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Preface

Employee skills and motivation are critical for organizational success. This has
always been true, but the pace and volume of recent changes in the field of human
resource development (HRD) have brought increased attention to ways in which
HRD can ensure that organization members have what it takes to meet successfully
the changes and their accompanying challenges. While there is solid evidence that
HRD works, it is not a magic bullet. The challenges that organizations are facing
are complex, and new dimensions, such as globalization and an increasingly diverse
workforce, make it more difficult to ensure HRD efforts will succeed. Unless those
responsible for training and development make informed choices about the content
of a developmental experience and the methods of delivering it, the results of many
HRD efforts will fall short of expectations.

Fortunately, there is a growing base of theory, research, and practical experience
to support HRD efforts. Increasingly, HRD is incorporated within broader efforts
at “talent development,” and this broadened emphasis is reflected in the title—and
content—of this eighth edition. This text was written to help students, HRD profes-
sionals, and managers at all levels take advantage of this knowledge and experience.
The conviction behind it is that if this knowledge is put into practice, effectiveness
will increase, for individuals and for the organizations of which they are a part.

INTENDED AUDIENCE

Human Resource Development: Talent Development is intended to serve primarily
as a comprehensive text for undergraduate and graduate courses in business, man-
agement, human resource development, educational administration, public adminis-
tration, and other fields that prepare individuals to train and develop other people.
As such, it:

e Covers the entire field of HRD (as defined by several competency studies by the
Association for Talent Development—formerly called the American Society for
Training and Development), from orientation and skills training to career devel-
opment and organizational development

e Provides a clear understanding of the concepts, processes, and practices that
form the basis of successful HRD and talent development

e Shows how concepts and theories can and have been put into practice in a variety
of organizations

* Focuses on the shared role of line management and human resource professionals
in HRD

¢ Reflects the current state of the field, blending real-world practices and up-to-date
research
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Preface

In addition to being an appropriate text for academic courses, it is an excellent re-
source for HRD professionals. It can serve as a comprehensive introduction for manag-
ers and supervisors who have had limited (or no) coursework or experience with HRD.
Not only can they become better trainers and developers, they will become more in-
formed consumers of the HRD/talent development efforts offered by their organizations.

PEDAGOGICAL FEATURES

A number of pedagogical aids are included in the text to enhance learning and inter-
est. These aids include:

e Learning objectives and opening questions at the beginning of each chapter

e An opening case in each chapter that places the contents of the chapter into a
meaningful context

e [llustrations, examples, and boxed inserts throughout to help readers better
assimilate the information

* A return to the opening case to provide closure and show how the chapter con-
tents may be used to address the issues in the case

e Alist of key terms at the beginning and key concepts at the end of each chapter

* FEnd-of-chapter discussion questions to stimulate thought and provide students
with an opportunity to discuss and apply the information presented in the chapter

* FEnd-of-chapter exercises to provide further experience with applying materials
from the text and to see how the materials relate to a real-world setting

Numerous examples from organizations, along with perspectives offered by
organization leaders and HRD professionals, are used to reinforce concepts and
demonstrate the importance of effective HRD to organizational success.

NEW TO THE EIGHTH EDITION

The eighth edition has been updated to reflect the research and thinking on HRD
theory and practice that has taken place since 2017. Information from more than
1,600 new sources has been added. Material added to the eighth edition includes the
following:

e Updated discussions of talent development, HRD competencies, ethical dilemmas
in HRD, as well as certification as a learning and talent development professional
(Chapter 1)

* A new opening case on downsizing, plus updated discussion of the many influ-
ences on employee behavior and recent research on the subject (Chapter 2)

* A new opening case on learning and agility, a continued emphasis on individual
learning styles and preferences, and a new exercise using a reflective learning
journal (Chapter 3)

* A new opening case, plus revised discussions of competencies and needs assess-
ment activities, especially in relation to changes caused by technological advances
(Chapter 4)

* A new opening case, plus updated information concerning the use of particular
training topics and approaches used to design training and other HRD interven-
tions (Chapter 5)

* A new opening case, updated coverage of major methods of providing HRD pro-
grams, with emphasis on experiential and reflective learning, and a new exercise
on teaching a practical skill (Chapter 6)
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* A new opening case on return on investment (ROI), plus updated information on
HRD evaluation, an expanded Kirkpatrick evaluation framework, and the use of
ROI and utility estimates to communicate HRD effectiveness (Chapter 7)

* A new opening case, updated content concerning orientation and socialization,
the effective use of technology in orientation programs, and a new exercise on
orienting workers in a gig economy (Chapter 8)

* A new opening case, plus extensive updating concerning the various forms of
skills and technical training (Chapter 9)

e Updated coverage of both coaching and performance management, as well as a
new figure summarizing factors that contribute to effective coaching (Chapter 10)

e Updated research on the need for, and effectiveness of, employee counseling
and worksite wellness and health promotion programs to address such issues as
alcohol and drug abuse, stress, hypertension, and fitness; also, a new exercise on
healthy workplaces (Chapter 11)

e Updated discussion of the shifts occurring in career development, including new
models of career development, learning portfolios, an individual’s responsibility
in career development, and a new exercise concerning career values (Chapter 12)

e A new opening case, plus updated discussions of the nature of managerial
work, strategic management development, global management development,
competency-based management education, ethics instruction in management ed-
ucation, and leadership development (Chapter 13)

* A new opening case, updated discussion of the concept of organizational devel-
opment and change management in today’s business environment, and increased
coverage of the effectiveness of organization development (Chapter 14)

* An updated opening case concerning diversity and inclusion efforts at major tech-
nology organizations, plus new coverage addressing ways that organizations can
go beyond diversity training to managing diversity in ways that serve the needs of
all employees (Chapter 15)

The elements that made previous editions a useful and meaningful resource for
students and practitioners have been maintained and updated, including clear writ-
ing, a comprehensive approach to HRD, a strong research base, and a balance among
theory, research, and practice. To promote ease of reading, yet still provide easy
access to the reference materials, all citations can be viewed as the reader “clicks”
over each note in the digital edition.

Questions, comments, and suggestions from users and potential adopters of this
text are welcome! You can reach me, Jon Werner, at the Department of Management,
University of Wisconsin—Whitewater, Whitewater, WI 53190, by telephone at (262)
472-2007, or by e-mail at wernerj@uww.edu.

ANCILLARIES

Additional instructor resources for this product are available online. Instructor as-
sets include an Instructor’s Manual, PowerPoint® slides, and a test bank powered
by Cognero®. Sign up or sign in at www.cengage.com to search for and access this
product and its online resources.
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PART 1

Foundations of Human Resource
Development

o Chapter 1
Introduction to Human Resource Development

o Chapter 2
Influences on Employee Behavior

e Chapter 3
Learning and HRD
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American Society
for Training and
Development (ASTD)

apprenticeship training
career development
career management
career planning
coaching
competencies
counseling

craft guilds

employee orientation

high-performance work
systems

HR strategic advisor

HR systems designer and
developer

human relations

Human Resource
Certification Institute
(HRCI)

human resource
development (HRD)

human resource
management (HRM)

individual development

individual development
and career counselor

instructor/facilitator
learning organization

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

1. Define human resource development (HRD)
2. Relate the major historical events leading up to the establishment of HRD as

a profession

learning program specialist
(or instructional designer)

management training and
development

organization change agent

organization design
consultant

organization development
(0D)

performance consultant
(or coach)

performance management
researcher

skills training

training and development
(often abbreviated as T&D)

3. Distinguish between HRD and human resource management (HRM)

>

Identify and describe each of the major HRD functions

5. Describe how HRD can be linked to the goals and strategies of an

organization

6. Recognize the various roles and competencies of an HRD professional

~

Cite contemporary challenges facing HRD professionals

8. Identify the major phases of the training and HRD process
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Introduction to Human
Resource Development

What makes one large bank different from other banks? How important are the size and resources
commanded by the bank, versus the bank leadership, strategy, and even marketing that is done? As
of January 2020, Kasikorn Bank of Thailand employed over 20,000 employees in 885 branches in
Bangkok, throughout Thailand, and in 11 overseas offices. K-Bank, as it is called, has done an im-
pressive job of branding itself, with a bright green “K—Excellence” and logo that are well-recognized
throughout Thailand. The bank’s mission statement is “to be the most innovative, proactive, and
customer centric financial institution, delivering world-class financial services and sustainable value
for all stakeholders by harmoniously combining technology and talent” (About Us, 2020). K-Bank’s
leadership team has promoted a strong linkage between its business strategy and its human re-
source management strategy. As part of this, executives have actively supported the development of
“human resource capital,” or “talent development,” including the use of succession planning, career
development, training, performance management, and compensation systems, among other things.
There is also a strong commitment to what K-Bank has called an “HR roadmap,” where employees
at all levels have a formal plan in place that guides employees and their managers in their ongoing
development efforts.

Questions: If you were part of the leadership team at K-Bank, what types of human resource issues
would you like to see emphasized concerning bank employees? What types of training programs do
you think might be appropriate for training managers? How about for training employees? Why? Are
there other things that you would include in addition to formal training (e.g., other types of devel-
opmental opportunities)? How might all of this fit into the business strategy (or strategies) that the
bank is pursuing?

SOURCES: Personal communications with former Kasikorn Bank directors, Mr. Somkiat Sirichatchai and Dr. Schwin
Dhammanungune; Wonglimpiyarat, J. (2014). Competition and challenges of mobile banking: A systematic review of major
bank models in the Thai banking industry. Journal of High Technology Management Research, 25(2), 123—131; Kasikorn Bank
(2020). About Us. Accessed on January 10, 2020 at: https://kasikornbank.com/en/about/Information/Pages/vision-mission.aspx
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Part 1 ¢ Foundations of Human Resource Development

INTRODUCTION

Have you ever:

e trained new employees to do their job (either formally or informally)?

e taught another person how to use new technology; for example, conducting a
technology-based presentation, setting up a wireless connection, or using a new
electronic device, such as an Android tablet or an iPod?

e attended an orientation session for new employees?

e taken part in a company-sponsored training program; for example, diversity
training, sexual harassment awareness and prevention, or career development?

e gone through an experiential training experience, such as a “ropes” course or
other outdoor learning experience?

e completed some type of career planning project or assessment?

e participated in an organization-wide change effort; for example, your organiza-
tion was seeking to change its culture and move toward a flatter, more team-
oriented structure?

If you said “yes” to any of the previous questions, you've been involved in some
form of human resource development. It is often said that an organization is only
as good as its people. Organizations of all types and sizes, including schools, retail
stores, government agencies, restaurants, and manufacturers, have at least one thing
in common: they must employ competent and motivated workers.! This need has
become even stronger as organizations grapple with the challenges presented by
a dynamic and turbulent global economy. To compete and thrive, many organiza-
tions are including employee education, training, and development as an essential
part of their organizational strategy. It is estimated that U.S. organizations spent $83
billion on employee learning and development in 2019.2 Organizations surveyed by
the Association for Talent Development spent an average of $1,299 per employee on
direct learning.®* Human resource managers in large organizations ranked training
and development as the most important functional area they had to deal with. This
was followed in descending order by recruiting and selection, productivity and qual-
ity, succession planning, employee job satisfaction, compensation, globalization, and
diversity.*

What is human resource development? Richard Swanson defined it as “a process
for developing and unleashing human expertise through training and development
and organization development for the purpose of improving performance.” Learning
is at the core of all HRD efforts (and will be the focus of Chapter 3). Indeed, a major
emphasis today is on workplace learning and performance.® Jacobs and Park define
workplace learning as “the process used by individuals when engaged in training
programs, education and development courses, or some type of experiential learning
activity for the purpose of acquiring the competence necessary to meet current and
future work requirements.”” For our purposes, then, human resource development (HRD)
can be defined as “a mechanism in shaping individual and group values and beliefs
and skilling through learning-related activities to support the desired performance
of the host system” or organization.® In most cases, this will include systematic and
planned activities designed by an organization to provide its members with the op-
portunities to learn necessary skills that meet both current and future job demands.

Focused most broadly, HRD seeks to develop people’s “knowledge, exper-
tise, 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).° HRD activities should begin when an employee joins an
organization and continue throughout their career or length of employment, re-
gardless career, regardless of whether that employee is an executive or a worker
on an assembly line. HRD programs must respond to job changes and integrate
the long-term plans and strategies of the organization to ensure the efficient and
effective use of resources. In short, while training and development activities,
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Chapter 1 e Introduction to Human Resource Development

or “T&D” for short, constitute a major part of human resource development, ac-
tivities such as coaching, career development, team building, and organization
development also are aspects of human resource development.

There has been considerable recent interest in the terms talent management
and talent development.’® One reason the American Society for Training and De-
velopment changed its name to the Association for Talent Development was to em-
phasize that the field (and the organization) were about more than “just” training
and development.! David McGuire has addressed talent development as part of the
performance management process (covered in Chapter 10).!? Thomas Garavan and
colleagues describe talent development more broadly, namely as “the planning, se-
lection and implementation of development strategies for the entire talent pool to
ensure that the organisation has both the current and future supply of talent to meet
strategic objectives and that development activities are aligned with organisational
talent management processes” (p. 6).1® Al Ariss and colleagues present various ways
that the term talent management has been used, including as a new term for HRM
practices, for succession planning, and for the management of high-potential em-
ployees.' As these topics are studied further, it is likely that the features of human
resource development described in this text will be key features of effective talent
management and development.'®

This chapter provides a brief history of significant events contributing to con-
temporary thought within the HRD field. The relationship between human resource
management and HRD is discussed, and then HRD organizational structure, func-
tions, roles, competencies, and process are covered. Certification and education for
HRD and HRM professionals is discussed. Next, several critical challenges facing
HRD professionals are presented. Finally, a systems or process framework that can
guide HRD efforts is offered.

THE PROGRESSION TOWARD A FIELD OF HUMAN
RESOURCE DEVELOPMENT

The term human resource development has been in common use since the 1980s.
However, the concept has been around much longer than that. To understand its
modern definition, it is helpful to briefly recount the history of this field.

Early Apprenticeship Training Programs

Swanson and Holton provide an extensive coverage of the history of human resource
development.'® This discussion will begin with the origins of HRD that can be traced
to apprenticeship training programs, especially those used in the eighteenth century.
During this time, small shops operated by skilled artisans produced virtually all
household goods, such as furniture, clothing, and shoes. To meet a growing demand
for their products, craft-shop owners had to employ additional workers. Without vo-
cational or technical schools, the shopkeepers had to educate and train their own
workers. For little or no wages, these trainees, or apprentices, learned the craft of
their master, usually working in the shop for several years until they became profi-
cient in their trade. Not limited to the skilled trades, the apprenticeship model was
also followed in the training of physicians, educators, and attorneys. Even as late as
the 1920s, a person apprenticing in a law office could practice law after passing a
state-supervised examination.!”

Apprentices who mastered all the necessary skills were considered “yeomen,”
and could leave their master and establish their own craft shops; however, most re-
mained with their masters because they could not afford to buy the tools and equip-
ment needed to start their own craft shops. To address a growing number of yeomen,
master craftsmen formed a network of private “franchises” so they could regulate
such things as product quality, wages, hours, and apprentice-testing procedures.!®

Copyright 2022 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-322

Copyright 2022 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



6

Part 1 ¢ Foundations of Human Resource Development

These craft guilds grew to become powerful political and social forces within their
communities, making it even more difficult for yeomen to establish independent
craft shops. By forming separate guilds called “yeomanries,” the yeomen counter-
balanced the powerful craft guilds and created a collective voice in negotiating higher
wages and better working conditions. Yeomanries were the forerunners of modern
labor unions."

Early Vocational Education Programs

In 1809, a man named DeWitt Clinton founded the first recognized, privately funded
vocational school, also referred to as a manual school, in New York City.?* The pur-
pose of the manual school was to provide occupational training to unskilled young
people who were unemployed or had criminal records. Manual schools grew in pop-
ularity, particularly in the midwestern states, because they were a public solution to
a social problem: what to do with “misdirected” youths. Regardless of their intent,
these early forms of occupational training established a prototype for vocational
education.

In 1917, the U.S. Congress passed the Smith-Hughes Act, which recognized
the value of vocational education by granting funds (initially $7 million annually)
targeted for state programs in agricultural trades, home economics, industry, and
teacher training.?! Today, vocational instruction is an important part of each state’s
public education system. In fact, given current concerns about a “skills gap” (espe-
cially for technical skills), vocational education has become even more critical at the
present time.

Early Factory Schools

With the advent of the Industrial Revolution during the late 1800s, machines began to
replace the hand tools of the artisans. “Scientific” management principles recognized
the significant role of machines in better and more efficient production systems. Spe-
cifically, semiskilled workers using machines could produce more than the skilled
workers in small craft shops. This marked the beginning of factories as we know
them today.

Factories made it possible to increase production by using machines and un-
skilled workers, but they also created a significant demand for the engineers, ma-
chinists, and skilled mechanics needed to design, build, and repair the machines.
Fueled by the rapid increase in the number of factories, the demand for skilled work-
ers soon outstripped the supply of vocational school graduates. To meet this de-
mand, factories created mechanical and machinist training programs, which were
referred to as “factory schools.”?

The first documented factory school, in 1872, was located at Hoe and Company,
a New York manufacturer of printing presses. This was soon followed by West-
inghouse in 1888, General Electric and Baldwin Locomotive in 1901, International
Harvester in 1907, and then Ford, Western Electric, Goodyear, and National Cash
Register.?? Factory school programs differed from early apprenticeship programs in
that they tended to be shorter in duration and had a narrower focus on the skills
needed to do a particular job.

Early Training Programs for Semiskilled and Unskilled Workers

Although both apprenticeship programs and factory schools provided training
for skilled workers, very few companies during this time offered training pro-
grams for unskilled or semiskilled workers. This changed after two significant
historical events. The first was the introduction of the Model T by Henry Ford in
1913. The Model T was the first car to be mass produced using an assembly line,
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Chapter 1 e Introduction to Human Resource Development

in which production required only the training of semiskilled workers to perform
several tasks.

The new assembly lines cut production costs significantly and Ford lowered its
prices, making the Model T affordable to a much larger segment of the public. With
the increased demand for the Model T, Ford had to design more assembly lines, and
this provided more training opportunities. Most of the other automobile manufactur-
ers who entered the market at this time also used assembly line processes, resulting
in a proliferation of semiskilled training programs.

Another significant historical event was the outbreak of World War I. To meet
the huge demand for military equipment, many factories that produced nonmil-
itary goods had to retool their machinery and retrain their workers, including
the semiskilled. For instance, the U.S. Shipping Board was responsible for coor-
dinating the training of shipbuilders to build warships. To facilitate the training
process, Charles Allen, director of training, instituted a four-step instructional
method referred to as “show, tell, do, check” for all of the training programs
offered by the Shipping Board.?* This technique was later named job instruction
training (JIT) and is still in use today for training many workers on the basic el-
ements of their job.

The Human Relations Movement

One of the undesirable by-products of the factory system was the frequent abuse of
unskilled workers, including children, who were often subjected to unhealthy work-
ing conditions, long hours, and low pay. The appalling conditions spurred a national
anti-factory campaign. Led by Mary Parker Follett and Lillian Gilbreth, the campaign
gave rise to the human relations movement, which advocated for more humane working
conditions. Among other things, the human relations movement provided a more
complex and realistic understanding of workers as people instead of merely cogs in
a factory machine.

The human relations movement highlighted the importance of human behavior
on the job. This was also addressed by Chester Barnard, the president of New Jersey
Bell Telephone, in his influential 1938 book The Functions of the Executive.” Bar-
nard described the organization as a social structure integrating traditional manage-
ment and behavioral science applications.

The movement continued into the 1940s, with World War II as a backdrop.
Abraham Maslow published his theory on human needs, stating that people can
be motivated by both economic and noneconomic incentives.?® He proposed that
human needs are arranged in terms of lesser to greater potency (strength), and
distinguished between lower order (basic survival) and higher order (psycholog-
ical) needs. Theories like Maslow’s serve to reinforce the notion that the varied
needs and desires of workers can become important sources of motivation in the
workplace.

The Establishment of the Training Profession

With the outbreak of World War II, the industrial sector was once again asked to re-
tool its factories to support the war effort. As with World War I, this initiative led to
the establishment of new training programs within larger organizations and unions.
The federal government established the Training Within Industry (TWI) Service to
coordinate training programs across defense-related industries. The TWI also trained
company instructors to teach their programs at each plant. By the end of the war,
the TWI had trained over 23,000 instructors, awarding over 2 million certificates to
supervisors from 16,000 plants, unions, and services.?

Many defense-related companies established their own training departments with
instructors trained by TWI. These departments designed, organized, and coordinated
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training across the organization. In 1942 the American Society for Training Directors
(ASTD) was formed to establish some standards within this emerging profession.?
At the time, the requirements for full membership in ASTD included a college or
university degree plus two years of experience in training or a related field, or five
years of experience in training. A person working in a training function or attending
college qualified for associate membership.

Emergence of Human Resource Development

During the 1960s and 1970s, professional trainers realized that their role extended
beyond the training classroom. The move toward employee involvement in many
organizations required trainers to also get involved with coaching and counseling
employees. Training and development (T&D) competencies therefore expanded to
include interpersonal skills such as coaching, group process facilitation, and prob-
lem solving. This additional emphasis on employee development led the ASTD to
rename itself as the American Society for Training and Development (ASTD).

The 1980s saw even greater changes affecting the T&D field. At several ASTD
national conferences in the late 1970s and early 1980s, discussions centered on this
rapidly expanding profession. As a result, ASTD approved the term human resource
development to encompass this growth and change. Influential books by individuals
such as Leonard and Zeace Nadler appeared in the late 1980s and early 1990s, and
these helped to clarify and define the HRD field.? Further, since the 1990s, efforts
have been made to strengthen the strategic role of HRD; that is, how HRD links
to and supports the goals and objectives of the organization.** There was also an
emphasis within ASTD (and elsewhere, such as the International Society for Perfor-
mance Improvement, or ISPI) on performance improvement as the particular goal
of most training and HRD efforts, and on viewing organizations as high-performance
work systems.?! In May 2014, ASTD changed its name to the Association for Talent De-
velopment, or ATD. In 2020, ATD had over 35,000 members in over 120 countries, in-
cluding over 100 U.S. local chapters. It remains the leading professional organization
for HRD professionals. Recent emphases in HRD will be discussed more fully in the
following section, but first it would be helpful to discuss the relationship between
human resource management and HRD.

THE RELATIONSHIP BETWEEN HUMAN RESOURCE
MANAGEMENT AND HRD/TRAINING

In some organizations, training is a stand-alone function or department. In most or-
ganizations, however, training or human resource development is part of a larger
human resource management department.?> Human resource management (HRM) can be
defined as the effective selection and utilization of employees to best achieve the
goals and strategies of an organization, as well as the goals and needs of employees.
An important point to stress is that the responsibility for HRM is (or, at least, should
be) shared by human resource professionals and line management. How the HRM
function is carried out varies from organization to organization. Some organizations
have a centralized HRM department with highly specialized staff, but in other orga-
nizations, the HRM function is decentralized and conducted throughout the organi-
zation. Many organizations today outsource aspects of HR to other organizations.*
Figure 1.1 presents the HRM functions carried out by a larger department, such as an
HRM division headed by a vice president.

In 2018, the Society for Human Resource Management (SHRM) published a
framework of HR expertise.* The framework has three domains: people, organiza-
tion, and workplace, with five functional areas of HR expertise or competence listed
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FIGURE 1.1  Organizational Chart of a Large HRM Division.
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Human Resource Management
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Planning Director Director Director Director Benefits Director
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under each domain. The functional areas listed under the people domain are detailed
below.

e Human resource strategic planning activities seek to develop, implement,
and manage the organization’s strategic direction. HR strategic planners must
continually chart the course of an organization and its plans, programs, and
actions.

e Talent acquisition (staffing) activities are designed to attract, recruit, and
select talent to meet the needs of the organization.

¢ Employee engagement and retention activities address employee satisfac-
tion and engagement, and seek to promote a positive organizational culture.

e Learning and development activities seek to build the knowledge, skills, and
competencies of the workforce. This is the focus of this text.

e Total rewards activities seek to design and implement compensation and bene-
fits structures that will attract and retain employees.

The second domain, organization, includes structuring the HR function, orga-
nizational effectiveness and development, workforce management, employee and
labor relations, and technology management. The third domain, workplace, includes
the global context of HR, diversity and inclusion, risk management and safety, corpo-
rate social responsibility, and employment law and regulations.

Line versus Staff Authority

One of the primary components of an organization’s structure is the authority dele-
gated to a manager or unit to make decisions and utilize resources. Line authority is
given to managers and organizational units that are directly responsible for the pro-
duction of goods and services. Staff authority is given to organizational units that
advise and consult line units. Traditionally, HRM functional units, including HRD,
have staff authority. In general, line authority supersedes staff authority in matters
pertaining to the production of goods and services. For example, suppose several
trainees miss training sessions because their supervisor assigned them to duties
away from the job site. Can the HRD manager or trainer intervene and force the
supervisor to reassign these employees so that they can meet their training respon-
sibilities? The short answer is no. The long answer is that HRD managers and staff
must exert as much influence as possible to ensure that organizational members
have the competencies to meet current and future job demands. At times this may
require some type of intervention (such as organization development) to achieve a
greater amount of understanding across an organization of the values and goals of
HRD programs and processes.
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HUMAN RESOURCE DEVELOPMENT FUNCTIONS

Human resource development, as mentioned above, can be a stand-alone function,
or it can be one of the primary functions within the HRM department. An early
ASTD-sponsored study by Pat McLagan identified the HRD roles and competencies
needed for an effective HRD function.® This study documented a shift from a focus
on training and development, to an inclusion of career development and organiza-
tion development issues as well. McLagan identified three primary HRD functions:
(1) training and development, (2) career development, and (3) organization develop-
ment. These functions are discussed in greater detail next.

Training and Development (T&D)

Training and development (often abbreviated as T&D) focuses on changing or improving
the knowledge, skills, and attitudes of individuals. Training typically involves
providing employees the knowledge and skills needed to do a particular task or job,
though attitude change may also be attempted (e.g., in sexual harassment training).
Developmental activities, in contrast, have a longer-term focus on preparing for
future work responsibilities while also increasing the capacities of employees to per-
form their current jobs.?

T&D activities begin when a new employee enters the organization, usually in
the form of employee orientation and skills training. Employee orientation (covered in
Chapter 8) is the process by which new employees learn important organizational
values and norms, establish working relationships, and learn how to function within
their jobs. The HRD staff and the hiring supervisor generally share the responsibility
for designing the orientation process, conducting general orientation sessions, and
beginning the initial skills training. Skills training programs then narrow in scope to
teach the new employee a particular skill or area of knowledge (see Chapter 9, which
also covers technical training).

Once new employees have become proficient in their jobs, HRD activities should
focus more on developmental activities—specifically, coaching and counseling. In
the coaching and performance management process (Chapter 10), individuals are encour-
aged to accept responsibility for their actions, to address any work-related prob-
lems, and to achieve and sustain superior levels of performance. Coaching involves
treating employees as partners in achieving both personal and organizational goals.
Counseling techniques are used to help employees deal with personal problems that
may interfere with the achievement of these goals. Gounseling programs may address
such issues as substance abuse, stress management, smoking cessation, or fitness,
nutrition, and weight control (see Chapter 11).

HRD professionals are also responsible for coordinating management training and
development programs to ensure that managers and supervisors have the knowledge and
skills necessary to be effective in their positions. These programs may include supervi-
sory training, job rotation, seminars, or college and university courses (see Chapter 13).

Career Development

Career development is “an ongoing process by which individuals progress through a
series of stages, each of which is characterized by a relatively unique set of issues,
themes, and tasks.”® Career development involves two distinct processes: career
planning and career management (see Chapter 12).%® Career planning involves activi-
ties performed by individuals, often with the assistance of counselors and others, to
assess their skills and abilities in order to establish a realistic career plan.
Career management involves taking the necessary steps to achieve that plan, and
generally focuses more on what an organization can do to foster employee career
development. There is a strong relationship between career development and T&D
activities. Career plans can be implemented, at least in part, through an organization’s
training programs.
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Organization Development

Organization development (0D) is defined as the process of enhancing the effectiveness
of an organization and the well-being of its members through planned interventions
that apply behavioral science concepts.* OD emphasizes both macro and micro
organizational changes: macro changes are intended to ultimately improve the ef-
fectiveness of the organization as a whole, whereas micro changes are directed at
individuals, small groups, and teams. For example, many organizations have sought
to improve organizational effectiveness by introducing employee involvement pro-
grams that require fundamental changes in work expectations, reward systems, and
reporting procedures (see Chapter 14).

The role of the HRD professional involved in an OD intervention is generally to
function as a change agent. Facilitating change often requires consulting with and
advising line managers on strategies that can be used to effect the desired change.
The HRD professional may also become directly involved in carrying out the inter-
vention strategy by such means as facilitating a meeting of the employees responsi-
ble for planning and implementing the actual change process.

The ATD Learning and Performance Wheel

In 2004, Paul Bernthal and colleagues developed a learning and performance
wheel.® It presented business strategy at the hub or center of all HRD efforts.
Second, the upper right spokes depicted traditional human resource management
functions, as presented earlier in this chapter. Third, the lower right spokes por-
trayed how other organizational disciplines, such as sales, production, and finance,
also are major drivers of organizational performance. Finally, the left side of the
diagram depicted various aspects of human resource development. This wheel visual
presented what HRD is and how it fits with other organizational functions. It also
complemented ongoing discussions concerning the parameters of HRD, as well as
the value added by research and practice in this area.*!

These competencies were revised by Arneson and colleagues in 2013, and
this revised competency model is presented in Figure 1.2.# The core functions of
training and development, career management, and organizational development,
as presented earlier by McLagan, are still evident. However, there is a new focus
on learning technologies, and an increased emphasis on learning and performance,
rather than primarily on training and development. Indeed, functions such as change
management and knowledge management are considerably broader than what has
traditionally been viewed as the domain of HRD. Next, the critical linkage between
strategic management and HRD is addressed.

Strategic Management and HRD

Strategic management involves a set of managerial decisions and actions that are
intended to provide a competitively superior fit with the external environment and
enhance the long-run performance of an organization.® It involves several distinct
processes, including strategy formulation, strategy implementation, and control. At
the formation or formulation level, top management must first assess the viability
of the current mission, objectives, strategies, policies, programs, technology, work-
force, and other resources. Then, they must monitor and assess different aspects of
the external environment that may pose a threat or offer potential opportunities.
Finally, in light of these assessments, management must identify strategic factors
(e.g., mission, technology, or product mix) that need to be changed or updated.

The past 40-plus years have seen increasing interest, research, and action con-
cerning strategic human resource management.* The emphasis has been on more
fully integrating HRM with the strategic needs of an organization. To do this, two
types of alignment are necessary. First, as just described, external alignment is
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FIGURE 1.2 Learning and Performance Wheel.
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necessary between the strategic plans of the organization and the external environ-
ment that it faces. Second, internal alignment is necessary within an organization.
That is, the strategy of the organization must be aligned with the mission, goals, be-
liefs, and values that characterize the organization. Further, there needs to be align-
ment among the various subsystems that make up an organization. Some areas that
need to be addressed include:

e Management practices—how employees are managed and treated (e.g., how
much do employees participate in decision making?)

e Organizational structure—how an organization is structured (e.g., how “flat” is
the organization’s managerial hierarchy?)

e  Human resource systems—how employees are selected, trained, compensated,
appraised, and so on (e.g., how closely is pay linked to individual, team, or orga-
nizational performance measures?)

e Other work practices and systems (e.g., to what extent is technology or an infor-
mation system used to facilitate the work process?)
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The value of this approach lies in looking at the organization as an entire system.
All of the parts of an organization must work together as a whole to reach the goals
of that organization. Some of the desired outcomes of such a high-performance work
system are increased productivity, quality, flexibility, and shorter cycle times, as well
as increased customer and employee satisfaction and quality of work life.*

A challenge—or opportunity—for HRD professionals is to play a more strategic
role in the functioning of their organization. Progress has been made in moving to-
ward a more aligned or “strategically integrated HRD.”*® In particular, HRD execu-
tives and professionals should demonstrate the strategic capability of HRD in three
primary ways: (1) directly participating in their organization’s strategic management
process, (2) providing education and training to line managers in the concepts and
methods of strategic management and planning, and (3) providing training to all em-
ployees that is aligned with the goals and strategies of their organization.*’

First, HRD executives should contribute information, ideas, and recommenda-
tions during strategy formulation and ensure that an organization’s HRD strategy is
consistent with its overall strategy. The HRD strategy should offer answers to the
following questions: Are the organization’s HRD objectives, strategies, policies, and
programs clearly stated? Are all HRD activities consistent with the organization’s
mission, objectives, policies, and internal and external environment? How well is the
HRD function performing in terms of improving the fit between the individual em-
ployee and the job? Are appropriate concepts and techniques being used to evaluate
and improve corporate performance?

A second strategic role for HRD professionals is to provide education and train-
ing programs that support effective strategic management. Training in strategic man-
agement concepts and methods helps line managers develop a global perspective
that is essential for managing in today’s highly competitive environment. These is-
sues are offered as part of the organization’s management development program.
Management education efforts (such as university programs, which will be discussed
in Chapter 13) also place a heavy emphasis on strategic management issues. Increas-
ingly, separate courses (or portions of courses) are emphasizing strategic HR issues
and how these relate to organizational strategies and outcomes.*

Finally, HRD professionals must ensure that all training efforts are clearly linked
to the goals and strategies of the organization. Although this may seem obvious, it is
not uncommon for the link between training programs and organizational strategy to
be far from clear. As an extreme example, a medical products manufacturer, Becton,
Dickinson and Company, went through a major restructuring in response to a down-
turn in its business. Before that, the company had offered a large number of training
and education opportunities, particularly to its managers. After restructuring, these
education and training programs were completely eliminated.*” Some have argued
that the reason training is frequently the first thing to be cut or reduced in times of
financial stress is that top executives fail to see a link between training and the bot-
tom line.” As will be discussed in Chapter 7, HRD professionals are increasingly ex-
pected to demonstrate that their efforts are contributing to the viability and financial
success of their organization. The growing emphasis on strategic HRD is part of this
movement to build a stronger business case for HRD programs and interventions.”

The Supervisor’s Role in HRD

Supervisors play a critical role in implementing many HRD programs and processes.
As emphasized throughout this text, many organizations rely on line supervisors to
implement HRD programs and processes such as orientation, training, coaching, and
career development.’? Especially in smaller organizations, there may be no training
department (or even an HR department), so most HRD efforts fall upon supervisors
and managers.
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Organizational Structure of the HRD Function

The HRD function, like HRM, should be designed to support an organization’s strat-
egy. Using the chart from Figure 1.1, Figure 1.3 further delineates how the HRD func-
tion might be organized within an HRM department. Alternatively, Figure 1.4 depicts
how the HRD function might be organized in a multiregional sales organization. In
this example, the training activities, except for management/executive development,
are decentralized and other HRD activities are centralized. There is evidence to
suggest that, at least in larger organizations, HR departments are becoming more
cross-functional and less specialized in HR topics alone.?

FIGURE 1.3  Organizational Chart of a Large HRD Department.
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FIGURE 1.4  Organizational Chart of an HRD Department in a Multiregional Sales Organization.
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ROLES AND COMPETENCIES OF AN HRD PROFESSIONAL

An HRD professional must perform a wide variety of functional roles. A functional
role is a specific set of tasks and expected outputs for a particular job; for example,
classroom trainer or instructional designer. To carry out these various roles, HRD
professionals need to possess many different skills or competencies. The ATD Com-
petency Model depicts 10 areas of expertise: performance improvement, instruc-
tional design, training delivery, learning technologies, evaluating learning impact,
managing learning programs, integrated talent management, coaching, knowledge
management, and change management.* In addition, six foundational competencies
are presented: business skills, interpersonal skills, global mindset, personal skills,
industry knowledge, and technology literacy.”® HRD professionals make use of these
foundational competencies as they develop particular areas of expertise. Recently,
an emphasis has also been placed on developing personal, professional, and or-
ganizational capabilities, with the intention that capabilities can be more future-
oriented, so that HRD professionals can adapt to meet future needs.*®

Next, the roles played by two types of HRD professionals (i.e., the HRD execu-
tive/manager and the HRD practitioner) are briefly discussed.

The HRD Executive/Manager

The HRD executive/manager has primary responsibility for all HRD activities. In the
past, this person was often referred to as the training director. Today, such individ-
uals are increasingly referred to as the chief learning officer (or CLO).5" Regardless
of the title, this individual must integrate the HRD programs with the goals and strat-
egies of the organization and normally assumes a leadership role in the executive
development program, if one exists. If the organization has both an HRM and an
HRD executive, the HRD executive must work closely with the HRM executive as
well. The HRD executive often serves as an adviser to the chief executive officer and
other executives.’® The outputs of this role include long-range plans and strategies,
policies, and budget allocation schedules.

One of the important tasks of the HRD executive is to promote the value of HRD
as a means of ensuring that organizational members have the competencies to meet
current and future job demands. If senior managers do not understand the value of
HRD, it will be difficult for the HRD executive to get their commitment to HRD ef-
forts and to justify the expenditure of funds during tough times. Historically, during
financial difficulties, HRD programs (and HRM in general) have been a major target
of cost-cutting efforts. Unless the HRD executive establishes a clear relationship be-
tween HRD expenditures and organizational effectiveness (including profits), HRD
programs will not receive the support they need. But how does an HRD executive
who wants to offer a program on stress management, for example, compete with a
line manager who wants to purchase a new piece of equipment? The answer is clear:
the executive must demonstrate the benefit the organization receives by offering
such a program. Evaluation data are vital to the HRD executive when presenting
a case.

The role of the HRD executive has become more important and visible as organi-
zations address the demands of a global economy. The immediate challenge to HRD
executives is to redefine a new role for HRD during this period of unprecedented
change. According to Jack Bowsher, former director of education for IBM, when
HRD executives “delve deeply into reengineering, quality improvement, and strate-
gic planning, they grasp the link between workforce learning and performance on
the one hand, and company performance and profitability on the other.” The HRD
executive is in an excellent position to establish the credibility of HRD programs and
processes as tools for managing in today’s challenging business environment. Salary.
com estimated that, in 2020, the median salary for U.S. HRD/training executives was
over $186,000.%
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Other HRD Roles and Outputs for HRD Professionals

HRD professionals perform many distinct roles, nine of which are described below.5!
These roles are likely to correspond to the job titles or job descriptions for profes-
sional positions in HRD.

The HR strategic advisor consults strategic decision-makers on HRD issues that
directly affect the articulation of organization strategies and performance goals.
Outputs include HR strategic plans and strategic planning education and training
programs.

The HR systems designer and developer assists HR management in the design and de-
velopment of HR systems that affect organization performance. Outputs include HR
program designs, intervention strategies, and implementation of HR programs.

The organization change agent advises management in the design and implementa-
tion of change strategies used in transforming organizations. The outputs include
more efficient work teams, quality management, intervention strategies, implemen-
tation, and change reports.

The organization design consultant advises management on work systems design and
the efficient use of human resources. Outputs include intervention strategies, alter-
native work designs, and implementation.

The learning program specialist (or instructional designer) identifies needs of the learner,
develops and designs appropriate learning programs, and prepares materials and
other learning aids. Outputs include program objectives, lesson plans, and interven-
tion strategies.

The instructor/facilitator presents materials and leads and facilitates structured
learning experiences. Outputs include the selection of appropriate instructional
methods and techniques and the actual HRD program itself.

The individual development and career counselor assists individual employees in as-
sessing their competencies and goals in order to develop a realistic career plan.
Outputs include individual assessment sessions, workshop facilitation, and career
guidance.

The performance consultant (or coach) advises line management on appropriate inter-
ventions designed to improve individual and group performance. Outputs include
intervention strategies, coaching design, and implementation.

The researcher assesses HRD practices and programs using appropriate statistical
procedures to determine their overall effectiveness and communicates the results to
their organization. Outputs include research designs, research findings and recom-
mendations, and reports.®

Sample HRD job titles include instructional designer, technology trainer, change
agent, executive coach, and multimedia specialist.” For an example of a recent
job posting for an instruction designer, see the Job Posting for an Instructional
Designer box.

Certification and Education for HRD Professionals

One indication of the growth of the HRD field is the increased emphasis on profes-
sional certification.% In 2006, ASTD/ATD began a certification program based upon
the competencies identified in its “Mapping the Future” study.® Until April 2020, this
certification was called the Certified Professional in Learning and Performance™
(CPLP™), and was offered by the ATD Certification Institute. It included both a
150-item multiple-choice knowledge exam and a skills application exam. Effective
April 1, 2020, ATD offers a new certification, the Certified Professional in Talent
Development (CPTD). To be eligible for the CPTD exam, individuals must have (1)
at least three years of paid professional work experience in talent development,
and (2) completed 28 hours of professional development within the three most re-
cent years. This second requirement can also be fulfilled by having earned an ATD
Masters designation.®

Copyright 2022 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. WCN 02-200-322

Copyright 2022 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Chapter 1 e Introduction to Human Resource Development

For the field of human resource management in general, the Human Resource
Certification Institute (HRCI) began offering HR certifications in 1976. HRCI offers
three primary certifications: the Professional in Human Resources (PHR), Senior
Professional in Human Resources (SPHR), and Global Professional in Human
Resources (GPHR) examinations. There is also an aPHR certification, for those
beginning their HR careers. The PHR and SPHR examinations both consist of
175 multiple-choice items that cover various HRM topics.’” Ten percent of the PHR
exam and 12 percent of the SPHR exam cover learning and development. The
GPHR examination consists of 165 items, with 22 percent of the items devoted
to “talent and organizational development.” To be certified for any of these three
examinations, individuals must pass the test and have the required years of HR
exempt-level work experience for that test. As of January 2019, over 128,000 HR
professionals have been certified with either the PHR, SPHR, or GPHR designa-
tions (PHR: 74,602; SPHR: 51,056; GPHR: 2,983), with an additional 4,230 attaining
the aPHR designation.5®

In 2015, SHRM began offering two certification exams of its own, which are
designated the SHRM Certified Professional (SHRM-CP) and the SHRM Senior
Certified Professional (SHRM-SCP). Similar to the ATD approach, these exams are
competency based and linked to the SHRM competency model.* These exams are
not affiliated with HRCI, even though SHRM had, up until 2014, worked in conjunc-
tion with HRCI to promote the PHR, SPHR, and GPHR examinations. While there
remains some confusion and controversy concerning separate certifications from
HRCI and SHRM, both certifications appear to be valuable and well received in the
workplace.™

Over the past thirty years, the HRD profession has become better connected
to the academic community. Three historical developments illustrate this rela-
tionship: (1) ATD changed its governance structure to include a Professor’s Net-
work and an Academic Relations Committee; (2) Human Resource Development
Quanrterly, a research journal focusing on HRD issues, began publishing in 1990;
(3) a separate organization was formed in 1993, the Academy of Human Resource
Development (AHRD), to further advance scholarly research concerning human
resource development issues.” This has led to the subsequent publication of
three additional AHRD-sponsored journals: Advances in Human Resource De-
velopment, Human Resource Development International, and Human Resource
Development Review.

HRD programs at colleges and universities are most often found in one of three
academic departments: business/management, psychology, and education. The con-
tent and philosophy of these programs tend to reflect that of the founding professors.

Job Posting for an Instructional Designer

Consider the following posting:
Sandia National Laboratories, Albuquerque, New
Mexico is seeking a Training & Development
Instructional Designer.

On any given day, you may be called on to:

e Develop and manage instructional design
projects, including purpose, objectives, bud-
gets, rollout plans, follow-up, and evaluation.

e Apply learning science principles to develop
classroom, virtual, and online learning.

e Utilize advanced techniques and technolo-
gies, including Virtual Reality, Augmented

Reality, and learning tools such as Captivate/
Storyline.

Support staff development efforts by devel-
oping new delivery capabilities, such as so-
cial media, simulations, gamification, and
peer-contributed knowledge bases.

Consult with management and training
councils to identify training needs and pro-
pose creative learning solutions for business
and learning objectives.

SOURCE: Adapted from ATD Job Bank, Job 670411 (2020).
Accessed on January 13, 2020 at: jobs.td.org/jobs/
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Certain schools of business (or management) offer majors or minors in HRD, with
courses in training and development, organization development, and career devel-
opment. SHRM has created a directory of bachelors and graduate HR programs that
is available on the SHRM website.” Some psychology departments offer degree pro-
grams and courses in industrial and organizational (I/O) psychology, with specific
courses in HRD. In addition to HRD classes, schools of education may also offer
degrees and courses in fields related to HRD, such as educational technology, cur-
riculum development, adult learning, and organization development. A listing of aca-
demic programs in HRD can be found on the AHRD website.™

CHALLENGES TO ORGANIZATIONS AND
TO HRD PROFESSIONALS

Organizations face many opportunities and challenges today. Eight workplace trends
impacting HRD are depicted in Figure 1.5. Along the same lines, Michael Hitt and
his colleagues identified increasing globalization and the technological revolution
(in particular, the Internet) as two primary factors that make for a new competitive
landscape.”™ They suggest a number of actions that organizations can take to address
the uncertainty and turbulence in the external environment. These actions include
developing employee skills, effectively using new technology, developing new or-
ganizational structures, and building cultures that foster learning and innovation.
These methods obviously have a great deal to do with human resource development.
Next, six particular challenges facing the field of HRD are presented. These chal-
lenges include: (1) competing in a global economy, (2) eliminating the skills gap,
(3) addressing workforce diversity and inclusion, (4) meeting the need for lifelong
individual learning, (5) facilitating organizational learning, and (6) addressing ethical
issues and dilemmas in a proactive manner. Each of these challenges and their po-
tential impact on HRD will be discussed briefly in the following sections and further
amplified in later chapters.

FIGURE 1.5  Workplace Trends.

1. Drastic times, drastic measures: Uncertain economic conditions force
organizations to reconsider how they can grow and be profitable.

2. Blurred lines—life or work? New organizational structures are changing the
nature of work for employees and HRD professionals.

3. Small world and shrinking: Global communication technology is changing the
way people connect and communicate.

4. New faces, new expectations: Diversity in the workplace continues to rise.

5. Work be nimble, work be quick: The accelerated pace of change requires
more adaptable employees and nimbler organizations.

6. Security alert! Concerns about security and about the ability of governments to
provide protection have increased individual anxiety levels worldwide.

7. Life and work in the e-lane: Technology, especially the Internet, is transforming
the way people work and live.

8. A higher ethical bar: Ethical lapses at the highest levels in large organizations
have shaken employees’ loyalty, trust, and sense of security.

SOURCES: Colteryahn, K., & Davis, P. (2004). Eight trends you need to know. T&D, 58(1), January, 28-36; Neirotti, P.,
& Paolucci, E. (2013). Why do firms train? Empirical evidence on the relationship between training and technological and
organizational change. International Journal of Training & Development, 17(2), 93-115; Cascio, W. F. (2014). Investing in HRD
in uncertain times now and in the future. Advances in Developing Human Resources, 16(1), 108—122; Whysall, Z., Owtram,
M., & Brittain, S. (2019). The new talent management challenges of Industry 4.0. Journal of Management Development, 38(2),
118-129.
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Competing in a Turbulent Global Economy

As organizations compete in a turbulent global economy, many new technologies are
introduced that require better-educated and trained workers.™ In fact, in the United
States today, over one-half of all jobs require education beyond high school. Thus,
successful organizations must hire employees with the knowledge to compete in an
increasingly sophisticated market. Competing in the global economy requires more
than educating and training workers to meet new challenges. In addition to retrain-
ing the workforce, successful companies institute quality improvement processes
and introduce change efforts (e.g., high-involvement programs). The workforce must
learn cultural sensitivity to better communicate and conduct business among differ-
ent cultures and in other countries.” Developing managers into global leaders has
been identified as a major challenge for organizations.” Developing globally compe-
tent managers will be discussed in more detail in Chapter 13.”

Addressing the Skills Gap

For companies to compete successfully in a global economy, they must hire edu-
cated workers; however, at least in the United States, portions of the public educa-
tion system are stretched and finding it challenging to provide graduates with the
skills employers are seeking. This skills gap poses serious consequences for organi-
zations.® How can trainees learn how to operate new equipment if they cannot read
well enough to comprehend operating manuals? Furthermore, how can new employ-
ees be taught to manipulate computer-controlled machines if they do not understand
basic math?8!

Other industrialized nations have made systematic changes in order to bridge
the skills gap. For example, Japan and Germany have educational systems that suc-
cessfully teach students the basic skills needed by most employers. Among other
things, Germany emphasizes vocational education and school-to-work transition
programs, so that school-age children can begin apprenticeship programs as part
of their formal education. These and other approaches will be discussed in more
detail in Chapter 9.

Addressing Workforce Diversity and Inclusion

The workforce has become more diverse, and this trend toward diversity will con-
tinue.*®? This includes increasing diversity along racial, ethnic, and gender lines, as
well as an increasing percentage of the workforce that is over age 55.% Diversity and
inclusion issues have several implications for HRD professionals. First, organiza-
tions need to address racial, ethnic, and other prejudices that may persist, as well as
cultural insensitivity and language differences (this will be discussed in more detail
in Chapter 15). Second, with the increasing number of women in the workforce,
organizations should continue to provide developmental opportunities that will pre-
pare both men and women for advancement into the senior ranks and provide safe-
guards against sexual harassment. Third, the aging of the workforce highlights the
importance of creating HRD programs that recognize and address the learning-
related needs of both younger and older workers (this will be discussed in
Chapter 3). Diversity can be a catalyst for improved organizational performance—
though this is far from a sure thing.3

The Need for Lifelong Learning

Given the rapid changes that all organizations face, it is clear that employees must
continue the learning process throughout their careers in order to meet these chal-
lenges.® This need for lifelong learning will require organizations (as well as gov-
ernments and society as a whole) to make an ongoing investment in HRD. Lifelong
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learning can mean different things to different employees. For example, for semi-
skilled workers, it may involve more rudimentary skills training to help them build
or update their competencies. For professional employees, this learning may mean
taking advantage of continuing education opportunities. This is particularly import-
ant for certified professionals who are required to complete a certain number of
continuing education courses to maintain their certification. For managers, lifelong
learning may include attending management seminars that address new manage-
ment approaches.

The challenge to HRD professionals is to provide a full range of learning op-
portunities for all employees. One way that organizations are meeting this chal-
lenge is by establishing multimedia learning centers (either in a physical location
or online). These centers offer a variety of instructional technologies that can be
matched to each trainee’s unique learning needs. Individual assessments can de-
termine deficiencies or gaps in employees’ performance capabilities while also
pointing out their preferred learning styles. For instance, self-motivated employ-
ees found to be deficient in arithmetic might be trained in an interactive video
program allowing them to set their own pace. A multimedia learning center could
also provide teleconferencing facilities for technical and professional employees
to participate in a seminar that is being conducted thousands of miles away. These
and other different approaches to learning will be discussed in future chapters.
What is clear, however, is that whether they use multimedia or other training ap-
proaches, organizations must find a way to provide lifelong learning opportunities
for all of their employees.

Facilitating Organizational Learning

Organization development scholars such as Chris Argyris, Richard Beckhard, and
Peter Senge have recognized that if organizations are going to make fundamental
changes, they must be able to learn, adapt, and change.’® It is important that or-
ganizations promote organizational learning and, further, seek to become a learning
organization.’” Chapter 14 includes a discussion of how macro-level organization trans-
formation approaches can be used to help an organization adopt the principles of a
learning organization.

Although such principles emphasize the organizational level, they also have im-
plications at the group and individual levels. One challenge for HRD professionals
is facilitating a transition from traditional training programs to emphasizing three
things: learning principles and tactics; how learning relates to performance; and,
more importantly, the relationship between learning and fundamental change.®® To
do this, HRD professionals must develop a solid understanding of learning theory
and be able to devise learning tools that enhance individual development. These concepts
and tools will be discussed in more detail in Chapters 3, 9, and 12.

Addressing Ethical Dilemmas

The many business scandals over the past decades pose troubling questions for or-
ganizations, government, society, business education, and human resource develop-
ment.% How could schemes such as those at Enron, WorldCom, and other companies
go on for so long? What are the possibilities and limitations of legal and governmen-
tal actions (such as the Sarbanes—Oxley Act)?* What can business education do to
promote an understanding of ethics, ethical behavior, and integrity among students
and graduates?”!

Ethical issues and dilemmas also arise for human resource development. For
example, suppose you were asked to provide consulting services for an organization,
and in the process of the work, you suspected that the primary intention of the man-
ager(s) who hired you was to provide a rationale for closing the facility in which you
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did your consulting work. How would you respond? Are there ethical principles or
guidelines to assist HRD professionals in handling such situations? Efforts have been
made to address these issues. These include a 20-page report, “Standards on Ethics
and Integrity, Second Edition” produced by a subcommittee of the Academy of Hu-
man Resource Development.” There are useful writings on the subject by Timothy
Hatcher, as well as other works addressing difficult issues concerning the possibility
of a global HRD Code of Ethics.” These ethical issues will be addressed at various
points throughout the chapters.

A FRAMEWORK FOR THE HRD PROCESS

HRD programs and interventions can be used to address a wide range of issues and
problems in an organization. They are used to orient and socialize new employees
into the organization, provide skills and knowledge, and help individuals and groups
become more effective. To ensure that these goals are achieved, care must be taken
when designing and delivering HRD programs.

Following from system theory, it is argued that HRD interventions should be de-
signed using a four-step process or sequence: needs assessment, design, implemen-
tation, and evaluation. For ease of memory, this can be referred to as the “A DImE”
framework (assess, design, implement, and evaluate). This four-phase process ap-
proach is used to describe HRD efforts: needs assessment, design, implementation,
and evaluation (see Figure 1.6).%

Needs Assessment Phase

HRD interventions are used to address some need or gap within an organization.
A need can be either a current deficiency, such as poor employee performance, or
a new challenge that demands a change in the way the organization operates (e.g.,
new legislation or increased competition). Identifying needs involves examining an

ATD Code of Ethics

The Code of FEthics provides guidance to
individuals to be self-managed, workplace
learning and performance professionals. Clients
and employers should expect the highest possible
standards of personal integrity, professional
competence, sound judgment, and discretion.
Developed by the profession for the profession,
the Code of Ethics is the public declaration
of workplace learning and performance
professionals’ obligations to themselves, their
profession, and society. I strive to:

e Recognize the rights and dignities of each
individual
e Develop human potential

e Provide my employer, clients, and learners
with the highest level quality education,
training, and development

e Comply with all copyright laws and the laws
and regulations governing my position

e Keep informed of pertinent knowledge and
competence in the workplace learning and
performance field

e Maintain confidentiality and integrity in the
practice of my profession

e  Support my peers and avoid conduct which
impedes their practicing their profession

e Conduct myself in an ethical and honest
manner

e Improve the public understanding of work-
place learning and performance

e Fairly and accurately represent my work-
place learning and performance credentials,
qualifications, experience, and ability

e Contribute to the continuing growth of the
profession

SOURCE: Association for Talent Development (ATD).
Accessed on January 10, 2020 at: td.org/about/vision-mission
-code-of-ethics
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FIGURE 1.6  Training and HRD Process Model.
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organization, its environment, job tasks, and employee performance. This informa-
tion can be used to:

e Establish priorities for expending HRD efforts

* Define specific training and HRD objectives

e [Establish evaluation criteria

Design Phase

The second phase of the training and HRD process involves designing the HRD pro-
gram or intervention. If the intervention involves some type of training or develop-
ment program, the following activities are typically carried out during this phase:

e Selecting the specific objectives of the program

e Developing an appropriate lesson plan for the program

e Developing or acquiring the appropriate materials for the trainees to use

e Determining who will deliver the program

e Selecting the most appropriate method or methods to conduct the program
e Scheduling the program

Once the assessment phase has been completed, it is important to translate the
issues identified in that phase into clear objectives for HRD programs. This should
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also facilitate the development of clear lesson plans concerning what should be done
in the HRD program. Selecting the proper person to deliver the HRD program is also
an important decision, and it can be difficult, depending on the resources available.
If the organization employs a group of full-time HRD professionals, the choice will
depend largely on the expertise and work schedules of those professionals. How-
ever, if the organization does not have an HRD staff, it will have to rely on other
people, including managers, supervisors, coworkers, or outside consultants. Using
such individuals raises a host of issues, from costs to their willingness, ability, and
availability to train.

The design phase also involves selecting and developing the content of the pro-
gram. This means choosing the most appropriate setting for the program (e.g., on
the job, in a classroom, online, or some combination), the techniques used to facili-
tate learning (such as lecture, discussion, role play, simulation), and the materials to
be used in delivering the program (such as workbooks, job aids, web-based or web-
enhanced materials, films, videos, slide presentations, etc.). Inherent in these
decisions is the issue of whether to develop the program in house or purchase it (or
parts of it) from an outside vendor.

Scheduling the program may not be as easy as it appears. Issues to be re-
solved include allocating lead time to notify potential participants, determining
program length and location, covering participants’ regular job duties, and address-
ing and resolving potential conflicts (such as vacations, busy periods, and facility
availability).

The needs assessment may also reveal that training is not the ideal solution for
the issues or problems facing an organization. It may be that some management prac-
tice needs to be changed, or that changes need to be made in another human resource
practice (such as staffing or compensation). It may also be the case that a different
type of HRD intervention is called for besides training; for example, a change in the
organization of work, or a change in the focus on total quality or process reengineer-
ing. Such HRD interventions would not require a lesson plan. However, other design
issues occur with career management and organizational development interventions
(these will be discussed in later chapters of the text).

Implementation Phase

The goal of the assessment and design phases is to implement effective HRD pro-
grams or interventions. This means that the program or intervention must be deliv-
ered or implemented using the most appropriate means or methods (as determined
in the design phase). Delivering any HRD program generally presents numerous
challenges, such as executing the program as planned, creating an environment that
enhances learning, and resolving problems that may arise (missing equipment, con-
flicts between participants, etc.).

Evaluation Phase

Program evaluation is the final phase in the training and HRD process. This is where
the effectiveness of the HRD intervention is measured. This is an important but often
underemphasized activity. Careful evaluation provides information on participants’
reaction to the program, how much they learned, whether they use what they learned
back on the job, and whether the program improved the organization’s effectiveness.
HRD professionals are increasingly being asked to provide evidence of the success
of their efforts using a variety of “hard” and “soft” measures; that is, both bottom-line
impact and employee reactions.” This information allows managers to make better
decisions about various aspects of the HRD effort, such as:

e Continuing to use a particular technique or vendor in future programs
e Offering a particular program in the future
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¢ Budgeting and resource allocation

e Using some other HR or managerial approach (like employee selection or chang-
ing work rules) to solve the problem

It is important that HRD professionals provide evidence that HRD programs
improve individual and organizational effectiveness. Armed with this information,
HRD managers can better compete with managers from other areas of the organiza-
tion when discussing the effectiveness of their actions and vying for organizational
resources.

ORGANIZATION OF THE TEXT

This text is organized into three parts: foundation, framework, and applications. The
image meant to be captured here is that of building a new home or other structure.
First, Part 1, which includes Chapters 1, 2, and 3, presents foundational material.
Part 1 is meant to ensure that the reader has a strong base of foundational concepts
before exploring the HRD process and the various ways that HRD is practiced in
organizations. As you have just seen, Chapter 1 presents an overview of HRD, in-
cluding three of its major areas of emphasis: training and development, career devel-
opment, and organizational development. Because all HRD efforts involve trying to
bring about changes in learning and behavior, it is important for you to understand
why people in the workplace behave the way they do and how people learn. These
issues are the focus of Chapters 2 and 3. Chapter 2 explores the major factors that
affect workplace behavior, and Chapter 3 focuses on how people learn, the factors
that affect learning, and ways to maximize learning.

Part 2 includes Chapters 4, 5, 6, and 7. In these chapters, the HRD and training
process is described, focusing on the activities described earlier, namely needs as-
sessment, design, implementation, and evaluation. These chapters are anchored in
the framework shown in Figure 1.6 and provide the heart or main HRD story line.
Chapter 4 details the importance of assessing the need for HRD and the approaches
that can be used to perform a needs assessment. Chapter 5 focuses on designing
HRD interventions based on the information obtained from the needs assessment.
Activities discussed in this chapter include establishing program objectives and
content, selecting a trainer, choosing HRD methods and media, and addressing the
practical issues involved in delivering the program. Chapter 6 emphasizes imple-
mentation issues and highlights the different types of training methods available
to deliver training content, both in the traditional training classroom and via tech-
nology. Chapter 7 completes our discussion of the HRD process by explaining the
importance of evaluating HRD efforts and demonstrating ways an evaluation can
be done to ensure decisions made about HRD programs are based on meaningful
and accurate information. Because of the increased importance of technology to
all phases of the HRD process, material has been included in each of the chapters
in Part 2 to highlight how technology is impacting and changing the way HRD is
conducted.

The remainder, Part 3, focuses on particular topic areas within human re-
source development; that is, HRD applications. With so many methods available
to choose from, one can feel like Alice in Wonderland; that is, having fallen down
a rabbit hole, Alice finds many doors available, with little idea of which one to
choose!” Selected HRD topics and methods are addressed in Part 3. Chapters 8-12
focus more on individual-level employee development issues, from orientation to
career development. Chapter 8 discusses the socialization process, its importance
to employee and organizational effectiveness, and how orientation programs can
be used to facilitate successful socialization. Chapter 9 describes skills training
programs, including ways to ensure that employees possess the specific skills
(such as literacy, technological, and interpersonal skills) that they need to perform
effectively and contribute to an organization’s success. Chapter 10 discusses the
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importance of coaching and performance management, and explains how super-
visors and line managers can successfully fulfill their critical coaching and perfor-
mance management responsibilities. Chapter 11 provides an overview of employee
counseling as a way to help employees overcome personal and other problems
(such as substance abuse or stress) and remain effective in the workplace. Finally,
Chapter 12 focuses on career development as a way to ensure an organization’s
members can be prepared to meet their own and the organization’s needs over the
course of their working lives.

The final three chapters focus on more macro issues in HRD. Chapter 13 dis-
cusses how individuals can be developed to fulfill the multifaceted challenge of be-
coming effective managers. Chapter 14 explores how HRD can be used to prepare
organizations for change, including ways to diagnose organizational problems and
how to create and implement intervention strategies to improve individual, group,
and organizational effectiveness. Chapter 15 closes with a discussion of organiza-
tional challenges and opportunities concerning diversity and inclusion, and the role
HRD can play in meeting these challenges and achieving the goal of full participation
by all members of an organization.

It is hoped that you, the reader, will find this to be an exciting and dynamic field.
Everyone working in an organization of any size is impacted by human resource de-
velopment. Whether you currently work in the field, hope to do so someday, or sim-
ply want to learn more about HRD, you will be impacted by the topics discussed.”
It is hoped that you will study and learn the content, enjoy the process (really!), and
then apply what you learn to your own work experiences. The concepts and models
can make you a more effective employee, manager, or trainer/HRD professional. The
text before you (along with the materials available on the Cengage website) are our
part (Jon Werner, following from the outstanding original efforts by David Harris
and Randy DeSimone). Your professors or instructors will add their part. But the last
piece of the equation is yours—what will you put into and get out of your study of the
field of human resource development? Enjoy the journey!
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Return to Opening Case

Like most organizations, K-Bank faced many challenging issues as it sought to promote em-
ployee growth and development in the midst of turbulent economic and political develop-
ments. Many of the issues K-Bank faced have been mentioned in this chapter.

This chapter defined human resource development as a process of shaping individu-
als’ values and beliefs and instilling required knowledge, skills, competencies, and at-
titudes through learning interventions to support the performance and sustainability
of the organization. Next, several historical events were highlighted that contributed
to the establishment of human resource development. Early training programs (such
as apprenticeships) focused on skilled training. At the turn of the twentieth century,
more emphasis was placed on training semiskilled workers. Training departments
were introduced in many large companies during World War II. The establishment
of the professional trainer led to the formation of a professional society (ASTD; now
ATD). This culminated in the 1980s when ASTD, in partnership with the academic
community, officially recognized the professional designation of human resource
development (HRD).

HRD, as part of a larger human resource management system, includes training
and development, career development, and organization development programs and
processes. HRD managers and staff must establish working relationships with line
managers to coordinate HRD programs and processes throughout the organization.
To be effective, HRD professionals must possess a number of competencies and
must be able to serve in a number of roles. These roles will help the HRD profes-
sional meet the challenges facing organizations in this new century. These challenges
include competing in a global economy, addressing the skills gap, addressing work-
force diversity and inclusion, promoting lifelong learning, facilitating organizational
learning, and addressing ethical dilemmas. The systems or HRD process framework
(A DImE—assess, design, implement, evaluate) was presented as a major framework
for promoting effective HRD efforts. The remainder of the text expands upon the
concepts introduced in this chapter.

QUESTIONS FOR DISCUSSION

1. Do supervisors have HRD responsibilities? If so, how do they coordinate these
with HRD professionals?

2. In your opinion, what HRD skills or competencies does an HRD manager need?
How are these skills and competencies learned?

3. What qualities do you think an HRD professional must possess to be effec-
tive in an organization of approximately 1,000 employees? How might your
answer be different for an organization with 10,000 employees? Support your
answers.

4. Briefly describe an HRD effort in a familiar organization. Was it successful? If so,
why? If not, what contributed to its failure?

5. A manager states that “HRD must become more strategic.” What does this
statement mean, and what can HRD professionals do to practice “strategic
HRD”?

6. Which challenges to HRD professionals discussed in this chapter will directly
affect your present or future working environment? What additional challenges
do you foresee affecting HRD?
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EXERCISE: INTERVIEW AN HRD PROFESSIONAL

Conduct an informational interview with an HRD professional. This could be some-
one working in the areas of training and development, career development, or orga-
nizational development. Some of the questions you might ask include the following:

1. What do they do in their job?

2. What has changed in their job over the past five to ten years?
3. Where do they see the HRD field going in the next five to ten years?

Your instructor will give you guidelines as to the appropriate length and format
for the written document you turn in for this assignment.
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