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4 Human Resource Development

PREFACE

Human Resource Development has become a subject of International discussion.
Managing and Controlling Human resources have become a vital and vibrant issue
before the International HR Managers. The rapid growth of the economics and
changing behaviour of employees across the world has necessitated the study of Human
Resource Development.

The main aim of this text book is to make students familiar with the concept of
Human Behaviour and provide them insight of the subjects. We hope this book will help
the students of Management, Commerce, CAs and Company Secretary ship. The book
will serve the purpose of students at all levels right from BBA/B.com/CAs/ICWA/MBA
and Ph.D.

We are very thankful to our Vice Chancellor Prof S.W.Akhtar and Academic
Consultant Prof. S.M.Iqbal for their consistent support. We would like to thank all our
students and faculty members for their suggestions and cooperation.

We must thank the Managing Directors and all the staff members of Himalaya
Publication for rendering their help and cooperation.

We welcome healthy and positive criticism, suggestions, advices and improve-
ments from our esteemed readers.

Dr. M.S. Khan
Smita Singh
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Introduction
The present era is considered as the era of human resources with manpower

increasingly being recognised an important asset. The effective performance of an
organisation is the result of the quality and competence of its human resources more
than just the availability of the best financial, material, technological resources. The
efficiency of usage of various tangible and non-tangible resources is dependent on the
human resources employed with an organisation. The greater the competence of
manpower in resource utilisation, the better is the quality of outcome for the organisation.
Human Resource Development seeks to provide a unified learning experience, organised
within a definite time-period such that there is an increase in job performance and
individual as well as organisational growth.

Since, globalisation has changed the way human resources are being looked at
and the requirements from and of the workforce, Human Resource Development (HRD)
comes to play an important role as Human Resources Development is the process of
increasing the knowledge, skills and capacities of all the people in a society. The
process of HRD unlocks the door to modernisation. The guiding principle of HRD is to
continually develop the people, preparing them to undertake higher and more challenging
jobs, to achieve their best performance potential and to develop newer systems of
learning which can aid in transferring knowledge and help the organisation meet its
strategic goals. In order to practically implement this principle, the organisation needs
to answer questions such as:

“What are the goals and objectives of the organisation and how can the human
resources be developed to achieve these goals?”

“What kinds of learning and development opportunities are needed by the people
in the organisation to help them realise their highest performance potential?”

“What criteria to use to decide the allocation of funds/development opportunities
among the people in the organisation?”

“What measures should be put in place to keep track of the progress made by
the people who have been trained and for judging the enhancement in their individual
capabilities and competencies?”

“How to best manage the knowledge, social and intellectual capital in the
organisation?” And the most important question to be answered along with these is:

“How to motivate and retain competent and skilled manpower?”

Majority of the organisations have Human Resource Development as a part of
the larger Human Resource Management (HRM) activities. HRM functions can be
divided into primary and secondary functions. The primary functions are involved
with procuring, maintaining and developing the employees while the secondary
functions provide support for the general management activities or are involved in
determining/changing the organisational structure.



8 Human Resource Development

Primary Functions
Human resource planning; Staffing (Recruitment and Selection); Compensation

and Benefits; Labour Relations; Health; Safety and Security and Human Resource
Development

Secondary Functions
Organisation Job/Design; Performance Management and Performance Appraisal

Systems; Research and Information Systems; Human Resource Audit.

Looking closely it can be seen that the term ‘Human Resource Development’ is
made up of two significant halves – ‘Human Resource’ and ‘Development’.

Human Resource refers to the pool of talents, skills and abilities present in the
people of the organisation and available to the organisation for the realisation of its
strategies, goals and objectives.

Development refers to the methods used and processes employed for
continuously upgrading and equipping the human capital with newer and relevant
skills and providing them with a systematic learning experience for the overall growth
of the body, mind, and spirit.

Thus, human resource development is a set of inter-related activities geared at
assessing human potential, upgrading specific skills and positioning them according
to their capabilities for the effective achievement of the individual as well as
organisational goals.

Difference between HRM and HRD

HRM
1. More of a routine job with

administrative responsibilities
2. Independent function with separate

roles

3. Main focus is manpower

4. Looked after by the human resource
department, is its domain

5. Primarily reactive in nature,responding
to demands as they arise

HRD
1. Continuous process with a dynamic

nature of responsibilities
2. Subsystem of a larger organizational

system, focused towards
organizational needs

3. Not just involved in developing
people, also works for developing
the whole organisation

4. Flow of involvement is right from the
leve of the top management to the
humblest worker

5. Increasingly becoming proactive in
nature. Not only does it facilitate
learning for the current
requirements,it also anticipates and
fulfils learning needs for the future.
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1.1  MEANING,  DEFINITION  AND  NEED  FOR  HRD

Meaning and Definition
Human Resources Development is a combination of training, development and

education providing a framework for the expansion of human capital within an
organisation. It seeks to prevent obsolescence and ensures that the human capital
within the organisation grows continually. Adam Smith states, “The capacities of
individuals depended on their access to education”. Thus, it can be said that Human
Resources Development is the medium that drives the process between training and
learning. Human Resources Development is not a defined object, but a series of
organised processes that have specific learning objectives. It provides the framework,
the structure that streamlines individual development and in turn serves to satisfy
organisational goals and objectives. HRD, has thus been variously defined by different
practitioners of the subject variously emphasising specific aspects of the discipline.
Some of these definitions are discussed below:

HRD is … “those learning experiences which are organised for a specific time and
designed to bring about the possibility of behavioural change.” (Leonard Nadler, 1969)

HRD is ... “a process by which the employees of an organisation are helped in
a continuous”, planned way to:

(i) Acquire or sharpen capabilities required to perform various functions
associated with their present or expected future roles;

(ii) Develop their general capabilities as individuals and discover and exploit
their own inner potentials for their own and/or organisational development
purposes;

(iii) Develop an organisational culture in which superior-subordinate relationship,
teamwork and collaboration among subunits are strong and contribute to the
professional well-being, motivation and pride of employees.” (T. Venkateswara
Rao, 1985)

HRD is… “the integrated use of training and development, organisational
development, and career development to improve individual, group, and  organisational
effectiveness.” (McLagan, 1989)

HRD is… “a process of developing and/or unleashing human expertise through
organisation development and personnel training and development for the purpose of
improving performance.” (Swanson, 1995)

Since, providing the skills base to the organisation is the main focus of manpower
resourcing, HRD is … “about enhancing and widening these skills by training, by
helping people to grow within the organisation, and by enabling them to make better
use of their skills and abilities.” (Armstrong, 1992)

HRD is ... “a process in which the employees of an organisation are helped/
motivated to acquire and develop technical, managerial and behavioural knowledge,
skills and abilities and mould the values, beliefs and attitudes necessary to perform
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present and future roles by realising the highest human potential with a view to
contribute positively to the organisation, group, individual and social goals.” (Pulapa
Subba Rao)

HRD is ... “the process of increasing the capacity of human resource through
development. It is, thus, a process of adding value to individuals, teams or an
organisation as a human system”. (The American Society for Training and
Development)

Human Resource Development can thus be regarded as a process that works
consciously and proactively with the objective of changing and upgrading work-related
attitudes, behaviours, knowledge and skills, using a range of learning methodologies,
techniques and strategies.

Need for HRD
Human resource is the backbone of any organisation. Well trained personnel

with the right skills and qualifications are an asset contributing effectively to the
efficiency, productivity and growth of the company. Business has always operated in
a changing, dynamic environment and human resources are the asset that helps a
firm successfully compete with other firms. Liberalisation, privatisation and
globalisation (LPG) have further increased the dynamism of the environment in which
business is operating. Due to the LPG factors, proliferation of information and
communication technology (ICT) and rapid strides being made in connectivity, the
need for human resource development is logical.

Technology Explosion:  Technological advances necessitate continuous
upgradation of skills and competencies. Presence of computers providing instant
connectivity and tremendous amount of information, have a dramatic impact or
organisational practices. Competitive advantage today is defined in terms of an
organisation’s ability to acquire and utilise knowledge and thus presents a new challenge
for the organisation. Developing personnel capabilities and enhancing the skills of the
knowledge worker requires HRD interventions and customised programmes.

Multi-skilled Human Resources:  Employees having additional skills apart
from their core skills are a distinct advantage for the organisation. While in leaner
times they bring in operational efficiency and increased productivity, during upswing
they help in addressing increased consumer demands. Activities of the human resource
development professionals should focus on providing individuals with multiple skills,
benefiting both the employee as well as the organisation.

Changing Job Requirements:  The constantly evolving nature of organisations
gives rise to the need for modifications in organisational and job design. These
modifications in turn influence the job description and the job specification. Since a
major part of training and development are dependent on the needs stemming out of
job description and specification, there is a clear-cut need for human resource
development initiatives for re-skilling employees post such changes.
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Organisational Complexity:  Expanding product portfolios, multilocation operations,
increased use of automation and technology and ever-changing demands of consumers,
make organisational structures unwieldy and complex. Organisational complexity is defined
as the amount of differentiation that exists within different elements constituting the
organisation. It adds to the amount of variety, or differentiation, in the organization’s core
processes and technologies, customers and markets, products and product-lines,
distribution networks, suppliers, and/or geographical locations. Thus, complexity calls
for higher quality HRD interventions, planning multiple functional areas and cutting across
cultural boundaries.

Globalisation and Changing Economic Environment:  Globalisation and
the changes ushered in by it are driven by economic forces. On one hand globalisation
is challenging the theories, value and tools used by HRD and on the other hand are in
need of revamped HRD interventions. These interventions should be customised for
managing knowledge in multiple locations, supporting diverse cultures and improving
performance across national and geographical boundaries.

1.2 EVOLUTION  OF  HUMAN  RESOURCE
DEVELOPMENT

The term ‘Human Resource Development’ was coined by Prof. Leonard Nadler
and formally introduced by him in 1969 in a conference organised by the American
Society for Training and Development (ASTD). It gained popular acceptance in 1970s
by the publication in his nowclassic book Developing Human Resources. This term
served as an anchor for the allied concepts of training, education, and development
– providing direction to organised learning and fostering performance change. It was
in 1975 that the concept was introduced in India by a private sector company –
Larson and Toubro Limited – with the objective of furthering employee development.
BHEL was the first public sector company to bring the concept in the government
sector in 1980. The discipline of human resource development has gradually evolved
over the last four decades into its present form. The evolution of HRD can be traced
along the seven stages given below:

1.  Early apprenticeship programmes

2.  Early vocational education programmes

3.  Early factory schools

4.  Early training for unskilled/semiskilled

5.  Human relations movement

6.  Establishment of training profession

7.  Emergence of HRD

1. Early Apprenticeship Programes
Since time immemorial, people have been transferring skills from one generation

to another in some form of apprenticeship and this is where the genesis of the modern
day concept of human resource development can be traced to. Four thousand years
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ago, the Babylonian Code of Hammurabi provided that artisans teach their crafts to
youth. The records of Egypt, Greece, and Rome from earliest times reveal that skills
were still being passed on in this fashion. When youth in olden days achieved the
status of craft workers, they became important members of society.

The apprenticeship training programmes
of the eighteenth century focussed on
employing additional workers to be trained and
educated in the skill of the master craftsman.
Skilled artisans produced almost all household
requirements of goods such as clothing,
furniture and shoes. Increased demand
necessitated that they employ extra hands to help them. The absence of vocational
or technical training schools for the crafts, meant that the artisans and the master
craftsmen trained their own workers giving rise to the concept of apprenticeship.

The apprentices – as these trainee workers were known – learned the craft from
their masters for several years, till they became proficient and could branch out on
their own. During their period of apprenticeship, they were given little or no wages.
Apprentices who mastered all the skills were considered ‘yeomen’ and while they
were free to set up their independent craft shops, most remained with their master as
they lacked funds for buying the necessary tools of the trade needed for an independent
set up. With an increase in the number of yeomen under individual master craftsmen,
the system of forming private ‘franchises’ came into being with the purpose of
regulating product quality, hours of working, use of raw material, wages and apprentice
testing methods.

With time these private craft networks took the form of craft guilds and acquired
important stature in their communities and social circle to the extent of wielding
considerable political power. Now the power of the guild prevented the yeomen from
being able to establish their independent business. To counteract this pressure, the
yeomen formed guild of their own called the ‘yeomanries’. The yeomanry worked for
the welfare of the yeomen, giving them the collective strength to bargain for better
working conditions and for negotiating higher wages. In a way, the yeomanries were
the forerunners of the modern day labour unions.

2. Early Vocational Education Programes
The vacuum present due to

the absence of vocational or
technical training schools was filled
in 1809 by DeWitt Clinton founding
the first recognised privately funded
vocational school in New York city.
This was also referred to as the
Manual School and the purpose of
founding the school was to provide
occupational training to unskilled

Early Apprenticeship Programe
 Artisans in 1700s
 Artisans had to train their own

workers
 Guild schools
 Yeomanry (early worker unions)

Early Vocational Education
Programmes

 1809 – DeWitt Clinton’s Manual School
 1863 – President Lincoln signs the Land-

  Grant Act promoting A&M Colleges
 1917 – Smith-Hughes Act provides

 funding for vocational education at
            the state level
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young people who were either unemployed or had criminal records. Since the Manual
schools gave a public solution for a social problem – what to do with unemployed/
misdirected youth?, they grew in popularity, particularly in the Mid-western states.

Though the real intent behind establishing these schools was not laying the
foundation of vocational institutions, nevertheless, these early forms of occupational
training established a prototype for vocational education. The Land-Grant College
Act of 1862, introduced by Justin Smith Morrill of Vermont, provided funding for
institutions of higher learning in each state. The leading objective was to teach such
branches of learning as are related to agriculture and the mechanic arts without
excluding other scientific and classical studies.

In 1917, the American Congress passed the Smith-Hughes Act, recognising
the value of vocational education by granting funds (initially $7 million annually)
targeted for state programes in agricultural trades, home economics, industry, and
teachers training. This laid the formal foundation of developing the skills of human
resources which were a part of the community.

3. Early Factory Schools
The late 18th century saw the Industrial Revolution when machines began to

replace the hand tools of the artisans. The core ideas of the theory of Scientific
Management were developed by Frederick Winslow Taylor in the 1880s and 1890s,
and were first published in his monographs, Shop Management (1905) and The
Principles of Scientific Management (1911). “Scientific” management principles
recognised the significant role of machines in better and more efficient production
systems. It came to be recognised that even semiskilled workers using machines
could produce more than the skilled workers could produce in their small craft shops.
This led to the foundation of the factory system which made it easier to go in for
mass production of goods with unskilled workers working on machines.

The use of machines, however,
gave rise to the demand for a separate
set of workers – the engineers,
machinists, and skilled mechanics –
whose skills were needed to design,
build, and repair the machines.
Proliferation of factories everywhere
triggered a huge demand for skilled
workers which soon outstripped the
supply of vocational school graduates.
To solve the problem of the availability
of skilled manpower, the factories created their own mechanical and machinist training
programes. These were referred to as “factory schools.”

The first documented factory school figures in 1872, and was located at Hoe
and Company, a New York manufacturer of printing presses. This was soon followed
by others like Westinghouse in 1888, General Electric and Baldwin Locomotive in
1901, and then Ford and Goodyear. There was a basic difference between the factory

Early Factory Schools
 Industrial Revolution increasesneed

for trained workers to design, build, and
repair machines used by unskilled
workers

 Companies started machinist and
mechanical schools in-house

 Shorter and more narrowlyfocused than
apprenticeship programes
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school programmes and the early apprenticeship programmes. The factory school
programmes were shorter in duration with a narrower focus on the skills required for
a particular job while this was not the case with the early apprenticeship programmes.

4. Early Training Programmes for Semiskilled and
   Unskilled Workers

While the apprenticeship
programmes and the factory
schools both aimed at providing
training for turning out skilled
workers, there were hardly any
training schools on offer for the
unskilled or the semiskilled
workers as this was not a much
felt requirement at that time.
This scenario, however,
underwent a change with the
introduction of the Model T by
Ford in 1913 and the outbreak of World War I.

While Henry Ford did not invent the automobile or the assembly line, he did,
however, change the world by the innovative use of the assembly line technique to
produce cars which could be afforded by everyone. From 1909 to 1927, the Ford
Motor Company built more than 15 million Model T cars. Prior to the introduction of
the assembly line, cars were individually crafted by teams of skilled ‘workmen’, ‘a
slow’ and expensive procedure.

The assembly line reversed the
process of automobile manufacture.
Instead of workers going to the car, the
car came to the worker who performed
the same task of assembly over and over
again. With the introduction and
perfection of the process, Ford was able
to reduce the assembly time of a Model
T from twelve-and-a-half hours to less
than six hours. The Model T was, thus,
the first car to be mass-produced using
an assembly line, in which production
required only the training of semiskilled

workers to perform several tasks. Central to Ford’s ability to produce an affordable
car was the perfect use of the assembly line that increased the efficiency of
manufacture and most of the other automobile manufacturers who entered the market
began using the same assembly line processes, resulting in a proliferation of
semiskilled training programmes.

The outbreak of World War I was another significant event that catapulted the
demand for military equipment sky high. Many factories that produced non-military goods

Early Training Programes for
Semiskilled/Unskilled

 Mass production (Model T)

# Semiskilled and unskilled workers

# Production line – one task = one worker

 World War I

# Retool and retrain

# “Show, Tell, Do, Check” (OJT)

.
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had to retool their machinery and retrain their workers, including the semiskilled workers.
For instance, the US Shipping Board was made responsible for coordinating the training
of shipbuilders to build warships. The Emergency Fleet Corporation of the United States
Shipping Board found that its sixty-one shipyards with fifty thousand workers had a need
for ten times as many workers to build the needed ships, but none were available. The
only solution was to set up an instructional division and on 12th September 1917, the
United States Shipping Board set up an educational training section. Charles Allen,
director of training, had been a vocational instructor himself. To facilitate improvements
in the training programme, he instituted a four-step instructional method referred to as
“show, tell, do, check” for all of the training programmes offered by the Shipping Board. It
is this technique which was later named job instruction training (JIT) and is still in use
today for training workers on the job.

5. The Human Relations Movement
The factory system

had reduced the cost of
production tremendously but
one of the negative by-
products of the factory
system was the frequent
abuse of semiskilled and
skilled workers. They were
subjected to long hours of
work at petty wages, made to work in unhealthy conditions on poorly maintained
machines. The appalling conditions of work in the factories spurred a national anti-
factory campaign spearheaded by Mary Parker Follett and Lillian Gilbreth. The campaign
gave rise to the ‘’human relations” movement advocating more humane working
conditions.

The Hawthorne studies, conducted under Elton Mayo, demonstrated the
important influence human factors had on worker productivity. The human relations
movement provided a more complex and realistic understanding of workers as
people instead of merely “cogs” in a factory machine and highlighted the importance
of human behaviour on job productivity. The movement continued into the 1940s,
with World War II as a backdrop.

During this time, Abraham Maslow published his theory on hierarchy of human
needs. The basis of Maslow’s theory of motivation was that human beings are
motivated by unsatisfied needs, and that certain lower needs to be satisfied before
higher needs can be addressed. Maslow stated that there are general needs
(physiological, safety, love, and esteem) which have to be fulfilled before a person is
able to act unselfishly. These needs were dubbed “deficiency needs.” 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 (psychological)
needs, highlighting that money was not the only motivator. Maslow’s and other such
theories served to reinforce the notion that the varied needs and desires of workers
can become an important source of motivation in the workplace.

The Human Relations
 Factory system often abused workers

 ”Human relations” movement promoted better
working conditions

 Start of business and management education

 Tied to Maslow’s hierarchy of needs programes
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6. The Establishment of Training Programmes
The industrial sector was once again asked to retool its factories to support the

war effort when World War II broke out in 1939. This time too, the need for establishing
training programmes and education sections arose. The Training Within Industry
(TWI) service was created by the United States Department of War, running from
1940 to 1945 within the War Manpower Commission. The purpose was to provide
consulting services to war-related industries whose personnel were being conscripted
into the US Army at the same time the War Department was issuing orders for
additional military supplies. It was apparent that the shortage of trained and skilled
personnel at precisely the time they
were needed most would impose a
hardship on those industries, and
that only improved methods of job
training would address the shortfall.

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, organised, and coordinated training
across the organisation. 1942 saw the formation of the American Society for Training
Directors (ASTD) with the purpose of establishing 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.

7. Emergence of Human Resource Development
It was during the 1960s and 1970s that the role of the professional trainers

extended beyond providing training in the classrooms requiring them to coach as well
as counsel the employees. With this there was an expansion in the training and
development competencies which expanded to include interpersonal skills such as
coaching, group process facilitation, and probleme solving into its fold. The shift in
emphasis to employee development inspired the American Society for Training
Directors to reflect the progress by renaming itself as the American Society for
Training and Development (ASTD) in 1964.

This was in keeping with the 1946 convention, when ASTD had adopted a
constitution that set out its goals as:

- to raise the standards and prestige of the industrial training profession, and

- to further the professional’s education and development.

The Establishment of Training
Programme

 Outbreak of WWII increased the need
for trained workers

 Federal government started the Training
Within Industry (TWI) programme

 1942 – American Society for Training
Directors (ASTD) formed.
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In recent years, ASTD has
widened its focus to connect learning
and performance to measurable
results. As a result, the ASTD
approved the term human resource
development to encompass this
growth and change. In the 1990s,
efforts were made to strengthen the
strategic role of HRD, that is, how
HRD links to and supports the goals
and objectives of the organisation. In
2000, the organisation chose to refer
to itself just by the letters ASTD, to
recognise that the profession looks far
beyond training in its quest to “create
a world that works better.” This gels well with the increased emphasis within ASTD
and elsewhere on performance improvement as the particular goal of most training
and HRD efforts, and on viewing organisations as high performance work systems.

Emergence of Human Resource
Development

 Employee needs extend beyond the
training classroom

 Includes coaching, group work, and
problem-solving

 Need for basic employee development

 Need for structured career
development

 ASTD changes its name to the
American Society for Training and
Development

National HRD Network, India
The National HRD Network is an association of professionals who are

committed to promoting the HRD movement in the country and enhancing the
capability of human resource professionals. National HRD Network is committed
to the development of human resources through education, training,
research and experience sharing. The NHRD network managed by HR
professionals in an honorary capacity, functions through its 30-odd chapters
all-over India, with over 7,000 members.

Source: NHRDN website; http://www.nationalhrd.org

1.3 OBJECTIVES  AND  SCOPES

Objectives of HRD
There has been noticeable transition in the make-up of the workforce in the past

decade. There has been a gradual shift in emphasis from the skilled worker to the
knowledge worker. Further, with a change in focus from well carved out work areas to
merging of interdepartmental skills and inter-disciplinary project teams, performance
is no longer the domain of the individual worker, it is team performance that matters
more than ever. The shift has been from repetitive task to mentally stimulating task,
from super specialisation to multitasking and multiskilling, from dominant superiors
to collaborative mentors and empowered employees – all calling for a proactive human
resource development role.

Hence, the objectives and scopes of human resource development, broadened
over the last decade may be listed as follows:
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1.  Prevent Employee Obsolescence

2.  Impart New Recruits with HRD Skills and Knowledge

3.  Develop Creative Talent

4.  Develop Employee Potential

5.  Develop Organisational Competence

6.  Improve Organisational Climate

1. Prevent Employee Obsolescence

Obsolescence refers to the extent to which employees lack the up to date
competencies necessary to maintain successful performance in either their current
or future work roles. This implies that the individual is becoming outmoded and
outdated. Human resource development aims at preventing employee obsolescence
and restoring the balance between the employee and the job.

Employee obsolescence
There are several factors which act as triggers for job obsolescence, rendering

employee skills obsolete.

 Younger employees joining the workforce are more likely to have higher
school education and degrees which are relevant to the work scenario as
compared to the older workers. Older workers are less likely to hold
qualifications in the newer, high end streams like computers and business,
rendering them at the periphery of the workforce.

 Having been trained in an industry-oriented, public sector focused economy,
the older workforce with its industry-specific skills is often less readily
transferrable than the newer workforce which is more in tune with an
information technology-service-oriented and private sector focused economy.

 As employees advance in age, companies are reluctant to invest in their
training and neither are these employees eager to invest in their training
themselves. Younger employees are better positioned both in terms of their
personal eagerness and in terms of the company’s positive attitude to invest
in their training and development, viewing them as long-term assets.

Ref.: Diversity Success Strategies by Norma Carr-Ruffino

Technological factors such as computerisation, organisational factors such as
restructuring or individual factors lead to skill obsolescence resulting in frustration,
hostility and resistance to change. Identification of reasons of obsolescence, treatment
in the form of training courses and a follow-up with career counselling to restore the
balance between employee skills and job is the objective of HRD.

2. Impart New Recruits with HRD Skills and Knowledge

Effective on-boarding of new team members is one of the most important
contributions of human resource department. On-boarding is the process of acquiring,
accommodating, assimilating and accelerating new team-members, whether they
come from outside or inside the organization. On-boarding done right ensures that
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the new recruit adjusts faster to the organisational culture, accelerates results resulting
in higher productivity, and significantly improves talent retention. It is significant that
the training needs of new members on board be identified immediately and a relevant
training and development programme be put in place to improve their skills. This
could be done through a combination of on-the-job coaching, internal training sessions
and external courses. HRD plays a major role in effectively integrating the new
employee into the organisation and assisting with retention, motivation, job satisfaction;
thus, enabling each individual to become a contributing members of the work team.

3. Develop Creative Talent

Human resource development aims at developing, managing and retaining talent
in the organisation. In effect, it works for ‘talent management’ which refers to the
process of developing and integrating new workers, developing and retaining current
workers, and attracting highly skilled workers to work for the company. Developing,
managing and retaining talent gains significance as increasing competition between
firms makes the talent/skill of its human resource an invaluable asset. It is this
asset which cannot be ignored as it gives the firm its competitive edge. The process
of attracting and retaining profitable employees’ has become more of a “war for
talent.” Hence, the potential of developing talent cannot be ignored. Rather it makes
better sense to have strategy in place for improving the organisational performance
through better identification, procurement, development, reward, motivation and
retention of the talent that keeps the organisation ahead of its competitors.

4.  Develop Employee Potential

Unlocking human potential
is a key to sustaining growth and
to develop this potential there
has to be an organisational
culture that inspires employees
to learn, grow and give their very
best. According to Gallup
Research, less than 20% of
employee potential is utilised by
the organisations. It has been
recognised that developing the
untapped employee potential is
the key to competit ive
advantage in the marketplace.

Human resource
development initiatives can
serve as the anchors for
retaining top talent. Employees
naturally seek to grow in their
current organisation rather than being available to the highest bidder. Only when they
lack growth opportunities or the organisation fails to tap and adequately reward their
potential, they think of switching to a new employer. Stretch assignments, commonly

Steps to Develop Potential in Your
Employees

Successful business leaders and
managers use these steps as guidelines in
developing potential in their employees.
 Identify the possible capacity or potential.
 Provide motives and opportunities to exploit

that potential.
 Develop a plan of action.
 Set clear expectations.
 Provide the tools necessary for the employee

to execute the tasks.
 Allow the employee to practice the new

behaviours.
 Coach and critique the performance.
 Create a scorecard to measure the results.
 Connect behaviours with goals and objectives.

Source: Developing Employee Potential by
Charlie Fewell
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called experiential learning opportunities, can expose high-potential employees to
new departments and deepen their understanding of business operations and
challenges. Also developmental activities could include coaching or mentoring
opportunities, which would aid development of employee potential.

5.  Develop Organisational Competence

A core competence according to Hamel and Prahalad is a “bundle of skills and
technologies that enables a company to provide a particular benefit to customers. It
is this core competence or intrinsic capability that provides strategic strength to the
organisation and sets them apart from their competitors. While competencies viewed
from the individual’s perspective are behaviours, motivations and knowledge related
to job success and failure. They are the knowledge, skills and attributes required by
staff at each level of the organisation to achieve the organisation’s desired performance
outcomes.

The objective of HRD should be to link its strategies of training and development,
of building the human competencies with this core competence of the organisation.
Thus, on one hand providing it with further strength and on the other hand ensuring that
there is effective human performance improvement (HPI). Human performance
improvement as defined by Rothwell means “the systematic process of discovering
and analysing important human performance gaps, planning for future improvements in
human performance, designing and developing cost-effective and ethically justifiable
interventions to close performance gaps, implementing the interventions and evaluating
the financial and non-financial results”. Interest has been growing in the concept of HPI
and human performance improvement is an effective tool for developing and sustaining
organisational competence. It is a broader concept than HRD and transcends it.

6. Improve Organisational Climate

The organisational climate defines
preferred ways of thinking and behaving.
The organisational climate (or culture) has
an influence on crit ical employee
behaviours-communication, interpersonal
interaction, problem-solving and
accountability – factors that have an
impact on the quality of exchange with
customers, staff, quality and profitability.
An objective of HRD is to create an
enabling organisational culture that would
help every individual discover and develop
his potential to the maximum.

Apart from helping employees
realise their fullest potential, HRD also
has a major role to play in helping

employees acquire the traits that would be beneficial for them in executing their
current and future roles and discharging their duties efficiently.
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Scopes of HRD
Scope means the areas in which a discipline finds application. Looking at the

subject-matter of human resource development, it can be seen that it either contributes
or has the potential to contribute to several areas within human resource management,
hence, enhancing the quality of practices and interventions. Thus, the scope of HRD
includes:

Recruitment, Induction and Selection

Before entering any organisation, an individual seeks to assure himself that he
would be a good fit in the culture and environment of the place. The dynamism in the
business environment has thrown up issues related to employee attitudes, values,
work ethics and motivations, before the organisations. It is here that HRD can
constructively contribute through appropriate interventions that would help manage
employee attitudes towards the organisation, ensuring work-life quality and addressing
human expectations. On the other hand, HRD can be very useful in changing the
management’s attitude towards perceived threats from worker unions, collective
bargaining and wage negotiations, regulation and administration of working conditions
as well as means of upgrading managerial and technical skills. It is equally necessary
to recruit individuals with possibilities and potential of development so that the current
and future needs of the organisation are adequately met.

Career Planning

HRD has the scope of helping with both the organisational career planning as
well as the individual career planning process. While organisational career planning
deals with the selection of job avenues that an individual has within the organisation,
the individual career planning deals with not just the avenues within the organisation
but also outside the organisation. Career planning provides an opportunity whereby
an individual’s occupational and career choices can be assessed and given the right
direction. With this the role of HRD comes into play. With the correct mix of training
and development initiatives, the career path desired by an employee can be charted
out and he is equipped with the necessary job skills, thereby improving his potential
for advancement.

Training and Development
These are HRD’s core areas which focus on acquisition of technical skills and

knowledge and development of managerial skills and knowledge. Globalisation and
the increased penetration of information technology necessitate the acquisition of
requisite workforce education components. The first step in this deals with analysing,
appraising and developing an identification process for the people in the organisation
highlighting the gaps in their skills and knowledge. Further, HRD can help manage
manpower redundancy through its many interactive subsystems functions for both
evaluative and developmental objectives of the employees, which help in selecting
and retaining the best technical and managerial talents. HRD strategies are intended
to help individuals realise their latent and full potential, take groups to higher stages
of advancements and aid organisations through successive steps in attaining more
advanced, complex and organised state of growth.



22 Human Resource Development

Organisational Development

The foremost resource in any organisation is the human resources and the
impetus for the growth of this resource comes directly from organisational development.

“Organisational development (OD) is defined as a long-range effort to improve an
organisation ability to cope with change and its problem-solving and renewal processes
through effective management of organisational culture.” - Don Harvey and Donald
R. Brown (in An Experiential Approach to Organisational Development)

Organisational development aims at development and effectiveness of the
organisation through the development of its manpower. Since organisational
development studies the impact of employees on organisational working, it falls
back on the HRD systems to take care of strategic planning, leadership development,
team-building and succession planning. Thus, HRD has a pivotal role to play in
developing the organisation.

Performance Management

Performance management is a continuing process of providing the employees
with the right motivation and work environment to bring out the maximum potential in
their performance. Performance management has a more proactive approach than
performance appraisal and deals with just about everything from analysis to identifying
competencies and skills and promoting continuous development of the employees.
Continuous development of the employees brings HRD into the picture and helps
focus on employees strengths and weaknesses. HRD helps the company meet its
needs through its workforce by helping plug the skills and competence gaps evident
in performance management.

Succession Planning
Planning for manpower needs is one of the main challenges faced by the

organisation and it calls for careful alignment of the anticipated skills requirement with
the existing manpower resources available with the company. Here succession planning
and human resource development join hands to provide the organisation with a talent
review process and talent pool development plan to ensure a smooth operational flow
in the company. Succession planning aims at providing the right people with the right
skills in the right place and at the right time. This objective can be accomplished in
three ways: role-based, individual-based and team-based development of people. On
the other hand talent review in conjunction with HRD helps figure out talent for the
emerging roles in the organisation, prepare potential talents and design alternative
plans for filling up sudden vacancies of key positions in the company.

Organisational Culture

Companies vary from each other in terms not only of businesses they perform
but very much in terms of their environment, values, beliefs, and culture. Culture is the
set of ideas, beliefs and emotions that shape or mould a group. Corporate culture or
organisational culture is the way things are conducted in an organisation, as envisioned
by the founding fathers and shaped by consecutive leaders. Every individual entering
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the organisation get influenced by its culture and needs to imbibe it, facilitating a better
fit with the organisation. HRD has ample scope in educating newcomers as well as
reinforcing the culture for the old timers ensuring a clear understanding of the processes
in place and requirements of the organisation. A good understanding of the organisation
culture equips the employee with the knowledge to perform and deliver under certain
situations. Failure to understand company characteristics and peculiarities leads to
sub-optimal performance.

Team-building

Teams function well
when there is mutual trust
and confidence that team-
members share and their
talents and skills
complement each other.
Coaching members in
interpersonal skills, team
interactions and building
rapport amongst the members is fast becoming a domain of human resource
development. Teams of today are multi-disciplinary, multifunctional with members
who are multiskilled and into multitasking. Preparing member to contribute and plugging
the skill gap as and where they occur, should be the goal of HRD for increasing team
effectiveness.

Downsizing

Downsizing is reducing the number of
employees in a company by locating areas of
redundancy, floating early retirement schemes,
or even by going in for a hiring freeze.
Downsizing if not done with caution can result in
lowered employee morale. While downsizing has
implications for the entire human resource, it has
tremendous scope for human resource
development. At the time of downsizing,
employees are apprehensive and unsure whether
they would stay or when/how soon would it be
their turn to be handed over the pink slip. A fear
that looms large in the mind of the employees is
their employability potential. HRD can easily
address this one major fear in the minds of the
people by helping organise reskilling workshops,

so that relevant skills can be imparted to the target employees, making them
employable post the downsizing exercise. Further, those employees who are going
to be retained by the organisation can be made more productive and their future
secure by running training and development programmes for upgrading their skill
sets and making those more in sync with the current and future needs of the
organisation.

Competency Factors Contributing to Team-
buolding Effectiveness

 Vision and Directional Focus (Forming)
 Alignment of Values (Forming)
 Team Role and Competency Clarity (Storming)
 Ground Rules Determination (Norming)
 Performance Appraisal Effectiveness (Norming)
 Team Learning and Results Focus (Performing)
 Boundary Management (Performing)

     The Twelve Cs of
      Team-Building
1. Clear Expectations:
2. Context:
3. Commitment:
4. Competence:
5. Charter:
6. Control:
7. Collaboration:
8. Communication:
9. Creative Innovation:

10. Consequences:
11. Coordination:
12. Cultural Change:
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1.4 HRD  ROLE  AND  FUNCTIONS

Role of HRD
The role of HRD has undergone a major change in the past few decades. From

a traditionally passive function of ensuring that training and development programmes
were conducted on schedule, HRD transited through the policing and partnering roles
to the present pay pioneering role. Each of these roles is discussed below:

1960s PASSIVE: Focus was to respond to the training and development needs
in the organisation and to ensure that the logistics and other. Parapharnalia were
satiafactory errenged.

1970s POLICY: Apart from ensuring that logistics were in place and the schedule
of training in synchronisation with the needs of the organisation, HRD doubled up as
a controlling force. The HRD professional now also made sure that people attended
the course, participated in the interventions and that the programme met corporate
standards.

1980s PARTNER: HRD now assumed the role of a collaborator in imparting
training. The focus was on implementing such content and design of the programmes
that it would constructively impact business processes. The delivery of the training
programme was geared towards benefitting participants by promoting action learning
and encouraging their commitment to education.

1990s PIONEER: The involvement is increasingly proactive, seeking new ideas,
exploring new frontiers and engaging in new activities. HRD professionals are no
longer passive observers rather they are protagonists and initiators who involve
participants and customers in management training, value setting and team-building
activities. They design interventions to bridge the gap between organisational needs
and employee capabilities.

HRD Functions
The key to value creation lies in the growth of the intangible assets of the

organisation. Manpower is a crucial intangible asset for any organisation and its
growth is reflected in the enhancement of the employees’ skills, knowledge and
capabilities. While organisational culture, application of technology and the efficacy
of its processes are the enablers of this growth. Human resource development is the
fundamental contributor, linking together all factors in a chain. HRD contributes through
its golden triad of training and development, organisational development and career
development.

Training and Development (T&D)
Training and Development is primarily concerned with improving the performance

of individuals and groups working with the organisation. It encompasses the three
interrelated activities of training, education and development.
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Training concerns with improving the knowledge, skills and attitudes of employees
for the short-term, particular to a specific job or task – e.g., employee orientation,
skills and technical training, coaching training. The outcome of a training programme
is evaluated against the performance of the current job of the individual.

Education on the other hand provides a knowledge base that underpins any
other activities the individual may engage in at a later stage. The focus of education
programmes is broadening the knowledge base of the individuals. It has more to do
with the reframing, refining or developing the mind of the individual.

Development concerns itself with preparing individuals for undertaking future
responsibilities and at the same time increasing their capabilities to perform at the
current job.

Employee Development is a joint, on-going effort on the part of an employee
and the organisation for which he or she works to upgrade the employee’s knowledge,
skills, and abilities. Successful employee development requires a balance between
an individual’s career needs and goals and the organisation’s need to get work done.

Organisational Development
Organisational development (OD) is “a process used to enhance both the

effectiveness of an organisation and the well-being of its members through planned
interventions” (Werner and DeSimone).

Organisational development deals with organisation-wide analysis of the values,
beliefs and attitudes in the current situation and future requirements. Organisational
Development is a complex strategy intended to change the beliefs, attitudes, values,
and structure of organisations so that they can better adapt to new technologies,
markets, and challenges. It makes use of techniques such as sensitivity training,
transactional analysis and behaviour modelling to usher in a systematic change to
increase the organisation’s effectiveness and health.

Thus, Organisational Development is “an effort, planned, organisation-wide, and
managed from the top, to increase organisational effectiveness and health through
planned interventions in the organisation’s processes, using behavioural-science
knowledge.” (Beckhard)

Organisational Development involves organisational reflection, system
improvement, planning, and self-analysis. Successful Organisational Development
interventions have the buy-in, ownership, and involvement of not just the employees
but of all stakeholders, throughout the organisation. It is facilitated by individuals or
teams who may either be internal consultants or external consultants – the change
agents – who take on the responsibility for initiating and managing the change effort.
Organisational Development (OD) consultants provide services to improve
organisational effectiveness and/or individual employee effectiveness. The purposes
are to increase productivity, work satisfaction and profit for the client company.

Thus, organisational development is  the process of improving an organisation’s
effectiveness and members well-being through the application of behavioural science
concepts . It ...
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... Focuses on both macro- and micro-levels wherein HRD plays the role of a
change agent

Decide if an organisation is ready for change. . .
Dissatisfaction x Vision x First Steps > Resistance to Change. This means

that three components must all be present to overcome the resistance to change
in an organisation: Dissatisfaction with the present situation, a vision of what
is possible in the future, and achievable first steps towards reaching this vision.
If any of the three is zero or near zero, the product will also be zero or near zero
and the resistance to change will dominate.

Career Development
Career development is defined as an ‘on-going process of planning and directed

action toward personal work and life goals. Career development is the outcome of the
individuals career planning and organisations provision of support and opportunities
(Simonsen, 1997, p.6)

Changes in the work environment, rapidly shrinking career ladders due to flatter
structures, proliferation of knowledge, all necessitate that individuals take charge of
the development of their careers. Involvement in career development fosters greater
commitment to organisational goals and objectives. Within the area of career
development, can be seen the systems and programmes that are referred to as
‘processes and practices that link an individualls career goals with organisations  HR
needs’ (Gutteridge, Leibowitz & Shore, 1993, p.72). Thus, no matter who the target
group is or what the organisational setting is, it applies equally to:

 how individuals manage their careers within and between organisations, and

 how organisation’s structure the career progress of their members.

Career development comes under the ambit of career guidance with allied
concepts of career information, personal learning plan and career counselling.

Steps in Career Development

 Assessment:Identifying individual’s current skills, knowledge, abilities,
and interests.

 Goals:Identifying new skills, knowledge, and experiences the individual
would like to acquire. Do these goals match his personal and career interests?
Are these goals in agreement with his organisation’s goals, mission and
vision?

 Learning purpose:Identifying the gap between the current situation and
desired outcome to help produce a statement of purpose clarifying why and
what specific KASOCs an individual wishes to acquire.

 Learning objective(s):Identifying what skills, knowledge, and abilities
are to be acquired or enhanced.
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Stages of Employee Development
Everyone goes through several stages of development as they move from

being a career “beginner” to a full expert in their field. Each stage has specific needs
and tasks to consider. Depending on their career stage, the most relevant set of
activities can be designed for them. It should be noted that the stages do not
correspond to the chronological age of the employee. If an employee has recently
completed a career change, he or she is probably in the “exploration and trial” stage.
If, on the other hand, he or she has burned out on his or her career, he or she might
be in “disengagement” even though chronologically he or she might be in his or her
early thirties in age.

STAGES OF EMPLOYEE DEVELOPMENT
Stage Characteristics Needs Tasks

Exploration and Work with regular Learn to ask for help Develop self image in
Trial guidance Learn to take initiative the job

Work is routine, Becomes a “ ”
detailed (e.g. doctor, etc.)

Establishment and Has own area of Build a reputation Accept organizational
Advancement responsibility realities

Learn to work
Work independently independently Learn how to cope

Independence and Produce significant Deal with change or
specialization results lack of it

Learn how to get ahead

Mid Career: Growth, Responsible for guiding Feel disappointment if Develop others
Maintenance,Decline others goals are not achieved through knowledge

Use great breadth of Learn to help otherS Serve as mentor
technical skill to
support organization

Disengagement Use experience to Prepare psychologically Learn to let go
provide direction for for retirement
the organization   Achieve balance in life

Learn to accept a
Influence decisions different role

Adapted from the work of Donald Super ( http://www1.umn.edu/ohr/toolkit/development stages/
index.html)

1.5 PRINCIPLES OF HUMAN RESOURCE
DEVELOPMENT

Human resource development has seven principles as its corner stone which
are aimed at providing a guiding light to the practitioners of the discipline. These
seven principles are enumerated  below:

1. Principle of Development of Organisational Capability: Human resource
development should seek to develop organisational capability by focussing
not only on building manpower potential and capabilities but also by improving
upon organisational climate, culture and HRD climate.
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2. Principle of Potential Maximisation: Human resource development should
aim at helping the individuals identify their latent potential and provide them
with opportunities to achieve the best they can, thus, helping them to contribute
constructively to their organisational roles and excelling in them.

3. Principle of Autonomy Maximisation: Human resource development should
explore ways for maximising individual autonomy through devolved
responsibilities, encouraging the individual to evolve as an independent\
worker. At the same time, responsibilities should not be delegated to
individuals at random but in line with well thought out career development
and succession plans.

4. Principle of Maximum Delegation: The essence of the above principle
ties up beautifully with the principle of maximum delegation, which seeks to
facilitate decentralisation through sharing of and delegation responsibilities.

5. Principle of Participative Decision-making: Sharing of responsibilities and
maximisation of potential are the stepping stones for participative decision-
making. Human resource development should seek to encourage participative
decision-making such that it leads ultimately to the development of
organisational capability.

6. Principle of Change Management: Organisations do not exist in isolation.
Hence, human resource development should attempt to identify changes in
the environment and integrate them with the organisational culture.

7. Principle of Periodic Review: As with everything, human resource
development suffers the danger of becoming obsolete if the processes,
methods and techniques are not reviewed periodically. To maintain its
relevance in the current context, Human Resource Development function
and practices need to be reviewed from time-to-time.

1.6 ROLE AND FUNCTIONS OF HR MANAGER
HRD is evolving in response to the rapid changes in the global business scenario.

In keeping with these changes, the competencies of the HRD practitioners and
professionals, too, have taken on a new meaning. Rather than simply seeking to
respond to human resource development needs, practitioners are donning diverse
roles, seeking leverage and ways for helping managers, team leaders, group members
and individuals to take control of their human resource practices and tailor them
according to their needs.

Pat McLagan (1996) identifies nine new roles that HRD practitioners have either
started performing or will be required to perform with increasing regularity. It is in the
following roles that the present HRD professionals are challenged to create new
ways to address the human resource issues:

1. HR Strategic Advisor
Salient features of the role of a strategic advisor include:

 Consulting with corporate strategic thinkers on the role to be played by the
workforce
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 Helping to articulate goals and strategies vis-a-vis manpower capabilities

 Developing HR plans for aligning manpower capabilities with corporate
strategies

 Developing strategic planning for education and training programmes

The role of the HR strategic advisor concerns itself with the strategic aspects
of managing manpower within the organisation and supporting initiatives for creating,
enhancing and functionalising the efforts, knowledge, skills, capabilities and committed
behaviours of individuals for achieving organisational strategic concerns. The HR
strategic advisor brings to the notice of the strategic decision- makers human resource
related issues and trends current in the macro and micro-environment of the
organisation. Strategic HR advisors can, thus, help design, implement and evaluate
strategies in the multifaceted areas of human resources, quality and lean business
systems.

2. HR Systems Designer and Developer
The salient features of the role of the HR systems designer and developer

include:

 Assisting HR manager in the designing and development of HR systems

 Designing HR programmes

 Developing intervention strategies

 Planning HR implementation actions

The HR systems designer and developer bridge the gap between information
technology and human resource programmes and interventions. The job involves
designing and preparing HR systems, with respect to payroll, work time, benefits
administration, HR management information system, recruiting, training/learning
management system and performance record, for efficient and effective functioning of
the human resource department. He is responsible for ensuring that the implementation
of the HR systems has maximum impact on organisational performance, development
and endurance, thus, mutually reinforcing the working of both.

The training/learning management system module is designed to
administer and track the training and development efforts of HR managers.
The system allows managers to map training resources, outline training
calendars, manage budgets, design performance. management and analyse
appraisal metrics.

3. Organisational Change Agent/Consultant
The salient features of the role of a organisational change agent/consultant

include:

  Developing more efficient work teams

  Improving quality management
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  Implementing intervention strategies

  Developing change reports

The role of organisational change agent/consultant entails facilitation of the
development and implementation of strategies for transforming organisations. He
deals with developing customised execution strategies and interventions by applying
knowledge of strategic planning, organisational design, change management, and
strategic communications to bring about large-scale transformations. His area of
work also includes creating a blueprint for stakeholders analysis to expedite the
execution of change initiatives within the organisation.

4. Organisational Design Consultant
The salient features of the role of an organisation design consultant include:

 Designing work systems to suit organisational objectives

 Developing effective alternative work designs

 Implementing changed systems

The role of an organisation design consultant involves assessing organisational
factors – span of control, lines of authority, hierarchies, to help organise work such
that it is able to make efficient and effective use of its resources. He works to define,
refine and adapt successful organisational designs and structures to the situations
confronting client organisations. A part of this activity is delineating roles and
responsibilities to achieve cost-effective execution and establishing accountability
to ensure successful implementation of alternative organisational initiatives.

5.  Learning Programme Specialist
The salient features of the

role of a learning programme
specialist include:

 Identifying needs of learners

 Developing and designing
learning programmes

 Preparing learning materials
and learning aids

 Developing programme
objectives, lesson plans,
and strategies

Availability of diverse media
formats for promoting learning and
peculiar requirements of different working groups makes the role of the learning
programme specialist of special relevance. A learning programme specialist identifies
the learning needs of individuals/groups and then designs/develops structured learning
programmes, resource materials, instructional tutorials, support materials in a variety
of media formats for self-study, workshops or electronic delivery. He also handles

Nine Conditions Facilitating Learning
1st condition:   Participation of learners
2nd condition:  Definition of their personal

  objectives
3rd condition:  Tolerating divergent options and

  a diversity of ideas
4th condition:  The right to make mistakes
5th condition:   Welcome openness
6th condition:   Self-esteem and respect
7th condition:   Acceptance of individuality
8th condition:  The art of listening
9th condition:  The art of questioning.
Source: Asian Journal of Government Audit, 2000
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instructional design and curriculum development, trains and consult with instructors
and manages technical support for ensuring smooth running of the learning programmes.

6. Instructor/Facilitator
The salient features of the role of an instructor / facilitator include:

 Presenting learning material in well structured, easy to grasp modules

 Leading and enabling structured learning experiences

 Selecting appropriate instructional methods and techniques

 Delivering effective instruction

The role of an instructor/facilitator is to ‘facilitate’ meaning ‘to make (learning)
easy’. A facilitator plays the role of presenting information, structuring learning
experiences and enabling group discussions and group processes. Instructor/facilitator
is as much required to model effective teaching as to accept “the responsibility of
keeping discussion track, contributing special knowledge and insights, weaving
together various discussion threads and course components, and maintaining group
harmony” (Rohfeld and Hiemstra, 1995, p. 91).

7. Individual Development and Career Consultant
The salient features of the role of an individual development and career consultant

include:

 Assisting individuals in their career planning

 Developing individual assessments and potential mapping

 Facilitating career workshops

 Providing career guidance and designing implementation guidelines

An individual development and career consultant, as the name suggests, focuses
on each individual’s specific needs and expectations to help them identify and assess
their competencies, constraints and objectives, facilitating his career planning and
mapping individual potential. Comprehensive assessments that define the individual’s
behavioural style, management approach, professional strengths, personal preferences,
and ideal work environment are conducted for providing relevant inputs. They help
design career implementation guidelines for individuals as also plan and conduct
career guidance workshops.

8. Performance Consultant
The salient features of the role of a performance consultant include:

 Providing intervention strategies for enhancing individual/team performance

 Developing and providing coaching designs tailored to address potential skill
gaps

 Implementing appropriate coaching activities
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Effective performance consulting followed with appropriate intervention can bring
a substantial pay-off for the employer in terms of increased staff productivity,
knowledge, and contribution. A performance consultant assists individuals or groups
to add value to their workplace by diagnosing performance-related issues, identifying
performance barriers, selecting/designing appropriate interventions and measuring
the effectiveness and success of these interventions. He works as both a coach and
a consultant, contributing towards analysis as well as systems-design work.

9. Researcher
The salient features of the role of a researcher include:

 Assessing HRD practices and programmes and their relevance to the
organisational progress

 Determining HRD programme effectiveness in the context of the business
environment

 Developing requirements for changing HRD programmes to address current
and future problemmes

The researcher assesses the impact of HRD practices and programmes running
or being planned for an organisation empirically. Backed with facts and figures, he is in
a better position to predict results from the proposed practices/programmes. He is also
responsible for communicating these results with recommendations, facilitating
organisational initiatives aimed at change and development. Inputs from the researcher
are meant to accelerate change and development efforts in the right direction.

1.7  FRAMEWORK FOR HRD PROCESS
HRD efforts should use the following four phases (or stages) Learn it as

(“A DImE”):

1.  Needs Assessment

2.  Design

3.  Implementation, and

4.  Evaluation

I. Needs Assessment
Needs assessment is the process of identifying and articulating the requirements

of the organisation. It assumes special significance in the light of the HRD activities
which are required to answer questions such as ‘What kind of training and HRD
efforts are needed in the organisation?’, ‘Who are the different categories of staff who
need these inputs?’, ‘Where and when are the necessary interventions to be given?’,
‘What are the appropriate methods, processes and initiatives that will best deliver the
needed knowledge?’ Needs assessment is the cornerstone for designing the relevant
training and development programmes which will deliver value to the employees of
the organisation in the most cost-effective manner.
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An effective HRD needs assessment programme should identify the following:

 Gaps between the current skills set of the employees and the skills needed
for successful job performance in the future.

 Gaps existing between the possessed and required skills set of employees
for performance on current job assignments.

 Organisational resources and constraints that will either abet or impede the
acquiring of the necessary skills and knowledge by the employees.

Framework for HRD Process

Assess needs

Assessment Design Implementation Evaluation

 Develop
lesson plan

Prioritize 
  Needs

   Define
objectives

  Deliver the
HRD program
or intervention

Determine
evaluation
design

Conduct 
evaluation
of program
or Intervention

Interpret 
  result

Source: Human Resource Development by Werner & De Simone (2006)

Develop/acquire
    materials

 Selection
evaluation
  criteria

     Select
trainer/leader

Select methods
and techniques

      Schedule the
program/intervention

Needs assessment helps in comparing benefits from the training and
development programme with the projected costs and long-term impact of the initiative.
The information generated by the needs assessment can be used to identify knowledge,
skills, abilities and other characteristics (KASOCs) to be included while planning an
HRD intervention programme.

Needs Assessment phase has three steps:

1. Establishing HRD priorities – before starting off with the needs assessment
exercise, the HRD professionals need to chalk out the focal areas and the
degree of importance for addressing each. Gaps between actual and expected
performance and potential opportunities for training and development should
be evaluated in the light of their impact on organisational effectiveness and
productivity. While identifying and establishing HRD priorities, it is important
to distinguish clearly between actual training needs of employees and isolated
problems that can be resolved through other human resource tools.
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2. Defining specific training methods and objectives – post-establishment
of HRD priorities, the next phase is narrowing down on specific training
methods that can be used. Here it would be relevant to define the exact
learning objective from cognitive knowledge, skills based and effective
outcomes. In case the organisation has no predetermined objectives, it would
be pretty difficult to arrive at a conclusion regarding the effectiveness of the
training programme.

3. Establishing evaluation criteria – training initiatives are not of much use if
they do not give results in terms of improved organisational outputs.
Evaluation criteria should be established in advance keeping in mind the
objectives of the HRD initiative. Evaluation criteria should include  assessment
parameters for the trainer as well as the trainee along with a long-term impact
evaluation for the organisation.

Needs Assessment   Identifying Priorities and Importance
 Cost-effectiveness: Is the cost of fixing the problem worth the benefits post-solution?

A cost-benefit analysis!
 Legal mandates: Are there safety or regulatory compliances that need to be

addressed?
 Executive pressure: Is the top management pushing for a solution?
 Population: What is the number of people likely to be involved?
 Customers: Are there customer specifications and expectations that need to be

fulfilled?

Source: Needs Assessment-the first step by Robert H. Rouda and Mitchell E.
Kusy, Jr.

II. Design
Designing HRD initiative involves a detailed study of the resources and

programme objectives. Key activities include:

1. Setting objectives – training objectives need to be set out in advance at the
time of designing the training programme. Objectives should outline three
aspects –

Performance – what levels should the trainees obtain? What is expected out
of the training schedule.

Conditions – what is the environment which would be provided to the trainees
to work in and what external support can they draw on during the programme.

Criteria – what are the parameters on which the training would be evaluated?
Also what levels of proficiency are expected from the trainees post-training
program.

2. Selecting the trainer or vendor – while in-house HRD initiatives are quite
frequently opted for, they are not always the most viable option available
since, one cannot be an expert on everything. Other than this, maintaining a
full-time staff for once-a-year training programmes is not a cost-effective
option, neither can the organisation afford to spend a large amount of money



Concepts and Background 35

and time to design all the training programmes. Hence, training programmes
need to be purchased rather than be designed by the organisation every
time.

However, there are certain factors to be considered before purchasing an
HRD rogramme such as level of expertise available/required, timelines,
number of trainees, subject-matter, cost of training and the size of the HRD
initiative.

Other than this the vendor credentials, vendor background, vendor experience
and expertise, the philosophical match (between vendor and organisation),
method of delivery, projected results and additional support, too, need to be
evaluated. Selecting the trainer who delivers programme is an equally crucial
activity since the training competency and ability to train needs to be
ascertained.

3. Developing lesson plans – Lesson plans are documents that give an
overview of the content to be covered, sequence of different activities to be
conducted, selection of and design of media for delivering the intervention,
short-listing of trainee activities, mode of instruction and evaluation methods
to be used.

4. Selecting methods and techniques includes considering the programme
objectives, time, money and resources available and the trainee
characteristics and preferences.

5. Preparing materials for the HRD process involves details on programme
outlines, spreading information through programme announcements, getting
the training manuals/textbooks/training aids and consumables ready.

6. Scheduling the training programme – while deciding upon the schedule
of the training programme, it is essential to keep handy a complete calendar
listing of training activities to be carried out showing tentative timeliny. Decide
when and where to do the training and the best time to schedule the activities
in keeping with the funding available.

III. Implementation
Proper implementation or delivering of the programme depends on accurately

mapping the objectives, resources and trainee characteristics. Based on this analysis,
any one of the three basic methods of imparting training can be used by the HRD
professionals.

Three Basic Categories:
On-the-Job Training – Employee training at the place of work while he or she

is doing the actual job. Usually a professional trainer (or sometimes an experienced
employee) serves as the course instructor, and employs the principles of learning
(participation, repetition, relevance, transference, and feedback) often supported by
formal classroom training.

Four basic types: Job instruction training (JIT), Job rotation, Coaching,
Mentoring.
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Classroom Training – Employee training at a site away from the actual work
environment. It often utilises lectures, case studies, role playing, simulation, etc.

Five basic types: Lecture, Discussion, Audiovisual Media, Experimental
Methods, Classroom-based Computer Based Training

Self-Paced Training – Teach-yourself method of learning that is initiated and
directed by the learner.

Two basic types: Hard-copy (Correspondence courses, Programmed instruction)
and Computers Based Training (CBT) (Computer-aided instruction, Internet/intranet
training).

IV. Evaluation
HRD evaluation is the ‘systematic collection of descriptive and judgemental

information necessary to make effective HRD decisions related to the selection,
adoption, value, and modification of various instructional activities’ (Werner and
DeSimone, Human Resource Development (4e)).

HRD Evaluation Steps
1. Analyse needs.
2. Determine explicit evaluation strategy.
3. Insist on specific and measurable training objectives.
4. Obtain participant reactions.
5. Develop criterion measures/instruments to measure results.
6. Plan and execute evaluation strategy.

Evaluation of HRD processes and interventions is done to determine programme
effectiveness – whether the programme is meeting the intended objectives or not
and to determine cost-benefit ratio. Further it is intended to provide information for
improving HRD programmes by providing metrics for HRD efficiency and adding
value to developmental activities. With evaluation in place, there is an increased
accountability for HRD activities as HR and HRD activities are more often viewed by
the line managers as costs rather than investments and there is a need to prove their
worth to the organisation in terms of hard cash.

Evaluation of training costs can be done through cost-benefit analysis and
cost-effectiveness analysis. While cost-benefit analysis compares the cost of training
to benefits gained such as-attitudes, reduction in accidents, reduction in employee
sick-days, the cost-effectiveness analysis focuses on increases in quality, reduction
in scrap/rework, productivity, etc.

1.8 CHALLENGES  AND  OPPORTUNITIES  FOR
HR  PROFESSIONALS

The HRD functions and processes are geared towards developing and training
more competent and satisfied employees committed to the growth of the organisation.
Liberalisation, privatisation and globalisation have brought about drastic changes in
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the way business is done and the requirements at the end of the HRD professionals.
However, the Indian businesses’ have failed to give human resource development its
due and in most cases the HR function continues to be restricted to labour
management. Only the new-age companies and a handful of family owned businesses,
in India, seek to have significant HRD budgets and have qualified HR professionals
heading the HR initiatives. In most cases the department is noticeable by its absence
and HR interventions are put together by functionaries from diverse areas and
backgrounds as and when the need arises.

HRD is increasingly being expected to play crucial role of developing human
resources for facing the emerging challenges and providing a competitive edge to the
organisation. There are three dimensions for facing this challenge:

1. Evolving need-based HRD strategies to develop a world-class organisation

2. Creating an urge for excellence at all levels in the organisation by ensuring
employee participation.

3. Developing an enabling culture for organised change through mission, vision
and core values.

The challenges facing HRD managers stem from these requirements and are
enumerated below:

1. Evolving Need-based HRD strategies

2. Selection of HR interventions

3. Changing Organisational dynamics

4. Outsourcing HRD functions

5. Dearth of Talented Human Capital

6. Challenges due to LPG factors

Ironically, though, one of the biggest hurdles likely to be faced by resurging
India is an impending crunch in availability of human resources required to start-up
and operate/manage these new business start-ups.

Evolving Need-based HRD Strategies
Review of HRD efforts have time and again revealed that HR efforts tend to be

centred around the organisational processes and peripheral issues. The trend is to
tailor the human resource development efforts to suit the internal and external
environmental variables. Interventions are proposed within the constraints of knowledge
and capabilities of the internal and external change agents. This limits the scope of
the HRD interventions and also restricts the individual and/or the organisation from
achieving their complete potential. A negative fallout of this practice is that long-term
gains and outputs are ignored while short-term objectives take the centre stage of
development efforts.
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Selection of HR Interventions
Proper selection of HR interventions needs an analysis of the needs of the

organisation and the individual. This assumes significance as there is an urgent
need to have training and retraining HR interventions for the middle and top level
managers. This is a much neglected area possibly because the stress has been
more on the lower managerial levels and also because as the level increases, the
needs of personnel become more and more focussed and specific to their field of
work. Since, the needs of managers and staff at various hierarchical levels and
functional areas is different, requiring customised interventions, there has to be a
careful selection of the same to ensure effective delivery of the development
programme.

Changing Organisational Dynamics
The world has witnessed rapid changes in the past decade. With growing global

interdependence due to opening up of economies and shrinking of distances, there
has been a tremendous increase in competition and rising expectations of consumers
and workers the world over. The dynamic business environment is forcing business
to realign its processes and systems with the changing priorities and to recast its
views on managing and developing its human capital to help it adapt to these
transitions.

Outsourcing HRD Functions
Outsourcing HR functions has been around for quite sometime though it has

gradually caught up in the past few years. This trend threatens to put the traditional
human resource departments in the organisations out of work with the job of managing
manpower and transferring it to the outside consultant offering integrated HR services.
In this case the human resource personnel are not reflected on the records of the
corporate but on the rolls of the HR consultant providing services to the company.
This includes the salaries as well as the entire bunch of statutory requirements like
provident funds, etc., the consultant charges a time-based fee from the corporate for
the HR services rendered. The outsourced employee remains present, physically, in
the client’s office, for a certain number of hours, which are predecided and dependent
on the requirements of the company.

“Contracting out the entire service of HR is becoming more and more popular as
the cost of hiring increases, the internal customer becomes important, and the role of
specialised services and retention becomes an issue.” (Ravi Virmani, Noble and
Hewitt (N&H) country head). This trend has two pronged implications – one, the
responsibility of the HR departments, where ever they have been retained becomes
very important as they have to prove their worth vis-à-vis the benefit of engaging the
outside consultant. Second, the outside HR consultant needs to maintain the highest
standards of integrity and confidentiality while handling HR data of his clients.

When deciding to outsource an HRD programme, the organisation needs to
match the vendor product and capabilities with the organisational aims and objectives.
This is a crucial decision and which is dependent to a large extent upon the business
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and customer functions of the organisation. Therefore, it varies among firms and
there are certain general guidelines that should be included:

1. Cost: price relative to the benefits, programme content and quality.

2. Credentials: authentication of the vendor’s expertise, certificates, awards,
degrees and other documentation verifying credentials.

3. Background: experience in the concerned field of work, number of years in
business.

4. Experience: organisations, clients the vendor has worked for, projects handled,
references.

5. Philosophy: exploring the match between the vendor’s and organisation’s
work philosophy.

6. Delivery method: methods and techniques to be used, delivery mode and
media.

7. Content: subject, topics to be covered by the programme, module material
contents.

8. Actual product: the complete package,

9. Results: expected outcomes, the deliverables.

10. Support: especially post-implementation and follow-up services from the
vendor.

Dearth of Talented Human Capital
There is a man-made shortage of talented human capital in Indian companies.

While there is a vast pool of manpower available for employment, this pool lacks the
requisite skills and abilities to make the grade. As companies start up new business
ventures or chalk out expansion plans, they find themselves scraping at the bottom of
their very shallow existing HR talent pool and then resorting to poaching perceived talent
from competitors (A. Singhal,Business Standard; 2004). None other than the companies
themselves are to blame for this situation. They have not given human resource
development what it needs to nurture in-house talent pool. Relevant skill sets in several
crucial areas such as new product development, global strategic sourcing, research and
development, are conspicuous by their nearly complete absence. Poaching talent from
competitors is not the solution as more often than not skills which appear impressive on
the curriculum vitae and lure a company into offering big bucks to the candidate, are just
not evident once put to practical tests in the market.

Leading business houses such as DCM Shriram and Tata Group had initiated
executive/trainee management programmes in the 1960s and 1970s, which proved
very successful and ensured a steady flow of appropriate talent for these companies.
This initiative has stood the test of time for them and needs to be revived by other
companies hoping to replicate their success. There has to be an internal mechanism
for building up a trained talent pool. Other than this the challenge for HRD does not
end with the training of young talent. It needs to work on developing and retaining
middle and top level staff as level.
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Companies need to support the efforts of human resource development by
having board level appointments from amongst HR professionals and seeking their
inputs in assessing future manpower needs and designing plans for intake and retention
of various skill sets. To ensure that academic institutions run courses in keeping
with the industry expectations, it is important that CEOs and heads of HR function
find time and work closely with various academic institutions to help them develop
curricula more suited for the current and future skill set needs. This will go a long way
in removing obsolescence in the academic course structures and channelise the
learning efforts in the right direction.

Challenges due to LPG Factors
Liberalisation, Privatisation and Globalisation (the LPG factors) have triggered

rapid changes in the world economy, which is becoming increasingly complex and
dynamic by the day. This trend is spurred by the proliferation of information and
communication technology (ICT), making the world economies more and more
interdependent. The free flow on trade, investment and skills among the nations has
resulted in wider availability of resources, increased efficiency and better products at
lower prices. All this has lead to accelerating competition worldwide and demand for
better skilled, efficient manpower. The skills and knowledge of the employees plays a
crucial role in providing the competitive edge to a company. Peter Drucker (1994)
points out that knowledge is the critical resource in wealth creation of society in our
post-industrial era; since it is on the foundation of knowledge management and continuous
learning that the post-industrial society is built. Human resource development, by
providing the relevant skills and ensuring continual development of manpower can
provide this competitive tool to the organisations, making them better positioned to
handle rivals in business.

Challenge of Gaining Professional Recognition
HRD is a relatively young field and few seriously consider it as a profession.

This doubt in granting HRD with professional recognition stems from its lacking models
and concepts based on theories tested by research. Practice is more of client dictated
rather than based on sound judgement and research on what works and yields results.
To get its due recognition, HRD needs to build a solid foundation of theoretical
knowledge and to use that knowledge for practical purposes. It is important that HRD
professionals and bodies promote awareness about HRD being a profession and
being recognised in the same light. Also required are the development and setting up
of ethical standards set of values and practices that would serve as a benchmark for
evaluating HRD research and practice. Hence, it getting HRD its due is the greatest
challenge the discipline is out to face.

There are significant challenges to the future of HRD and a failure to acknowledge
these challenges will result in increased marginalisation of HRD in the organisation.
Tasks performed by HRD practitioners would surely and certainly be hijacked by
other professionals who are adept at delivering measured outcomes and working with
well defined, transparent standards and ethical codes. HRD will be relegated to the
periphery and gradually move into oblivion.
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Apart from the above mentioned challenges, Chermack, Lynham and Ruona
have linked specific ‘critical uncertainties’ with the challenges faced by human resource
development. These are:

Soure : Chermack, T.J., Lynhan, S.A. and Ruona, W.E. (2003) ‘Critical uncertainties Confronting
Human Resource Development’, Advances in Developing Human Resources; Vol 5, Number
3, August.

Core challenge to the HRD profession

What is the role being played by HRD in recuiting and/or developing
increasingly competent and expert workers?

What steps should HRD take in balancing the pressures placed
on it due to blurring of physical, spatial and cultural boundaries?

How will HRD balance the demands placed on it by both
individuals and management?

What is the responsibility that HRD bears with respect to developing,
promoting, sharing, transferring and protecting organisational
informantion?

How flexibile is HRD to reinvent its role while dealing with issues
specific to different age groups which are increasingly becoming a
part of the organisational set up?

What would be the role discharged by HRD in face of jobs that are
high on technological end and have peculiarities not faced in the
old fashioned jobs which HRD dealt with till now?

Critical uncertainty

1. Competition for the
     ‘expertise elite’

2. Globalisation

3. Locus of control -
organisations vs individuals

4. Marketability of
     knowledge

5. Next age

6. Technological
     explosion

1.9  EMERGING TRENDS IN HR
Human resource development is the framework for helping employees develop

their personal and organisational skills, knowledge, and abilities. Human resource
development includes such opportunities as employee training, employee career
development, performance management and development, coaching, succession
planning, key employee identification, tuition assistance, and organisational
development. Human resource development can be formal such as in classroom training,
a college course, or an organisational planned change effort. Or, Human resource
development can be informal as in employee coaching by a manager. Healthy
organisations believe in human resource development and cover all of these bases.

Sixteen new trends have been highlighted by Jack Phillips in his book ‘HRD
Trends Worldwide’ which include strategy and training, needs assessment and analysis,
performance improvement management, corporate universities, training and delivery,
shared responsibilities, systematic evaluation, measuring the return on investment
(ROI), training costs, profit centres, management partnerships, budgeting, learning
objectives, technology, global training programmes and outsourcing.

The focus of all aspects of human resource development is on developing the
most superior workforce so that the organisation and individual employees can
accomplish their work goals in service to customers. Hence, the major trends that
HRD professionals need to look for are discussed below:
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Strategy and Training
Today training and development are required to be closely linked to the overall

strategy of the organisation. It would be expected that the role played by human
resource development in providing skills training to the employees should focus on
equipping them with expertise that would support the strategic goals of the organisation.
The more customer focused and proactive the HRD interventions are the more relevant
would be the knowledge, skills and abilities acquired by the employees. Alignment of
training initiatives with strategy has further implications rather than just tailoring HRD
capacity building programmes with overall organisational strategies. Training and
development needs to be designed on the basis of a well thought of human resource
development strategy. There is an increasing emphasis on recruiting from the global
talent pool as well as moving the local workforce beyond domestic shores to give
them the much needed international exposure.

HRD strategy has to link both dimensions – one: recruiting and retaining from
the global talent pool, two: developing local talent pool for international assignments.
An important part of HRD strategy would be mentoring the expatriate managers and
providing them with needed information and support base to function efficiently. As
part of the training initiative for the domestic employees, HRD today is set to redesign
and transform the very nature of training and development programmes. The result
has been creation of strategic, value-added strategic training and developing
interventions that have helped in strategy formulation and implementation of the
highest order. Successful strategy implementation is more frequently being seen as
a result of achieving the appropriate connection between organisational strategy and
the HRD programmes.

Needs Assessment and Analysis
Organisations have started committing greater resources towards needs

assessment to ensure that there is a justification for the investments in the training and
development programmes being undertaken and they contribute positively to the business
improvement. Matching the training and development needs with the types of
interventions or the methodology and technology used has emerged as a significant
trend. It involves an in-depth analysis of specific needs, performance gaps in the
absence of the requisite skills, cost-benefit analysis of plugging this gap and identification
of the best and most cost effective training and development programme that needs to
be put in place. Stakes are high where needs assessment and analysis is concerned,
as a failure to address this aspect of HRD process often results in extremely high
costs to the organisation. These costs are not only in terms of the training revenue lost
but also in terms of decreased employee morale, falling short of fulfilling client
commitments, losing out to the competitor and failure to correct the existing gaps in
performance.

Measuring HRD Impact and Utility
Nothing comes without a cost and this is equally true for the training programmes

conducted by the human resource department of any organisation. To establish
themselves as key players in the development of organisational strategy, it is imperative
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that HRD practitioners demonstrate their contribution to the productivity and the Balance
Sheet of the company. The work of HRD professionals ends up being completed by
those from other professions while HRD is still grappling with short-term training
panaceas and its practitioners measuring training person-hours rather than the
relationship between learning and productivity. The impact HRD will continue having
on organisations will depend to a great extent on the value it brings to them and a
reliable measure of this value. HRD professionals have to develop methods of
measuring learning and growth, accurately interpreting results and appropriately
showcasing the same for the relevant audience. It is measurement and analysis of
training efforts and development programmes that will prove the worth of HRD in the
future to come and ensure that it gets its rightful place in the strategic concerns of
the organisation.

SUMMARY
Human resource revelopment serves as a framework for helping employees develop

their personal and organisational skills, knowledge, and abilities. Human resource
development includes such opportunities as employee training, employee career
development, performance management and development, coaching, succession
planning, key employee identification, tuition assistance, and organisational
development. The focus of all aspects of human resource development is on developing
a superior workforce so that the organisation and individual employees can accomplish
their work goals in service to customers. Further, it aims at equipping the workforce
with relevant skills which are applicable for them in their current work scenario as well
as would develop them for future assignments.

Human Resource Development initiatives should work in synchronisation with
the organisational needs and plans. Thus, HRD strategy needs to have a long-term
orientation tailoring HRD programmes to organisational strategies and assessing the
potential requirements of manpower ensuring successful execution of corporate aims
and objectives. Human resource development can be formal such as in classroom
training, a college course, or an organisational planned change effort. Or, human resource
development can be informal as in employee coaching by a manager. Healthy
organisations believe in human resource development and cover all of these bases.

KEY TERMS
  Apprenticeship:  Apprenticeship is a system of training a new generation of

practitioners of a skill. Apprentices (or in early modern usage “prentices”) or
protégés build their careers from apprenticeships. Most of their training is
done on the job while working for an employer who helps the apprentices
learn their trade, in exchange for their continuing labour for an agreed period
after they become skilled. Theoretical education may also be involved,
informally via the workplace and/or by attending vocational schools while
still being paid by the employer.

 Guild:  Associations formed by craftsmen in preindustrial cities, based on
their trades, confraternities of textile workers, masons, carpenters, carvers,
glassworkers, each of whom controlled secrets of traditionally imparted
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technology, the “arts” or “mysteries” of their crafts. Usually the founders
were free independent master craftsmen.

 Human Resource:  The pool of talents, skills and abilities present in the
people of the organisation and available to the organisation for the realisation
of its strategies, goals and objectives.

 Development:  Methods used and processes employed for continuously
upgrading and equipping the human capital with newer and relevant skills
and providing them with a systematic learning experience for the overall
growth of the body, mind and spirit.

 Human Resource Development (HRD):  The integrated use of training and
development, organisational development, and career development to improve
individual, group, and organisational effectiveness.

 Franchise:  Privilege granted to make or market a good or service under a
patented process or trademarked name. Also the name given to business
operating under such privilege.

 Vocation:  Regular employment

 Vocational:  Relating to an occupation or employment. This term is often
used in conjunction with work that requires a specialised skill, training, or
knowledge set.

 Job Instruction Training:  Step-by-step (structured) on the job training
method in which a trainer (1) prepares a trainee with an overview of the job,
its purpose, and the results desired, (2) demonstrates the task or the skill to
the trainee, (3) allows the trainee to mimic the demonstration on his or her
own, and (4) follows-up to provide feedback and help.

 Multitasking:  Multitasking refers to the ability of an individual or machine to
perform more than one task at the same time.

 Multiskilling:  Multiskilling is a strategy in which workers possess a range
of skills other than their core specialisation that allows them to participate in
other work projects.

 Employee Obsolescence:  The extent to which employees lack the up to
date competencies necessary to maintain successful performance in either
their current or future work roles.

 Employee Potential:   Employees potential is the hidden talents and abilities
possessed by the employees of an organisation.

 On-boarding:  The process of acquiring, accommodating, assimilating and
accelerating new team-members, whether they come from outside or inside
the organisation.

 Organisational Competence: Organisational competence is the
organisation’s demonstrated ability to apply its resources to achieve to meet
specific outcomes and standards.
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 Organisational Culture:  Organisational culture is the personality or the
system of the organisation and comprises of the assumptions, values, beliefs,
norms and artefacts which shape the attitudes of organisation members and
governs their behaviours.

 Organisational Complexity:  Organisational complexity describes the
amount of differentiation that exists within different elements constituting
the organisation.

 Talent Management:  The process of developing and integrating new workers,
developing and retaining current workers, and attracting highly skilled workers
to work for the company.

 Stretch Assignments: Commonly called experiential learning
opportunities; Assignments that expose high-potential employees to new
departments and deepen their understanding of business operations and
challenges.

 Core Competence:  Bundle of skills and technologies that enables a
company to provide a particular benefit to customers.

 Human Performance Improvement:  The systematic process of discovering
and analysing important human performance gaps, planning for future
improvements in human performance, designing and developing cost-effective
and ethically justifiable interventions to close performance gaps, implementing
the interventions and evaluating the financial and non-financial results.

 Training:  Improving the knowledge, skills and attitudes of employees for
the short-term, particular to a specific job or task.

 Development:  Concerned with preparing individuals for undertaking future
responsibilities and at the same time increasing their capabilities to perform
at the current job.

 Education:  Provides a knowledge base that underpins any other activities
the individual may engage in at a later stage.

 Organisation Development:  A process used to enhance both the
effectiveness of an organisation and the well-being of its members through
planned interventions”.

 Career Development:  The entire sequence of activities and events related
to an individual’s career. Career development encompasses acquiring of
educational qualifications and certifications, career path, self-actualisation
as an individual, shifting of careers and career growth, learning curve, family
life, accomplishments and recognitions or felicitations.

 Needs Assessment:  The process of identifying and articulating the
requirements of the organisation.

 HRD Evaluation:  The systematic collection of descriptive and judgemental
information necessary to make effective HRD decisions related to the
selection, adoption, value, and modification of various instructional activities.
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 Cost-benefit Analysis:  Compares the cost of training to benefits gained
such as attitudes, reduction in accidents, reduction in employee sick-
days, etc.

 Cost-effectiveness Analysis:  Focuses on increases in quality, reduction in
scrap/rework, productivity, etc.

QUESTIONS FOR DISCUSSION
1. Define HRD and discuss the chief characteristics of the discipline.

2. “The capacities of individuals depended on their access to education” (Adam
Smith). Comment.

3. Human resource development has gradually evolved over the decades.
Discuss the stages through which it passed before getting its present form.

4. Early apprenticeship programmes are regarded as the foundation stones of
the concept human resource development. Explain how?

5. Though diametrically opposite to each other, ‘Scientific Management’ and
the ‘Human Relations Movement’ occupy a significant place in the evolution
of human resource development. What do you think were their contributions
to the development of the discipline?

6. Production of Model T by Henry Ford and the two World Wars are event
which shaped the course of human resource development. What was their
impact?

7. What do you understand by the framework of HRD processes?

8. Pat McLagan identifies nine roles for HRD practitioners in the new era. What
are these?

9. The scope of HRD plans several HR functions. Give a detailed account of
these.

10. What is the role of needs assessment in the HRD process?

11. Give a critical account of the opportunities and challenges before the HRD
professionals in the present scenario of intense competition.

12. Explain the meaning of organisational development and its importance as a
function of HRD.

13. Discuss the stages of employee development. Do you think HRD interventions
need to be customised to the stage in which the employee is operating?

14. What are the three fundamental functions of HRD?

15. The design phase of the HRD process involves a number of analytical issues.
Highlight these and discuss the relevance of each to the entire process.

16. What are the emerging trends in the field of HRD?

17. How do you think can HRD be used to prevent employee obsolescence?
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18. Outsourcing HRD activities is gradually catching up with organisations.
Critically examine the consequences of the same.

19. Write brief notes on the following:

(i) HRM vs. HRD (iii)  Roles of HRD

(ii) Stages of employee development (iv)  Outsourcing HRD function

FUN FACTS

The Eight Creative Talents
Lynne C. Levesque has used Jung’s preferences to define eight creative talents

that produce different creative results and hence give strategic direction to the
organisation. While four of these talents are used to collect data and information
about the world the other four are used to act on that data or information i.e.
used to take decisions.

The former set includes:

The Adventurer Talent: the Improvisational creativity allows the individual
to experiment and improvise with clever and skilful adaptations based on the
facts at hand. Used by Choreographers, photographers, musicians.

The Navigator Talent: The adaptive creativity helps the individual assimilate
facts and build further on existing foundation while adding a new twist. Noticed in
inventors like Thomas Edison.

The Explorer Talent: The possibility creativity works at continually
challenging the status quo and generating new ideas and opportunities. Walt
Disney had lots of this talent.

The Visionary Talent: The Synthetic Creativity encourages asking bold
questions to decipher multiple connections and get deep insights into the future.
Very well seen in Microsoft’s Bill Gates.

The latter set include:

The Pilot talent: Strategic creativity provides an individual with capability to
strategise and plan for accomplishing things. e.g., Prime Minister Indira Gandhi.

The Inventor talent: Analytical creativity gives unusual insight and helps
the individual to build theories and models. This is reflected in the talent of
architect Frank Lloyd Wright.

The Harmonizer talent: This includes relationship creativity and helps focus
on people issues.

Mahatma Gandhi had wonderful harmonizer talent.

The Poet talent: The values-driven creativity encourages reflection and an
appreciation for quiet beauty and elegance. Writers and poets like Emily Dickinson
display this talent.

Source: Breakthrough Creativity: Achieving Top Performance Using the
Eight Creative Talents. By Lynne C. Levesque
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ACTIVITY
One:

Identify an industry in your city and select two companies in this industry.
Ensure that one is a leader in its area while the other is an upcoming or struggling
company. Arrange for an interview with the human resource manager of both companies.
Find out their HR initiatives and training and development plans. Compare both
companies on the basis of their human recourse policies, training and development
interventions. Try and identify reasons for the success of the leading company.

Two:

Design a training plan for hotel industry. Identify the different levels of staff who
are a part of hotel business. Conduct a training needs analysis of the hotel staff and
draw up a plan for imparting training to them in relevant areas.

FURTHER READING
HRD Structures of Different Organisations

There are different kinds of HRD structures for different organisations. T V Rao
elaborates on the various categories, focusing on why these structures should be
need-based. (Prof. T V Rao is regarded as the Father of HRD in India and has
pioneered the entire HRD movement in the country with Prof. Udai Pareek)

In organisations, HRD structures may take many forms. Some of these include:

(i) A dedicated and fully-manned HRD department

(ii) A corporate HRD department with HRD cells in the units or locations.

(iii) A high profile HRD chief with very limited staff

(iv) A HRD task force largely drawn from line managers with an HRD-trained
chairman.

(v) The CEO himself handling HRD.

(vi) The training manager handling HRD.

(vii) The personnel chief handling HRD.

(viii) HRD being handled at the corporate level by HRD staff and at the unit level
integrated into  the personnel department.

The reasoning also is valid for structuring HRD at national levels for development.
It could be structured as a separate department or ministry. Most countries in the
developing world have done this. There is, in fact, a regular convention of ministers
and others associated  with human resources development in the Asia-Pacific region,
ESCAP region, sub-Saharan Africa, etc. In some countries, the prime minister himself
may be handling HRD portfolios. In other countries specialised task forces look after
human resources development, education and the like. The above structural issues
and the discussion below are equally applicable at the national level for development
purposes.
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Dedicated Full-department
HRD departments may become developed depending upon the size of the

organisation and its needs. It is not uncommon to have large-size HR departments in
large-size organisations. For example, in some organisations, the size of HR
departments runs into hundreds. In IT companies in developing countries, there is an
HR person for every 50 to 100 knowledge workers. In large-size organisations, HR
tasks may be subdivided. Different HR staff may deal with different HR tasks. There
can also be a dedicated full-scope HRD ministry in a country.

Corporate HRD with HRD Cells in Locations
In this structure, there is normally a corporate HRD function at the headquarters

and there are separate independent HR departments at plant/geographic/ regions/
zones. The plant or location cells normally have dual reporting relationships - one to
the location head and the second to the corporate HR chief. Policy responsibilities
are normally with corporate HR and implementation responsibilities are with the location
HR cell. This structure introduces its own dynamics. For example, the corporate HR
may be insensitive to local needs and the location HR may be too engrossed with
routine matters and immediate needs. The locational HR may tend to downplay and
neglect long-term strategies and HR policies. In countries with a federal government
and regional framework (states or other territorial divisions) these structures are
common. The issues are similar. The federal minister of HRD or the education and
the state minister for HRD constitute the HRD team.

Sleek Department
Another structural variation practiced by some organisations is to have one or

more highprofile HR chiefs with fewer staff. This structure is more common in software,
financial services and such other companies with a high proportion of professional
staff. In such cases, the competencies of the HR chief become more critical than the
structure itself. Outsourcing HR implementation is more common in such structures.
The audit should focus on the adequacy of this model as well as the cost-effectiveness
of outsourcing practices.

HRD Taskforce
In smaller organisations that do not require a full-fledged HRD department, a

group of competent line managers could form a taskforce with one of them as
chairperson. The group meets periodically and plans HR interventions, and implements
and monitors them. In some instances, they could be assisted by a full-time HRD
manager. In this structure, the ownership is with the taskforce. This kind of structure
is possible in smaller organisations. National-level working groups, committees and
taskforces are a common practice.
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CEO as HRD Manager
In yet another variation, the CEO himself may handle HR functions. In such a

case, he takes the help of the corporate planning cell or TQM cell or the other related
role holders. Principally he takes all strategic HR decisions. This kind of structure is
possible in relatively smaller organisations. The personnel function is separated out
in such cases and does only establishment work of routine nature.

Other Structures
In addition to these, there are other models. These incl-ude the training manager

or the personnal manager handling the HR function. Each of these has their advantages
and disadvantages.

The HRD department plays a significant role in making the HRD systems and
processes work. The structure includes the following:

1. Task structure including the activities, their grouping and their linkages;

2. Manpower including the levels and their competencies, experience, etc.;

3. Roles, role relationships, role clarity, role effectiveness and inter-role linkages;

4. Competency structure;

5. Infrastructure and infrastructure facilities for effective functioning of the HRD
departments;

6. Organisational structure including hierarchies and hierarchical relations and
organisational process, including the systems processes, norms values and
culture that governs the department.

The following are typical points that need to be kept in mind while structuring
the HRD department:

Ensure that the Structure is Need-based
HRD departments in the past have proliferated. In the mid-70s when HRD

departments were started, they were started with a view to promote competence-
building and work motivation. The personnel departments did not focus their attention
on developmental aspects and it was felt necessary to have a specialised group in
order to promote learning among individuals, dyads and teams. The CEOs were
urged to pay attention to the human aspect of the organisation. The HRD department
became, in a way, an instrument for this. The need was fulfilled to a large extent by
the late 80s. By the early 90s, the focus of HRD changed from HR for its own sake to
HR for business. Today in a globally competitive environment, the assumption that
human resources in an organisation deserve attention so that they can be harnessed
and developed in order to help the organisation achieve its goals, is well-understood
and need not be stressed.
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The following principles may have to be kept in mind while evaluating the structure
and their adequacy:

 HRD departments have the capability like any other department to self-
multiply. Such self-multiplication is not always in the interests of the company.
Every activity has to have value addition.

 HRD department should be high competency-based, business driven rather
than merely HRD system driven.

 It is possible to implement HRD systems and to strengthen HR processes in
a corporation without a formal HRD department.

Ensure Value Addition
The HRD activities undertaken by the HRD department should contribute to one

or more of the following:

 Competencies required to execute or conduct the current (this year and the
next year) business effectively and efficiently and meet business goals
(profits, cost reduction, increased market share, quality of products, market
image, new markets, customer satisfaction and delight, appropriate
use of current resources including technology, people, organisational
capabilities, etc.)

 Competencies needed to contribute to the future (next three years and above),
and business goals of the company. This may flow from the business
strategies and the long-term plans (diversification, new product development,
new technologies, new markets, new processes, new culture, etc.).

Excerpt taken from  Future of HRD  by TV Rao, Macmillan India Ltd.,[The book
is recommended as a further reading for practitioners, instructors and students who
have a keen interest in HRD and its evolution and practice in India.]

Reference
http://www.elsevier.com/wps/find/bookdescription.cws_home/676909/
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