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				Preface

				The first edition of this book was published in 1999 when human resource development was still a young and maturing discipline. It may still be maturing but it cannot be accurately described as young anymore. In fact, the term ‘human resource development’ was first used in 1964, which would make the discipline middle aged. The book’s title contained the term ‘learning’, which emphasized the increasing transfer in emphasis from training to learning. Also, there was a foreword by the Secretary of State for Education and Employment acknowledging the important contribution that HRD made to the economic success of all countries. At the time, there were few textbooks available on the subject and this one successfully found a readership and was reprinted.

				The second edition built upon the success of the first edition and also increased in size by two chapters. There were a number of international contributors, particularly for the numerous case studies that illustrated the practical and applied dimensions of the theories.

				This third edition continues the pioneering nature of the two previous editions and is the first textbook to provide a thorough exploration of international human resource development. The contributing authors come from across the globe and represent the foremost exponents of IHRD, making this the most encompassing book of its type.

				The origin of the term ‘human resource development’ was in the context of human capital development, and it is in the field of national and international development that HRD has become increasingly important. It is for this reason, and also because HRD incorporates many areas such as education, training, development and coaching, that ‘international human resource development’ is a more appropriate description.

				There is also a strong case for bringing the disciplines of education, training, development and coaching closer because many of the theories which underpin them are common to them all. Furthermore, many of the trainers, teachers, tutors, coaches, mentors, consultants and organization development specialists naturally move between these disciplines. The reality is that the landscape of international human resource development is a dynamic one that responds to individual, group, organizational, national and international learning requirements.

				Yet, despite its maturing years, its component parts are still being debated and it is often erroneously subsumed within HRM. These arguments are mostly healthy but they also indicate a sense of insecurity, perhaps neuroticism, and the fact that these debates are largely in the realm of academia. The most important point about HRD is that it is an applied subject and practitioners are getting on with the job of supporting people to achieve objectives efficiently and effectively.

				This edition, like the previous ones, is designed to provide a bridge between theory and practice. The theories inform and guide practice, and practice provides empirical evidence about what works and does not work, thus leading to a refinement of the theories. Also, the various chapters have been mapped against the Chartered Institute of Personnel and Development (CIPD) standards to enable students to swiftly identify areas which they need to study. As Kurt Lewin said, ‘There is nothing so practical as a good theory.’

				Part One: International human resource development and learning

				Chapter 1 begins by exploring the meaning of the core terms of training, education, development and learning, and then explores the nature of HRD and IHRD. Chapter 2 puts HRD in its strategic organizational context, and Chapter 3 examines in depth the process of learning from six different perspectives.

				Part Two: Organizational learning

				This part incorporates the areas of change management and organization development that are often implemented by those involved with training and development. It also addresses the increasingly important area of knowledge management, which incorporates learning and development.

				Part Three: National and international learning, education, training and human resource development

				This part expands HRD and shows how it has a truly national and international application. It begins with a consideration of national systems of education and shows how they are essential to national prosperity, and social and personal well-being. The complementary aspects of vocational education and training are gradually expanded from a consideration of the UK VET, to European VET, and to examples of HRD in Brazil, Russia, India and China. Development is also examined through the roles of the European Training Foundation and a United Nations Development Programme.

				Part Four: The training cycle

				The traditional training or learning cycle addresses the key components of: identification of learning needs; designing learning events; delivering training and other forms of learning opportunities, including coaching and mentoring; and finally, assessing and evaluating the intervention. Multicultural and multilingual considerations should be applied to all the areas addressed by the book.

				Part Five: Managing HRD

				The final part explores leadership and management and how to apply these to the HRD function. Being an HRD specialist also requires one to be able to thoroughly examine and research business issues. The role of the trainer, teacher, tutor, coach, mentor or other professional is often that of the internal or external consultant; undertaking this role requires many skills not least of which is operating in an ethical manner. It is also necessary to look beyond the training room or classroom and consider other arenas where much learning occurs.
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				Mapping the Contents to the CIPD Professional Standards for Learning and Development

				In 2009 the Chartered Institute for Personnel and Development (CIPD) conducted research that helped them identify a comprehensive overview of the HR profession, which resulted in the development of the CIPD Profession Map. This map describes the underpinning skills, knowledge and behaviour, and consists of 10 professional areas, eight behaviours and four bands of professional competence.

				The 10 professional areas are:

					1Insights, strategy, and solutions.

					2Leading HR.

					3Organization design.

					4Organization development.

					5Resourcing and talent planning.

					6Learning and talent development.

					7Performance and reward.

					8Employee engagement.

					9Employee relations.

					10Service delivery and information.

				The eight behaviours are divided into three areas:

				
						Insights and influence:
					–curious;

					–decisive thinker;

					–skilled influencer.


						Operational excellence:
					–driven to deliver;

					–collaborative;

					–personally credible.


						Stewardship:
					–courage to challenge;

					–role model.


				

				And the activities of the four bands involve:

				Band 1: Administrative, client support and processing activity.

				Band 2: Advising and managing individual or team-based human resources issues and problems.

				Band 3: Leading the professional area. Addressing the human resources challenges at the organizational level.

				Band 4: Leading the function or professional area. Leading the organization. Developing the organizational strategy. Developing the HR strategy.

				The chapters within this book are mapped onto and cover all the relevant units for human resource development described in the CIPD awards at foundation, intermediate and advanced levels. The following table displays the coverage and guides the student and teacher to the relevant chapters.

				Table 0.1Mapping the contents to the CIPD Professional Standards for Learning and Development

				
					
						
								
								Foundation Certificate in Learning and Development Practice units

							
								
								Chapter

							
								
								Intermediate Certificate in Human Resource Development

							
								
								Chapter

							
								
								Intermediate Diploma in Human Resource Development

							
								
								Chapter

							
								
								Advanced Diploma in Human Resource Development

							
								
								Chapter

							
						

					
					
						
								
								Core units

							
								
								

							
								
								Core units

							
								
								

							
								
								Core units

							
								
								

							
								
								Core units

							
								
								

							
						

						
								
								Developing yourself as an effective learning and development practitioner

							
								
								1, 7, 12

							
								
								Developing professional practice

							
								
								1, 7, 20

							
								
								1. Developing professional practice

							
								
								1, 7, 20

							
								
								1. Human resource management in context

							
								
								1, 2, 6, 7, 8, 9, 10, 11

							
						

						
								
								Understanding organizations and the role of learning and development

							
								
								2, 20

							
								
								Business issues and the context of HR

							
								
								2, 4, 5, 6

							
								
								2. Business issues and the context of HR

							
								
								2, 4, 5, 6

							
								
								2. Leading, managing and developing people

							
								
								1, 2, 4, 19, 20, 24,

							
						

						
								
								Recording, analysing and using learning and development information

							
								
								12, 20, 21

							
								
								Using information in HR

							
								
								12, 21

							
								
								3. Using information in HR

							
								
								4, 12, 21

							
								
								3. Developing skills for business leadership

							
								
								19, 20, 21, 22

							
						

						
								
								

							
								
								

							
								
								

							
								
								

							
								
								4. Managing and coordinating the Human Resources Function

							
								
								1, 4, 19, 20, 21, 24

							
								
								4. Investigating a business issue from an HR perspective.

							
								
								12, 14, 21, 22

							
						

						
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
						

						
								
								Resourcing talent

							
								
								

							
								
								A1. Contemporary developments in human resource development

							
								
								1, 2, 6, 7, 8

							
								
								A1. Meeting organizational development needs

							
								
								13, 15, 16, 18, 23

							
								
								A1. Learning and talent development

							
								
								12, 13, 14, 15, 16, 17, 18, 24

							
						

						
								
								Supporting good practice in managing employment relations

							
								
								

							
								
								A2. Meeting organizational development needs

							
								
								13, 15, 16, 18, 23

							
								
								A2. Developing coaching and mentoring within organizations

							
								
								17, 22, 24

							
								
								A2. Designing, delivering and evaluating learning and development provision

							
								
								7, 13, 14, 15, 16, 17, 18, 24

							
						

						
								
								Supporting good practice in performance and reward management

							
								
								

							
								
								A3. Developing coaching and mentoring within organizations

							
								
								17, 22, 24

							
								
								A3. Knowledge management

							
								
								5

							
								
								A3. Leadership and management development

							
								
								12, 19, 20, 21, 24

							
						

						
								
								Contributing to the process of job analysis

							
								
								12

							
								
								A4. Knowledge management

							
								
								5

							
								
								A4. Organization design: implications for human resources

							
								
								2, 4, 16

							
								
								A4. Knowledge management and organizational learning

							
								
								2, 5, 16, 24

							
						

						
								
								Supporting change within organizations

							
								
								4

							
								
								A5. Managing and coordinating the human resources function

							
								
								1, 4, 18, 19, 20, 21, 24

							
								
								A5. Organization development: implications for human resources

							
								
								4

							
								
								A5. Understanding and implementing coaching and mentoring

							
								
								17, 22, 24

							
						

						
								
								Undertaking a learning needs analysis

							
								
								12

							
								
								A6. Organization design: implications for human resources

							
								
								2, 4, 16

							
								
								A6. Human resource service delivery

							
								
								15, 16, 23

							
								
								A6. Organization design and organization development

							
								
								4, 21, 18

							
						

						
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
								
								Optional units

							
								
								

							
						

						
								
								Preparing and designing learning and development activities

							
								
								13

							
								
								A7. Organization development: implications for human resources

							
								
								4,

							
								
								B1. Resourcing and talent planning

							
								
								

							
								
								B1. Resourcing and talent management

							
								
								

							
						

						
								
								Delivering learning and development activities

							
								
								15,16

							
								
								A8. Human resources service delivery

							
								
								15, 16, 23

							
								
								B2. Reward management

							
								
								

							
								
								B2. Performance management

							
								
								

							
						

						
								
								Evaluating learning and development activities

							
								
								18, 21

							
								
								B1. Resourcing and talent planning

							
								
								

							
								
								B3. Improving organization performance

							
								
								

							
								
								B3. Reward management

							
								
								

							
						

						
								
								Developing coaching skills for the workplace

							
								
								17, 22, 24

							
								
								B2. Reward management

							
								
								

							
								
								B4. Employee engagement

							
								
								

							
								
								B4. Managing employment relations

							
								
								

							
						

						
								
								Developing mentoring skills for the workplace

							
								
								17, 22, 24

							
								
								B3. Improving organization performance

							
								
								

							
								
								B5. Contemporary developments in employment relations

							
								
								

							
								
								B5. Employment law
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				International human resource development

				JOHN P WILSON

				The most valuable of all capital is that invested in human beings and of that capital the most precious part is the result of the care and influence of the mother. (ALFRED MARSHALL, 1890: VI. IV. 11)

				Learning outcomes

				When you have completed this chapter, you should be able to:

				
						understand the differences and similarities between education, training, development and learning;

						understand the nature of human resource development (HRD);

						be familiar with the pyramid of HRD and the six main areas;

						understand the broader considerations of international HRD;

						understand the relationship between HRD and HRM;

						understand the importance of human capital.

				

				Introduction

				The field of international human resource development (IHRD) is a large one, encompassing formal education, personal education and training, training and development in organizations, and learning and training at national and international levels. Often, these areas are considered separately in order to narrow the scope and simplify understanding; however, this has resulted in a number of significant limitations. Firstly, and perhaps most fundamentally, many underlying theories, principles and practices are common to all of these areas. Secondly, boundaries between the disciplines inhibit the transfer of ideas and innovations, thus slowing the potential for improved learning. Thirdly, the boundaries are relatively porous to the movement of labour, and many teachers, trainers, coaches, developers and other personnel move between schools, colleges, universities and other organizations, transferring ideas and practices. In addition, the multiplicity of disciplines also prevents joined-up thinking for strategists, particularly at organizational, agency, governmental and supra-national levels. Furthermore, these boundaries or divisions also have the potential to create conflict: with employers accusing educators of not considering the work skills needed by young people, educators accusing employers of thinking purely about their own needs and not the lifelong requirements of people, governments challenging both, employers restricting training to specific work-related skills, and other problems.

				Without a broader awareness of the importance of learning across boundaries the various disciplines will fail to appreciate the broader context in which strengths can be increased and limitations overcome by sharing experiences. The quotation at the start of this chapter from the economist Marshall illustrates the importance of early care and nurturing by parents – is this not also human resource development?

				In this chapter we will explore the foundations of human resource development and human capital and connect this with other chapters in this book.

				Defining education, training, development and learning

				Education, training, development and learning are closely related concepts, and we explore the latter in detail in Chapter 3. Below we compare and contrast these areas in order to provide some of the underpinning concepts of HRD.

				Education

				Traditionally, education has been associated with schools, colleges and universities and has a less immediate and less specific application than training. Education is regarded as encompassing knowledge, skills and attitudes (Bloom et al, 1956), and two helpful sources of definitions used here are the Manpower Services Commission’s (1981) Glossary of Training Terms, and Cedefop’s (The European Centre for the Development of Vocational Training) (1996) Glossarium of educational and training terms in nine European languages. This glossary was developed to encourage understanding and cooperation between countries; the original intention was to standardize the meaning of terms in Europe, but partly due to linguistic and cultural differences the proposal was not adopted.

				Education is:

				activities which aim at developing the knowledge, skills, moral values and understanding required in all aspects of life rather than a knowledge and skill relating to only a limited field of activity. The purpose of education is to provide the conditions essential to young people and adults to develop an understanding of the traditions and ideas influencing the society in which they live and to enable them to make a contribution to it. It involves the study of their own cultures and of the laws of nature, as well as the acquisition of linguistic and other skills which are basic to learning, personal development, creativity and communication.

				(Manpower Services Commission, 1981: 17)

				Activities aim at developing the knowledge, skills, moral values and understanding required in all aspects of life rather than knowledge and skill relating to only a limited field of activity. The purpose of education is to provide the conditions essential for young persons and adults to develop an understanding of the traditions and ideas influencing the society in which they live and to enable them to make a contribution to it. It involves the study of their own and other cultures and the laws of nature as well as the acquisition of linguistic and other skills which are basic to learning, personal development, creativity and communication.

				(Cedefop, 1996: 48)

				Training

				The historical antecedents of training have their roots in the Medieval crafts and guilds where the purpose of training was to enable indentured apprentices to work for a period of years under the supervision of a master craftsperson. Eventually, the apprentices learned the skills required of that occupation and would produce a complex piece of work, a ‘masterpiece’, incorporating much of what they had learned. This would then enable them to become members of the specific guild. Hence, today, we have the term ‘Master’s degree’, which illustrates that the person is, or should be, fully conversant with that area (see Chapter 7: UK vocational education and training).

				The Manpower Services Commission (1981: 62) defines training as:

				a planned process to modify attitude, knowledge or skill behaviour through learning experience to achieve effective performance in an activity or range of activities. Its purpose, in the work situation, is to develop the abilities of the individual and to satisfy the current and future needs of the organization.

				Cedefop (1996: 52) defines vocational training as:

				Activity or programme of activities designed to teach the skills and knowledge required for particular kinds of work… Training… usually takes place at working places, whereas education… takes place at educational establishments.

				Both of the definitions above illustrate the application of training to the requirements of the organization and the fact that this training tends to occur in the workplace. They also indicate a relatively narrow limitation to specific skills and operations. Moreover, training normally has an immediate application and is generally completed in a shorter timescale than education (Van Wart, Cayer and Cork, 1993).

				Distinguishing between education and training can be quite problematic. One very illustrative example of the difference between education and training would be a young child coming home and saying, ‘We had sex training today!’ This is in stark contrast to sex education classes that imply a theoretical rather than a practical application of learning!

				Development

				Development indicates movement to an improved situation, which for people means advancing their physical and mental potential. Lee (2001) suggested that the word development was used in four ways: development as maturation, development as shaping, development as a voyage and development as emergent. And the Manpower Services Commission (1985: 9) stated that:

				Development is the growth or realization of an individual’s or a group’s ability, through conscious or unconscious learning. Development programmes usually include elements of planned study and experience, and are frequently supported by a coaching or counselling facility.

				Learning

				One common theme that can be found in many of the definitions of training, education and development is that they contain the word ‘learning’. Nadler (Nadler and Nadler, 1990: 1.18) gathered these terms together and stated that:

				Training = learning related to present job.

				Education = learning to prepare the individual but not related to a specific present or future job.

				Development = learning for growth of the individual but not related to a specific present or future job.

				An in-depth exploration of learning is covered in Chapter 3; therefore, only a definition will be provided here:

				Learning is a relatively permanent change of knowledge, attitude or behaviour occurring as a result of formal education or training, or as a result of informal experiences.

				As a postscript to the discussion on these definitions, a brief mention of indoctrination should be included since it is rarely covered in the training and development literature. Indoctrination can be found in a number of areas such as religious cults, political indoctrination, some military training, company culture and company songs. In some ways it may be regarded as a slightly less intensive form of brainwashing, in which individuals or groups are encouraged, persuaded, or forced to adopt a particular mental model or approach to specific areas or even whole lifestyles. Rogers (1986), who analysed the relationship of indoctrination, training and learning, described it as having very restricted objectives and providing for one way of thinking. Training, while still having narrow goals, allows slightly broader thinking, while learning has the fewest constraints and tolerates diverse ways of thinking.

				Human resource development

				Some of the foundations of HRD originated during the Second World War through the Training Within Industry programmes (Dooley, 1945). (There was also a training Within Industry for Supervisors scheme in the UK that ran from 1944 to 1984.) The first use of the term ‘human resource development’ was provided by Harbison and Myers (1964) in the context of human capital or human development. Subsequently, it was used to specify a discipline or professional area of practice by Leonard Nadler at the 1969 Miami Conference of the American Society of Training and Development (ASTD), and he provided a definition in 1970. Initially, the focus of many of the early definitions of HRD was described from a US perspective, and nearly all emphasized an organizational dimension (Weinberger, 1998). With time, definitions expanded to incorporate organization development (McLagan and Suhadolnik, 1989).

				A wide range of views and interpretations are held about what constitutes HRD, and more than 20 definitions were compiled by Hamlin and Stewart. They analysed definitions of HRD and identified four core purposes:

				
						improving individual or group effectiveness and performance;

						improving organizational effectiveness and performance;

						developing knowledge, skills and competencies;

						enhancing human potential and personal growth.

				

				(Hamlin and Stewart, 2011: 210)

				A number of definitions are provided below in chronological order to illustrate the progression, complexity and different understandings of the subject:

				Human resource development is the process of increasing the knowledge, the skills, and the capacities of all the people in a society. In economic terms, it could be described as the accumulation of human capital and its effective investment in the development of an economy. In political terms, human resource development prepares people for adult participation in political processes, particularly as citizens in a democracy. From the social and cultural points of view, the development of human resources helps people to lead fuller and richer lives, less bound by tradition. In short, the processes of human resource development unlock the door to modernization.

				(Harbison and Myers, 1964: 2)

				Human resource development is a series of organised activities conducted within a specified time and designed to produce behavioural change.

				(Nadler, 1970: 3)

				HRD is the integrated use of training and development, career development, and organisation development to improve individual and organisational effectiveness.

				(McLagan and Suhadolnik, 1989: 1)

				Human resource development is concerned with learning and with how it might be managed. It is concerned with interventions that might facilitate learning. It is concerned with change – of behaviour, as reflected in the demonstration of new or enhanced skills, new knowledge and understanding and new attitudes. It is concerned with both intentional and accidental learning. It has a vocational aspect to it. Thus its focus is vocational learning.

				(Walton, 1999: 78)

				HRD as an organisational process comprises the skilful planning and facilitation of a variety of formal and informal learning and knowledge processes and experiences, primarily but not exclusively in the workplace, in order that organisational progress and individual potential can be enhanced through the competence, adaptability, collaboration and knowledge-creating activity of all who work for the organisation.

				(Harrison and Kessels, 2004: 4–5)

				The HRD strategy can broadly be defined as the pattern of planned and unfolding activities that focuses on developing capabilities to achieve current and future strategic objectives.

				(Swart et al, 2005: 83)

				HRD involves a process of observation, planning, action and review to manage the cognitive capacities, capabilities and behaviours needed to enable and improve individual, team and organisational performance in work organisations.

				(Gibb, 2008: 6)

				Human resource development (HRD) encompasses a range of organisational practices that focus on learning: training, learning, and development; workplace learning; career development and lifelong learning; organisation development; organisational knowledge and learning.

				(Mankin, 2009: 6)

				HRD is a process of developing and unleashing expertise for the purpose of improving individuals, team, work process, and organisational system performance.

				(Swanson and Holton, 2009: 4)

				HRD encompasses planned activities, processes and/or interventions designed to have impact upon and enhance organisational and individual learning, to develop human potential, to improve or maximise effectiveness and performance at either the individual, group/team and/or organisational level, and/or to bring about effective, beneficial personal or organisational behaviour change and improvement within, across and/or beyond the boundaries (or borders) of private sector (for profit), public sector/governmental, or third/voluntary sector (not-for-profit) organisations, entities or any other type of personal-based, work-based, community-based, political-based or nation-based host system.

				(Hamlin and Stewart, 2011: 213)

				It is clear from these definitions that different perspectives of HRD exist; indeed Garavan et al (2007: 3) stated that HRD was ‘segmented, incomplete, lacking comprehensiveness and coherence, with diverse theories and models offering competing explanations’. However, this accusation can be levelled at many disciplines in the social sciences, and those for education, training and development also lack clarity and transparency, but that has not stopped them being used without people being overly, and perhaps neurotically, introspective. Moreover, the lack of a clear and consistent definition might even be an advantage, with Mankin (2001) suggesting that this ambiguity makes HRD ‘distinctive’. Indeed, Lee (2001) refused to define HRD because of the wide variations of practice around the world.

				Also, there would appear to be a minimalist approach of constructing a definition with short pithy descriptions, and an extended approach that attempts to cover all the bases. In reality, neither the short nor the long definitions are fully capable of incorporating all the dimensions of HRD and remaining lucid and explanatory. In many ways, it depends on your own personal perspective as to which is the most appropriate.

				Another factor regarding the seemingly obsessive concern with definitions is that HRD is still a relatively young and evolving discipline. In many ways this is healthy since a sense of identity is necessary to carve out and delineate the territory from other areas, and particularly from human resource management (see below). Yet, more recently, it appears HRD has taken on societal, national and international dimensions, perhaps reflecting a form of land-grab but also demonstrating a maturity and inner confidence about its purpose.

				That HRD draws from a number of disciplines would appear to be a source of strength, particularly for those organizational HRD departments that have multiple responsibilities. For example, Dilworth (2003) proposed that a number of sub-elements were contained within HRD and included: career development, change management, healthy and productive workplaces, knowledge management, leadership development, learning processes and team building. In reality, HRD is a multidisciplinary field and can be said to include:

				
						career planning and development;

						change management;

						coaching;

						development studies;

						leadership development;

						management development;

						organization development;

						outdoor development;

						performance improvement;

						personal development;

						technical training;

						training and development;

						vocational education and training.

				

				Finally, having considered the nature of HRD and a range of definitions, this author concludes that:

				Human resource development involves the processes for increasing the cognitive, affective and behavioural capacities of all people and organizations in a society.

				Human resource development versus human resource management

				The relationship between human resource development and human resource management (HRM) is a rather confused one that is not helped by the fact that many university courses at undergraduate and post-graduate levels subsume HRD within HRM. And the same is true for some textbooks which subordinate HRD within HRM (Beardwell and Claydon, 2007; Collings and Wood, 2009). Furthermore, in UK business and management schools there were more than 100 full professors of HRM and only six professors of HRD (Wilson, 2007). So what is the cause of this disparity and should it be allowed to continue? Wilson (2007: 7) stated:

				The ‘management’ element of HRM is undoubtedly sexier sounding. This is reinforced by the fact that a manager’s status is perceived as higher than someone in ‘development’. Also, courses with HRD in their title do not recruit as well as HRM. So, in the beauty stakes, I’m afraid, HRD is the loser.

				However, there have been a number of serious criticisms of the education provided in business and management schools (Bennis and O’Toole, 2005; Minzberg, 2005). How many professors of HRM, or indeed professors of other subjects, are qualified to teach and are not just subject specialists? Might not the respect for business and management schools be higher if there were more HRD specialists involved?

				The assumption is, often, that HRD is subordinate to HRM, whereas in fact they are partners within the broader area of human resources as Figure 1.1 illustrates.

				Figure 1.1The roles of HRD and HRM within HR

				[image: ]

				Drawing on the human resource wheel of McLagan and Suhadolnik (1989) and the wheel of HRM (Harrison, 1997), a human resource compass (Figure 1.2) has been developed because the analogy of a compass indicates an overview of the territory and also indicates the distinct areas that fall under HRD and HRM, and the overlapping areas of responsibility.

				Figure 1.2Human resource compass

				[image: ]

				National human resource development

				National human resource development at one time might have been called vocational education and training; however, this is too narrowly restricted to skills training and development. Increasingly, broader issues such as health education to address smoking, substance abuse and nutrition are communicated nationally and often internationally.

				At one stage NHRD was a US-centric perspective, and this perspective probably developed as a result of the federal nature of the United States where there were fewer national initiatives in comparison with many more centrally coordinated countries. This is changing and Wang and McLean (2007: 101) explained that, ‘As NHRD develops around the world, many nations are including education, health, safety, and other factors in their understanding of NHRD’ (McLean, Bartlett and Cho, 2003). In fact, vocational education and training, and their equivalent terms in various languages, have been in operation for centuries if not millennia.

				During the Second World War the Training Within Industry programmes were introduced to increase productivity and support the war effort. A consultant to the TWI programmes was Charles Riborg Mann, who had also served as Chairman of the War Department’s Committee on Education and Special Training, and he maintained:

				National strength may be increased without limit by education that builds men. A nation of strong men may multiply its strength many fold by organization of its manpower into an effective team driving to achieve a common goal. Education and organization are thus the tools with which America must shape her destiny.

				(Dooley, 1945: xii)

				Wang and Swanson (2008) criticized the concept of national HRD from a number of perspectives and suggested that development economics already addressed this area. However, development economics is too narrow a definition and too important a subject to be left to economists, who were asked by Queen Elizabeth II why they were not able to predict the financial crash (British Academy, 2009). Moreover, their conceptual use of ‘rational economic man’ has been strongly challenged by the behavioural economics developed by Kahneman and Tversky (1979).

				The increased investments in education, training for the unemployed and other measures testify to an increased recognition that learning in all its shapes is closely connected and contributes to social and economic progress.

				Figure 1.3Some of the main sources of national human capital development
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				International human resource development

				It was stated at the beginning of the chapter that there were a number of reasons to consider the broader perspectives of IHRD, including: the common underlying theories, principles and practices; disciplinary boundaries that inhibit the transfer of ideas and innovations; labour movement of teachers, trainers, coaches, developers and the like between schools, colleges, universities and other organizations; the constraints on joined-up thinking for strategists; and the conflicting demands arising from the different groups of employers, educators, governments and individuals. It is evident that a much broader consideration of all aspects of human resource development is necessary for there to be social justice and economic development.

				IHRD is also growing as a subject area and there are a number of books (Beck, 2009; Potoker, 2010) on the subject and a growing literature base. Let us consider a few definitions of IHRD:

				International HRD is defined as all of the following: unicultural (for example, HRD in Poland), intercultural (for example, HRD in a multinational firm with offices in the United States, Peru, and Sweden), and general (for example, HRD in an international joint venture).

				(Peterson, 1997: 64)

				Human resource development is any process or activity that, either initially or over the long term, has the potential to develop adults’ work-based knowledge, expertise, productivity, and satisfaction, whether for personal or group/team gain, or for the benefit of an organisation, community, nation or, ultimately, the whole of humanity.

				(McLean and McLean, 2001: 322)

				IHRD is a broad term that concerns [a] process that addresses the formulation and practice of HRD systems, practices, and policies at the global, societal, and organisational level. It can concern itself with how governments and international organisations develop and nurture international managers and how they develop global HRD systems; it can incorporate comparative analyses of HRD approaches across nations and also how societies develop national HRD policies.

				(Metcalfe and Rees, 2005: 455)

				International HRD (also known, perhaps more appropriately, as cross-national HRD, transnational HRD, and global HRD) is a field of study and practice that focuses on for-profit, not-for-profit, and/or government entities and individuals cooperating in some form across national borders. The purpose of this interaction is systematically to tap existing human potential and intentionally shape work-based, community-based, society-based, culture-based, and politically based expertise through multiple means for the purpose of improving cross-national relationships collaboratively across all involved entities through greater mutual understanding, improved individual and organisational performance, improved standards of living and quality of life, reduced conflict between entities and individuals, and any other criteria that would be deemed useful by the involved entities. International HRD is aspirational rather than realised and serves as a challenge for continuous efforts at improvement.

				(Wang and McLean, 2007: 105)

				Combining the main elements of these definitions we can see that the emphasis is on individuals, organizations and nations. Implicit in a number of these definitions is that they are referring to adults, and this is specifically mentioned by McLean and McLean (2001); however, as Budhwani, Wee and McLean (2004) comment, this does not include child labour. Moreover, there is no overt reference to formal systems of education, and particularly primary education.

				It is not just at the theoretical level that there is an increasingly broad consideration of IHRD; it is also occurring in a practical manner across national borders. The World Bank (2011: 4) has recognized the benefit of a broader strategic focus for the development of people with an expansion of the term ‘education system’ and stated:

				At the country level, the Bank Group will focus on supporting reforms of education systems. The term ‘education system’ typically refers to the public schools, universities, and training programmes that provide education services. In this strategy, ‘education system’ includes the full range of learning opportunities available in a country, whether they are provided or financed by the public or private sector (including religious, non-profit, and for-profit organisations).

				Also, at the international level, the European Union operates across 27 countries and provides a range of support and direction, and the European Training Foundation (Chapter 10) extends this HRD support to a wider range of countries. Furthermore, there are a wide range of other organizations that provide a diverse range of support and development, including UNESCO, the World Bank, International Labour Organization, OECD, IMF, UN, Medecins sans Frontiers, Oxfam, the Red Cross, Red Crescent and the numerous state development agencies.

				It is clear that the development of human resources extends through six main stages, from the individual level to the international level, and these are depicted in the Pyramid of HRD (Figure 1.4). This figure illustrates the synergistic benefits of improved performance between all the levels.

				Figure 1.4The Pyramid of HRD and the six levels of HRD activity
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				Finally, in this section and based on the foregoing discussion, we can provide the following definition:

				International human resource development involves the processes for increasing the cognitive, affective and behavioural capacities of all people, organizations and societies globally.

				Human capital

				So far we have considered HRD, NHRD and IHRD, yet there is another term that is closely related and important, and that is ‘human capital’. The relationship between labour productivity and competitiveness has been discussed for centuries and Adam Smith (1776/1904: I.I.I–I.I.3) stated:

				[Productivity] must in every nation be regulated by two different circumstances; first by the skill, dexterity, and judgment with which its labour is generally applied; and, secondly, by the proportion between the number of those who are employed in useful labour, and that of those who are not so employed…

				Fourthly, of the acquired and useful abilities of all the inhabitants or members of the society. The acquisition of such talents, by the maintenance of the acquirer during his education, study, or apprenticeship, always costs a real expense, which is a capital fixed and realized, as it were, in his person. Those talents, as they make a part of his fortune, so do they likewise that of the society to which he belongs. The improved dexterity of a workman may be considered in the same light as a machine or instrument of trade which facilitates and abridges labor, and which, though it costs a certain expense, repays that expense with a profit.

				The first use of the term ‘human capital’ would appear to have been made by the economist Pigou (1928: 30), who stated,

				A country may augment the real resources available for its government by turning its boys and girls on to immediately productive work instead of leaving them to their normal period of school time and training. This corresponds to the device of refraining from repairs and renewals of material capital; for the human capital of the country can only be kept intact if successive generations are trained up to take the place of their predecessors at a like level of educated capacity.

				Detailed investigation into ‘human capital’ appears to have begun during the 1950s when economists such as Solow (1957: 319) observed that the greatest impact on economic growth could not be attributed to land, labour or capital but other ‘residuals’. Around the same time, Schultz (1971) conducted research into the astonishing economic recoveries from huge physical devastation that Germany and Japan experienced after the Second World War. These economic growth rates could not be explained by physical capital theories and Schultz argued that there was another unmeasured contributor to production: namely, human capital. This term, he explained, used ‘human because it is embodied in man, and… capital because it is a source of future satisfactions, or of future earning, or both’ (1971: 48).

				This growing interest in human capital resulted in a book, Human Capital: A theoretical and empirical analysis with special reference to education, by Becker (1964: 1), who stated:

				The growth of physical capital, at least as conventionally measured, explains a relatively small part of the growth of income in most countries. The search for better explanations has led to improved measures of physical capital and to an interest in less tangible entities, such as technological change and human capital… The result has been the accumulation of a tremendous amount of circumstantial evidence testifying to the economic importance of human capital, especially of education.

				Unfortunately, the term ‘human capital’ is not an appealing one because of the way in which it appears to devalue people by describing them as capital, assets or possessions. Also, despite its common usage, it does not reflect the greater emphasis on people that is incorporated within ‘human resources’, although this, too, is not an ideal term. Significantly, Harbison and Myers (1964) first used the term human resource development in the context of human capital, thus highlighting the interrelationship between the two. This relationship is further clarified by the CIPD (2008: 5), which produced a definition:

				Human capital is the knowledge, skills, abilities and capacity to develop and innovate possessed by people in an organisation. It is an aspect of intellectual capital – the stocks and flows of knowledge available to an organisation – and is associated with the concepts of social capital (the knowledge derived from relationships within and outside the organisation) and organisational capital (the institutionalised knowledge possessed by an organisation that is stored in databases, manuals and so on.

				The connection between the economy and labour described above by Adam Smith is closely mirrored by the UK Commission for Employment and Skills (2010: 3) who commented:

				Prosperity ultimately depends on (i) the number of people in work (itself a function of the ‘employment rate’ and the number of people in the potential workforce); and (ii) the value that they produce when in work – the ‘productivity rate’.

				When one considers the unemployment figures provided by the International Labour Office (2011) in Global Employment Trends 2011, it is clear that levels of unemployment are seriously encumbering prosperity. In 2010 the global number of unemployed people was 205 million, or 6.2 per cent of the working population. This figure was 27.6 million higher than in 2007 before the economic crash. The employment-to-population ratio was 61.1 per cent in 2010 and the global unemployment rate for young people was 12.6 per cent (younger workers were particularly badly affected by the crash).

				It is the level of productivity that influences the competitive nature of an individual, company or nation, and the World Economic Forum (WEF, 2010: 4) explained, ‘We define competitiveness as the set of institutions, policies, and factors that determine the level of productivity of a country.’ The World Economic Forum has synthesized many of the factors that influence competitiveness into 12 pillars. These pillars include education and training, which have fuller explanations provided:

			
					1Institutions: the role of public and also private institutions and their levels of efficiency, honesty, transparency etc.

					2Infrastructure: transportation and communications systems significantly impact on the functioning of the economy.

					3Macroeconomic environment: a stable macroeconomic environment in which governments manage their economies.

					4Health and primary education: without a healthy workforce a country is unable to be fully competitive. In addition, the quantity and quality of basic education is important.

				
				Basic education increases the efficiency of each individual worker. Moreover, workers who have received little formal education can carry out only simple manual work and find it much more difficult to adapt to more advanced production processes and techniques. Lack of basic education can therefore become a constraint on business development, with firms finding it difficult to move up the value chain by producing more sophisticated or value-intensive products.

				(WEF, 2010: 5)

					5Higher education and training:

				Quality higher education and training is crucial for economies that want to move up the value chain beyond simple production processes and products. In particular, today’s globalising economy requires countries to nurture pools of well-educated workers who are able to adapt rapidly to their changing environment and the evolving needs of the production system. This pillar measures secondary and tertiary enrolment rates as well as the quality of education as evaluated by the business community. The extent of staff training is also taken into consideration because of the importance of vocational and continuous on-the-job training – which is neglected in many economies – for ensuring a constant upgrading of workers’ skills.

				(WEF, 2010: 5)

					6Goods’ market efficiency: economies need to have healthy competition encompassing the correct mix of goods and services.

					7Labour market efficiency: flexible and efficient labour markets enable workers to move easily from one part of the economy to another.

					8Financial market development: the financial sector needs to function well and be properly regulated to allow business and state investment.

					9Technological readiness: economies need to have the ability to swiftly respond to the potential of new technologies.

					10Market size: economies of scale can be exploited where there are large markets.

					11Business sophistication: the quality of operations and the interconnected nature of businesses helps improve productivity.

					12Innovation: research and development are needed to support innovation and to enable productive growth.

				Once there is talk of human capital, then there is a need to assess and evaluate it, and Baron and Armstrong (2007: 18) maintain that human capital theory raises a number of questions for the organization:

				
						What skills have we got?

						What skills do we need now and in the future?

						How are we going to attract, develop and retain these skills?

						How can we develop a culture and environment in which organizational and individual learning takes place that meets both our needs and those of our employees?

						How can we provide for both the explicit and tacit knowledge created in our organization to be captured, recorded and used effectively?

				

				These questions led Baron and Armstrong (2007: 21–22) to suggest that human capital management has four fundamental objectives:

				
						determine the impact of people on the business and their contribution to shareholder value;

						demonstrate that HR practices produce value for money in terms, for example, of return on investment (ROI);

						provide guidance on future HR and business strategies;

						provide diagnostic and predictive data that will inform strategies and practices designed to improve the effectiveness of people management in the organization.

				

				In the UK, the Task Force on Human Capital Management (2003) argued, in their report Accounting for People, for ways in which more transparency might be introduced to show how organizations created value through people. The Task Force suggested that, just as companies produce annual accounts and operational reports, so too should they produce a report on human capital that would provide strategic insight for the company and for external stakeholders such as investors. While many of the principles of the report were acknowledged, its inclusion within the Operating and Financial Review was quietly shelved, and indeed the statutory requirement for an OFR was rescinded in 2006. Interestingly, the financial crash and the failure to predict it have enhanced the importance of reporting on intangible assets and an Accounting for People 2.0 (2011) has been produced to encourage human capital accounting.

				Conclusion

				We have progressed from definitions of education, training, development and learning to more encompassing ones for HRD and IHRD. This journey describing the connection between education and competitiveness and human capital has been relatively complex but has been simplified by Machlup (1984: 8) who explained:

				The connection between knowledge and human capital is easily understood if one realizes that capital is formed by investment, that investment in human resources is designed to increase their capacity (to produce, to earn, to enjoy life etc.), and that improvements of capacity, as a rule, result from the acquisition of ‘knowing what’ or of ‘knowing how’.

				Questions for reflection

				
						Do training and development professionals need to know about broader areas of the economy and education?

						Does HRD incorporate IHRD or does IHRD incorporate HRD?

						Is a precise definition of HRD necessary?

				

				Further information sources

				Academy of Human Resource Development: www.ahrd.org

				American Society for Training and Development: www.astd.org

				Chartered Institute for Personnel and Development: www.cipd.co.uk

				International Federation of Training and Development Organizations (IFTDO): www.iftdo.net

				Training Within Industry: http://www.trainingwithinindustry.net/

				University forum for Human Resource Development: http://www.ufhrd.co.uk

				References

				Accounting for People 2.0 (2011), http://www.accountingforpeople.org/

				Baron, A and Armstrong, M (2007) Human Capital Management: Achieving added value through people, Kogan Page, London

				Beardwell, J and Claydon, T (2007) Human Resource Management: A contemporary approach, 5th edn, Prentice Hall/Financial Times, Harlow

				Beck, J (2009) Practising International Human Resource Development: Independent consultants talk about their life and work, Lambert Academic Publishing, Koln, Germany

				Becker, G (1964) Human Capital: A theoretical and empirical analysis with special reference to education, National Bureau of Economic Research, New York

				Bennis, W and O’Toole, J (2005) How business schools lost their way, Harvard Business Review, May, pp 96–104

				Bloom, BS, Englehart, MD, Furst, EJ, Hill, WH and Krathwohl, DR (1956) Taxonomy of Educational Objectives: The classification of educational objectives, Handbook 1: Cognitive domain, Longmans Green, London

				British Academy (2009) A letter to Her Majesty, reported in Holler, MJ (2010) Homo Oeconomicus, 27 (3), Accedo Verlagsgesellschaft, München

				Budhwani, N, Wee, B and McLean, GN (2004) Should child labor be eliminated? An HRD perspective, Advances in Developing Human Resources, 6 (3), pp 382–93

				Cedefop (1996) Glossarium: Vocational training, Office for Official Publications of the European Communities, Luxembourg

				CIPD (2008) Human Capital Management: Introducing and operating human capital management processes, CIPD, London

				Collings, DG and Wood, G (2009) Human Resource Management: A critical approach, Routledge, London

				Dilworth, L (2003) Searching for the future of HRD, Advances in Developing Human Resources, 5 (3), pp 241–44

				Dooley, CR (1945) The Training Within Industry Report, 1940–1945: A record of the development of Management techniques for improvement of supervision – their use and the results, War Manpower Commission Bureau of Training, Training Within Industry Service, Washington, DC

				Garavan, TN and Carbery, R (2012) A review of international HRD: incorporating a global HRD construct, European Journal of Training and Development, 36 (2/3), pp 129–57

				Garavan, TN, O’Donnell, D, McGuire, D and Watson, S (2007) Exploring perspectives on human resource development: an introduction, Advances in Developing Human Resources, 9 (1), pp 3–10

				Gibb, S (2008) Human Resource Development: Process, practices and perspectives, Palgrave Macmillan, Basingstoke, Hampshire

				Hamlin, B and Stewart, J (2011) What is HRD? A definitional review and synthesis of the HRD domain, Journal of European Industrial Training, 35 (3), pp 199–220

				Harbison, F and Myers, CA (1964) Education, Manpower and Economic Development: Strategies of human resource development, McGraw-Hill, New York

				Harrison, R (1997) Employee Development, IPD, London

				Harrison, R and Kessels, J (2004) Human Resource Development in a Knowledge Economy, Palgrave-Macmillan, Basingstoke

				International Labour Office (2011) Global Employment Trends 2011: The challenge of a jobs recovery, ILO, Geneva

				Kahneman, D and Tversky, A (1979) Prospect theory: an analysis of decision under risk, Econometrica (The Econometric Society) 47 (2), pp 263–91

				Lee, M (2001) A refusal to define HRD, Human Resource Development International, 4 (3), pp 327–41

				Machlup, F (1984) The Economics of Information and Human Capital, Princeton University Press, Princeton, NJ

				Mankin, DP (2001) A model for human resource development, Human Resource Development International, 4 (1), pp 65–85

				Mankin, D (2009) Human Resource Development, Oxford University Press, Oxford

				Manpower Services Commission (MSC) (1981) Glossary of Training Terms, 3rd edn, HMSO, London

				MSC (1984) Manpower Services Commission Annual Report 1983/84, MSC, Sheffield

				MSC (1985) A Glossary of Terms Used in Education and Training, Training division, MSC, Sheffield

				Marshall, A (1890) Principles of Economics, Macmillan, London

				McLagan, PA and Suhadolnik, D (1989) Models for HRD Practice: The research report, ASTD Press, Alexandria, VA

				McLean, GN, Bartlett, KR and Cho, E (2003) Human resource development as national policy: Republic of Korea and New Zealand, Pacific-Asian Education, 15 (1), pp 41–59

				McLean, GN and McLean, L (2001) If we can’t define HRD in one country, how can we define it in an international context?, Human Resource Development International, 4 (3), pp 313–26

				Metcalfe, BD and Rees, CJ (2005) Theorising advances in human resource development, Human Resource Development International, 8 (4), pp 449–65

				Minzberg, H (2005) Managers not MBAs: A hard look at the soft practice of managing and management development, Berrett-Koehler, San Francisco, CA

				Nadler, L (1970) Developing Human Resources, Gulf, Houston, TX

				Nadler, L and Nadler, Z (eds) (1990) The Handbook of Human Resource Development, 2nd edn, Wiley, New York

				Peterson, L (1997) International HRD: what we know and what we don’t know, Human Resource Development Quarterly, 8 (1), pp 63–79

				Pigou, AC (1928) A Study in Public Finance, Macmillan, London

				Potoker, ES (2010) International Human Resource Development: A leadership perspective, Routledge, Abingdon

				Rogers, A (1986) Teaching Adults, Open University Press, Buckingham

				Schultz, TW (1971) Investment in Human Capital: The role of education and research, Free Press, New York

				Smith, A (1776/1904) An Inquiry into the Nature and Causes of the Wealth of Nations, ed Edwin Cannan, Methuen, London

				Solow, RM (1957) Technical change and the aggregate production function, Review of Economics and Statistics, 39 (3), pp 312–20

				Swanson, RA and Holton, EF III (2009) Foundations of Human Resource Development, 2nd edn, Berrett-Koehler, San Francisco

				Swart, J, Mann, C, Brown, S and Price, A (2005) Human Resource Development: Strategy and tactics, Elsevier Butterworth-Heinemann, Oxford

				Task Force on Human Capital Management (2003) Accounting for People Report, Department for Trade and Industry, London

				UK Commission for Employment and Skills (2010) Ambition 2020: World class skills and jobs for the UK, UKCES, Wath-upon-Dearne, South Yorkshire

				Van Wart, M, Cayer, NJ and Cork, S (1993) Handbook of Training and Development for the Public Sector, Jossey-Bass, San Francisco, CA

				Walton, J (1999) Strategic Human Resource Development, Financial Times/Prentice Hall, Harlow, Essex

				Wang, GG (2008) National HRD: a new paradigm or reinvention of the wheel, Journal of European Industrial Training, 32 (4), pp 303–16

				Wang, GG and Swanson, RA (2008) The idea of national HRD: an analysis based on economics and theory development methodology, Human Resource Development Review, 7 (1), pp 79–106

				Wang, X and McLean, GN (2007) The dilemma of defining international human resource development, Human Resource Development Review, 7 (1), pp 79–106

				Weinberger, LA (1998) Commonly held theories of human resource development, Human Resource Development International, 1 (1), pp 75–79

				Wilson, JP (2007) High contrast image: HRD is crucial to gaining competitive advantage – so it’s time it stepped out of the sexier HRM’s shadow, People Management, 22 March, p 7

				World Bank (2011) Learning for All: Investing in people’s knowledge and skills to promote development: World Bank Group Education Strategy 2020, World Bank, Washington, DC [Online] http://siteresources.worldbank.org/EDUCATION/Resources/ESSU/
Education_Strategy_4_12_2011.pdf [accessed 02.11.2010]

				World Economic Forum (WEF) (2010) The Global Competitiveness Report 2009–2010, ed Schwab, K, WEF, Switzerland

			

		

	
		
			
				02

				Strategic human resource development

				THOMAS N GARAVAN and RONAN CARBERY

				In real life, strategy is actually very straightforward. You pick a general direction and implement like hell.

				(JACK WELCH, 2005)

				Learning outcomes

				When you have completed this chapter you should be able to:

				
						describe the defining features of SHRD;

						differentiate traditional notions of HRD from SHRD;

						understand the theoretical reasons for why SHRD can add value to the business;

						describe a number of theoretical and practical models of SHRD;

						describe factors that facilitate or enable SHRD in organizations;

						understand, through the use of case scenarios, how SHRD operates in practice.

				

				Introduction

				There is a growing recognition that well-chosen HRD practices can have a direct impact on individual and organizational performance. This finding is built on the notion that people play a significant role in an organization’s success (Garavan, 2007). However, in order for HRD to make a contribution it needs to move away from a process-oriented and administrative approach to one that is more strategic, and in doing so take a leadership role in the development of people (Gold et al, 2011). Strategic HRD, which is the focus of this chapter, requires that specialists with responsibility for learning and development in organizations think differently about the functional requirements and activities of HRD as a set of organizational practices. It requires the possible relinquishment of the more operational, low-value training and development activities and finding more time to develop the competencies to perform a variety of strategic roles. Strategic HRD (SHRD) is premised on the view that HRD practitioners possess the competencies to assume the role of strategic partners, strategic players and players in the business rather than simply reacting to the events in the business. They are expected to act as leaders in ensuring that HRD functional activities are conducted in a way that focuses on organizational needs and are implemented in an ethical and sustainable way. Specialists are expected to perform the role of change agents by demonstrating the need for change and helping the organization to build adaptability, alignment and execution capabilities.

				The aim of this chapter is to provide an overview of the defining features of SHRD, to show how SHRD differs from more traditional conceptualizations of HRD, and to demonstrate how SHRD can add value to a business. It addresses both theoretical and practice models of SHRD. The chapter finally addresses the enabling or facilitating conditions that can make SHRD a reality in organizations.

				Defining strategic HRD

				It is accepted that SHRD represents a particular model of HRD. Swanson and Holton (2009) define HRD as a process of developing and unleashing expertise for the purpose of improving individual and teamwork processes, and organizational systems. HRD represents a concept that focuses on how individuals develop their personal and organizational skills, knowledge and abilities with the objective of ensuring a better integration between work and learning. Mankin (2009: 6) views HRD as:

				encompassing a range of organizational practices that focus on learning; training, learning and development; workplace learning; career development and lifelong learning; organizational development; organizational knowledge and learning.

				Hamlin and Stewart (2011) have, however, highlighted some of the definitional challenges in setting the boundaries of HRD. They reached a number of important considerations:

				
						HRD is conceptualized as a process that occurs in workplace settings and is designed to facilitate individual and group learning in the context of jobs, work and careers.

						HRD focuses on organizational learning, change and development.

						HRD focuses exclusively on work-related issues within organizations. It is less concerned with societal and global issues.

				

				It is arguable that these features in many ways define the scope of SHRD; however there are a number of distinguishing points. SHRD has as its primary focus an emphasis on performance. Grieves (2003: 108) suggested that: ‘it emerged as a result of a new climate of disorganised capitalism and from debates within organisational development.’ Garavan (2007: 25) defined SHRD as a ‘coherent, vertically aligned and horizontally integrated set of learning and development activities which contribute to the achievement of strategic goals’. It is possible to delineate a number of the defining features of SHRD: it is concerned with the long-term development of human resources in organizations; it is a shaper of business strategy in addition to its role in strategy implementation; it emphasizes learning for the purpose of performance; it utilizes a multiplicity of strategies to facilitate performance, learning and change in individuals and organizations; and it is continuously aligned with the strategic goals of the organization.

				The word ‘strategic’ emphasizes the organizational perspective and seeks to make the link between HRD, organizational goals and objectives (Wognum and Fond Lam, 2000). Robinson and Robinson (2005) argued that the mission of SHRD is to implement development strategies that enhance employee performance and lead to business results. The SHRD strategies utilized are fundamental to moving HRD from an operational to a strategic activity. Investment in HRD activities are linked to organizational performance in the belief that the greater the investment, the greater the likelihood that the organization will perform better.

				The concept of strategic HRD has been criticized on a number of fronts. Millmore et al (2007) highlight four particular limitations of the concept. There is a presumption that HRD specialists are actually important stakeholders in an organization; it is acknowledged that this may often not be the case. The concept has a strong managerialist focus in that it emphasizes the strategic imperatives of the organization and de-emphasizes employee needs. The concept of strategic integration is presented in a vertical way rather than as a multi-dimensional concept. Initial models of HRD such as McCracken and Wallace (2000) were somewhat silent on the articulation of the roles of different stakeholders such as top management and line managers. Subsequent explanatory models have accounted for these factors.

				Understanding the contribution of SHRD to individual and business performance

				A number of theoretical perspectives – human capital theory, resource-based theory and the behavioural perspective – can be utilized to understand the contribution of SHRD to both individuals and organizations. However, it should be pointed out that some researchers and practitioners consider it something of a Holy Grail to establish a causal link between SHRD and performance at the level of the organization. It should also be said that few SHRD models place strong emphasis on individual needs.

				Human capital theory

				Human capital theory recognizes that investment in education, training and experience can bring significant wage and job benefits to individuals. SHRD can be viewed as an investment in human capital, and the decision to participate in training activities and acquire skills is viewed as a rational choice on the part of individuals. Human capital theory has at its core a very simple argument: investment in either formal or informal training and education increases an individual’s performance, productivity and earnings (Gattiker, 1995). Human capital theory also makes an important distinction between two types of training investment: general and specific. Firm-specific training is non-transferable and has limited value outside of the organization. General training, however, has value in the labour market and has career-enhancing value. Garavan et al (2001: 48) make this argument concerning human capital:

				This perspective on human capital takes as its starting point the view that human competencies are one of the resources available to organizations. The origins of this notion of human capital can be attributed to the work of Prahalad and Hamel (1990), who analysed the competitiveness of organizations and attributed it to the possession of core competencies. They postulated that an organization can possess unique clusters of factors that allows it to be competitive, and human capital is one of these. This resource-based view represents a current paradigm on firm competitiveness and conceptualizes the organization as a collection of competencies that draws attention to issues of learning, HRD investment, knowledge accumulation and experience.

				Hamel and Prahalad (1994: 223) describe core competencies as ‘a bundle of skills and technologies rather than a single skill or technology’. This line of thinking clearly indicates that SHRD has value in enhancing core competencies, some of which are grounded in human capabilities. These skills need to be developed over time in order to confer on organizations a set of capabilities that other firms will find it difficult to imitate. However, they also need to be rented to the organization in order for them to be of value in strategic terms.

				Resource-based theory

				The resource-based perspective rests on the assumption that differences in HR configurations between firms result in a fundamental heterogeneity in their potential to contribute to organizational performance. The long-term competitiveness of an organization will in part be determined by whether its human resources are durable, difficult to imitate and substitute, and enable the organization to differentiate itself from other competitors (Festing and Eidems, 2011). Human resources provide the potential for sustained competitive advantage through the use of SHRD to develop competencies that are firm-specific and generate tacit organizational knowledge (Lado and Wilson, 1994). It is well established that tacit and industry-specific knowledge has the most value in a strategic context. The resource-based approach emphasizes the need for organizations to implement a specific SHRD strategy, one that seeks to achieve competitive advantage by enhancing both the competence and commitment of human resources. It requires that organizations implement an internally consistent set of SHRD practices. Research has suggested a set of universal SHRD practices that are of value. These include job training, leadership development, technical competency development, strategies to generate tacit organizational knowledge and social networking strategies (McWilliams, Van Fleet and Wright, 2001; Eisenhardt and Martin, 2000). The ‘best practices’ approach suggests that particular universal HRD practices are associated with enhanced business performance.

				The behavioural perspective

				The behavioural perspective on SHRD argues for the use of HRD practices as tools to shape patterns of behaviour that help organizations achieve organizational goals and objectives. Different organizational goals and objectives require different types of behaviours and therefore different SHRD practices (Snell, 1992). This configurational approach emphasizes an external fit highlighting a contingency perspective on SHRD. Factors that become relevant in this context include: organizational size, technology, ownership, sector and location, and are important contingency variables. The argument that SHRD practices should be aligned with strategy is compelling; however, the empirical base for this argument is weak (Tharenou, Saks and Moore, 2007; Yorks, 2004). The focus on generic strategies proposed by Michael Porter has not produced compelling results in the SHRD context. Lengnick-Hall and Lengnick-Hall (1998) proposed a potential reciprocal interdependence between an organization’s business strategy and its SHRD strategies. This suggests that the demand for skilled employees will be dictated by competitive strategy. In turn, the availability of quality human resources will impact on competitive strategy and, where an organization has significant growth expectations combined with a high level of skill and competence readiness, this will lead to expansion and growth. However, where the organization lacks skills and competencies, it will lead to a change in strategy. There is good support for the notion that where organizations pursue growth-oriented strategies this will lead to the utilization of SHRD to enhance organizational readiness (Tharenou, Saks and Moore, 2007).

				Theoretical models of SHRD

				Models of SHRD tend to be either prescriptive or explanatory. We will focus here on four models that fall into these two categories.

				Prescriptive models of SHRD

				The two primary prescriptive models of SHRD are those proposed by Garavan (1991) and McCracken and Wallace’s enhancement of the Garavan model in 2000. Garavan (1991) introduced a prescriptive model of SHRD consisting of nine key characteristics: integration of HRD activities with organizational mission and goals; environmental scanning; management support for HRD; formulation and implementation of HRD policies and plans; line manager commitment to and involvement in the design; alignment of SHRD with complimentary HRM activities; an expanded role for the training or HRD specialist; the recognition of culture in the design and delivery of SHRD; and the evaluation of the contribution of SHRD to individual and organizational effectiveness. This model, while useful as a starting point in explaining the concept of SHRD, suffered from a number of limitations: it advocated a one-size-fits-all approach; it emphasized characteristics rather than seeking to explain the relationships between the various components; and it was essentially normative in nature. These initial formulations of the model provided little in the way of empirical support for their propositions.

				McCracken and Wallace (2000) and Garavan, Heraty and Morley (1998) expanded and developed these characteristics further. The essence of the three formulations of the model focused on creating a learning culture through mutual and reciprocal relationships between SHRD and business strategy. SHRD is viewed as both responding to and shaping business strategy as it evolves. The trajectory of growth envisaged for the HRD function is one that diverges away from an administrative, operational, and reactive and delivery-focused entity towards one that works within a strong learning culture, adopts a strategic approach to HRD and focuses on organizational change. McCracken and Wallace (2000) envisaged that SHRD would exhibit different characteristics depending on the level of maturity of HRD in the organization. Prescriptive models in general are open to criticism because of their assuming that there is an endpoint for SHRD rather than adopting the view that SHRD is an emergent process (Lee, 2001). These issues were subsequently addressed in the models of SHRD that followed.

				Explanatory models of SHRD

				Two significant explanatory models are those by Garavan (2007) and Peterson (2008). The Garavan (2007) model proposes that SHRD operates within a context that is dynamic (Figure 2.1). He suggests four different levels of context that impact HRD. The first level of context concerns the global environment, which encompasses local, national and multinational conditions. The local factors are concerned with economic and political trends and industry characteristics, while the national factors include technology change, labour market characteristics, national culture and national HRD systems. The multinational dimensions focus on cross-cultural differences, and international laws and regulations.

				Figure 2.1Garavan’s model: contextual and dynamic framework for SHRD (2007)

				[image: ]

				The second level of Garavan’s model, the internal context of the organizations, includes the strategy, structure, culture and leadership of the firm. Strategy refers to the firm’s product and services in relation to cost orientation, differentiation and focus. The second level also includes the structure of the organization, whether domestic or global; the culture of the organization and whether it is in line with its vision, values and strategy; and leadership style, which is considered key to implementing vision and values and to developing culture. Level three focuses on the job and emphasizes its value and its uniqueness. SHRD strategies will vary according to the level of value and uniqueness attached to different positions within the organization. Organizations decide which strategic practices they should use depending on the importance they attach to the particular job. Finally, the fourth level focuses on individual expectations, employability and careers. Employee expectations, talent-management practices and employees identified by management as ‘stars’ – those employees who are viewed as having great potential – play a major part in influencing SHRD practices. Practices will be influenced by employees’ ambitions and career aspirations, their willingness to upskill and their commitment to achieve organizational goals.

				Espedal (2005) and March (1991) suggest that firms should implement a mix of practices that focus on exploitation and exploration. Efficiency or exploitation-focused SHRD practices tend to be short term and focus on the internal development of competencies. SHRD can be used to refine firm-specific capabilities and skills, and includes practices such as socialization, skills training and performance management. SHRD should also contribute to adaptive capability. This represents an exploration focus. It is achieved through the adoption of change-focused SHRD strategies. They emphasize tacit learning and knowledge-management initiatives, and include learning from experience and the facilitation of experimentation and risk taking.

				Another dimension of SHRD focus concerns the degree to which its activities are horizontally integrated with SHRM activities. Jackson and Schuler (2003) suggest that synergies can be achieved when bundles of HRD and HRM practices are horizontally aligned and contribute to a defined set of behaviours and performance expectations. Guest and Peccei (1994) suggest that in addition to horizontal integration it is important to have functional and process integration. Functional integration emphasizes the need to have a high-quality HRD department to ensure high SHRD impact. It focuses on both the quality of specialists and their location within the organization. Process integration focuses on the delivery processes used by the organization: their quality and level of customer focus.

				The increased assignment of HRD activities to line managers and the tendency toward decentralization indicate a changed role for HRD professionals. Schuler and Jackson (1992) suggest that HRD professionals will be involved in linking HRD issues with challenges to the business, shaping the strategic direction of the firm, developing innovative solutions and approaches to enhance organizational effectiveness, and enabling line management to ensure that things happen. Ulrich (1996) suggests that HR professionals could adopt up to four possible orientations. HRD professionals frequently adopt a traditional orientation and implement transactional HRD practices such as induction, skills training and management training. These activities are designed to achieve efficient performance. They frequently adopt an employee perspective and implement activities designed to enhance the competence and commitment of employees. Both orientations are operational in focus and are less likely to be performed by a strategic HRD function. A strategic approach is indicative of strategic partnership and organizational change-agent orientations. A strategic partnership orientation requires the HRD professional to translate strategic priorities into SHRD priorities and activities. An organizational change orientation requires the HRD professional to engage in activities that enable the organization to be ready for major change so as to respond to environmental uncertainty.

				The model suggests that strategies, systems and practices of HRD focus on organizational performance, organizational learning and organizational change. Organizational performance focuses on strategies such as skills training, job analysis, competency modelling, performance management, leadership and management development. A recent study by CIPD (2010) on learning and talent development indicates that interventions are considered the most beneficial HRD strategy; with the most valued interventions being coaching and mentoring. Learners value the opportunity to focus on self-development in addition to performance enhancement. Organizational learning strategies focus on tacit learning communities of practice, learning from mistakes, critical reflection, action-centred learning and transformational learning. Organizational change strategies focus on feedback systems, talent development, career management and employee empowerment.

				The model highlights two particularly important but frequently ignored dimensions of SHRD: the management of stakeholder expectations and the characteristics of HRD professionals. Firstly, stakeholder expectations and satisfaction are important to explaining the positioning of HRD in organizations and whether it can be strategic or not; stakeholder perceptions will be important in explaining the type of practice model that prevails within an organization. Secondly, the values, competencies and capacity of the HRD role and/or function are extremely important. The model emphasizes the capacity of HRD specialists and whether they possess the technical and leadership capability to implement SHRD. The way in which SHRD specialists are developed represents an important challenge for organizations, and helps to explain their perceived credibility and impact.

				The Peterson model (2008) is based on system-thinking ideas. She acknowledges the importance of the external environment but the primary focus is on the dimensions of the internal environment such as HRD capacity, strategic HRD goals and objectives, and the role of the HRD specialist as strategic partner. Like the Garavan model, the Peterson model assumes that SHRD operates within a broader societal context that includes economic, regulatory, competitive, international, cultural and political factors. Sometimes, these factors will influence organizations to respond through proactive anticipation; however, on other occasions, organizations are forced to react to these forces (Figure 2.2).

				Figure 2.2The Peterson model of strategic human resource development
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				The model proposes three internal organizational dimensions that facilitate SHRD: a culture of learning, a commitment to performance improvement and a capacity for strategic engagement. A culture of learning is one that provides systematic, sustained and continuous opportunities for employees to develop capabilities (Peterson, 2008). The culture values learning as an intrinsically important activity. A commitment to improved performance concerns the extent to which an organization promotes performance improvement; where such a commitment exists, it enables HRD to provide the knowledge, skills and attitudes necessary for high performance. A capacity for strategic engagement highlights the readiness of the organization to learn, to review itself and to focus on strategic issues.

				The concept of HRD capacity is one that is central to both the Garavan and Peterson models. Dimensions of strategic capacity highlighted in the Peterson model are the extent to which HRD goals and objectives are aligned with the organization’s mission and strategy, the capacity of the HRD specialist to demonstrate leadership and articulate professional values concerning HRD, the business capability or acumen of the specialist, and the extent to which the specialist is comfortable with and skilled at adopting a strategic perspective. An important characteristic of a strategically oriented HRD function concerns its focus on articulating strategic HRD goals and objectives. The model proposes four dimensions of this strategic focus: the extent to which the HRD function forges strategic relationships with line mangers, the HRM function and the senior executive team, and cross-functional collaboration; the alignment of HRD systems and processes; the focus on creating a high-performance work system and culture; and the development of accountability systems within the organization. The Peterson model ultimately envisages that the HRD specialist will act as a strategic partner: someone who engages with the wider strategic agenda and contributes to strategic change within an organization.
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				Case study

				In practice: GE and an SHRD culture

				It is generally accepted that General Electric (GE) has placed emphasis on SHRD to build a strong culture of learning and innovation. This culture was primarily driven by Jack Welch. The learning culture within GE is founded on the Work-Out Philosophy. This philosophy is based on three Ss: engendering self-confidence, encouraging challenge and simplicity to systems, and utilizing working practices that result in speed of responsiveness. GE has as its strategic goal to be the first or second in the marketplace in terms of volume, customer service and profitability. SHRD plays a major role in driving and sustaining the culture of GE. The company has introduced change management initiatives such as the change acceleration process (CAP), which emphasizes a culture of learning, growth and development.

				GE places a strong emphasis on developing the skills of HRD professionals. Training programmes are used to develop HRD professionals’ skills. Professionals are rotated through job assignments in non-HRD functions to help them learn about the business and become more strategic business partners. Many of the transactional components of HRD are outsourced and performed with the use of technology. GE focuses on developing HRD specialists so that they can take on the role of internal consultants. It has a global HRD curriculum that helps HRD specialists understand what the goals of SHRD are, what the changes in SHRD at GE mean to them, and what the plans are for SHRD. HRD professionals gain business knowledge such as finance and change management skills, and the ability to develop the relationships across the organization. Senior HRD specialists work under line managers to help them understand that HRD is there to help the managers implement strategy.
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				Practice models of SHRD

				Models of SHRD practice are largely non-existent in the literature. However, it is clear that it is not a case of one size fits all when you examine the practice of SHRD in organizations. We suggest four variants of SHRD practice that we have observed in organizational operations: a predominantly traditional function but with increased recognition of the need to be strategic; a function that supports strategy implementation; a function where the HRD specialist is viewed as an expert in the strategic process; and a fully fledged SHRD function based on strategic partner ideas.

				A predominantly traditional function with increased recognition of the need to be strategic

				In this functional set-up, the HRD department or specialist is not involved in strategic issues; however, the role holder recognizes that this is problematic and has initiated various steps to get the HRD department/role more involved in the strategic issues of the organization. The HRD specialist has a clear understanding that HRD can contribute to the achievement of strategic goals but is also aware that significant barriers exist to the department playing an important strategic leadership role. In these organizations, the stakeholders of HRD do not understand or appreciate that it can make an important strategic contribution. A particular barrier that is evident in this context is the lack of understanding on the part of the senior team of the value of SHRD. There is also a significant cultural barrier where stakeholders typically characterize the HRD function or role as administrative or reactive in focus. It is therefore necessary for the views of key stakeholders to change in order for HRD to play a strategic role. This model represents an initial step in the process of adopting a strategic approach to HRD. In order to acquire more impact, HRD specialists will need to manage the policies of the organization and manage the dialogue with key stakeholders so they begin to understand the potential of HRD to be strategic.

				A function that supports strategy implementation

				In this model of practice, the HRD specialist demonstrates significant strategic thinking and makes a contribution to the implementation of strategy. In organizations that adopt this model, there is a clearly articulated strategic plan that provides the specialist with opportunities to demonstrate that HRD can make a strategic contribution. The HRD specialist typically works closely with the senior leadership, and the senior team view the specialist as having a role to play in supporting strategy. Stakeholders do not, however, consider that the specialist can make a contribution to strategy formulation. The specialist will, however, select strategies that can create impact and demonstrate that the HRD role makes a long-term contribution to the organization. Many of these interventions will fall into the typical types of solutions provided by HRD.

				HRD specialist as an expert in the strategic process

				In this variant the HRD specialist is actively involved in the strategic formulation and implementation process. The involvement of the HRD specialist can best be described as being a consultant rather than a strategic business partner. Typically, the HRD specialist will be asked to provide advice on the potential impact of particular strategic goals or proposed actions. This may involve conducting research, specifying the HRD implications of particular actions and the provision of knowledge resources. The lack of a strategic partnership role may be curtailed due to the views of stakeholders who consider HRD to have an operational focus. The HRD function may not have sufficient capacity to deliver on the demands made by the strategic partner role.

				A fully fledged SHRD function

				In this model of practice, the HRD specialist and department contribute to the broader strategic issues within an organization. The HRD specialist is viewed as a key component of the strategic change and transformation process. The specialist will be involved in all significant strategic conversations about HRD issues, and issues that are beyond the remit of HRD, to focus on different types of change. The HRD specialist delivers an end-to-end set of solutions and performs operational as well as strategic roles. The HRD role will perform advice, consultancy, change and support roles simultaneously. The specialist and/or function will possess the capacity to respond with agility to a multiplicity of problems and situations. The role holder will utilize a variety of interventions, such as coaching and mentoring, training, leadership development and challenging the status quo. The function will possess technical, leadership and management skills to deliver the strategic brief. Success depends on a top-down understanding of the strategic role HRD can play within an organization. The top team will trust the HRD specialist to demonstrate effective leadership and develop strong working relationships with stakeholders.
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				Case study

				In practice: Strategy HRD: a ‘develop from within’ approach – Procter & Gamble

				Procter & Gamble is the world’s largest consumer-product company. It is a Fortune 500 American multinational corporation with headquarters in Ohio. Consistent with a ‘promote from within’ policy and the belief that P&G’s human resources are a major source of competitive advantage that are hard to replicate, the development of employees is all pervasive and is central to the organizational culture. Employees receive multi-source reviews starting within a year after they join the company, and can take advantage of numerous development programmes over their career. There is a strong focus on ensuring that line managers take their responsibility for development seriously. They are evaluated and rewarded on the basis of their skills and efforts in developing people. P&G have found that where managers are considered strong as people developers, they create a flow-through of employees into their division or department. This encourages high performers to gravitate towards strong people-developing managers and they are motivated by a realization that they will receive many development opportunities.

				P&G considers that it is important to eliminate silos. Mobility of employees for development purposes is considered vital. This mobility is supported through personal development plans, work assignments and the use of open-job postings. In the case of managers, P&G emphasizes learning and growth opportunities, internal mobility, job rotation, broadening assignments and temporary or permanent career moves. As part of the internal development approach P&G has also established a corporate university with the explicit purpose of reinforcing and perpetuating the corporate culture.

				[image: ]
				Facilitating and enabling conditions for SHRD in organizations

				The factors that facilitate and enable SHRD in organizations are generally well documented. We will focus here on five factors: the articulation of a strategic vision, mission and strategy; the preparation and implementation of a SHRD strategy; the extent to which SHRD is viewed by top management as strategic; the technical leadership capability of the HRD specialist; and line management engagement with SHRM. We will address each one in turn.

				Clear articulation of an organizational strategic vision, mission and strategy

				The theoretical and practice models discussed in this chapter are all premised on the existence of a clearly articulated set of strategic processes in the form of a vision, mission and strategy. Vision, mission and strategy create the context that enables the HRD function to set its objectives, clarify its priorities and select its programme of activities and interventions. The nature of the business strategy sets the agenda for SHRD. In organizations that adopt a cost leadership strategy, for example, the SHRD requirement is to develop skills to ensure efficacy. However, in organizations that emphasize differentiation, the challenge for SHRD is more complex. Differentiation is dependent on a complex set of interpersonal and tacit capabilities, and people are at the core of the value proposition. Organizations that emphasize a focus strategy will emphasize strong technical development.

				Noe (2009) suggests that different types of business strategies mandate particular requirements for SHRD. He identifies four specific strategies: concentration, internal growth, external growth and divestment. In the case of concentration, the focus is on enhancing market share, creating a sustained market niche and managing costs. SHRD will respond to this strategy agenda through a focus on cross-training strategies, on-the-job training, team building and interpersonal skills training. Internal growth strategies emphasize market and product development, innovation and joint ventures. SHRD will respond through an emphasis on the development of organization culture, technical competence, development, cultural training, and the development of an organizational culture that stresses creative thinking and effective conflict-resolution skills.

				External growth strategies emphasize diversification and integration. They require SHRD to provide interventions that facilitate team building, the integration of learning resources and the assessment of the capabilities of the employees of acquired firms. Divestment as a business strategy focuses on retrenchment, turnarounds, divesture and liquidation. SHRD contributes strategically to this context through outplacement, assistive job-search skills training, leadership development and the management of structural change.

				Preparation and implementation of a SHRD strategy and a broad portfolio of interventions

				There is some agreement concerning the elements of an effective SHRD strategy. Themes identified include a commitment to people as a strategic resource, a strong articulation of shared purpose, a philosophy of shared learning and development, partnerships in the context of HRD and the articulation of enabling structures for SHRD delivery. Noe (2009) suggested that SHRD needs to focus on a number of important strategies to achieve success in organizations. Table 2.1 provides a synthesis of different contributions on strategic HRD strategies. There is an increased need for SHRD to broaden the options available. We suggest that this range of options can be basically categorized into formal and informal. Formal strategies will focus on instructor-led training, virtual classrooms, simulations, e-learning and games. Informal strategies can include on-demand social and embedded learning. On-demand includes podcasts, books and articles, learning knowledge portals, videos and e-learning. Social strategies include blogs, forums and wikis, expert directories, social networks, communities of practice, coaching and mentoring. Embedded informal learning strategies include feedback, performance support, developmental planning and rotational arrangements.

				Table 2.1SHRD strategies and their implications for organizations

				
					
						
								
								Strategy

							
								
								Implications for practice

							
						

					
					
						
								
								Diversity of the SHRD portfolio

							
								
								
										Utilize competencies to drive SHRD interventions.

										Provide customized and personalized learning interventions.

										Emphasize non-formal and informal in addition to formal learning strategies.

										Utilize new technology to encourage self-managed learning.

										Blend learning solutions synergistically.

								

							
						

						
								
								Ensure speedy delivery of SHRD strategies

							
								
								
										Utilize just-in-time learning strategies.

										Systematically identify learning needs and provide quality learning solutions.

										Shorten significantly the time from needs identification to delivery of solution.

										Ensure that learners have access to learning resources on a needs basis.

										Avoid one-size-fits-all solutions and be aware of shelf-life issues.

								

							
						

						
								
								Communicate SHRD strategies to all stakeholders

							
								
								
										Ensure employees are aware of development opportunities.

										Develop appropriate learning-management systems.

										Use technology to communicate to stakeholders.

								

							
						

						
								
								Leverage knowledge and tacit learning

							
								
								
										Establish strategies to ensure that organizational knowledge is readily available.

										Utilize communities of practice to share tacit learning.

										Learning occurs everywhere and it should be leveraged throughout the organization.

										Codify valuable knowledge for effective knowledge sharing.

										Capture ‘real time learning’ and use real organizational changes as vehicles for learning.

								

							
						

						
								
								Focus on the learning transfer environment

							
								
								
										Focus on managing constraints to learning transfer.

										Ensure that managers and peers are supportive of learning transfer.

										Develop the capabilities of employees to apply learning.

										Develop strategies to promote reflection and capture employee learning.

								

							
						

					
				

				Top management support for SHRD

				Top management provide a number of important aspects of support for SHRD. These include: providing a clear vision, serving as a sponsor of SHRD, performing a governing role, serving as role models for SHRD, committing resources to SHRD and serving as subject-matter experts. The reality is that such support is frequently not there. Top management support is considered to be one of the most important facilitating conditions (McCracken and Wallace, 2000). Garavan, Hogan and Cahir-O’Donnell (2003) have suggested that executives must be willing to allocate valuable resources and to sustain these resources during times of economic downturn.

				HRD specialists can look to a number of important indicators of active top management support for SHRD. These include:

				
						Top management are key drivers behind a particular SHRD initiative or they were the initiators of a key policy initiative related to SHRD.

						Top management attend key kick-off meetings such as the launch of a programme or policy initiative.

						It is possible to give an elevator speech on SHRD. For top management to be able to explain SHRD, its return on investment and its components within the attendance span of a spectator is considered a key hallmark of top management commitment.

						Top management are willing to support a HRD initiative during a significant economic downturn.

				

				The technical leadership capabilities of the HRD specialist

				HRD specialists need to possess a combination of technical and leadership competencies in order to demonstrate effective SHRD leadership. Figure 2.3 represents an adaptation of the new competencies for HR Model provided by Grossman (2007). The framework places significant emphasis on the strategic role of the HRD specialist; however, it also acknowledges the importance of effective execution of the operational dimensions of SHRD. A key dimension emphasized in the framework is the need to be a credible activist for HRD. These competencies include building effective relationships with key stakeholders, influencing stakeholders inside and outside the organization, leveraging information to build support for HRD and delivering business results with professionalism and integrity.

				Figure 2.3The competencies required of HRD specialists
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				Adapted from Grossman (2007).

				It is acknowledged that the HRD role is constrained by a variety of conflicts. Tseng and McLean (2008) highlight three such conflicts: internal specialist conflicts, the management of conflicting priorities and managing line-specialist conflicts. Such conflicts place significant demands on the competences of the HRD specialist.

				Line manager engagement with SHRM

				The HRD specialist needs both the involvement and the engagement of line managers in the delivery of SHRD. A 2007 CIPD study emphasizes the key role of the line manager in delivering SHRD. This study highlighted a number of factors important to the involvement of SHRD. These include building a shared language concerning SHRD, creating a supportive organizational culture where line managers and HRD specialists can communicate with each other, and the development of the capabilities and competencies of line managers to work on learning and development issues. Other suggestions that are made to enhance line manager engagement with SHRD issues focus on more practical matters such as encouraging line managers to actively participate in the HRD strategy-development process, strategic partnering on strategic HRD problems, and providing the line manager with goals that are related to SHRD.

				Reasons why line managers do not engage with SHRD issues focus on: a lack of skills, negative attitudes to HRD, time issues and conflicting priorities, poor HRD systems and procedures, and a lack of confidence to take on the role. Table 2.2 summarizes some of the actions that can be taken to enhance line manager engagement with SHRD.

				Table 2.2Engaging line managers with SHRD: some suggestions

					
						
							
									
									At strategic level:

									
											Ensure that the HRD strategy underpins the corporate strategy.

											Focus on developing a learning culture. Develop attitudes, values and practices that support continuous learning and development.

											Demonstrate a tangible link between SHRD strategies and organizational performance.

											Ensure that the performance management process includes KPIs related to SHRD.

											Reward positive learning and development behaviours among managers.

									

								
							

							
									
									At operational level:

									
											Focus leadership development initiatives on developing people-development skills such as coaching, facilitation, feedback giving and seeking.

											Share the successes of SHRD with line managers where it is possible to demonstrate a tangible link between SHRD and performance.

											Follow up with line managers on training and development issues related to their employees.

											In the development-planning process, get line managers to think about their business goals and translate these goals into learning needs and outcomes.

									

								
							

							
									
									At team-member level:

									
											Hold sessions on learning and development opportunities and reinforce why learning is important for both performance and advancement.

											Help team members select development strategies and development opportunities.

											Encourage team members to be proactive in terms of their own development.

											Provide mechanisms to encourage informal learning and development.
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				Case Study

				In practice: SHRD: how Dell does it

				Training and development has always been part of how Dell operates as a business. However, by 1995 it was clear that it needed to place greater emphasis on the capabilities of its human resources in order to sustain competitive advantage. As a result it created the office of Dell Learning, which became responsible for all HRD activities within the corporation. It was given the following primary objectives: to align learning with key business goals, to make learning available to everyone who needed it, to create clarity around competencies required for continued success and to provide consistency where required through global curricula.

				In order to give effect to these objectives, a centralized corporate team was established with the role of designing processes for HRD. HRD specialists reported directly into each business or function and were tasked with developing a business-based HRD plan, holding business leaders accountable and responsible for the execution of the plan, ensuring that resources were available to execute it, and evaluating its implementation.

				The Corporate Learning group also included fulfilment teams to serve Dell’s different businesses on demand. One team produces learning tools to train sales and technical employees in Dell’s products and services. Another team, called Education Services, manages registration, scheduling, tracking and learning logistics. A third team consists of experienced and qualified instructional designers who manage development projects requested by the business. The HRD function within Dell operates as a federation consisting of corporate regional (HR) training and regional (non-HR) training. These various components are managed by the senior management team and a number of Dell Learning Councils.

				The Corporate Learning group consists of six key elements: corporate and regional operations that focus on global HRD; Dell Learning Services, which provides instructional design services and counselling; Dell Learning Technology Services, which provides specialized services charged with the utilization of learning technology; Education Services, a centralized support function dealing with vendor management, event management and registration; New Product Training, which focuses on learning materials for product and service training; and a Programme Management Office, which focuses on the development of HRD strategies to support strategic initiation. The Corporate Learning group reports to Human Resources, as do a number of business-based training groups that tend to be functional, geographical and business-segment focused. These groups participate in the training councils that Dell Learning organizes around key needs. The key philosophy driving Dell Learning is that all HRD activities should be business and issue based, respond quickly to business needs, make the most effective use of resources and demonstrate a direct contribution to business performance.

				The principles of operation that support this philosophy are that SHRD should be flexible and competency-based, and business managers should be in charge of managing their own learning investments. SHRD solutions have limited shelf life and should be treated accordingly; learning occurs everywhere so the obligation of managers and employees is to leverage it across the organization.
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				Conclusion

				Human resource development has emerged as a significant strategic issue within organizations. One of the reasons for this is the increased recognition that people are an important source of sustained competitive advantage. Skills and competencies enable an organization to be more flexible and to reconfigure to meet strategic challenges. Consistent with the ideas proposed by the resource-based theory of the firm and behavioural approaches, organizations should implement best-practice SHRD strategies or best-fit strategies to maximize business performance.

				SHRD represents a particular variant of HRD. It differs from more traditional models of HRD in that it proposes a model of HRD that is aligned with the needs of the business or organization. Idealized models of SHRD envisage that HRD specialists will act as shapers of business strategy and be strategic business partners. The majority of prescriptive and explanatory models of SHRD emphasize vertical and horizontal alignment with strategy and HR strategy, the implementation of structures and strategies that contribute to the bottom line, the enhancement of the capacity of the HRD specialist to contribute at a strategic level and the utilization of a strategic perspective to consider learning issues in the organizations.

				A variety of enabling conditions are necessary to ensure that SHRD makes an optimum contribution. These include: a clearly articulated organizational mission, vision and strategy; the formulation and implementation of an aligned SHRD strategy; top management support for learning; engagement and involvement of line managers in the development and delivery of learning solutions; and an HR specialist who possesses the appropriate combination of technical and leadership competencies to deliver in an organization.

				Ultimately in any business it is the quality of human capital that produces results. Developing a talented workforce represents the single most important priority of and challenge for SHRD. This challenge must focus on developing existing employees as well as successfully developing new employees so that they can contribute quickly in terms of performance and discretionary effort.

				Questions for reflection

				
						Shouldn’t all HRD be strategic? Why do we need to talk about strategic HRD?

						To what extent is the training provision in your organization (or an organization you know) strategic?

						How is it possible that firms that do not provide training and development to their employees manage to survive?

				

				Further information sources

				Foras Áiseanna Saothair Training and Employment Authority (Ireland): www.fas.ie/
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