, saving face, and of course, ‘being
right’ above all else” (Cleary 2001, 15). Most of the time, HRD will be negoti-
ating from a position of weakness. It is not the operational arm of the business
because it does not typically generate revenue and it does not manage the
money or finances of the organization; thus, more skilled negotiation ability
is critical for the HRD professional.

Short, Bing, and Kehrhahn (2003) identified responding to multiple
stakeholders as a challenge for HRD professionals. This challenge emerged
from the ongoing critical debate about whether organizations have a respon-
sibility to a wider group of stakeholders beyond their focus on shareholders
(May and Kahnweiler 2002). HRD professionals are a part of this debate
because they are responsible for the learning supply chain that supports
organizations.
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Short, Bing, and Kehrhahn (2003) stated that

HRD cannot blindly focus on shareholder value because HRD professionals
must also respond to learning supply chain stakeholders, including primary,
secondary, postsecondary, and postgraduate education institutions; contin-
uing education, training, and development entities; just-in-time knowledge
delivery systems; and other learning solutions both inside and outside the
organization. (239)

As HRD professionals orient themselves to multiple stakeholders, they have
an obligation to promote corporate accountability beyond shareholders to
communities and societies (Kaufman and Guerra 2002). One opportunity
for HRD professionals is to educate the organization on the meaning of social
responsibility and its relationship to organization performance. They can
demonstrate effective strategies for addressing multiple needs and negotiating
various stakeholder interests (Short, Bing, and Kehrhahn 2003); however,
HRD professionals cannot negotiate with stakeholders without negotiation
skills.

Arneson, Rothwell, and Naughton (2013) noted nine new and emerg-
ing competencies that HRD professionals must be able to show the value
of and demonstrate due to changes from the Great Recession and eco-
nomic uncertainty, digital, mobile, and social technology, demographic shifts,
and globalization during the 2013 Association for Talent Development
Competence Study. The nine competencies are as follows:

1. staying abreast of new and emerging technologies and matching the
appropriate technology to a specific learning opportunity or challenge;

2. moving beyond the role of deliverer of training to a facilitator of learn-
ing, content curator, information manager, and builder of learning
communities;

3. fostering a culture of connectivity and collaboration around learning
via mobile and social technology;

4. designing and presenting learning not as a discrete event—a training
course—but as a process that engages learners in a variety of ways over
time through formal and informal channels;

5. leveraging the learning styles and preferences of new generations
entering the workforce and capturing the knowledge of those leaving it;

6. playing a role in integrated talent management so that learning
informs all the processes and systems that create organizational capa-
bility and understanding the role and contributions of the learning
function;
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7. anticipating and meeting the training and development needs of an
increasingly global workforce and contributing to talent development
where the organization most needs it;

8. demonstrating the value and impact of learning by using metrics that
are meaningful to business and using data analysis to measure the
effectiveness and efficiency of learning and development; and

9. continuing to be business partners who align their activities to the orga-
nization’s business strategies and goals and can demonstrate their return
on mission, especially during challenging times.

These changes led to a revision of the Association for Talent Development
(ATD) Competency Model and several name changes in areas of expertise as
shown in Table 9.1.

It is expected that HRD professionals will attain these competencies and
expertise; however, to attain them is not enough to be effective in the work-
place. HRD professionals will have to use these competencies and areas of
expertise in the workplace, and to accomplish this, they must be able to nego-
tiate with all stakeholders who play a role in the successful implementation of
these competencies and services. Hughes, Wang, Zheng, and McLean (2010)
suggested that HRD professionals develop negotiation skills as a competency
within organizations to help address concerns regarding linking theory to
practice.

For current HRD professionals to attain these competencies and expertise
and ensure that their subordinates attain them, they will need to negotiate
for the financial resources to enhance their knowledge base. They must be
continuous learners themselves and open to change. HRD professionals can-
not practice hypocrisy by expecting others to become continuous learners and
change when they are not themselves continuous learners or are not willing

Table 9.1 Changes in areas of expertise since the 2004 ATD competency study

2013 2004

Instructional design Designing learning
Training delivery Delivering training
Performance improvement Human performance improvement
Evaluating learning impact Measuring and evaluating
Knowledge management Managing organizational knowledge/social
Integrated talent management Career planning and talent management
Coaching Coaching
Change management Facilitating organizational change
Learning technologies (new area) None



134 ● Managing Human Resource Development Programs

to change. They must lead by example. Presenting outdated products and/or
services that do not help achieve organization goals in a new and evolving
workplace is simply unacceptable.

Knowing and understanding these areas of expertise and competencies
will be an improvement, but they are only as good as their implementa-
tion. The tools and resources within this book can serve as a useful guide
to help HRD professionals learn, grow, change, and enhance the use of their
competencies and expertise. Having KSAs, certifications, and other capabili-
ties that are never utilized for impact when paid to do so is a waste of financial
resources.

The Negotiations Continuum

The negotiations continuum flows from collaborative/cooperative to com-
petitive. Each individual within a negotiation typically negotiates within this
continuum. The goal is to identify if the opponent in the negotiation is
negotiating with an attitude of collaboration/cooperation or competitiveness.
Assessing and recognizing this as soon as possible during the negotiation will
benefit the negotiator because they can adjust their own behavior.

HRD professionals should be extensively prepared and knowledgeable
about negotiation techniques prior to entering into a negotiation. Accord-
ing to Clyman (2002), key elements to prepare for a negotiation include the
following:

● Know yourself and know the other party. Establish a comfortable
process.

● They know themselves best: let them tell you.
● Understand the context, setting, and structure.
● Determine the tendency toward collaboration or competitiveness.
● Determine negotiable issues.
● Identify strengths and weaknesses (with rebuttals) and taboos.
● Define underlying interests.
● What are the alternatives to agreement?
● Actions to take at the table.
● Actions to take before you get there.
● How will you manage the information?
● What will you share/hold close? What are the assumptions and your

opening script?
● What are your walkaways, goals, and opening offers (remember differ-

ent values/perspectives)?
● What is the negotiating profile of the counterpart?
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Table 9.2 Adding value to the negotiating position

Identify, respect,
and exploit
differences by

Reframe the negotiation Transform the relationship

Performance measures Broaden the context Buyers become suppliers
Strategic competencies Change the deal structure Sellers become customers
Expectations Modify the relationship Counterparts become partners
Attitudes toward risk
Cost of capital
Time frame (when)

Each of these items requires very intense preparation time. They cannot be
overlooked if the HRD professionals expect to be successful during a nego-
tiation. To prepare further, Clyman also suggested that value could be added
to the negotiator’s negotiation position by accomplishing the strategic items
shown in Table 9.2 prior to beginning the negotiation.

Another key area for preparation is to promote cooperation. Clyman
(2002) suggested that negotiators not be envious, just do well; not initiate
aggression because retaliation will be the response; practice reciprocity by
being provokable and forgiving; do not try to be clever because signals are
hard enough to read; and enlarge the shadow of the future by making the
future sufficiently important relative to the present. After all of the prepara-
tion is complete, negotiators must steady themselves for the competition by
avoiding classic blunders.

The classic blunders fall into six categories. They are as follows:

1. Failing to prepare (What is your role?).
2. Not taking enough time to engage in the dance (rushing to comple-

tion).

a. Barter and trade as needed.

3. Succumbing to anchoring, framing, and other cognitive biases.

a. Explore options.

4. Ignoring structure and process.

a. Assuming these are fixed and immutable.
b. Change alternatives and perceptions of alternatives.
c. Bring in others.
d. Change the tone.
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5. Not listening.

a. Presuming counterpart thinks the same as you.
b. Being overconfident in your own position.
c. Test for understanding.
d. Find out what they want.
e. Change or alter.

These are some of the elements that are requisite for negotiations success, but
they must be practiced for successful implementation. There are numerous
case examples available through which to practice. One source is the Darden
Business School’s Executive Education program and case database. The above
content was adapted by Dr Clyman for a case entitled “The Trois Fois” but
has ample applications for HRD professionals. Negotiations skills are most
useful when trying to avoid conflict.

Case to Consider

Negotiations Case

Organization X’s HRD professional has been tasked to improve the labora-
tory employees’ skills. Lack of management support across the organization
has been the biggest problem the HRD department has faced while trying
to make the laboratory skills project successful. Instead of acknowledging
the laboratory department-based issues, providing laboratory staff trainers,
and facilitating the laboratory staff being able to function effectively in their
roles by providing needed resources, the managers look to the HRD depart-
ment to deliver supplemental training that will overcome these laboratory
department-based issues. Organization managers and leaders have not been
willing to take the time to participate in the laboratory department process
development and have avoided ownership of the process to provide HRD
services to develop these employees.

The issues for Organization X related to the lab employees’ outcomes are
as follows:

1. Managers do not value or follow defined laboratory processes that exist
in other areas throughout the organization. If the problem is solved
in this one area, the solution can be implemented throughout the
organization.

2. Work assignments for employees do not expose them to opportuni-
ties to develop necessary skills during routine job functions. Employees
have to know these laboratory skills but are not allowed time off the
job to develop the skills.
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3. Work time is not given to employees to complete their job role as it
relates to laboratory skills.

4. There is no buy-in from management regarding HRD professionals’
role as consultants to their areas.

5. Laboratory staff who function in the trainer role have not been given
the appropriate training and education they need to effectively perform
in that role.

6. Collaborative meetings are not valued or facilitated by the managers
between the HRD professional and their unit-based trainers.

Develop a negotiation plan to resolve these problems between management
representatives and HRD professionals.

Conflict

There are many definitions of conflict. Most definitions involve individu-
als who perceive that a conflict exists and that someone is in opposition to
what the individual wants. Often conflict centers around scarcity of needed
or wanted resources, blockage from what someone wants to achieve, or where
the individual wants to go. Essentially, there is incompatibility among and
between two or more individuals.

For HRD professionals, their conflicts in the workplace usually involve
money, resources, recognition of services provided, power, and attribution of
influence such as how did their service influence employees’ change in behav-
ior? Some of these conflicts are latent while others are overt. It is rare that
individuals in an organization will voluntarily relinquish their power. Many of
these issues cause frustration for HRD professionals, yet they must continue
to perform at optimum levels. To overcome these conflicts, HRD profession-
als must become proficient, if not experts in negotiation skills. The previous
section on negotiations provides essential knowledge that could be helpful.

Historically, there have been three dominating views of conflict. They are
the traditional view, the human relations view, and the interactionist view.

The Traditional View

The traditional view of conflict was that it was bad and something to be
avoided. Despite evidence to the contrary, this view is still prevalent today:
even in academic environments, where academic freedom and open debate of
differences are expected to be the norm. HRD professionals should consider
their personal feeling regarding each specific conflict to ensure that they are
objective in their approach to the conflict. Avoiding the conflict may make
the situation worse than it actually is.
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The Human Relations View

The human relations view of conflict was that it was a natural occurrence
in all groups and organizations and should be accepted since it is inevitable.
The human relations view can be detrimental to HRD professionals because
they interact with humans all the time, and if conflicts are viewed as a normal
part of the process, conflicts can be allowed to escalate beyond the ability to
be resolved. Each conflict should be assessed to determine whether or not
it is acceptable and nonthreatening to or for members of the group. Group
members should be aware of conflict resolution options and have an outlet
for resolving conflicts if they feel the conflict goes beyond the norm.

The Interactionist View

The interactionist view is considered to be the current perspective on con-
flict. According to Robbins (2003), the interactionist view encourages conflict
because a harmonious, peaceful, tranquil, and cooperative group is likely to
become static, apathetic, and nonresponsive to needs for change and inno-
vation if conflict is not present. The major contribution of the interactionist
approach is to encourage group leaders to maintain a minimal level of conflict
to keep the group engaged, self-critical, and creative.

The type of conflict determines whether it is good or bad, functional
or dysfunctional. Functional conflict can support group goals and improve
performance while dysfunctional conflict hinders group performance. When
there is conflict, HRD professionals must determine if the conflict is task,
relationship, and/or process related. Task conflict usually involves the content
and goals of the work. A relationship conflict typically involves incompati-
ble interpersonal relationships and is usually dysfunctional. Process conflict
relates to the manner in which the work is to be accomplished.

Other categories of conflict include communication, structure, and per-
sonal variables. Communication skills are a necessity for HRD professionals,
who must avoid conflicts of communication as much as possible. They must
test for understanding and learn the terminology of communication within
the organization. Use of wrong terminology can cause confusion, so learn-
ing to speak the language of the customers—internal and external—must be
given high priority.

The channel through which the HRD professional chooses to communi-
cate is very important. There are many modes of communication including
e-mail, text messages, formal letters, memos, telephone, and face to face. With
today’s rapid pace of communication, many HRD professionals use face to
face as a last resort (Li 2013), but it should be the first choice if there is a
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perception of conflict. The process through which one communicates should
meet the needs of the recipients of the communication. Some people do
not like to communicate through e-mail, so they take the time to learn the
individuals’ preferred methods of communication and try to accommodate
them to the extent possible. There are instances where one can overcommu-
nicate information. Many leaders are very busy and need only to be provided
with the key information. Extensive information can be sent as a follow-
up. Do not overcommunicate if the time allotted does not allow for the
amount of information that you have.

The structure of the situation can also cause conflict. Typically, more than
eight members in a group lead the group to not be able to reach consensus.
Knowing this information should help determine group sizes for projects and
committees. Everyone does not always need to offer participation in every
activity. Some activities are beyond some participants’ knowledge base, and
their participation will usually slow things down as other members try to
educate them, or they can create confusion for the group. Some of this is
essentially group dynamics in which everyone should understand their role
within the group.

Personal variables of employees can cause conflict. Understanding that
individuals have different value systems is essential. One of the key activities
would be to have employees develop a list of common values that they have
and agree to operate within those values. Some common values are honesty,
integrity, and fairness. Acceptance of differences can sometimes be difficult,
but if employees can agree on common core values, they usually improve their
ability to collaborate and cooperate with each other.

Robbins (2003) noted five conflict-handling approaches—competition,
collaboration, avoidance, accommodation, and compromise—and suggests
appropriate times when managers should use the approaches.

1. Competition. When one employee seeks to achieve certain goals or
to further personal interests, regardless of the impact on others. Man-
agers should use competition when quick, decisive action is vital
(in emergencies); on important issues, where unpopular actions need
implementing (in cost cutting, enforcing unpopular rules, discipline);
on issues vital to the organization’s welfare when you know you’re right;
and against people who take advantage of noncompetitive behavior.

2. Collaboration. When each of the parties in conflict desires to satisfy
fully the concern of all parties, there is cooperation and a search for a
mutually beneficial outcome to a mutual problem. Use collaboration to
find an integrative solution when both sets of concerns are too impor-
tant to be compromised; when your objective is to learn; to merge
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insights from people with different perspectives; to gain commitment
by incorporating concerns into a consensus; and to work through
feelings that have interfered with a relationship.

3. Avoidance. A party may recognize that a conflict exists but react by
withdrawing from it or suppressing the conflict. Use avoidance when
an issue is trivial or when more important issues are pressing; when
you perceive no chance of satisfying your concerns; when potential dis-
ruption outweighs the benefits of resolution; to let people cool down
and regain perspective; when gathering information supercedes imme-
diate decision; when others can resolve the conflict more effectively;
and when issues seem tangential or symptomatic of other issues.

4. Accommodation. When the parties seek to appease their opponents,
they may be willing to place their opponents’ interests above their
own. One party is willing to be self-sacrificing. Use accommodation
when you find you are wrong and to allow a better position to be
heard, to learn, and to show your reasonableness; when issues are more
important to others than to yourself and to satisfy others and maintain
cooperation; to build social credits for later issues; to minimize loss
when you are outmatched and losing; when harmony and stability are
especially important; and to allow subordinates to develop by learning
from mistakes.

5. Compromise. When each party to the conflict must give up something,
sharing occurs, resulting in a compromised outcome. In compromis-
ing there is no clear winner or loser. Use compromise when goals are
important but not worth the effort of potential disruption of more
assertive approaches; when opponents with equal power are commit-
ted to mutually exclusive goals; to achieve temporary settlements to
complex issues; to arrive at expedient solutions under time pressure;
and as a backup when collaboration or competition is unsuccessful.
(402)

Summary

The negotiation and conflict awareness and resolution issues provided in this
chapter offer an opportunity for HRD professionals to learn, develop, and
implement to leverage their position inside organizations. HRD profession-
als must recognize their position and negotiate with others to achieve the
organization’s goals. They must also avoid conflicts that are not beneficial to
their program’s success.



CHAPTER 10

Current Issues and Evolving Trends

Learning Objectives

On completion of this chapter you should be able to:

● Recognize current trends in HRD.
● Recognize subareas of HRD that are emerging into mainstream

discussions.
● Discuss future trends for developing Workforce 2025.
● Explain HRD’s response to emerging trends.

In today’s dynamic and continuously changing, global workplace, learning
and knowledge has become a very important “commodity.” Supply and
demand for knowledge must be recognized and understood by leaders at
all levels within the workplace. In essence, one must know and understand
the knowledge base at present and determine what is needed in order to
obtain and/or supply the knowledge necessary to proceed toward and accom-
plish organization goals and objectives. This chapter explores these issues by
focusing on the role technology plays in the learning process, how workplace
learning impacts the competitive advantage strategy of an organization, and
how to meet the demands for workplace learning by supplying the tools nec-
essary to meet the needs of the workforce regardless of levels and specific
individual needs.

Hughes’ (2010, 2012) People as Technology can be related to learning and
knowledge being treated as a “commodity.” Often in the workplace a lot of
time is invested in developing new technology. New equipment and tech-
nology are purchased, and their use, maintenance, location, modification,
and time value are evaluated prior to purchase. In order to relate learning
and knowledge to a commodity, HRD professionals must evaluate how com-
modities are treated and developed from the time they enter the facility until
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they are presented to the consumer as a finished product. There is minimal
limitation to the amount of attention given to technology-related commodi-
ties. At least an equivalent amount of energy and effort should be granted
to helping employees with acquiring, maintaining, and using knowledge and
learning opportunities that are available within the workplace. Employees at
all levels should be presented to the customer and the community as knowl-
edgeable, productive members of society. Within the global economy and the
technology revolution, all employees need to be ready to deal with issues as
they arise in a professional manner.

Within organizations, there are HRD programs that provide knowledge
and learning opportunities as a “commodity” to enhance employee devel-
opment; however, the methods and processes used by HRD programs must
match the needs of each individual employee as well as the organization’s goals
and objectives. As new technology and processes are developed or enhanced
such as “the Internet, intelligent tutoring systems, learning objects and voice
recognition” (Bassi, Cheney, and Lewis 1998), the providers of learning
opportunities for employees must be knowledgeable and able to assimilate
those ideas into the workplace as needed. All trends that are developed may no
longer be conducive to the growth of an organization as consumers develop
new interests. Also, employees within the workplace change or the company
itself may change its strategy. Any workplace change that has an impact on
an individual affects their ability to learn and obtain knowledge. For exam-
ple, as equipment continues to become more automated and computerized,
the training needs for an employee, who was hired prior to computers being
a mainstay within an operation, can be a massive undertaking. Fear is often
a hindrance to their training. Their confidence may not be strong, and the
amount of motivation needed can be very high. All of these issues must be
addressed and overcome, without impacting or minimally impacting efficien-
cies that are established based on customer demands and competition from
competitors, both locally and globally. Harnessing the demands of an oper-
ation and supplying the training that is needed are key to the survival of an
organization. There must be a “happy medium” achieved such that every-
one benefits. The employee must be developed to operate the equipment, the
efficiencies must be maintained, and organization goals must be achieved.

Once an employee has been trained and is knowledgeable, that knowl-
edge must be managed effectively. However, difficulties provide challenges to
effectively managing knowledge. The following is a list of difficulties that are
faced within organizations:

1. Changing people’s behavior.
2. Measuring the value and performance of knowledge assets.
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3. Determining what knowledge should be managed.
4. Justifying the use of scarce resources for knowledge initiatives.

(Bassi, Cheney, and Lewis 1998)

Intelligent tutoring systems utilizing voice recognition are the most recent
type of technology that is currently being developed to overcome some of the
challenges organizations are facing. Intelligent tutoring systems allow employ-
ees to learn at their own pace and progress through training courses as needed.
Attributes of intelligent tutoring systems are as follows:

1. Generative. The capability to generate appropriate instructional inter-
actions at run time, based on learners’ performance.

2. Mixed-initiative. The capability to initiate interactions with a learner
as well as to interpret and respond usefully to learner-initiated interac-
tions. Natural language dialogue is sometimes a focus of this feature.

3. Interactive. The provision of appropriately contextualized domain-
relevant and engaging learning activities.

4. Student modeling. The capability to assess the current state of a
learner’s knowledge and the implied capability to do something
instructionally useful based on that assessment.

5. Expert modeling. The capability to model expert performance and the
implied capability to do something instructionally useful based on the
assessment.

6. Instructional modeling. The capability to make pedagogical inferences
and decisions based on the changing state of the student model, based
on the prescriptions of an expert model, or both.

7. Self-improving. The capability to monitor, evaluate, and improve its
own teaching performance as a function of experience.

(Bassi, Cheney, and Lewis 1998, 65)

The impact of these systems in the workplace would facilitate employee
development more rapidly and efficiently because growth and development
opportunities would be accessible and current.

As organizations continue to grow through mergers and the global econ-
omy, all employees must be trained and developed. Many technologies have
been developed and are continuing to be developed. Determining which are
useful to an individual and/or organization must be done with the utmost
care and consideration of organization strategy. Meeting the demands has
to be done in as efficient manner as possible without sacrificing quality of
the learning or knowledge that is required. The challenge and opportunities
for achieving these objectives are as near as the Internet or as far away as
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an organization that is unwilling to invest in the necessary tools for achiev-
ing its goal—be it the commodities for producing the desired product or the
“commodity” of learning and knowledge.

This information is useful and informative, and it must be assimilated and
utilized as needed for each specific organization. All companies do not operate
in the same manner; therefore, just because a trend is producing superb results
for one company, it could be detrimental to the success of another.

Managers and practitioners are tasked with evaluating programs to ensure
program goals and objectives are in sync with the emerging needs of a
contemporary workforce. As the twenty-first century continues to evolve,
managers and practitioners must remain updated in strategies and practices
that are effective in managing HRD programs. In this final chapter, cur-
rent issues and implications for the future of managing HRD programs are
discussed, and evolving trends that are relevant to HRD program success
within organizations will be presented. This chapter will also offer insight
to researchers on current trends in the field that could benefit from further
research.

Current Trends in Human Resource Development

This book has represented major functional areas where an HRD practi-
tioner’s work is impactful. Current trends indicate scholars and practitioners
are still interested in a variety of topics that relate to foundations established
in the early beginnings of the field although some expansion of these founda-
tions can be recognized. Examination of popular referenced and read human
resource development publications in the Human Resource Development
Quarterly, Human Resource Development Review, Human Resource Develop-
ment International, and Advances in Developing Human Resources show that
HRD continues to be researched and studied from a learning/performance
paradigm or as one of the tripartite developmental functions of training and
development, organization development, or career development. Table 10.1
is a representation of selected articles from these paradigms and functional
areas noted as most read or most cited from the four AHRD publications.

Although HRD evolved from fitting neatly into a learning or performance
paradigm or from being positioned as training development, organization
development, or career development, this book has demonstrated that the
field has developed a much broader involvement as a strategic business partner
over time in order to carry out its basic functions. In the process of doing so,
HRD has not avoided being drawn into other aspects of organizational work.

Another factor that has allowed space for HRD to branch out into areas
unconceivable from its early days is the numerous ways that the process has
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Table 10.1 Selected articles from HRD publications representing HRD paradigms and
functional areas

Learning Ardichvili 2008; Chalofsky and Krishna, 2009; Cox,
Bachkirova and Clutterbuck 2014; Gibson 2004; Hanson
2012; Leonard and Lang 2010; Maltbia, Marsick, and Ghosh
2014; Marsick and Watkins 2003; O’Neil and Marsick 2014;
Wooten and James 2008; Yang 2004

Performance Avey, Reichard, Luthans and Mharte 2011; Fairlie 2011;
Germain and McGuire 2014; Gilley, Morris, Waite, Coates, and
Veliquette 2010; Shuck and Rose 2013; Thomas 2014; Wollard
and Shuck 2011

Training and development Allen 2006; Bartlett 2001; Collins and Holton III 2004;
Edwards and Turnbull 2013; Fambrough and Hart 2008;
Gilley, Shelton and Gilley 2011; Jarvis, Gulati, McCririck and
Simpson 2013; Hagen and Peterson 2014; Jean-Marie,
Williams Sherman 2009; Kennedy, Carroll and Francoeur,
2013; Kim and McLean 2012; Madsen 2012; McEntire and
Shortridge 2011; Weinberger 2009

Career development Barnett and Davis 2008; Beattie, Kim, Hagen, Egan, Ellinger
and Hamlin 2014; Grzywacz, and Carlson 2007; McDonald
and Hite 2005; McDonald and Hite 2005

Organization development Bartlett and Bartlett 2011; Bierema and Callahan 2014;
Brookfield 2014; Byrd 2014a; Egan 2005; Egan, Yang, and
Bartlett 2004; Eversole, Venneberg, and Crowder 2012;
Garavan and McGuire 2010; Gedro and Mizzi 2014; Hughes
2010; McLean 2005; Munn 2013; Rocco, Bernier and Bowman
2014

been defined (Weinberger 1998). The “lack of clarity regarding definitional
boundaries and conceptual underpinnings may be due to the multidis-
ciplinary and omnivorous nature of the field” (McGuire 2014, 2). The
multidisciplinary nature of the field could, thus, be considered a strength in
that new and innovative ways to develop people in a rapidly changing world
are given a place for HRD scholars and practitioners to explore and bring
new insights to the foundations of the field.

Compounding the lack of definitional agreement is the coexistence of
sub-definitions such as strategic HRD (SHRD) (discussed in this book) and
the emergence of others such as national HRD (NHRD), critical HRD
(CHRD), and virtual HRD (VHRD). While creating sub-definitions in the
wake of non-clarity of a foundational definition seems counterintuitive, this
trend expresses scholarly advancement from the narrow and tightly bound
traditional view of the field and demonstrates progression and vision as to
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how the field could further contribute to research, theory, and practice at a
variety of levels and contexts.

Strategic HRD

Strategic HRD will continue the journey toward refinement, particularly as
HRD scholars and practitioners make new discoveries and offer new insights
on helping organizations improve effectiveness and competitiveness (Gilley
and Ruona 2009). Hence, SHRD will play a significant strategic partnership
role in helping organizations and businesses identify strategies that improve
organizational effectiveness (Gilley and Gilley 2003, 2014):

● working with senior management to establish a development culture
that highlights organizational performance,

● assisting organization leadership with determining needs and services
that produce the highest impact,

● suggesting ways to improve performance by linking feedback strategies
to rewards and compensation,

● contributing to long-range goals and developing plans to support those
goals,

● helping leadership determine appropriate leadership development needs
that are results driven, and

● working with organization leadership to understand the implications of
implementing change.

Fundamental to SHRD is learning to improve what is already in place, learn-
ing to optimize and make the best of present resources, and learning what
is needed to build on those resources to achieve desired results. HRD is
already grounded in a learning culture; therefore, SHRD is a current trend
with potential to contribute to HRD’s positionality within organizations. The
challenge toward achieving strategic positionality is a full understanding of
the organization’s strategic requirements, which may require a shift in think-
ing about HRD in its traditional sense and finding ways that the field can
add value to the dynamic landscape of business and organizations (Garavan
2007).

National HRD

Broadly speaking, national HRD is HRD implemented at the national level
and guided by governmental policy. In terms of a definition, McLean and
McLean (2001) proposed:
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Human resource development is any process or activity that, either initially
or over the long term, has the potential to develop . . . work-based knowledge,
expertise, productivity and satisfaction, whether for personal or group/team
gain, or for the benefit of an organization, community, nation, or, ultimately,
the whole of humanity. (p. 322)

NHRD has a humanistic goal, particularly in terms of creating well-being
of people in more underdeveloped nations (Mace, Venneberg, and Amell,
2010). However, NHRD still stands on relatively wobbly legs. Two issues of
Advances in Developing Human Resources (Lynham and Cunningham 2006;
McLean, Osman-Gani, and Cho 2004) have been devoted to this topic.
Notably absent from these two issues was application of NHRD to the
United States. McLean, Osman-Gani, and Cho (2004) acknowledged this
absence with the comment that no appropriate proposal representing the
United States was received. In a later publication, McLean (2014) indicated
the United States has a limited approach to NHRD based on measurement
factors used to calculate outcomes. If the United States as a world leader is
absent from discussions of NHRD, the concept may fail to catch on as a
subset of HRD (which itself is still being defined).

Critical HRD

Critical HRD (CHRD) promises to develop the social perspectives of HRD.
Needless to say, much like the broader concept of HRD, scholars who are
contributing to this emergent philosophy are still grappling with a definition.
Perhaps it would be more insightful to explain the attributes and outcomes
of CHRD rather than trying to define it.

CHRD emphasizes the inadequacies of current and dominant HRD ide-
ologies that do not fully recognize actions needed to bring about more fair
and equitable workplaces where all people are treated with human dignity
and respect and full participation is automatically understood (Byrd 2014b;
Fenwick 2004; Steinberg and Kincheloe 2010; Ty 2007). CHRD brings a
social justice ideology that has been excluded from the traditional conser-
vative viewpoints of HRD (Byrd 2014b; Ty 2007). Expected social change
outcomes include (among others) emancipation, social justice, equity, free-
dom, equal participation, inclusion, improved relationships, more democratic
work processes, and empowerment (Sambrook 2014).

In addition, critical HRD and strategic HRD are interactive in manag-
ing diversity and emphasizing ways that diversity adds value not only to an
organization’s strategic goals but also in adding a competitive advantage that
will capture diverse stakeholders and demographic markets.
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The future success of any organization relies on the ability to manage a diverse
body of talent that can bring innovative ideas, perspectives and views to their
work. Diversity in workforce will also help firms when they compete in foreign
markets. It helps in the fulfillment of competitive environment. It helps in
committing the success in an organization and prepares employees for high
task which is strength to a company.

(Kaur 2014, 37)

While CHRD has the potential to move the field of HRD more into the
social realm of organizational life, a caveat is in order. The strength of advanc-
ing CHRD lies in action. It is one thing to say what a thing is, but it is quite
another to show what it can do. Therefore, research that aligns with CHRD
needs to not only put forth action-oriented strategies but also show how the
HRD community can become advocates and allies in bringing about social
change.

Virtual HRD

Virtual HRD is a “media rich and culturally relevant web[bed] environ-
ment that strategically improves expertise, performance, innovation, and
community-building through formal and informal learning” (Bennett 2009,
364). VHRD actually represents a paradigm shift for HRD. That is, the
concept pushes us to think about the environment in which HRD operates
rather than the process itself (Bennett 2009; Bennett and McWhorter 2014).
Presently there are a handful of scholars who are aligning with this idea, which
is grounded in the idea that learning and the environment itself interact to
create desire outcomes for developing an organization’s human resources.

Another fundamental aspect of VHRD is the technology-enabled work-
place, which suggests that technology can be used to solve an organization’s
problems or has the potential to be the problem. Herein lies VHRD’s use-
fulness by mediating the implementation and design of technology in the
workplace (Bennett and McWhorter 2014). Finally, VHRD appears to sup-
port Harbison and Myers’ (1964a) postmodern prediction that innovation
and technology is the “new” imperative. More than 50 years later, the role of
technology in human resource development has been realized, is understood,
and is continuing to transform the workplace.

Beyond describing HRD, HRD professionals need to expand HRD into
areas that will leverage their positions within organizations. This text has
offered HRD an opportunity to expand through HRD quality management
and HRD negotiations. These two areas represent growth and credibility
opportunities to strengthen the field without faddish manipulation.
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Future Trends Affecting Human Resource Development:
Workforce 2025

Harbison and Myers (1964a) applied the concept of human resource devel-
opment as fundamental to developing society as a whole. Thus, this earliest-
identified description of HRD describes the process from its human capital
value. This concept remains central to the essence of what HRD is about:

the process of increasing the knowledge, the skills, and the capacities of all the
people in a society. In economic terms, it could be described as the accumu-
lation of human capital and its effective investment in the development of an
economy. In political terms, human resource development prepares people for
adult participation in political processes, particularly as citizens in a democ-
racy. From the social and cultural points of view, the development of human
resources helps people to lead fuller and richer lives, less bound by tradition.
In short, the processes of human resource development unlock the door to
modernization.

(Harbison and Myers 1964a, 2)

They further concluded that human resource development and education
are the keys to sociological modernization. According to Harbison and Myers
(1964b), future trends are technology driven and respond to the specific needs
of employers, private and public. Moreover, education plays a critical role in
providing quality instruction with the objective of producing highly skilled
and broadly educated people who are qualified to assume major leadership
roles in all phases of society.

Strack (2014) predicts a future workforce crisis that will consist of labor
shortage and an imbalance in skill set. A cultural challenge will require strate-
gic planning that will consist of four components: (1) forecasting supply;
(2) attracting talented people, not just generation Y and women but retirees;
(3) a plan for educating and up-skilling; and (4) a retention plan that includes
an appreciation and relationship culture.

Because there are not enough Gen Xers to fill leadership gaps cre-
ated by the exiting baby boomers, millennials will be needed to fill those
gaps (Brack 2012). It is therefore expected that by 2025 the millennials
will be in charge of the workforce (Hartford Business 2014). This group
has already grown up in a high-tech society, and technology is an auto-
matic extension of how they view the world. This group is also highly
skilled at multitasking. The challenge for HRD is providing leadership
competencies and skills to this group. In fact, millennials themselves
have expressed a concern about skills that will keep them competitive in
the long run (Brack 2012). The most reasonable approach would be to



150 ● Managing Human Resource Development Programs

take advantage of millennials’ technology expertise in creating innovative
and open communication approaches in disseminating policies, schedules,
announcements, etc., among the workforce—communication being a skill
that leaders are criticized for not being as adept at as they should. Another
development approach is encouraging more collaboration with managers at
all levels of supervision in an informal roundtable where a “state of the
organization” type of discussion takes place. Relationship building is a crit-
ical requisite for all professionals—but particularly for those in positions of
leadership. Strong interpersonal skills are also needed for effective communi-
cation. Consequently, effective communication is fundamental for building
trust, a two-way process (Gilley and Boughton 1996), so that people will want
to work for and with their superiors toward mutual goals. Millennials will
therefore need to perfect their interpersonal communication skills as leaders
of tomorrow’s workforce.

Harbison and Myers’ (1964b) application of modernization theory during
the 1960s is progressive and is appropriate in applying to the development of
today’s workforce. Harbison and Myers’ recognition of the critical role of
leadership is consistent with findings from a survey conducted by the Society
for Human Resource Management (SHRM 2012). These findings indicated
that one of the top three challenges that will face human resource profes-
sionals over the next ten years is developing the next generation of leaders.
The postmodern question now is: What is the new imperative for developing
tomorrow’s workforce?

Human Response Development Response to Emerging
Workforce Trends

As new workplace trends emerge, it is inherent that HRD practition-
ers will play a key role in identifying problems that can originate from
people, processes, and systems, to name a few. Since human resource devel-
opment (HRD) focuses upon problem-solving, the field plays an integral
role in assisting organizations in the process. As this book has empha-
sized, human resources represent an organization’s current and future capital
potential (Madsen 2001). The extent to how HRD is involved in an indi-
vidual’s development to achieve their maximum potential is not a new idea.
But the challenge that lies ahead for HRD is how the field as a whole
applies philosophical and theoretical research to the everyday realities of
the workplace. Some of the everyday realities include (but are not lim-
ited to) work and nonwork role conflict, continuing dilemmas of ageism,
workplace incivility and aggressive behaviors, and creating a culture of
ethics.
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Work and Nonwork Role Conflict

Evolving as a new domain for HRD practitioners and researchers is designing
interventions to reduce employee work and nonwork role conflict (Madsen
2001). Poor performance often results from child-care issues, relationships
on the brink, family crises, stress from working two jobs, etc. A vast
number of employees are unable to disassociate family conflict with their
responsibilities within the workplace. Morris and McMillan (2014) suggest
a new metaphor for research in this area. Using the metaphor work/life
harmony, “understanding and developing interventions associated with the
dynamics between the context of work and life” (229) will better serve the
workforce.

Applying the metaphor of work/life harmony as opposed to work/life
conflict creates the illusion of events coming together and becoming
synchronized—somewhat in the way that literary and musical works become
tuned to create a more perfect blend and tone. “By better understanding
work/life theory, issues, challenges, and possible solutions, HRD professionals
can strategically change the work culture, redesign work, implement training
programs, and tailor career programs or assistance strategies enabling employ-
ees to be more engaged, productive, and fulfilled” (Morris and Madsen
2007, 440).

The Dilemma of Ageism

The aging workforce and the trend of the baby boomers returning to the
workforce is not a newly identified trend. However, unexplored dimensions
are baby boomers’ concept of self and the need for self-actualization and
contributing to meaningful work. In addition, the gradual depletion of pro-
fessional wisdom and attitudes toward work, characteristic of this generation,
represents a loss to the value that older workers have made to their respective
workplaces. The literature contains conflicting information on the employ-
ability of older workers (Rocco, Thijssen, and Githens 2014). The reason
why older workers are returning is fairly established: economic reasons are
forcing some older workers out of retirement and back to the workforce.
This presents the dilemma of complacency or self-fulfillment. Complacent
workers will often return to the same type of work, often to the same organi-
zation and work group, because it means not having to learn anything new.
This type of worker is not adding anything new to the organization. Further-
more, there is a lack of studies that show older workers as being incapable
of learning and growth (Rocco, Thijssen, and Githens 2014). However, their
desire may not be a catalyst, particularly if the reason for returning to the
workforce is economic. Workers who are seeking self-fulfillment may return
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to the same organization, but are interested in being challenged and learning
something new.

Hiring officials need to recognize these types of characteristics and seek
creative ways to add value to the work of older workers returning to the
workforce or for that matter those desiring to remain past traditional retire-
ment age. One possibility is to provide opportunities as human resource
development specialists (Byrd 2014a). In this capacity, older workers from
all levels and job types can be trained to serve in a knowledge-sharing role
and deliver workshops based on lessons learned during their organizational
work life. Older workers have gained a certain experiential wisdom that is not
captured in textbooks. Younger workers will not always have historical infor-
mation and the knowledge base to recognize what is, in reality, a new idea
or not or what has been tried before and worked well or did not work well
(Rocco, Thijssen, and Githens 2014). It would also be useful for HRD aca-
demic programs to prepare students for future interaction with older workers,
going beyond (but certainly not excluding) the traditional perspective of
anti-age discrimination. The significant thing is that students recognize that
although people reach a certain age, their useful work life and employability
value may extend far beyond society’s traditional expectations.

Workplace Incivility and Aggressive, Violent Behaviors

Workplace incivility and more recently aggressive, violent behaviors have
infiltrated everyday work life. In fact, the workplace is not immune from
issues that occur in broader society. Workplace incivility is “low intensity
deviant behavior with ambiguous intent to harm the target, in violation of
workplace norms for mutual respect. Uncivil behaviors are characteristically
rude and discourteous, displaying a lack of regard for others” (Andersson and
Pearson 1999, 457). When these types of behaviors occur at work, the results
could be decreased employee satisfaction and over a period of time could be a
detriment to personal health and well-being (Githens 2011;Reio and Ghosh
2009). While research has, for the most part, studied workplace incivility with
a focus on “subtle, nonphysical manifestations of interpersonal mistreatment
in the workplace” (Cortina 2008, 55), the term should also be broadened to
represent subtle and covert masked discrimination and bias that is selective
and targets specific social groups in the workplace.

If not addressed, workplace incivility can lead to workplace vio-
lence (Kormanik 2011), “an extreme manifestation of escalated work-
place incivility” (114). “Violence, aggression, bullying, tyranny, harassment,
deviance, and injustice—each represents a related form of interpersonal mis-
treatment in the workplace. Over the past decade, organizational researchers
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have paid increasing attention to these antisocial behaviors” (Cortina, Magley,
Williams, and Langhout 2001, 64). Workplace violence is a threatening,
antisocial, and aggressive type of behavior, intended to cause harm, that is
becoming prevalent in the workforce. “Aggressive behaviors are behaviors
directed toward another individual and carried out with the intent to cause
harm” (Anderson and Bushman 2002, 28). For example, in September 2014,
a man who had been fired at from a food processing plant in Oklahoma City
returned later and severed the head of a woman who had been working at
the plant. The man was in the process of attacking another individual when
he was shot by a reserve deputy. This type of violent behavior gives reason to
pause and consider: Who is responsible for preparing the workforce to react
to and possibly defuse situations that are life threatening?

The field of HRD has been slow as a community to present a united
front on matters that emerge from the social realm. Some scholarly work on
workplace incivility and aggressive behaviors has emerged, but a very limited
consideration has been given to how these behaviors have impacted social
identity groups (race, gender, age, national origin, ethnicity, etc.). Perhaps
such lack is further support that the field of HRD is “whatever one wants
it to be or does not want it to be.” Another perspective to consider is the
effect of posttraumatic stress disorder (PTSD) on workers and how HRD
professionals can address the resulting workplace problems (Hughes, Lusk,
and Strause In press).

Competencies for Creating a Culture of Ethics

Matters of ethics and morals present issues and concerns for any profession
and workplace environment. Basically, ethics means doing the right thing.
Morals are values and beliefs that guide how one thinks and acts in doing
(or not doing) the right thing. A thought for consideration is how the field
of HRD represents itself based upon principles of ethics. First, how are affili-
ated HRD academic programs preparing the future workforce to demonstrate
the highest standards of ethical conduct? Second, how do professional orga-
nizations like the Academy of Human Resource Development use standards
or other ethical codes to establish themselves as community of integrity in
research and scholarship (Russ-Eft 2014)?

As has been shown throughout this book, HRD has branched out in
many directions, which means ethical responsibility increases (MacKenzie,
Garavan, and Carbery 2014). Ethical dilemmas occur when there is “a right
and a right” course of action to resolve a situation; in other words, no one
particular action is correct. The significance is that there are choices and
consequences that come with each choice made. This means that HRD
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professionals will need to become more competent in what constitutes ethics
and morals. HRD professionals are held to several ethical principles: ethics of
rights, ethics of utility, ethics of virtue, ethics of justice, and ethics of care, to
name a few.

First, ethics of rights assumes that people are entitled to certain basic
rights: freedom of speech, freedom of religion, etc. Kant’s (1998) categori-
cal imperative is central to this ethical foundation. Essentially, Kant expresses
how all individuals possess the moral duty to treat others equally and with
respect. Second, ethics of utility is grounded in the moral duty to make deci-
sions that benefit the greatest number of those involved and minimize harm
for all others (Mill and Bentham 1987).

Third, virtue ethics emerged from the writings of Aristotle (trans. Irwin
1998). Virtue ethics is grounded in the character and/or dispositions of the
individual taking action in a matter or an event. Thus, a person will exercise
moral duty based on virtues (benevolence, courage, dependability, fairness,
generosity, honesty, loyalty, self-control, tolerance, etc.) rather than vices
(deceit, dishonesty, greed, laziness, neglect, selfishness, etc.), thereby enabling
appropriate choices to be made about what is right. Fourth, ethics of justice
is the fundamental principle of distributive justice (Rawls 2005). This means
that people have a moral duty to ensure equity, fairness, and impartiality
in their associations with others. Finally, ethics of care is grounded in the
moral duty to transcend self and seek the value of relationships. Responding
to situations should go beyond merely how to respond with equity, fair-
ness, and impartiality but how to do so with compassion and care (Gilligan
1982/1993).

The linking pin that brings these ethical principles together is that all
people have an innate worth and value as human beings. HRD professionals
touch all areas of organizational life and must therefore develop, sharpen, and
refine competencies that align with these fundamental ethical principles.

Summary

This chapter presented emergent concepts of HRD and trends that could
impact the work of HRD professionals in the field. The significance of this
chapter has been to provide insight on how the field of HRD continues to
evolve and respond to the everyday realities of organizational life. In terms
of future directions, Kormanik and Shindell (2014) pose the following
questions:

Where is HRD now?
Where do we want/need to be?
What should we do to achieve the ideal future?
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This chapter has touched on a few points that offer insight on answering these
questions. An ideal future may be an elusive goal; however, these are certainly
questions that should be used to guide our future work as scholars as well as
practitioners. Most of us would likely have varying responses, but we could
probably all agree that continuing to add value to the field as a whole and to
be cognizant of the developing and changing needs of the workforce is the
essence of what HRD is all about.



Notes

Chapter 5

1. Source: http://www.businessweek.com/stories/2009-04-08/how-p-and-g-finds-
and-keeps-a-prized-workforce
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