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This study explored the concept o f strategic human resource development 

(SHRD) in the context o f practitioner competence, education, and development. Three 

propositions were investigated. First, current human resource development (HRD) 

practice, which emphasizes the design and delivery o f training, education, and 

development, is not sufficient to meet the complex needs o f  today’s organizations.

SHRD is a more effective approach to influencing organizational change and 

performance. Second, SHRD requires practitioners to have a broader set of knowledge, 

skills, capabilities, and roles/characteristics. Yet little attention has been given to the 

competencies needed to perform strategic HRD roles. The third proposition was that 

action is needed to advance the concept and practice o f SHRD. Improving practitioner 

readiness for strategic organizational roles was proposed to address the gap between 

current and emerging HRD practice.

A qualitative research design using naturalistic inquiry was adapted to support the 

exploration o f  SHRD practice. Four separate but interrelated works, drawing on the 

researcher’s teaching, learning, and HRD consulting experience, were presented in an 

attempt to identify major themes in SHRD practice and to develop a strategic competency 

framework.
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Key findings were: (a) SHRD is being addressed in HRD discourses, however the 

competencies needed to facilitate SHRD are presently unclear; (b) several dilemmas in 

general HRD practice, including incongruent theoretical and practice principles, were 

found that seemingly impede progress toward improved and more sophisticated practice; 

and (c) the mission, curricula, and courses offered by many HRD graduate and 

undergraduate programs are not inclusive o f the strategic HRD paradigm.

It was concluded that SHRD must be supported with stronger theoretical and 

practical models, and work is needed to improve the current level o f competency required 

for HRD practice so that it reflects the emerging strategic focus. Moreover, HRD 

education and development must be renewed to deepen practitioner expertise including 

strategic knowledge, skills, and capabilities. Included is a strategic HRD competency 

framework and a course design that demonstrates how the strategic thinking skill was 

addressed in one undergraduate course. Implications for HRD research, education, 

professional development, and practice were discussed and recommendations for further 

action were presented.

Professor
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CHAPTER I

INTRODUCTION

Statement o f  the Problem

Smart organizations recognize that a learning and performance plan is as m uch a 
strategic tool as a marketing or finance plan and that it should get the same kind 
o f tough love from the top: insistence on results and full support if  it can deliver. 
(American Society for Training and Development, 2002c, n.p.)

Human resource development (HRD) practice involves the design and delivery of 

employee training, education, and development to improve organizational effectiveness. 

While HRD has historically focused on individual learning and performance, it is shifting 

toward strategic human resource development (SHRD). As Torraco and Swanson (1995) 

suggested, “Today’s business environment requires that HRD not only support the busi

ness strategies of organizations, but that it assume a pivotal role in the shaping o f busi

ness strategy” (p. 11).

In recent years, HRD researchers have argued that an explicit link between HRD 

and broader organizational goals and strategies is needed (Caster, 2001; Garavan, 1991; 

Garavan, Costine, & Heraty, 1995; Garavan, Heraty, & Morley, 1998; Gilley & Maycu- 

nich, 1998; Heraty & Morley, 2000; Lipiec, 2001; Luoma, 2000; McCracken & Wallace, 

2000a, 2000b; McLagan, 1999; Noel & Dennehy, 1991; Torraco & Swanson, 1995; U l

rich, 1997). Heraty and Morley (2000) observed, “The HRD function has experienced 

considerable change in recent years. While often viewed as an elusive activity, lacking

1
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any real strategic focus, there is evidence that this is changing” (p. 31). In fact, “HRD is 

seen as a way of forging a relationship between human resources and strategy” (Garavan 

et al., 1995, p. 4).

SHRD emerged in the 1990s when rapid and widespread environmental shifts 

such as globalization and information technology were on the rise (McCracken & Wal

lace, 2000b). It was defined as “the creation o f a learning culture, within which a range 

of training, development and learning strategies both respond to corporate strategy and 

also help to shape and influence it” (McCracken & Wallace, 2000b, p. 288).

While the concept o f SHRD is not new, the issue o f practitioner competence as it 

relates to performance in strategic organizational roles has not been examined to date. 

Ulrich (1997) suggested that practitioners need to perform as strategic partners -  facilitat

ing dialogues about broader organizational strategy, and then turning those strategies into 

practice. The strategic business partner role is relatively new, however little is known 

about the knowledge, skills, capabilities, and roles needed for SHRD practice. This study 

sought to explore the concept o f SHRD in the context o f practitioner competence, educa

tion, and development. What does it mean for HRD practitioners to be “strategic part

ners,” and what needs to be done to ensure that practitioners have the knowledge, skills, 

and capabilities to achieve full integration at the strategic organizational level?

Defining the Problem

Clark’s (1999) model for generating problem statements in qualitative research 

was applied to further define the present research problem. Three propositions were ad

dressed in this study: (a) the principal proposition, (b) the interacting proposition, and 

(c) the specifying proposition. Clark (1999) described the principal proposition as “a
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generalization,” or “ordinary knowledge about practice” (p. 3), and the interacting propo

sition “notes exceptions to challenges, or casts doubt upon the principal proposition” (p. 

3). The specifying proposition suggests that there are possible actions that could be taken 

to remedy the problem. To further define the problem statement, Clark suggested that a 

researcher select from among four broader types o f  exceptions or conflicts. These four 

types are: (a) a provocative exception, (b) a knowledge-action conflict, (c) a  policy- 

knowledge conflict, or (d) a theoretical conflict (Clark, 1999).

Principal Proposition

Information technology and wider recognition o f workforce expertise have influ

enced the role of HRD over the past decade. However, the emergence o f  more complex 

organizational challenges has created new challenges for HRD practitioners, and a differ

ent blend of employee knowledge, skills, and capabilities are now needed. In the past, 

HRD existed to support business objectives (Torraco & Swanson, 1995). Today HRD 

must “assume a more influential role . . .  becoming one of the key determinants o f busi

ness strategy” (Torraco & Swanson, 1995, p. 12).

The principal proposition of this study is that the traditional HRD model is no 

longer sufficient to meet the needs of today’s organizations. SHRD is an evolving prac

tice that, while it has not reached full maturity, is a more effective approach to influenc

ing organizational change and performance.
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Interacting Proposition

While the strategic focus o f  HRD has gained strength in recent years, four dilem

mas exist that impact practitioner preparation for strategic organizational roles, which 

comprise the interacting proposition.

First, in order for HRD to perform a strategic organizational function, the practice 

o f HRD must also be strategic (Torraco & Swanson, 1995).

Second, according to Ulrich (1997), human resource (HR) practice must make the 

shift to strategic roles, which he described as: (a) a shift from operational to strategic 

roles, (b) a shift from “policing” to “partnering,” (c) a shift from “administrative” to 

“consultative” roles, (d) a shift from being “functionally oriented” to “business oriented,” 

and (e) a shift from being “reactive” to “proactive” (p. 23). The literature suggests that, 

while other areas of HR (e.g., human resource management) have made the strategic 

shift, HRD practice has not been as quick to respond to the strategic needs o f  organiza

tions (e.g., the lack of practice models or clearly defined practitioner competencies).

Third, once in strategic organizational roles, HRD practitioners fulfilling strategic 

organizational roles must be able to “demonstrate a high degree of business savvy” (Dil- 

worth, 2001, p. 103) if they are to effectively champion organizational transformation. 

However, Dilv/orth and Redding (1999) observed: (a) “the lack of business acumen on 

the part o f  many HRD professionals,” (b) “the tendency o f HRD professionals to cling to 

platform instruction,” and (c) “top management’s tendency to support only those HRD 

deliverables that can the precisely measured” (pp. 200-201).

Third, Gilley and Maycunich (1998) observed that HRD is often questioned be

cause o f the perception that it does not address real organizational problems compared to

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

other organizational disciplines. Moreover, there is a perceived lack o f  credibility o f HR 

and its subspecialties (Ulrich, 1997). Yeung and Berman (1997), Lipiec (2001), and oth

ers have suggested the need for HR to make a difference in terms o f bottom-line results, 

and Caster (2001) has argued for innovation with regard to HR-type functions.

Fourth, in traditional HRD practice, practitioners have operated at individual, 

group, and departmental organizational levels with varying degrees o f  education and 

training. Therefore, the delivery o f training and other learning activities has varied in 

quality and results. Moreover, the lack o f consistency in professional standards, as well 

as the lack o f accreditation guidelines or practices in the academy, has called into ques

tion the legitimacy and credibility o f  HRD practice.

Given these four dilemmas, the interacting proposition is that the SHRD environ

ment calls on HRD practitioners to work at the strategic, or “macro,” organizational level, 

which requires a broader set o f knowledge, skills, capabilities, and roles/characteristics. 

The traditional and still dominant HRD paradigm fails to adequately address the neces

sary competencies for strategic HRD roles. The discontinuity between traditional HRD 

and SHRD roles, perceptions o f the traditional practice paradigm, and the lack of consis

tent standards and guidelines for HRD education are causes for concern.

Specifying Proposition

Much o f  the SHRD research to date has been largely conceptual. What is collec

tively known about developing practitioners for strategic organizational roles is limited. 

Additionally, Linkow (1999) noted, “Little is known about how to develop strategic 

thinking capacity or strategic competence” (p. 2). The specifying proposition is that ac

tion is needed to advance the concept and practice o f SHRD beginning with the
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preparation and development o f current and future HRD practitioners. Developing 

practitioner knowledge, skills, and capabilities will “ensure capacity for [organizational] 

change” (Ulrich, 1997, p. 25).

Knowledge-action Conflict

According to Clark (1999), the knowledge-action conflict serves to further refine 

the problem statement. The knowledge-action conflict in this study is that a gap exists 

between how HRD is practiced and what is needed for effective SHRD practice, which is 

an enhanced and more integrative practice paradigm. The literature lacks the necessary 

frameworks or descriptions for practitioner competence and effectiveness in SHRD prac

tice. It is, therefore, hypothesized that SHRD calls for strategically competent practitio

ners. However the HRD field seems firmly lodged in the training-education- 

development paradigm and lacks the necessary frameworks to advance the field in a stra

tegic direction. It is further hypothesized that by developing strategic competence, practi

tioners will be positioned to more effectively fulfill strategic organizational roles.

Purpose o f  the Study

It is vital that HRD practitioners continuously think and act in ways that create 
value and deliver results. (Ulrich, 1997, p. viii)

This study addresses a gap in the existing HRD literature by exploring SHRD 

practice, the roles and competencies necessary for effective SHRD practice, and the op

portunities and challenges facing the practice. It is intended to provide HRD researchers, 

educators, and practitioners with a conceptual strategic competency framework and 

methods that can be applied for the advancement o f SHRD practice.
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Research Questions

The following questions guided the research:

1. How has HRD practice evolved, particularly in more recent years with the 

shift from traditional practice (e.g., employee training, education, and development) to 

SHRD?

2. What dilemmas exist that might affect the advancement o f SHRD?

3. What competencies (knowledge, skills, and capabilities) contribute to effec

tive SHRD practice, and to what extent are those competencies currently being developed 

in undergraduate and graduate HRD education?

4. What teaching and learning strategies might aid students’ development of stra

tegic competence?

Methodological Overview

The principles o f naturalistic or constructivist inquiry (Erlandson, Harris, Skipper, 

& Allen, 1993) were applied to this study due to the “multiple realities rather than a sin

gle reality, each relative to the constructor’s experience” (p. xi) being investigated. The 

study required a continuous process o f data collection, analysis, and integration.

My knowledge and experience were used extensively throughout the study. It is 

for this reason that the study does not meet the full requirement for a naturalistic study, 

which calls for prolonged engagement in a research setting, among other criteria. The 

following principles, found in Erlandson et al. (1993), were applied: (a) having a working 

hypothesis (p. 53); (b) creating an emergent design, which calls on a researcher to build 

the study as his or her understanding of the context emerges (p. 73); (c) using purposive 

sampling, “from which one can learn a great deal about the issues o f central importance
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to the purpose o f the research” (p. 81); and (d) interacting with the data, which calls on a 

researcher to collect and analyze data simultaneously (p. 114).

Organization o f  the Study 

The study design was largely influenced by the thinking o f Schon (1983), Boyer 

(1991), and Krathwohl (1994), who challenged developing practitioners, researchers, and 

scholars to: (a) reflect on practice (Schon, 1983); (b) build scholarship through discovery, 

application, teaching, and integration (Boyer, 1991); and (c) create work that is both 

meaningful and practical for future application (Krathwohl, 1994).

Edwards (1997) postulated, “The notion o f ‘reflection’ and the ‘reflective practi

tioner’ has become central to the processes o f professional development in many areas of 

activity in recent years” (p. 149). Schon (1983) has been widely credited for his writing 

on reflective practice, used throughout this study. Reflection involves opening up oneself 

to inquiry, which Schon (1983), Boud, Keough, and W alker (1985), and Bolton (2001) 

have suggested is an essential element o f professional competence.

Schon (1983) believed that “competent practitioners know more than they say” 

and that “it is possible to construct and test models o f  knowing” through reflection (p. 

viii). Boud et al. (1985) thought that “experience alone is not the key to learning,” sug

gesting that reflection is “an active process o f exploration and discovery which often 

leads to very unexpected outcomes” (p. 7). In Bolton (2001), Anne Hudson Jones used 

the term narrative competence to describe “the mastery o f several kinds of narrative 

skills” (p. ix). She suggested, “Narrative competence has been seen as desirable for pro

fessionals” (Jones, quoted in Bolton, 2001, p. ix).
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The inclusion o f reflective writing in this study provides a reservoir o f learning 

and insights and enriches the scholar-practitioner perspective. This approach informs my 

thinking and action, as researcher, about SHRD practice and strategic competence.

Boyer (1991) proposed that developing scholars acknowledge four "units of 

practice": (a) the scholarship o f discovery', (b) the scholarship o f application, (c) the 

scholarship o f teaching, and (d) the scholarship o f  integration. This framework allow s 

scholars to "reflect on the meaning and direction o f  their professional lives" (Boyer.

1991. pp. 10-11). This study used all four areas, referred to as "learning domains." both 

as a framework and as an opportunity to demonstrate its utility as a possible approach for 

professional development practice. The application o f  this approach is depicted in Figure

1.

Introduction Discovery Application Discovery Teaching Integration

i

Chapter 1 Chapter 2 T  Chapter 3 M  Chapter 4 M Chapter 5

Figure /. Study framework.
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Krathwohl (1994) suggested that a dissertation should be written in a series of 

joumal-quality articles so that a doctoral student completes his or her studies with a port

folio of publishable work. This study applied Krathwohl’s alternative approach to fit 

both the emergent nature o f  the study and my predilection -  as researcher -  to operate 

from multiple scholarly and practice fields and perspectives.

Chapters II, III, IV, and V comprise four independent but interrelated works. 

Therefore, study procedures, summaries, recommendations, and areas for further research 

are presented in each chapter. Chapter II examines and synthesizes conceptual themes in 

the recent HRD literature in an effort to describe how the field has evolved from a tradi

tional training, education, and development model to a strategic model o f HRD. The 

evolution o f HRD and current dilemmas in the field are described and implications for 

the advancement o f SHRD practice are discussed. The chapter serves as a starting point 

for further exploration o f SHRD practice and strategic competence.

Chapter III explores what it means to think and perform strategically as an HRD 

practitioner. The first section draws on my background and practitioner experience, pro

viding insights into the thinking that underpins the arguments for strategic competence in 

HRD practice. The second section explores the concept o f  strategic competence and pre

sents preliminary findings in an effort to determine the knowledge, skills, capabilities, 

and characteristics needed for SHRD practice. This groundwork will be useful to HRD 

educators and professional development program leaders.

Chapter IV presents the findings o f  a study conducted to assess the state o f current 

undergraduate and graduate HRD programs offered at higher education institutions in the 

United States. O f particular interest is the extent to which these programs are oriented
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toward SHRD and have established curricula that serve to build strategic competence 

among current and future practitioners.

Chapter V describes an effort to revise an undergraduate organization theory 

course to emphasize strategic thinking skills and practice. The course emphasized the 

integration o f strategic thinking skills to enable students to perform in strategic organiza

tional roles.

The study is summarized in Chapter VI, integrating major themes, reflections, and 

recommendations for further study.

Key Terms

Commonly used terms in HRD practice can have multiple and sometimes con

flicting meanings, depending on a reader’s orientation. This section provides an explana

tion of terms and underlying assumptions applied in this study.

The Human Resources Context

Historically, the human resources field has been described as the administration of 

policies and procedures associated with employee welfare in organizations. In the last 30 

years, the HR function has shifted from a purely administrative, expert role to an increas

ingly strategic function (Mabey, Salaman, & Storey, 1998). Although the structure of the 

HR function varies across industries and organizations, a commonly used typology has 

been identified to orient readers to its areas o f practice. Nadler and Nadler (1989, p. 227) 

described HR and its practice specialties associated with the HR function as:
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1. Human resource management (HRM) -  (also referred to as personnel) -

(a) recruitment, (b) selection, (c) placement, (d) compensation, (e) appraisal, (f) informa

tion systems, and (g) benefits.

2. Human resource development -  (a) training, (b) education, and (c) develop

ment.

3. Human resource environment (HRE) -  (a) organization development (OD),

(b) employee assistance programs, and (c) quality o f  work life.

4. Human resource/Other -  (a) HR planning, (b) industrial-labor relations, (c) re

search, and (d) career development.

Expanded definitions o f the HR portfolio are provided in the following section, as 

these practices are central to this study.

Human Resource Development

Human resource development has been defined by Nadler and Nadler (1989) as 

“organized learning experiences provided by employers within a specified period o f time 

to bring about the possibility o f performance improvement and personal growth” (p. 4). 

The practice involves three dimensions of learning: (a) training, learning focused on im

mediate application in a work setting; (b) education, learning that addresses an unspeci

fied use which can be applied sometime in the future; and (c) development, learning that 

may or may not be used immediately but is focused on expanding the learner’s knowl

edge and/or skills in a specified area. For example, a new line manager in a manufactur

ing setting would benefit from supervisory training to improve his or her skills in apprais

ing job  performance. An accountant seeking a managerial role would benefit from 

pursuing a master’s of business administration degree. This educational experience

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

13

would potentially position him or her for future career advancement. Finally, an adminis

trative assistant would benefit from a time management workshop in his or her current 

job role and in future job roles. This would be viewed as a developmental learning ex

perience.

Strategic Human Resource Development 

Garavan (1991) defined SHRD as:

the strategic management o f training, development and o f management/profess- 
sional education interventions, so as to achieve the objectives o f the organization 
while at the same time ensuring the full utilization o f the knowledge in detail and 
skills of individual employees. It is concerned with the management o f employee 
learning for the long term keeping in mind the explicit corporate and business 
strategies, (p. 17)

Organization Development

Organization development (OD) was defined by Burke (1992) as “a planned 

process o f change in an organization’s culture through the utilization of behavioral sci

ence technologies, research and theory” (p. 12). OD efforts are intended to expand an 

organization’s capacity to plan for and respond to change. The work of an OD practitio

ner, either as in internal performance consultant o r as an external consultant, is performed 

through what is referred to as an “intervention.” A n intervention is designed and imple

mented after the developmental needs of a specified group are diagnosed following an 

appropriate assessment process. Depending on the identified needs, a practitioner may 

facilitate a team-building activity, coach a group o f  executives involved in strategic plan

ning, or conduct an assessment o f  an organization’s culture and work climate.
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Practitioner

The term practitioner refers to a person who performs job roles related to HRD. 

Competence

Spencer and Spencer (1993) defined competence as “an underlying characteristic 

of an individual that is causally related to criterion-referenced effective and/or superior 

performance in a job or situation” (p. 9). By “underlying characteristic” the authors 

meant “the competency is a fairly deep and enduring part o f a person’s personality and 

can predict behavior in a wide variety of situations and job tasks”; by “causally related” 

they meant, “a competency causes or predicts behavior and performance”; and by “crite

rion-referenced” they meant, “the competency actually predicts who does something well 

or poorly, as measured on a specific criterion or standard” (Spencer & Spencer, 1993, p.

9).

Strategic Competence

The term strategic competence, as it relates to SHRD, means the broad set o f 

knowledge, skills, capabilities, and roles/characteristics that a practitioner applies in a 

strategic organizational function.

Strategic Thinking

Lasher (1999) defined strategic thinking as “a systematic approach to analyzing 

your business’ position in its environment, and coming up with ways to make the best of 

the resources you have, while minimizing your exposure in areas where you are not 

strong” (p. 4).
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Curricula/Curriculum

The term curricula, or curriculum, refers to a plan for instruction.

Knowledge

“Factual and conceptual material that can be learned” (Nadler & Nadler, 1989,

104).

Skills

“Physical and manipulative skills that can be learned” (Nadler & Nadler, 1989,

104).

Capability/Capabilities

“A quality capable o f development” (Merriam-Webster, 2002, n.p.); an innate 

characteristic that is gained from experience.

Roles

An identifiable behavior.

Thematic Analysis

“Thematic analysis refers to the process o f recovering structures and meanings 

that are embodied and dramatized in human experience represented in text” (Phenome- 

nolgy, 2002, n.p.).
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CHAPTER II

THE SCHOLARSHIP OF DISCOVERY: A REVIEW OF THE 

HUMAN RESOURCE DEVELOPMENT LITERATURE

The focus o f  our profession on developing people, in the light o f the knowledge 
economy, is the key to competitive advantage. There is a new world o f learning 
emerging -  one that links people, learning, and performance - and a new commu
nity growing around it. (ASTD, 2002, n.p.)

Strategic human resource development has emerged as an area o f  focus in human 

resource development practice in the last 10 years. How has the practice o f HRD 

evolved, particularly in more recent years with the shift from traditional practice (e.g., 

employee training and development)? What are the dilemmas in current practice that 

might affect the advancement of SHRD?

The purpose o f this chapter is to examine and synthesize conceptual themes in the 

recent HRD literature in an effort to describe how the field has evolved from a traditional 

training, education, and development model to a strategic model o f HRD. The evolution 

and current dilemmas in the field are described, and implications for the advancement of 

SHRD practice are discussed.

The Evolution o f  HRD

HRD is a complicated field, dealing with the most intricate and unpredictable of 
topics -  people together with organizations. (Evarts, 1998, p. 33)

16
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Definition o f  HRD

Defining the complexities o f  HRD research, theory, and practice has been a chal

lenging issue since the practice emerged in the mid 1900s (Garavan, Heraty, & Bamicle, 

1999; Kahnweiler & Otte, 1997). Nadler and Nadler (1989), widely considered to be 

pioneers in the field, defined HRD in the 1960s as “organized learning experiences pro

vided by employers within a specified period of time to bring about the possibility o f per

formance improvement and/or personal growth” (p. 4). Twenty years later, Gilley and 

Eggland (1989) described HRD practice as:

(1) Individual development focused on performance improvement related to a cur
rent job; (2) provides career development focused on performance improvement 
related to future job assignments; and (3) provides organization development that 
results in both optimal utilization o f human potential and improved human per
formance, which together improves the efficiency o f the organization, (pp. 12-13)

The components o f  HRD in relation to the broader human resources context are identified

in Figure 2.

The HRD Model

According to Nadler and Nadler (1989), three activities are central to HRD prac

tice, as shown in Figure 3: training, education, and development. Training, as defined by 

Nadler and Nadler (1989) is “learning focused on the present job  o f the learner” (p. 4); 

education is “learning focused on a future job for the learner” (p. 4); and development is 

learning that is not job focused.
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E m p lo y ee  A ss is 
ta n c e

C om p en sa tio n / 
: S e n e f its

Selection & 
Staffing

Figure 2. HR components.

Note. Adapted from The HR Wheel, 2002a, by American Society for Training and 
Development, [Online], n.p.
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HRD is:

19

“ Organized learning experiences provided by 
employers within a specified period of time to 
bring about the possibility o f performance im

provement and personal growth” 
(Nadler & Nadler, 1989, p. 4).

H RD encom passes three activ ity  areas:

Training Education Development
Learning focused on Learning focused on a Not job focused
the present job o f the future job for the
learner learner

HRD is designed, delivered and m anaged w ithin the following roles:

Learning Spe Manager o f Consultant
cialist HRD

■ Facilitator o f learn ■ Supervisor o f HRD ■ Expert
ing programs ■ Advocate

■ Designer o f learning ■ Developer o f HRD ■ Stimulator
programs personnel ■ Change agent

■ Developer o f  in ■ Arranger o f facilities
structional strategies and finance 

■ Maintainer o f rela
tions

Figure 3. The HRD model.

Note. Adapted from Developing Human Resources, 1989, by Nadler & Nadler, p. 
4, San Francisco: Jossey-Bass.
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The Evolution o f  HRD Practice

Early 1900s

Nadler and Nadler (1989) provided the most comprehensive overview o f how 

HRD practice has evolved (see Table 1). They cited the origins o f  HRD with the emer

gence of adult education in the early 1920s during the industrial development era. The 

Industrial Age prompted the need for skilled employees, many o f  whom were immi

grants, and employers relied largely on external sources for hum an resource development 

(e.g., high schools and the Young Men’s Christian Association, or YMCA). By 1906, 

programs to develop professional employees for future jobs were emerging.

Table 1

The Evolution o f  HRD Practice

Decade Major theme

Early 1900s Emergence of education for work (Nadler & Nadler, 1989).

1950s Emergence of professional training societies and organization develop
ment (Nadler & Nadler, 1989).

1960s Postwar realities, emerging technology and changing workforce demo
graphics placed HRD at the center o f skills development (Nadler & 
Nadler, 1989).

1970s Nadler authors first book on HRD -  Developing Human Resources -  in 
1970. The “Japanese phenomenon” spurs the Quality Movement. ASTD 
membership increases to over 20,000 (Nadler & Nadler, 1989, p. 36).

1980s HRD responds to the emergence of information technology (Nadler & 
Nadler, 1989).

1990s Performance improvement focus o f  HRD and Strategic Human Resource 
Development (SHRD) emerges.

2000 Frameworks for SHRD emerge.
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Nadler and Nadler (1989) cited National Cash Register (NCR) as the earliest company to 

organize education and development courses for their employees. The federal govern

ment also played a role in the emergence o f  employee training, education, and develop

ment when it established the National Bureau o f  Standards Graduate School. By 1918, 

the National Association of Corporate Training was founded, IBM began training its em

ployees, and New  York University and the Carnegie Institute o f  Technology entered the 

HRD market.

1950s

During World War II, training was an essential activity, “due to the sudden and 

immediate need to change large numbers o f  our nonworking population into workers. 

Similarly, large numbers of civilians had to be trained as military personnel” (Nadler & 

Nadler, 1989, p. 28). Professional training organizations, such as the American Society 

o f Training Directors, known today as the American Society for Training and Develop

ment (ASTD), began to emerge. By the mid-1950s, the rediscovery that people were, in 

fact, an essential part o f the work environment took hold in the form o f The Human Rela

tions Movement. Much of the research during this time was focused on the nature o f 

people and work, “which contributed to the emergence of the organization development 

field” (Nadler & Nadler, 1989, p. 29).

1960s

Nadler and Nadler (1989) referred to the 1960s and 1970s as “the hectic years” 

due to the “vast changes in various aspects o f society in the United States” (p. 31) includ

ing the changing workforce. An example is the Civil Rights Act o f  1964, which
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increased the number o f minorities entering the workforce. Training and development 

activities in military settings gained strength as did government employee training. It 

was during this time that criticisms o f  HRD practice emerged with the concern that train

ing activities were largely management focused and not geared for line employees.

1970s

Nadler authored the first textbook and model on HRD in 1970, during an era he 

has referred to as one of “fad and innovation” (Nadler & Nadler, 1989, p. 33). A prolif

eration o f  skill and technical training designs was generated during this period. Another 

shift in HRD practice occurred as a result o f  the “Japanese phenomenon” (Nadler & 

Nadler, 1989, p. 35). Nadler (1984) wrote that Japan learned from us, but we forgot to 

remember: “The race was on to identify what Japanese management was doing success

fully” (p. 35). Membership in ASTD increased to over 20,000 members (Nadler & 

Nadler, 1989, p. 36), and the Quality Movement was bom.

1980s

In the 1980s, HRD faced yet another significant environmental shift due to in

creasing technology. “A new word entered the lexicon -  retraining” (Nadler & Nadler, 

1989, p. 37). The microcomputer rapidly revolutionized individual work and organiza

tional performance. The decade was “devoted to searching for excellence” (Nadler & 

Nadler, 1989, p. 37). Motorola, considered the first to establish what is known today as a 

corporate university, opened a continuing education center.

In the late 1980s, London (1988) and others expressed the need for the human re

source system to be able to identify and act on environmental trends, to be able to create
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responses, and to be change agents. Fombrun, Tichy, and Devanna (1984) devoted an 

entire textbook to the alignment o f organizational structures and human resources with 

strategic objectives. J. Walker (1986) voiced concern that HR professionals did not have 

the business knowledge to address business issues and concerns. He referred to the need 

for strategic direction and the need to work with top management to define what is 

needed for strategic human resource management. J. Walker was skeptical about the 

prospect of academics/researchers to figure out how to help practitioners m ake the shift 

to a strategic role. Later, J. Walker and Moorhead’s (1987) survey o f CEOs added to the 

debate by concluding that HR needs to become strategic.

1990s: The Microsoft Example

Microsoft, currently one o f the leading U.S. high-tech firms, seeks “strategic part
ners” who can play “a critical role in [the company’s] success by designing, im
plementing and managing information products and services that address em
ployee needs worldwide.” (Microsoft Jobs, 2002, n.p.)

A review o f several Microsoft HR-related positions revealed the frequent use o f 

the words “strategic,” “partner,” “strategic thinking,” and “leadership” among desired 

characteristics. What does this say to those who train, consult, teach, or otherwise com

pete in the world of HRD and OD? It at least underscores the frequently m ade observa

tion that traditional HRD and OD roles are no longer the norm and that a different com

bination o f knowledge, skills, and attributes are needed to catalyze business performance 

today.

In the 1990s, the HRD literature was heavily steeped in the performance im

provement approach. Swanson (1995) discussed HRD “as performance improvement 

and a major business process . . .  that connects HRD to other major business processes
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that are influenced by the total organization and the environment in which it functions”

(P -1).

SHRD appears throughout the HRD literature (Caster, 2001; Garavan, 1991; Ga- 

ravan et al., 1995; Garavan et al., 1998; Gilley & Maycunich, 1998; Heraty & Morley, 

2000; Lipiec, 2001; Luoma, 2000; McCracken & Wallace, 2000b; McLagan, 1999; Noel 

& Dennehy, 1991; Torraco & Swanson, 1995; Ulrich, 1997). Garavan (1991) defined 

SHRD as:

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

This is in contrast to the traditional HRD paradigm. Beer and Spector (1989) explained 

that strategic HRD can be viewed as a proactive, system-wide intervention that is linked 

to strategic planning and culture change. This is a clear departure from the traditional 

HRD model consisting o f  “reactive piecemeal interventions in response to specific prob

lems” (Beer & Spector, 1989, p. 25).

Gilley and Maycunich (1998) described the shifts that typically occur in the HRD 

function -  from no HRD, to one-person HRD, to vendor-driven HRD, to vendor- 

customized HRD, to decentralized performance improvement of HRD, and to strategi

cally integrated HRD (p. 26). Their comparison o f  HRD and SHRD is described in Table 

2. Garavan (1995) and Luoma (2000) considered the operationalization SHRD, suggest

ing that in order for HRD to be strategic it must be capability-driven at the organization 

or “macro” level, rather than at the individual level. Finally, McCraken and Wallace
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Table 2

Traditional HRD Compared to SHRD

Traditional HRD SHRD

Individual/group effectiveness Organizational effectiveness

Short term Long term

Training Performance management

Centralized Decentralized

Trainer Consultant

Cost Investment

(2000b) provided a model and definition o f SHRD, both of which are detailed in the next 

section.

The 2 1st Century

In 2000, the influx o f  technology and the drive for balance created new demands 

for HRD practice (McLagan, 1999). Based on Garavan’s (1991) earlier work to shape 

SHRD characteristics (see Table 3), McCracken and Wallace (2000b) presented charac

teristics o f  SHRD as an “open system,” which Daft (2001) defined as one that must con

tinuously change and adapt to its environment (see Figure 4). McCracken and Wallace 

(2000b) later enhanced their model to highlight the “proactive and influential role” (p. 

433) o f SHRD (see Table 3).

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

26

Table 3

Comparison o f  SHRD Characteristics

Garavan (1991) McCracken and Wallace (2000b)

Integration with organizational missions 
and goals

Shaping organizational missions and goals

Top management support Top management leadership

Environmental scanning Environment scanning by senior 
management specifically in HRD terms

HRD plans and policies HRD strategies, policies and plans

Line manager commitment and involve Strategic partnerships with line manage
ment ment

Existence of complementary HRM activi
ties

Strategic partnerships with HRM

Expanded trainer role Trainers as organizational change consult
ants

Recognition of culture Ability to influence corporate culture

Emphasis on evaluation Emphasis on cost effective evaluation

Note. Adapted from “Towards a redefinition o f strategic HRD,” 2000b, by M. 
McCracken & M. Wallace, p. 287, Journal o f  European Industrial Training, 24(5).

Dilemmas in HRD Practice 

The evolution o f HRD practice from its roots in training and performance im

provement to the contemporary SHRD focus poses several dilemmas, as seen in the HRD 

literature in recent years. Following is a synthesis o f those dilemmas, which are pre

sented as the theoretical dilemma and the practice dilemma.
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Top management 
leadership

Shaping organiza
tional missions and 

goals

Emphasis on cost 
effectiveness 

evaluation

\ /

Environmental 
scanning by senior 

management in 
HRD terms

SHRD

HRD strategies, 
policies and plans

Ability to influence 
corporate culture Strategic partner

ships with line man
agement

Trainers as organ Strategic partner
izational change ships with HRM

consultants

—

Figure 4. The SHRD “open system.”

Note. Adapted from “Towards a redefinition of strategic HRD,” 2000b, by M. 
McCracken & M. Wallace, p. 286, Journal o f  European Industrial Training, 24(5).

Theoretical Dilemma

There is a clear need to strengthen the body of HRD knowledge. The theory di

lemma in HRD appears to have emerged in the 1990s when researchers began to call for 

theory building as a way to advance the field toward maturity (Lynham, 2000). In that 

time, several others (Chalosfsky, 1996,1998; Hardy 1999; Hatcher, 1999; Ruona& Lyn

ham; 1999; Shindell, 1999; Swanson & Holton, 1997; Torraco 1994,1997) in and outside
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of HRD called attention to the theory dilemma. Three major themes associated with this 

ongoing dilemma are noteworthy.

First, HRD is an applied field that lacks a disciplinary core. Many in the field 

have viewed it as a blend of techniques, fads, or gimmicks. Others have commented that 

HRD is not anchored in one theoretical tradition, nor does it have a strong research foun

dation (Dilworth & Redding, 1999), and most o f it is published in nonacademic journals 

(Garavan et al., 1999). Elliott (2000) wrote that the field “consists o f several indistinct 

areas with no recognizable boundaries” (p. 187). The theoretical underpinnings o f the 

field have been drawn from adult learning, psychological theory, systems theory, eco

nomic theory, organization theory, and organization behavior (Evarts, 1998; Swanson, 

1995), but there are wide and varying views about what “appropriate” HRD theory entails 

(Lynham, 2000). While the interdisciplinary nature o f the field is often a barrier in HRD 

research, I agree with Elliott (2000), who sees the multiple theoretical dimensions as a 

strength. The tension could result in multiple research perspectives that could enrich the 

field (Lynham, 2000).

Second, there have been numerous calls for HRD theory to be developed. “Each 

individual will reinvent the wheel each time he or she approaches an HRD project.

Without theory, the individual also has no framework to help with the understanding o f 

the project and interpreting of results” (Evarts, 1998, pp. 387-388). Moreover, much of 

the HRD literature tends to focus on prescriptive rather than descriptive analytical models 

(Garavan et al., 1998). In a later article, Garavan et al. (1999) suggested the need for a 

more rigorous, scholarly, and theoretical base to HRD as an academic discipline. Short, 

Cassidy, Dewey, and Van Buren (2000), Kahnweiler and Otte (1997), and Evarts (1998)
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also mentioned the need for empirical research. Lynham (2000) suggested, “Sound the

ory and theory development are important to the maturity o f HRD thought and practice” 

(p. 175). He further argued that the field needs to move from its primary emphasis on 

methods toward “multiple theory-building research paradigms” (Lynham, 2000, p. 175). 

Evarts (1998) argued:

HRD must understand the economic theory (which leads top management to en
sure the organization’s continued financial viability), the systems theory (which 
allows effective process improvements and redesigning), and the psychological 
theory (which deals with the needs o f  the individuals performing the jobs that 
must be fulfilled to achieve success), (p. 386)

Third, numerous articles have addressed the tension between HRD research and 

practice (Lynham, 2000). Lynham (2000) pointed to the applied nature o f the field as 

one reason for this tension. The HRD field is impacted, as Lynham suggested, by a lack 

o f HRD knowledge. While several authors have argued for more collaborative research 

between HRD researchers and practitioners, little appears to have been produced. Evarts 

(1998) was hopeful: “Academics and HRD professionals can work together to solve 

problems, to develop and validate theories, and to apply these theories to reap real bene

fits in the short term, and to strengthen the body of professional knowledge in the long 

term” (p. 388).

HRD Practice Dilemmas

Perceptions o f  HRD. Ulrich (1997) and Caster (2001) addressed the issue of 

negative perceptions of HR and related fields. Both authors commented that HR is often 

viewed as ineffective, incompetent, and costly. Gilley and Maycunich (1998, p. 25) men

tioned the perception that HRD does not address real organizational problems compared 

to other organizational disciplines. Another problem has been the perception that HRD
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has little effect on the bottom line. Others have noted the continuing problem that HRD 

practice suffers from a lack o f respect and credibility. There has yet to be a unifying 

model for practice, which was vigorously argued by Garavan et al. (1999): “Commenta

tors have argued that consequently much o f the literature is based on fads and gimmicks 

without any conceptual foundation” (p. 172). There is an observable bias toward micro 

models (Bushnell, 1990; Camp, Blanchard, & Husczo, 1986). Follis (2001) asserted:

Managers generally recognize the importance o f  HR training, but one reason this 
type o f  training is often cut is due to an effort to minimize financial stress. Train
ing is vital to the organization because it assists with the development and 
achievement o f strategic goals, assuming that the training is directly related to the 
mission and vision o f  the organization, (p. 2)

The role o f  HRD. One reason why the field is fraught with confusion both within 

the practice and at top management levels is because the term HRD has multiple labels 

(e.g., organizational learning, training and development), multiple contexts, and covers a 

wide range o f differing activities (Garavan, 1995).

Garavan et al. (1998) explained that two theoretical perspectives have dominated 

much o f the HRD literature. One perspective focuses on “conducting skill gap analysis” 

(Garavan et al., 1998, p. 115) while the other perspective focuses on the systems perspec

tive. Garavan et al. (1998) advocated a different view, suggesting a network/actor per

spective that “conceptualizes HRD as a dynamic network o f interactions between differ

ent actors and interest groups. It is based on the premise that HRD actors continuously 

engage in variable relationships that jointly influence HRD processes, strategies and out

comes” (p .l 15). Their study of over 100 HRD actors, including senior/top management, 

line managers, HRD specialists, HR managers, and trade union representatives, showed 

“varying degrees o f convergence and divergence between the different HRD actors in
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terms of espoused values, roles expectations, and evaluation criteria” (Garavan et al., 

1998, p. 115).

Inconsistencies in standards and practices. Another factor that contributes to the 

confusion about HRD is the lack o f consistency in HRD standards and practices. Al

though a set of standards for HRD practice and ethics has been advanced by the Ameri

can Society for Training and Development, other sets o f standards and practices are being 

advanced by other HRD-related organizations (e.g., Academy o f Human Resource De

velopment and the Organization Development Institute). This creates a distinct challenge 

for HRD practitioner training, education, and development, a point that is expanded in 

Chapter IV.

Incongruities also exist in the functionality o f  HRD. Garavan et al. (1998) dis

cussed strategic versus operational levels o f  HRD. Gilley and Maycunich (1998) ob

served, “Many HRD programs are perceived to be ‘outside’ the mainstream of the or

ganization because they are viewed as merely internal training houses for employees” (p. 

25). Training is not considered central to the organization’s success nor are HRD profes

sionals (Gilley & Maycunich, 1998, p. 45).

A different world. The influx o f new technologies, globalization, new and more 

flexible organizational forms (e.g., decentralization, less bureaucracies), the focus on 

agility, and new competitive arrangements (e.g., strategic alliances and jo in t ventures) 

have contributed to the pressures facing HRD practice (Garavan et al., 1999). Given the 

different world o f organizations today, expectations for HRD are changing. Dilworth 

(2001) commented about the need for less classroom instruction and the emergence o f 

new practitioner roles.
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Different -workforce -  different learners. The sociology o f the employment con

tract has been altered and company loyalty has been called a thing o f the past (Burke, 

1992). During the last century, our employment culture in the United States has moved 

from exploitation to paternalism to “free agency” (Packer, 2000, p. 42). Nevertheless 

recruiting, developing, and retaining an organization’s workforce are still essential func

tions o f organizational success, with jobs requiring long-term on-the-job training ex

pected to grow by 9%, according to the U.S. Bureau and Labor Statistics (Packer, 2000, 

p. 41).

The trend toward “free agent learning” was identified by Packer (2000) who has 

seen three types o f learning emerge: (a) employer-directed learning, w ith the purpose of 

adding value to the organization; (b) self-directed learning, with the same purpose, but 

the employee determines the how and when; and (c) free agent-leaming, with the em

ployee deciding when and how to meet his or her own learning goals (p. 41).

The popular press, management consultants, and stock markets all say that intel
lectual assets are more important -  and more valuable -  than physical or financial 
assets. If those observers and investors are correct, then it’s vital that we encour
age and support learning in all modes. (Packer, 2000, p. 41)

Therefore, how HRD practitioners manage, train, coach and mentor the emerging free 

agent workers is critical.

HRD versus OD ownership. Ownership and control issues have been o f major 

concern in the HRD literature (Garavan et al., 1998, p. 124). One area where this is evi

dent is the ongoing tug o f  war between HRD and OD (Knowles, 1974; Sammut, 2001). 

The American Society o f  Training and Development lists OD as an HRD practice, and 

the Organization Development Institute includes HRD among the types o f  work that OD 

practitioners do.
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OD and HRD activities do overlap (Nadler & Nadler, 1989), which perpetuates 

the confusion about both fields. The move by some HRD directors to change their titles 

to reflect an OD functional role blurred the distinctions between the two (Nadler & 

Nadler, 1989). However, Nadler and Nadler (1989) maintained that “each field requires 

different competencies, in part because each has its origins in a different academic disci

pline” (p. 35).

Theory versus practice. Yet another dilemma in HRD is an underlying tension 

between researchers/theorists and practitioners. This problem is not unique to HRD. 

Howell and Koskela (1999) discussed the theory-practice debate in the field of construc

tion: “The ‘T ’ word is something we simply don’t like to talk about in construction. 

Academics think it is what they do that is different or in opposition to what practitioners 

do, and practitioners think a theory is a hypothetical idea untested in practice” (p. 2). 

“Within the academy, there are ‘arguments about the nature o f  the model’ and at the con

struction site, practitioners are saying, ‘this isn’t production son’” (Howell & Koskela, 

1999, p. 2). They claim a “different view o f  the gap,” suggesting that it is “the direct re

sult of a lack o f theory” (Howell & Koskela, 1999, p. 2).

Resistance to change. While the foundation of HRD practice has historically been 

training, education, and development at the individual and group levels, researchers have 

observed that practitioners have resisted the shift to new roles and have not fully em

braced the SHRD paradigm (Harrison, 1997; McLagan, 1999). Harrison (1997) ob

served:

Many trainers find the phrase strategic human resource development difficult to
accept, preferring training and development.
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Organizations place extreme pressure on HRD processionals to solve per
formance problems. As a consequence, they react by giving a simple solution 
(training) to a set of complex problems.

HRD has a difficult time saying “no” to management when a training solu
tion is requested.

Some HRD professionals are afraid to take changes.
Many HRD see training as an end in itself.
Training has a beginning and an end.
Many in HRD assume that performance will improve if  training takes

place.
Some HRD professionals cannot let go of their fear o f losing their “safe 

and secure” training positions.
A  real serious problem facing HRD is the lack o f  qualified and capable 

HRD professionals willing to make the transition from trainer to organization de
velopment consultant.

Some HRD practitioners have spent a lifetime building an HRD “king
dom” within their organizations, complete with a large budget, many employees 
and perceived organization respect. Key word -  perceived, (p. 1)

Discussion

Multiple definitions, theoretical underpinnings and standards o f practice, ques

tions of effectiveness and legitimacy, and new agendas for practice proliferate the HRD 

literature. “There is a need for improved practice, which is a difficult notion given that 

the fields are divided as to what constitutes good practice and there is not a single set of 

professional standards for either field” (Luoma, 1997, p. 1).

This study supports the view suggested by Evarts (1998) and others who argued 

that in order for HRD practice to reach the level of maturity it is seeking as a strategic 

organizational player, a clear definition and body of knowledge is needed. While the ten

sions and dilemmas previously stated are important to address, they also present the op

portunity to refine practice.

Suggestions for bridging the gap between HRD theory and practice abound in the 

literature. Some have suggested that practitioners should take more initiative to shape
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and drive HRD research agenda. Others have suggested that researchers and practitioners 

work collaboratively to create a stronger link between HRD theory and practice. Howell 

and Koskela (1999) addressed this notion in the construction industry. They proposed a 

model that helps both academics and practitioners. They should focus on a common set 

o f questions including: (a) What is it (concepts), (b) How should it be done (principles), 

and (c) How do we do it (methodologies)? HRD academics and practitioners should 

learn how to quickly import and export knowledge so that it improves practice at a rate 

commensurate with business needs.

Preparation fo r  Strategic Roles

It has been postulated that there is a need for HRD to be strategically focused, but 

the field lacks a set of standards or guidelines for education and practice. This presents a 

problem in attempting to advance SHRD, and it may explain why, as Garavan et al.

(1998) argued, HRD has not fully bought into SHRD roles. What should be done to rem

edy the gap between HRD and SHRD knowledge, skills, and capabilities?

First, practitioners must overcome resistance to SHRD, which does not mean that 

the traditional HRD view has to be cast out. It means that practitioners must now prac

tice the very techniques and theories that are employed to transform people and ulti

mately organizations, and move toward a new level o f practice (McClean, 1995). 

Moreover, HRD seems to struggle with the discontinuity o f traditional HRD practice 

(training, education, and development) and SHRD. Gilley and Maycunich (1998) men

tioned a concern about why HRD practitioners think and behave the way they do, arguing 

that practitioners need to “bum the mothership” (p. 38). The effectiveness of HRD in 

future years will depend on practitioners willing to leave the traditional ship and chart a
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new course. One reason that HRD practitioners have been slow to change is that SHRD 

requires a different set of thinking and performance skills. Garavan et al. (1999) con

tended that SHRD requires “greater theoretical rigor and more rigorous evaluation o f the 

outputs and outcomes of HRD” (p. 176). This level o f  thinking and accountability may, 

in fact, be a contributing factor to the recoiling behaviors o f practitioners who may now 

feel threatened. “The opportunities exist for human resource managers to play a strategic 

role, but these opportunities will not be handed to us” (Micolo, 1999, p. 7).

Second, there is a need for SHRD to be “operationalized.” A pragmatic approach 

to SHRD is now needed whereby practitioners and researchers move from “need to do” 

to the “how to do” questions. This level o f examination should address the roles as well 

as the knowledge, skills, and capabilities needed for SHRD practice. Fredericks and 

Stewart (1996) argued that if HRD wants to rise to a level o f strategic partner, the impact 

will need to be made at the macro level. To do so, they suggested, HRD must be “con

cerned with exposing, examining, questioning, and challenging the nature and extent of 

(individual) action possibilities as a contribution to facilitating the continuous develop

ment o f  organization capability to support long-term survival” (Fredericks & Stewart, 

1996, p. 118). They proposed “three critical concepts” to form the basis o f strategic 

HRD: (a) organization design, (b) organization strategy, and (c) management or leader

ship style.

Fundamentally, SHRD needs to be clarified in terms o f what it means to be a stra

tegic partner and what it means to be strategically competent. Luoma (2000) advocated 

the need for capability-driven HRD as a way to link organization strategy and HRD prac

tice. Moreover, Semler (1997) noted, “HRD does not have to be limited to a function or
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department within the organization” (p. 38). HRD practitioners need to develop compe

tencies in the “hard” skills areas such as finance, marketing, and operations as well as 

training and intervention design. To be strategic, practitioners cannot ignore these di

mensions if they are to become real players. Nothing was found in the HRD literature 

that describes a strategically competent practitioner. This phenomenon is explored fur

ther in Chapter III.

Third, practitioners and researchers should work collaboratively to provide useful 

research for expanded audiences. McClean (1995) suggested business partnerships 

between academics, professional development program leaders and practitioners, as well 

as the development of business sponsorships for HRD for research. Finally, HRD educa

tion and professional development leaders should take the initiative to reexamine their 

curricula and evaluate the extent to which strategic competence is addressed. This ques

tion is addressed further in Chapter IV.

Conclusions

This review of the literature suggests that there are different conceptions o f HRD. 

SHRD has emerged in response to new and more complex organizational needs. The re

view of the literature presented in this chapter provides an indication o f how the roles 

may develop in the future.

If HRD is going to be a viable strategic partner in this time o f merger and acquisi

tions, downsizing, and new organizational forms, it is then time to consider how practi

tioners are prepared to respond. This chapter examined and synthesized the conceptual 

themes in the recent HRD literature in an effort to describe how the field has evolved 

from a traditional training and development view to a strategic view o f  HRD. Two im
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plications serve as a starting point for further exploration of SHRD practice and strategic 

competence. As HRD shrifts its orientation to SHRD and focuses on enterprise-wide 

transformations, there is a need for:

1. HRD practitioners to “retool” their knowledge, skills and capabilities with a 

greater emphasis on strategic competence; and

2. HRD education and professional development programs to equip practitioners 

to fit a strategic management profile. Reexamination o f HRD curricula is needed to as

sure a strategic “fit.”
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THE SCHOLARSHIP OF APPLICATION: STRATEGIC COMPETENCE IN 

HRD -  EXPLORING ITS MEANING AND UTILITY IN PRACTICE

The previous chapter concluded that HRD practitioners need to “retool” their 

knowledge, skills, and capabilities with a greater emphasis on strategic competence. 

However, no competency models currently exist. Accordingly, this chapter addresses the 

questions: What competencies (knowledge, skills, and capabilities) have been identified 

for SHRD practice, and to what extent are those competencies being developed in under

graduate and graduate HRD education?

This chapter explores what it means to think and perform strategically as an HRD 

practitioner. The first section draws on my background and practitioner experience, pro

viding insights into the thinking that underpins the arguments for strategic competence in 

HRD practice. The second section explores the concept o f  strategic competence and pre

sents preliminary findings in an effort to determine the knowledge, skills, capabilities, 

and characteristics needed for SHRD practice. This groundwork will prove to be useful 

to HRD educators and professional development program leaders.

39
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Reflections o f  an HRD Practitioner 

Early Childhood Experience

I began working in the field o f learning in the early 1970s (around the age of 8) 

when I decided to organize a summer school session in my driveway. A half dozen of 

my playmates faithfully arrived each day with their “tuition” o f  10 cents in hand. I can

not recall exactly what the curriculum entailed, and I am certain that I was not concerned 

about any particular measurable outcomes, other than playing school. Many years later, 

my father asked me how I got my students to come to my “school,” which required sit

ting outside in the Texas summer heat. I have a vague memory o f handing out treats pur

chased with the tuition fund I had collected. So at a tender age, I was already planning, 

leading, and engaging others in the process o f learning.

Early Orientation to Work and Career

My parents played a pivotal role in orienting me to the nuances o f  work, profes

sionalism, leadership, and career building. In fact, a photo taken o f me at age 3 (see Ap

pendix A) shows a pint-sized professional clad in professional dress holding a note pad.

If you look closely on the note pad, you can see that I had generated some very important 

ideas.

I like to report the fact that my father, a hospital administrator, was taking his 

daughter to work before the concept turned into a national movement. He provided valu

able coaching during my middle school years. He insisted that before I spent a day with 

him at the hospital I had to practice how to introduce myself, and I had to prepare ques

tions to ask each person I was to “shadow.” Learning the importance o f asking questions 

and how to ask them was a critical lesson. I value the practical teachings my parents
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passed along. The fundamentals o f being a competent professional were drilled over and 

over again: writing well, organizing for efficiency and effectiveness, putting your best 

foot forward, speaking clearly and with confidence, asking questions, and most impor

tantly, being prepared.

High School/College

My leadership and organizational skills were honed in high school and college. 

While cleaning out old files several years ago, I ran across two documents that were sur

prising. It not only reminded me o f what a workhorse I became at such a young age, it 

illustrated how much of what I do as a practitioner today was defined during that time.

The first document was a strategy my classmates and I developed to resurrect 

Homecoming at my high school. I found this experience to be my first foray into leading 

and organizing. The strategies read:

1. Meet with the principal and other administrators to gain their support and con
fidence (appeal to the increase in school spirit and emphasize that we would raise 
our own funds);

2. Get other students on the “exploratory” committee to talk up the concept with 
their parents (of course the parents who served on the Parent-Teacher Association 
Board were targeted); and

3. Solicit the PTA to help in coordinating the fundraising effort.

The second document was an assessment o f student life at my college through the 

eyes o f  freshman students. Early in my freshman year, I met some aspects o f student life 

that I did not consider appropriate or acceptable, and I encountered other students who 

shared my view. Following the winter break, I returned to school with the idea o f  push

ing the administration toward at least taking a look at the student culture and questioning 

whether or not it added value to or detracted from the student life experience. After
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spending several days in the library researching how to conduct a survey, I constructed a 

questionnaire and a list o f interview questions, and I went from dorm to dorm to gather 

data. I found out that most freshmen were not in favor o f the traditional system, but they 

did not have many ideas, or the inclination to challenge it. I completed my report by the 

end o f the semester, but by then I had decided to transfer to another college. A year later, 

I received a letter from the new college president that had been sent to all former stu

dents. In it she announced that after a lengthy process, several o f the college’s traditions 

had been discontinued and would no longer be tolerated. She went on to explain the new 

vision for student life. While I never knew the degree to which my efforts made a differ

ence in that process, I looked back on what resulted and felt a sense o f great satisfaction. 

More importantly, I realized that I had a voice and the ability to intuit opportunities for 

change.

Throughout my reflections on my childhood and years as a young adult, it seems 

clear that I possessed a strong sense o f who I was, and I knew early on that I was capable 

o f  grasping and doing many different things. But the common denominator was an 

emerging passion for change, leading it, and becoming inquisitive about why things are 

the way they are.

Internal Corporate HRD Experience:
Navigating Turbulence

I joined The Automotive Company as program coordinator in 1996 after spending 

3 years in the nonprofit sector. I soon became a project leader, developing and support

ing others in implementing several change initiatives in the Purchasing and Supplier 

Quality division. The projects included a growth plan for a corporate university, 

developing a supplier diversity program, and choreographing large-scale events to inform
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oping a supplier diversity program, and choreographing large-scale events to inform sup

pliers about superior quality and recognize those that achieved high quality standards. 

This experience was a key factor in shaping my current beliefs about what it means to be 

a strategically integrated practitioner.

The organizational structure at The Automotive Company was different from any 

other organization I had experienced. While there were defined functional business units 

(e.g., purchasing, manufacturing, human resources, finance, marketing, corporate com

munications), the structure was a complex matrix. This means that there multiple report

ing schemes exist at varying levels o f the organization, domestic and global, and team 

members typically have cross-functional roles in multiple divisions. I found that the way 

to be viewed as “relevant” to the business was to hone a broad set o f capabilities that 

would transcend my training and expertise. That made sense in theory, but putting it into 

practice and managing a career in a unique role was not a simple task. Having always 

been the creative visionary type, it was challenging to adapt from being prone to “soft 

skills” activities to being engaged in a functional area that rewards bottom-line results.

My results were typically transparent compared to generating cost savings or other finan

cial measures o f achievement. So I was initially perplexed as to how was I going to stay 

competitive in this individual contributor role and make sure that I was adding value on 

an ongoing basis.

The same year I started working at The Automotive Company, I began doctoral 

study in HRD. I became an idealist, believing that much can be done in my organization 

to create a healthy and “high performance” work environment. I soon discovered that the 

rate o f change is so great that leaders are having difficulty keeping pace with day-to-day
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departmental needs let alone the developmental needs o f its employees. When the Com

pany’s strategic plan was introduced to our division, the subject o f  employee enthusiasm 

was met with cynicism among the employees I see everyday. That was not at all surpris

ing given the new climate o f downsizing and uncertainty. What was particularly disturb

ing was the ievel o f  apathy I observed through overt and covert employee behaviors. I 

sensed a “disconnect” between what the organization promotes as its guiding principles 

and what the organization practices. This sparked a personal mission and an opportunity 

to make some sense o f  what was happening.

My knowledge of organization theory informed several recommendations I made 

to top management. When I heard about another round o f downsizing, I called my men

tor Lou (pseudonym) to ask how our division could avoid the negative backlash that oc

curred as a result o f  the previous announcement. He sounded relieved to hear from me 

and advised that I write up some strategies. He asked how soon I could get it to him and 

John (pseudonym), our vice president. O f course, I was on my way to the airport for a 

week-long business trip, so I told him not to expect a fancy proposal. I would have to 

write something up on the flight and fax it to him from the next airport during a layover. 

During the 90-minute flight I managed to generate a list o f 20 strategies and some “do’s 

and don’ts” for releasing bad news to employees. I worked from my memory o f hearing 

the water cooler conversations following the previous year’s round o f  bad news. I had 

made mental notes o f what should be avoided the next time. So o ff  went the fax when I 

arrived at the Dayton airport. I did not hear anything -  no voice mail or email -  from the 

boss, so I chalked it up to experience. Maybe John did not want the advice after all. The
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following week our division was called together for an announcement. As I listened to 

John’s presentation, I started hearing the familiar words o f  my memo.

The "Hot Group"

In 2 0 0 0 ,1 developed an informal relationship with members o f The Automotive 

Company’s Competitive Benchmarking Team, and with true entrepreneurial spirit we 

began a long series of conversations about what could be done to reinvent The Automo

tive Company. We thought out loud together, boldly suggesting that the life cycle o f  the 

organization had entered a dangerous zone. Our months o f  discussion generated several 

themes:

Environment -  “Business is changing at warp speed. When did things start to 
change and why?”

Top Management -  “We have to figure out how to get top management to realize 
that there is a need for organizational change. We need to get them thinking. We 
need to show them how the target was moving. Many o f  them were not around 
when the original dream was first realized.”

The Organizational Spirit -  “People tend to shut down when times are bad. We 
need to recapture the spirit by refocusing on what we are supposed to be about.”

The Difference -  “Our company was created to be different, but what does that 
difference mean at this point in time?

Training -  “We’ve developed these people, now what do we do? The way it’s 
done today doesn’t meet the need.

Teams -  “How effective are they today? What is an effective team? How long 
will the parent company allow us to experiment with this team thing? W e’re 
starting to post major losses.”

For me, these discussions were “strategic nirvana!” This is what I am cut out to 

do and the kind o f work that excites me. The neat thing was that none o f us was asked to 

think about any o f this. We were four people who Lipman-Blumen and Leavitt (1999)
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would describe as a “hot group,” a small pocket o f informally connected people with “a 

distinctive state o f mind” (p. 3). Our group’s mindset was strategic. We kept at it, think

ing:

If the essence o f our organization is three things - PRODUCT, PROCESS, & 
PEOPLE -  where are we effective? What’s right? What’s wrong? W hat’s on the 
fence? Some o f the assembly line workers were saying, “Things are ju st all 
screwed up.” But as one o f  our group members who worked on the line said, we 
can’t fix “it’s all screwed up. Tell me to fix the door handle, and I can get to 
work.”

We decided that we would form a group called the Genesis Group. The purpose 

o f the group would be to recreate the original process that formed The Automotive Com

pany. That group had a blank sheet o f paper. We started there. We explored what was 

good about the current state o f the business. We thought about what was borderline and 

what should we stop doing. Is the message still the right one? Is the methodology right? 

They (the original visionaries) were risk-takers. They had passion. They led, but they 

could not make tough decisions. We live today with their indecisions. What could we 

learn and apply from all o f that? We found a mission: Figure out how to “leap frog” the 

competition and survive.

The Benchmarking team leader made the pitch to top management. The CEO was 

intrigued. A few months went by without much movement on the idea. Then organiza

tional politics killed the Genesis project. Interestingly, the concept did emerge a year 

later under a different name and with a different group o f  players. Once again, I learned 

that being a change agent does not necessarily mean that you get to implement your own 

innovations, and I learned that that is okay.

What I learned throughout my experience at The Automotive Company was to 

trust my intuition. Most o f the time, my team did not have the luxury o f  conducting
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extensive research when starting up a new training project or intervention. We had to 

respond -  often in the moment -  to what was hot from day to day. I think this is where 

HRD education falls short. A needs analysis -  typically the first step in developing a 

training program -  is time-consuming and costly, as is high-level training evaluation 

(e.g., measuring retum-on-investment). What I needed as a novice practitioner was the 

experience of working under extreme pressure, making strategic decisions as a member 

o f  multiple cross-functional teams, and learning how to navigate the larger organizational 

system. Experience taught me many lessons, but I wonder if a “strategic” HRD educa

tion would have better prepared me for these realities?

External HRD Experience:
The Emerging Consultant

By the end o f the year 2 0 0 0 ,1 decided to give myself 1 year to find out what it is

like to be an external consultant. I wanted to experience what it was like to be in a dual

role o f  scholar-practitioner. How could I apply my theory and practice as a consultant?

I felt confident in my ability to teach, lead, and be a strategic HRD practitioner, but

bridging theory and practice required “being, doing, and becoming” simultaneously, and I

found that challenging.

The New York Experience

A friend who landed a fantastic job in New York City called just as I was transi

tioning from full-time to consulting work. She was a 32-year-old “super achiever” lead

ing an information technology unit at a large hospital. She was lamenting her decision to 

leave the comforts o f Nashville, her fiance, and her circle o f friends. The job was a battle 

zone. The more she talked, the more flashbacks I had to my own experience as a
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first-time supervisor. O f course, I asked how I could help. We decided that I would 

travel there the following week.

1 took a few days to get m yself organized for this first consulting experience. I 

prepared my toolkit, reading up on management issues, researching articles, and finding 

leadership assessment tools. Once on site, that preparation was only useful to the extent 

that it was a refresher on past course work. The consulting experience ended up being a 

long coaching session, in which I mostly listened and served as a sounding board. We 

talked about the frustrations o f being a change agent (I suggested involving more people 

in the process). We tried to figure out how to navigate a huge hospital system (I sug

gested developing a network that included people outside o f her division to Ieam the 

“real” system). We also enjoyed navigating a new city (we started by buying a map).

I learned some valuable lessons from this experience. Most importantly was in 

establishing the client relationship. I discovered my pattern o f jumping into action. The 

real work was in listening and observing to get a strong sense o f what was going on. Be

ing an expert does not always require forging ahead. D. Tobey (personal communication, 

March 6, 2002) would call this action “ listening to the source.” D. Tobey and D. Savage 

(personal communication, February 15, 2002) have the expression, “We become so en

raptured by the sound o f  the echo that we seldom seek the source.”

The "Harmony College " Experience

“We need your help,” was the opening o f a telephone conversation I had with the 

assistant to the president o f a small, private, liberal arts university. “The president’s of

fice has been getting feedback about some o f our administrative staff, and we need to do 

some customer service training. Can you put something together for us?” While not a
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unique request, because I “do training,” my experience as an HRD and OD practitioner 

prompted a series o f  questions. Why training? W hat are the underlying issues surround

ing the perceived need for training? Where is the feedback coming from, and who is giv

ing it? Are there barriers to staff being able to perform to expectations? What are the job 

expectations? The line o f questioning led the caller and me to conclude that “customer 

service” training was probably not the most appropriate solution at this point.

My instincts suggested that this was potentially a case o f  unclear expectations re

quiring a dose o f job  analysis and performance feedback. However, having completed 

coursework in training design, I was reminded of the warning my instructor offered. 

Whenever a potential client contacts you with a specific training request, beware! It is 

usually a sign that there are underlying issues that a simple training intervention cannot 

correct. Banishing the administrative support staff to mandatory training could be a 

costly “fire-ready-aim” scenario. This exchange is not uncommon in my experience, but 

it sparked an eventful voyage into new territory as a practitioner, the practice o f HRD and 

OD in an academic institution.

At the time, this academic institution was preparing to embark on a long-term 

journey toward organization transformation and renewal. Guided by the vision to be

come “First Choice,” the institution had set its course to begin a Renaissance period in its 

history. The conversations with senior officers about the need for customer service train

ing led to little agreement about what the training would entail, but a lively discussion 

ensued about the institutional vision and mission. It quickly became apparent that a cus

tomer service training solution was premature. The broader issues o f understanding the 

organizational climate and culture, testing the environment for “change readiness,” and
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aligning staff with a new institutional vision were now paramount. A systematic ap

proach could shepherd this process, as opposed to a one-shot “fire-ready-aim” training 

intervention.

My question was: What causes their inability to perform satisfactorily? This led 

to the realization that there are neither written performance standards nor adequate com 

munication from middle and upper management. This was a significant learning experi

ence for me. Had I gone in and delivered customer service training, it still would not 

have addressed the root o f  the problem, which had a lot to do with the absence o f clear 

expectations! The real questions were:

1. What does Harmony College want to be in this new century?

2. What is the Harmony College culture, and is there a readiness for change?

3. What strategies and interventions are necessary to bridge the gap between 

where (and how) the institution wants to be and where it is today?

This experience drew me closer to what I now consider to be the essence o f strategic 

competence: the knowledge to know the right questions to ask, the skills to help others in 

asking the right questions, and the capabilities to move a group (with diplomacy and 

flexibility) from idea generation to action.

Deep Learning

Semler (1997) contended, “Reflective HRD practitioners frequently seek to de

velop convincing and effective models that will help them understand and address organ

izational performance issues” (p. 23). My reflections on internal and external HRD prac

tice revealed what Senge, Roberts, Ross, Smith, and Kleiner (1994) called a “deep 

learning cycle,” which has allowed the emergence o f (a) new skills and capabilities,
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(b) an awareness and new sensibilities about my practice, and (c) an assessment o f my 

attitudes and beliefs about practice.

Today, I work as a sole practitioner in an HRD/OD practice (see Appendix A). 

One-size-fits-all processes or training programs run counter to my consulting philosophy. 

Some practitioners hold on to tried and true methods that will ensure a solid outcome.

But my experience has led me to reconsider the ways that I use the methods that I have 

been taught.

When I encounter new projects with clients, I begin with questions: What are the 

presenting issues and what is the desired state? Rather than using conventional training 

models, I prefer having strategic conversations, which requires practice. I often found 

that the intervention or training program that I developed was cast aside once the partici

pants were in the room. I found myself facilitating strategic conversations (Liedtka,

1999) rather than relying on the training materials I had designed. Soon, I developed a 

level o f confidence to move away from structured processes and into real-time problem 

solving.

Pat, an internal HRD consultant in an academic setting, talked about this approach 

when I was uncertain about using it. She said that when a department calls her in to do 

training, she often arrives empty-handed, gathers the participants around the table, and 

engages them in a strategic conversation. She said, “I just show up, listen to what the cli

ent says they want, and then I decide what kind o f  conversation we need to have” (Per

sonal communication, October 2001).
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Self-navigation

In my childhood years, a developmental path for HRD work was evident early on. 

I saw a pattern o f entrepreneurial spirit, self-motivation and initiative, and leadership and 

risk-taking. These capabilities form what C. Walker and Moses (1996) called self

navigators, defined as the mid “thirty-something’s” who “reject tradition and conformity” 

and believe that “it’s up to me to create my own well being” (p. 39). C. Walker and 

Moses (1996) further explained, “In a fast-changing and often hostile world, self

navigation means recycling oneself to be the captain o f one’s own ship and charting one’s 

own course. It means resolving the opposing forces o f uncertainty and endless possibili

ties that surround us” (p. 39). Competence, they indicated, is a key value to self

navigators.

The Strategic Practitioner's Dilemma

The opportunity to reflect on my own practice yielded some key insights and has 

brought me to what I call the strategic practitioner’s dilemma. My work as an HRD 

practitioner has evolved into a multi-faceted specialization. In my internal role at The 

Automotive Company, my ability to understand the organization at four levels -  individ

ual, group, departmental, and organizational -  and to identify trends and opportunities for 

improvement at each o f those levels allowed me to initiate and carry out complex as

signments, but I struggled to develop an official defined role for the strategic work I was 

doing. Throughout my reflections are situations in which strategic thinking skills were a 

valuable asset to my growth and efforts as a developing practitioner. I found that the way 

to be perceived as a valuable resource to the business was to hone a broad set o f  capabili

ties that transcend my training and expertise. I believed that it was an important and
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much-needed role that required a high level o f  business knowledge and the ability to 

navigate through turbulence. At the time, it proved difficult to sell that type o f role to 

management. It turns out that downsizing and a major organizational restructure were 

around the comer.

In my external consulting role, I have found a better platform to be able to explore 

the role of being a strategic partner. There are, however, a different set o f  challenges that 

emerge. One is the practice o f managing client expectations and building relationships 

that inspire trust. Another challenge is in having to quickly assess organizational dynam

ics (e.g., culture and politics) that are more easily ascertained in an internal consulting 

role.

While HRD practice is evolving toward new forms o f practice, little exploration 

has been done to test how the shifting needs o f organizations and expectations of organ

izational leaders translate into practice and how practitioners are preparing to fill strategic 

organizational roles. Internal and external HRD practice requires a distinctive set of 

knowledge, skills, capabilities, and characteristics. In my own professional development 

efforts I was unable to find the types o f conferences and learning experiences that related 

to what I was doing. I was not necessarily designing and delivering training, nor was I a 

traditional HR practitioner. I found myself asking the question: Where does a practitio

ner go to develop their skills at a strategic organizational level? I was excited about the 

strategy work I was engaged in at The Automotive Company. Do I jo in  a corporate intel

ligence team? I liked generating ideas and figuring out how to advance the organization, 

but my experience and position did not put me at the CEO’s table.
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In the following section, I explore the notion o f strategic competence and attempt 

to define it and the related knowledge, skills, capabilities, and characteristics that may be 

useful to HRD educators and professional development program leaders.

Strategic Competence: Mapping the Terrain

The greatest and most critical obstacle to finding solutions to our problems (or 
preventing them in the first place) is the thinking process that we employ, the set 
o f  values and modes o f reasoning endemic in our society. (Nadler & Hibino,
1999, p. 49)

In McCain’s (1999) article about aligning training with business strategies, he de

scribed an experience he had with a group o f  practitioners who were attempting to evalu

ate the effectiveness o f their HRD programs. McCain asked the group to describe the 

five major initiatives or corporate objectives that their organization was attempting in the 

next year (p. 51). He reported that no one in the group could answer that question.

Thompson and Cole (1997) argued that “strategic success demands competence” 

(p. 153). As Nadler and Hibino (1999) noted, “One would have to be a literal hermit not 

to notice that the world is changing” (p. 102). Organizations are changing, and people 

are changing at a staggering rate.

I contend that being a competent practitioner should not be based solely on the 

techniques that can be performed. Today’s organizational problems cannot be solved 

with linear thinking processes. No matter our level of experience, we must all learn, de

velop, and continuously hone our ability to think and perform strategically. The ability to 

think and perform strategically will transcend organizational crises and uncertainty, lead

ership transitions, and management fads that will surely come and go. The fundamental 

HRD competency should be the ability to think and act strategically in whatever role we
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find ourselves. If HRD practitioners are to practice in strategic roles, it is critical that 

they perform with a level o f  business knowledge and a set o f  knowledge, skills, capabili

ties, and characteristics that, at the present time, are not clearly defined. The question is, 

what knowledge, skills, and capabilities lead to strategic competence? In order to explore 

the concept further, it is important to first understand the concept o f strategy and why it is 

important and valuable to HRD practice.

The term “strategic partner” is commonly used to describe HR practitioners who 

play fully integrated strategic organizational roles (Ulrich, 1997). According to Ulrich 

(1997), the term describes one who can “force organizational issues into strategic discus

sion before strategies are decided” (p. 57). A strategic partner must also be held account

able to the same standards for results as other organizational leaders (p. 58) and provide 

“intellectual leadership on  the HR dimension” (p.58). Finally, Ulrich wrote the strategic 

partner must have the ability to develop organizational capabilities, or “what a firm is 

able to do or needs to do according to its strategy” (p. 63).

Given this new thinking on strategic organizational roles and the shift toward 

fully integrated SHRD, practitioners must be prepared and possibly “retooled” in order 

to make the shift to effective SHRD practice.

The Concept o f  Strategy

Bruce and Langdon (2000) described strategy in its early military context when 

plans for war were defined and executed. In the business context they defined strategy as 

“a map o f the future” and “a declaration of intent, defining where you want to be in the 

long term” (Bruce & Langdon, 2000, p. 6). They further explained that understanding 

strategy involves understanding “the process involved and how to avoid potential pitfalls
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to help you plan successful strategies” (Bruce & Langdon, 2000, p. 6). Porter (1985) 

suggested that organizations must pay attention to both operating efficiencies and strate

gic positioning in order to acquire and maintain competitive advantage. This requires the 

development o f resources and competencies throughout the organization (Thompson & 

Cole, 1997).

Why are strategy and strategic competence important? Von Oetinger (2001) at

tempted to build a case by suggesting that “the relentless search for insights is what keeps 

innovative companies and courageous entrepreneurs busy day and night” (p. 42). Liedtka 

(1997) said, “Success in the world o f the future requires an ability to continuously redes

ign what we do” (p. 9). Lasher (1999) described strategy as “essentially how  the firm 

interacts with its environment to achieve its mission and associated objectives” (p. 4). In 

today’s competitive and unpredictable marketplace, an organization’s capacity to be re

sponsive is critical. It is not unusual to find organizations searching for new ways to tap 

innovation to gain market leadership. Linkow (1999) said, “The purpose o f  strategy is to 

align and integrate the daily work of all employees around a common, focused direction” 

(p. 1). The question that HRD practitioners should be asking is, “To what extent is my 

role designed to help my organization remain viable and agile under these circum

stances?” HRD practitioners should be concerned about strategy because it is directly 

tied to organizational effectiveness. However, this way o f thinking and action is not al

ways emphasized in current HRD education. If  HRD practitioners are to facilitate strate

gic thinking and action, then it is imperative for HRD practice to be strategically oriented. 

As Thompson and Cole (1997) suggested, “Unless they are aware of their competitive
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environment, they will not know what they don’t know” (p. 156)! This point is explored 

further in Chapter IV.

Strategic Thinking

The following was posted on the ABC television website:

My boss criticizes me for not thinking strategically, but he doesn’t give me advice 
on how to think strategically. Help! (Rosner, 2002, n.p.)

Thompson and Cole (1997) maintained, “Managers must be able to design winning com

petitive paradigms and then change these continuously and sometimes discontinuously if 

their organization is at least to stay crisis-averse and ideally grow and prosper” (p. 153). 

The authors explained further that this type of ongoing paradigm shifting requires a cer

tain level o f  competence at the individual level. Here they referred to awareness (e.g., 

external environment) and the ability to think strategically.

Strategic thinking has been defined as:

(1) a holistic understanding o f  the organization and its environment; (2) creativity; 
and (3) a vision for the future o f  the organization. (Bonn, 2001, p. 64)

Strategic thinking is both creative and analytic. It is an iterative process you cycle 
through continuously, learning something new with each pass that allows you to 
develop a better hypothesis for the next pass. It is intelligently opportunistic in 
search o f  its goals, in a way that enhances the intended strategy. (Leidtka, 1997,
p. 11)

Thinking about the future -  not just random thoughts -  but specific thinking about 
specific future issues.. . .  It sets the stage for you to take action now It en
compasses a whole range o f topics from the values and vision to the plan for or
ganizational development. From market positioning to capital planning to leader
ship succession. From corporate culture to leadership styles. (Hamilton Strategic 
Management Group, 2002, n.p.)

Liedtka (1999) portended that:

strategic thinkers have a broad field o f view and see both the whole and the con
nections between the pieces. They are driven by a strategic intent or larger vision
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that includes a sense o f where the future connects and disconnects with the past 
and where it demands anew in the present, (p. 9)

The process o f strategic thinking is viewed as a creative process that draws on experi

ence, risk-taking, and critical thinking skills (Liedtka, 1999, p. 9). Strategic thinking is 

viewed in this study as an essential element o f  building strategic competence.

Defining Strategic Competence

While not a precise textbook definition, Thompson and Cole’s (1997) description 

o f “inter-dependent” competencies was found. They described it as a conceptual frame

work with three content areas: (a) the content o f actual strategies, (b) strategic change 

competencies, and (c) strategic learning competencies (p. 157). A review o f official 

HRD core competencies published by the American Society for Training and Develop

ment (2002b), as shown in Figure 5, suggests that the practice continues to reflect the 

same traditional roles, values, and principles that were conceptualized when the field got 

its start in the 1950s and 1960s. This is not a new concern among researchers.

In a study o f HRD competencies among graduate students and practitioners,

Davis (2001) found that both groups believed that they were “least prepared” in the area 

o f business competencies (p. iv). These two examples underscore the need for further 

investigation of strategic competence and its potential for improving HRD practice. 

Gaudet and Kotrlik’s (1995) study o f HRD certificate programs concluded that no stan

dard qualifications or education requirements exist.

Strategic competence, as it relates to HRD practitioners, requires awareness and 

certain abilities to be capable o f facilitating, developing, and implementing the appropri

ate interventions in today’s organizations. Drawing from the strategic thinking literature,
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Analytical Competencies

A n a ly t i c a l  T h in k in g
A n a ly z in g  P e r fo r m a n c e  D a ta

C a r e e r  D e v e lo p m e n t  T h e o r y  &  A p p l i c a t i o n
C o m p e te n c y  I d e n t i f ic a t io n
I n te r v e n t io n  S e le c t io n

K n o w le d g e  M a n a g e m e n t

M o d e l  B u i ld in g

O r g a n iz a t io n  D e v e lo p m e n t  T h e o r y  &  A p p l i c a t i o n

P e r f o r m a n c e  G a p  A n a ly s is
P e r f o r m a n c e  T h e o ry

P r o c e s s  C o n s u l ta t io n

R e w a r d  S y s te m  T h e o r y  &  A p p l i c a t i o n

S ta n d a r d s  I d e n t i f ic a t io n

S y s t e m s  T h in k in g

T r a in in g  T h e o ry  &  A p p l ic a t io n

W o r k  E n v ir o n m e n t  A n a ly s is
W o r k p la c e  P e r fo r m a n c e ,  L e a r n in g  S t r a t e g i e s ,  a n d

I n te r v e n t io n  E v a lu a t io n

Interpersonal Competencies

C o m m u n ic a t io n  
C o m m u n ic a t io n  N e tw o r k s  
C o n s u l t i n g  
C o p i n g  S k i l l s
I n t e r p e r s o n a l  R e la t io n s h ip  B u i ld in g

Leadership Competencies

B u y - in /A d v o c a c y  

D iv e r s i ty  A w a r e n e s s  

E th ic s  M o d e l in g  

G r o u p  D y n a m ic s  
L e a d e r s h ip  

V i s io n in g

Business Competencies

A b i l i t y  to  s e e  th e  “ B ig  P ic tu r e ”

B u s in e s s  K n o w le d g e  
C o s t /B e n e f i t  A n a ly s is

E v a lu a t io n  o f  R e s u l ts  A g a in s t  O r g a n i z a t i o n a l  G o a ls

I d e n t i f i c a t io n  o f  C r i t ic a l  B u s in e s s  I s s u e s

I n d u s t r y  A w a r e n e s s

K n o w le d g e  C a p ita l

N e g o t i a t in g /C o n t r a c t in g
O u t s o u r c i n g  M a n a g e m e n t
P r o j e c t  M a n a g e m e n t

Q u a l i t y  I m p lic a tio n s

Technical Competencies

A d u l t  L e a r n in g

F a c i l i t a t io n

F e e d b a c k

I n t e r v e n t io n  M o n i to r in g  

Q u e s t io n in g

S u r v e y  D e s ig n  &  D e v e lo p m e n t

Technological Competencies

C o m p u te r - M e d ia t e d  C o m m u n ic a t io n  

D is ta n c e  E d u c a t io n  
E le c t r o n ic  P e r f o r m a n c e  S u p p o r t  S y s 

te m s

T e c h n o lo g ic a l  L i te r a c y

Figure 5. Current competency model for HRD practice.

Note. From HRD Competencies, 2002b, by American Society for Training and 
Development [Online], n.p.
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my working definition o f strategic competence is: An individual’s capacity to perform 

his or her job role with an orientation toward enterprise-wide, or macro level, thinking 

and action. The next question should be: If HRD practice is redefining itself as strategic 

(Gilley & Maycunich, 1998) and if practitioners are moving into strategic roles (Ulrich, 

1997), then what knowledge, skills, capabilities, and characteristics should HRD educa

tors and professional development program leaders develop? A framework for strategic 

competence is presented in the next section.

Towards a Strategic Competence 
Framework

Given the movement toward fully integrated and strategic human resource devel

opment (Gilley & Maycunich, 1998), this study recognizes the need to strengthen HRD 

practice by developing knowledge, skills and capabilities so that practitioners can become 

more competent and effective strategic partners in organizations.

Procedures

In order to create a framework for strategic competence, three procedures were 

conducted:

1. In Procedure 1, current HRD competency models were identified and evalu

ated for evidence o f strategic competence.

2. In Procedure 2, articles relating strategic human resource development and or

ganization strategy were reviewed to identify knowledge, skills, capabilities, and charac

teristics that might relate to strategic competence. Key words such as competence, 

change agent, change management, trainer, instructional designer, organizational
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learning, chief learning officer, HRD manager, and strategic planning were also used to 

identify knowledge, skills, and capabilities.

3. In Procedure 3, a thematic analysis and frequency counts were used to create a 

framework for strategic competence.

Findings

Procedure 1. The official ASTD competencies for HRD practitioners (Figure 5) 

did not mention strategic competence or any terms related to strategic thinking. While 

this model does mention business and industry knowledge, it was found to advance the 

traditional view o f HRD practice -  training, education, and development -  as opposed to 

the contemporary “strategic” view emerging in the current literature.

Thompson, in Thompson and Cole (1997), listed 32 generic strategic competen

cies in eight broad categories, as shown in Figure 6. This was found to be most useful in 

creating the proposed framework. What Thompson proposed are competencies for stra

tegic leadership in any organizational function. His framework is applied in the HRD 

strategic competence framework (see Figure 7).

Procedures 2 and 3. The review o f  strategic HRD literature resulted in a list of 

knowledge areas, skills, capabilities and roles. Using thematic analysis, the list was then 

sorted and groupings, or broad categories, were then defined to create a preliminary 

framework for strategic competence in HRD (Figure 7).
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1) Strategic and holistic thinking
2) Environmental awareness
3) Design and operationalize a 'fitting' 
organization, the structure and systems of 
which match its environments) and stay 
matches in times o f change and turbulence.
4) Objective, informed and environmen
tally aware decisions

7) Understand the 
competitive environment
8) Get and stay close 
to customers

Strategic aw areness 
and control

Strategy 
implementation

takeholder satis
faction

Competitive strat
egy traleg ic  Leader 

ship19) Acquire new, 
relevant technolo-

Functional
com petences

Failure and crisis 
avoidance

Ethics and social 
responsibility

lily and 
customer care

gtes
20) Develop and 
launch new prod
ucts and services
21) Develop and 
introduce new 
processes for cist 
savings and speed
ier decision making
22) Attract, de
velop, reward and 
retain people with 
appropriate skills 
and competences
23) Reach and 
satisfy customers 
with effective 
distribution sys
tems, both nation
ally and interna
tionally.
24) Harness the 
potential o f infor
mation technology
25) Maintain 
strong financial 
controls

9) Establish objectives, plans and 
targets
10) Implementation -  making the 
right things happen.
11) Create, share and implement a 
winning vision or paradigm.
12) Empower people and motivate 
them towards continuous organiza
tional improvement
1 3) Foster internal cross-functional 
and cross-business synergies
14) Co-operate in external strategic 
alliances for competitive advantage
15) Move to new competitive para
digms discontinuously at timely inter
vals

5 )  Understand the 
needs and expectation of 
stakeholders and manage 
the organization to meet 
those which must be 
prioritized
6 )  Appreciate key 
success factors (for satis
fying stakeholder) and 
match these with organ
izational competences 
and capabilities.

16) Provide excellent quxlity -  aS
perceived and recognized by 
customers
17) Continuously improve 
productivity and cost reduc
tions without sacrificing 
quality
18) Invoke a creative, inno
vative and self-organizing 
climate in the organization

26) Become and stay 
crisis averse
27) Plan for when 
things do go wrong
28) Manage any 
crises effectively
29) Turn around a 
business when there 
are critical financial, 
competitive or leader
ship difficulties

30) Manage ‘green’ 
issues
31) Manage social 
matters responsibly
32) Become more ethi
cally aware and manage 
with an ethical underpin- 
nine

Figure 6. Thompson’s strategic competence leadership framework.

Note. Adapted from “Strategic Competency,” 1997, by J. Thompson & M. 
Cole, n.p., Journal o f  Workplace Learning, 9(5).
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•  S t r a te g ic  P la n 
n in g

•  S t r a te g ic  H u 
m a n  R e s o u r c e  M a n 

a g e m e n t

•  T e c h n o lo g y

•  In te m a -  

t io n a l /C r o s s - C u l tu r a l  

D y n a m ic s

•  O r g a n iz a t io n a l  

C h a n g e

•  G e n e r a l  B u s i 

n e s s  &  M a n a g e 
m e n t  T h e o r y

•  S y s t e m s  T h e o ry

•  O r g a n iz a t io n  

S t r a te g y

•  O p e r a t i o n s

•  S t r a te g ic  T h in k in g

•  C l i e n t - o r i e n t e d •  R e s e a r c h
T h in k in g •  C o m m u n i 
•  R e f l e c t i o n c a t io n
•  S t r a te g y  I m p le m e n  •  P r o b l e m -
ta t i o n S o l v i n g
•  Q u a l i t y  a n d  C u s  •  F a c i l i t a t i o n
to m e r  C a r e •  T r a i n i n g
•  E th i c s  a n d  S o c ia l D e s i g n
R e s p o n s ib i l i t y •  C o l l e g i a l
•  L e a d e r s h ip I n f l u e n c e
•  P e r f o r m a n c e  C o n  •  D e c i s i o n 
s u l t in g m a k i n g
•  A n a l y t i c a l  S k i l l s •  P e r s u a s i v e 
•  T r o u b l e s h o o t in g n e s s

•  S y s t e m s  I n te g r a t io n •  C o s t -  
B e n e f i t  A n a l y 

s i s

Knowledge Strategic 
Competence

Skills

Roles
• S t r a te g ic  B u s i  •  A d v i s o r

n e s s  P a r tn e r •  C o a c h

•  E d u c a to r •  D ia g n o s t i c ia n

•  C o n t in u o u s •  I d e a  G e n e r a 
L e a r n e r to r

•  V is io n a ry •  T a c t i c i a n

•  T e a m  P la y e r •  S t r a te g i s t

•  R is k - T a k e r •  C a ta ly s t

•  C o n s u l ta n t •  E x p e r t

•  L e a d e r •  C h a n g e  A g e n t

Cuj
• I n i t i a t iv e

•  D ip lo m a c y

•  S e l f -  
A s s u r a n c e

•  E th ic s  &  

S o c ia l  R e s p o n 

s ib i l i ty

inabilities
D ip lo m a c y  

F le x ib i l i t y  

A d a p t a b i l i t y  

O p e n  M i n d e d  

S e l f -  

M o t iv a te d

Figure 7. An HRD strategic competence framework.
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Implications fo r  HRD Practice

This provides a beginning point for further development o f an HRD strategic 

competency model, and a framework has been presented as a first step. Several practice 

implications were identified during the study.

Davis’ (2001) study of HRD practitioners and HRD master’s level students found 

that both groups rated themselves least prepared  in the business category (ASTD). 

Thacker (2002) noted that the strategic focus in HRM practice requires curricula that pre

pare students who are capable o f understanding how business operates. There is a need 

for greater emphasis on HRD practitioner education and professional development.

Implications fo r  HRD education. What pedagological approaches/techniques 

might enhance the development o f SHRD knowledge, skills, and capabilities? HRD aca

demics and educators must partner with practitioners to align HRD curricula to support 

the emerging strategic direction o f practice. If  new practitioners continue to be trained in 

the traditional school o f HRD (training about training), then HRD training, education, 

and development will be inadequate to meet the strategic needs of organizations. This all 

perpetuates the perceptions o f ineffective HRD practice.

This issue generated the interest in assessing the level at which strategic human 

resource development, and specifically strategic competencies, are addressed in HRD 

academic programs. This is explored in detail in Chapter IV.

Implications fo r  practitioners. In addition to the framework of knowledge, skills, 

capabilities and roles/characteristics, a strategically competent HRD practitioner should 

be able to:

1. Reflect-in-practice and reflect-on-practice (Schon, 1983).
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2. Build partnerships with senior management.

3. Identify strategic human resource (and organizational) strengths, weaknesses, 

opportunities, and threats.

4. Facilitate the execution of strategies.

5. Ask strategic and diagnostic questions (Gilley & Maycunich, 1998).

6. Measure performance improvement and results (Gilley & Maycunich, 1998).

7. Recognize business priorities.

8. Filter suggestions through the prism o f practical reality and operational priori

ties (Gilley & Maycunich, 1998, p. 39).

9. Facilitate learning acquisition and transfer (Gilley & Maycunich, 1998).

10. Identify organizational and performance needs (Gilley & Maycunich, 1998).

11. Design and develop performance interventions (Gilley & Maycunich, 1998).

12. Bring people together (Burke, 1997).

13. Interact at all levels o f the organization (Burke, 1997).

14. Call for and conduct meetings, not just facilitate them (Burke, 1997).

15. Work between people and systems (Burke, 1997).

16. Model authenticity (Deaner & Miller, 1998).

In the short-term, practitioners should consider avenues for professional development. 

Two options are discussed here.

Professional development workshops and seminars. Both novice and seasoned 

HRD practitioners must revisit their knowledge, skills, and capabilities and assess the 

extent to which they prepared to fulfill strategic organizational roles. A few continuing 

education programs were identified that address strategic issues and competencies (e.g.,
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FutureWorld’s™ “Strategic Thinking and Strategic Action Workshop” (2002) covers the 

fundamentals o f strategic thinking in a global context, Penn State University (2002) of

fers a public seminars related to strategic organization development, the Critical Thinking 

Institute (2002) offers a strategic business thinking workshop, and Orion (2002) offers 

“Strategic Thinking in Human Resources.”

Communities o f  practice. The concept o f  communities o f  practice (CoP) can be 

potentially useful in developing HRD practitioners for strategic roles (Liedtka, 1999). 

Lave and Wenger (1991) defined a CoP as:

An activity system about which participants who share understandings concerning 
what they are doing and what that means in their lives and for their community. 
Thus, they are united in both action and in the meaning that that action has, both 
for themselves and for the larger collective, (p. 98)

CoPs are “concerned with producing both practical outcomes for customers and learning 

for members” (Liedtka, 1999, p. 7). Liedtka (1999) argued that CoPs can play a role in 

achieving and sustaining competitive advantage. CoPs are not company mandated, nor 

are they assigned teams or other types o f  formal groups. They are emergent and form out 

o f a desire to share knowledge and expertise. I suggest that the CoP concept could be a 

useful, timely, and cost-effective way to increase the capacity o f  HRD practitioners to 

gain insights and knowledge about SHRD practice.

When an HRD educator or professional program leader seeks to reexamine cur

ricula, or when a practitioner identifies a need to develop his or her own level o f strategic 

competence, a competency model is currently not available. This chapter serves to pro

vide a starting point.
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Areas fo r  Further Study

Further research is needed to develop a viable strategic competency model for 

HRD practice. I suggest that a more in-depth study of factors associated with superior 

performance related to strategic competence be conducted so that job performance can be 

predicted and measured. Spencer and Spencer (1993) described competency modeling in 

detail. The shift from a strategic competency framework, as has been suggested in this 

chapter, to a fully operational competency model will require further research in order to 

determine the motives, traits, self-concept, knowledge, and skills (Spencer & Spencer, 

1993) that comprise strategic competence.
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THE SCHOLARSHIP OF DISCOVERY: IS STRATEGIC HUMAN 

RESOURCE DEVELOPMENT BEING TAUGHT?

In recent years, organizations have expanded their attention to the development o f 

human resources in order to develop a competitive workforce. Van Buren and Erskine 

(2002) reported that direct training expenditures in the U.S. increased slightly in 2001 

over 2000 in spite o f unstable economic conditions. Today, training is a $19 billion in

dustry (Galvin, 2001). The recent attention being given to managing knowledge and 

building learning organizations suggests that the demand for employee training and de

velopment has not diminished. In fact, it remains a key organizational strategy, given the 

current level o f rapid technological change, globalization, restructuring, labor market 

shifts, and pressure to reduce costs and increase productivity. However, Gaudet and 

Kotrlik (1995) expressed the concern that “the training and background of those respon

sible for HRD is not as well defined as for some other professions. No standard qualifi

cations or educational requirements exist for the individual with HRD responsibilities”

(p. 91). Moreover, they pointed out that HRD professional are often trainers who have 

“worked their way up through the ranks” (Gaudet & Kotrlik, 1995, p. 92); therefore, for

mal HRD training, education, and development was never acquired. Dilworth and Red

ding (1999) called on researchers and practitioners to provide research that explains the

68
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“degree to which HRD practitioners are adequately “schooled” to become a valued part 

o f the corporate team” (p. 202).

While there are ethical and professional standards for HRD practice, currently 

there is not a licensure or certification system like one would find for accountants or law

yers. Currently, there are limited and inconsistent guidelines for HRD education (Gau

det & Kotrlik, 1995), which led to the identified need to assess what is being taught.

With the increased need for HRD professionals to assume strategic organizational roles, 

this study assesses what HRD undergraduate and graduate programs are teaching and 

seeks evidence as to the presence o f curricula that supports strategic knowledge acquisi

tion.

The chapter presents findings from a study o f HRD programs currently offered at 

higher educations institutions in the United States in an attempt to understand two phe

nomena: (a) Which programs have a strategic orientation and explicitly describe their 

mission as advancing strategic HRD practice and (b) to what degree do the curricula of 

these programs offer opportunities for developing strategic competence? Recommenda

tions for further research and future practice are made.

Methodology

This section describes the procedures used (a) to identify the institutions and HRD 

programs that were assessed in the study and (b) to collect and analyze the data.

Procedure 1: Sampling

The sample was defined as undergraduate and graduate HRD degree programs 

offered at 4-year accredited colleges and universities in the United States. Certificate

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

70

programs and other noncredit training and development in HRD were not considered for 

this study due to the wide and varying approaches to this type o f education. It could be 

argued that HRD programs in 4-year institutions are also widely diverse. However, 

degree-granting programs (e.g., standards and requirements) provided consistency, 

thereby a more reliable framework for the purposes o f  this study.

The sample o f 41 HRD undergraduate and graduate programs was drawn from 

multiple electronic sources including the Academy o f Human Resource Development 

(AHRD), the American Society for Training and Development (ASTD), the Society of 

Human Resource Management (SHRM), and the Organization Development Network 

(ODN) web sites. An initial general search for HRD academic programs using Internet 

search engines did not produce a comprehensive list o f  programs. A search on Peterson’s 

Guide Online (2002) using keywords human resource development, human resource 

management, and organization development and organization studies yielded over 300 

programs. To narrow the sample, four criteria were applied to each program prior to se

lection:

1. The program fit the definition o f  human resource development (while 
many programs use other titles to describe HRD practice, the criterion sought programs 
that address human and organizational training, education, and development);

2. the program was offered at a 4-year accredited college or university in the 
United States;

3. the program granted a bachelor’s, master’s, and/or doctoral degree; and

4. the program description and curricula were accessible on the World Wide
Web.

Limiting this particular study to clearly identifiable HRD programs was needed in an ef

fort to avoid confusion in the selection process. Therefore, programs that were closely
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associated with HRD (e.g., adult learning, organization behavior programs, and human 

resources generalist programs) were eliminated if the programs did not address the de

fined areas o f HRD practice.

Gaudet and Kotrlik’s (1995) study o f  HRD programs included 85 bachelor’s, 108 

master’s, and 80 doctoral degree programs. Their sample was drawn from ASTD’s Aca

demic Directory, which is no longer published and no copies were available from the na

tional organization. Given the low number o f HRD programs found for the present study, 

I assumed that programs are either no longer offered or have not expanded their market

ing efforts to include the World Wide Web.

Procedure 2: Instrumentation

Based on the list o f 40 institutions that met the criteria, I designed a matrix, or 

template, using Microsoft Excel© spreadsheet software (see Appendix B) to capture ini

tial institutional data (e.g., institution name, location, and department where the HRD 

program was housed). Then a set o f four characteristics o f strategic HRD programs was 

developed for the evaluation o f each program (see Figure 8). The characteristics were 

based primarily on the knowledge items identified in the strategic competence framework 

presented in the previous chapter (refer to Chapter III, Figure 7).

Procedure 3: Data Collection 
and Analysis

Program information including descriptions and curricula at each institution was 

accessed using the World Wide Web and printed for evaluation. As each program was 

reviewed, a numeric code o f “ 1” was entered in the matrix if  it met the research criteria.
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Characteristic 1 
Academic Program Level

Undergraduate or Graduate

Characteristic 2 
Program Mission

Strategic HRD program mission clearly describes a strategic 
orientation and states its mission as advancing strategic HRD 
practice. Characteristics of SHRD practice as defined by Ga- 
ravan (1991). See figure (left).

Traditional HRD program mission is defined as a focus on 
the methods of training and/or organizational including adult 
learning and human resource development theory, instruc
tional design and evaluation, organization development and 
group facilitation. See figure (right).

Characteristic 3 
Curricula

Curricular offerings that support strategic knowledge acquisi
tion were sought based on the knowledge items outlined in 
Chapter III plus strategic thinking. Including:

•  O r g a n iz a t io n  E f f e c t iv e n e s s

•  O r g a n iz a t io n  D e v e lo p m e n t ,  P e r f o r m a n c e  C o n s u l t in g ,  
o r  C o n s u l t in g  S k i l l s

•  O r g a n iz a t io n  T h e o r y

•  O r g a n iz a t io n  B e h a v i o r

•  O r g a n iz a t io n  S t r a te g y /S t r a t e g i c  P la n n in g

•  O r g a n iz a t io n  C h a n g e

•  O r g a n iz a t io n  C u l tu r e /C l im a te

•  I n t e m a t io n a l /C r o s s - C u l tu r a l  H R /H R D

•  G e n e r a l  M a n a g e m e n t

•  G e n e r a l  B u s in e s s

•  G e n e r a l  o r  S t r a te g ic  H u m a n  R e s o u r c e  M a n a g e 

m e n t /P la n n in g

•  S t r a te g ic  H u m a n  R e s o u r c e  D e v e lo p m e n t

Characteristic 4 
Academic Placement

P la c e m e n t  o f  t h e  H R D  p r o g ra m  in  t h e  a c a d e m i c  e n v i r o n m e n t  -  o f -  

f e re d  in  s c h o o l  o f  e d u c a t io n ,  b u s i n e s s  s c h o o l ,  o r  o th e r  a r e a .________

Figure 8. An evaluative HRD strategic competence framework.
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Each characteristic was tallied and frequencies were then evaluated by characteristic and 

then by institution (see Appendix B).

Findings

Characteristic 1: Number 
o f  HRD Programs

While the actual number of existing HRD undergraduate and graduate programs 

in the United States remains unclear, a total o f  45 programs at 40 institutions m et the 

four-part criteria (see Table 4). Six programs were identified as undergraduate HRD pro

grams and 39 programs were identified as graduate HRD programs. Degree types varied 

among the institutions. Fifteen programs grant M aster of Science degrees, eight pro

grams grant Master o f Arts degrees, and eight programs grant Master o f Education de

grees. Program titles also varied among the institutions including: Training and Devel

opment, Human Resource Education, Human and Organization Development, Training 

and Organization Development, Human Resource and Organization Development, and 

Organization Learning.

Characteristic 2: Strategic or 
Traditional HRD Mission

A thematic analysis o f the 45 program descriptions resulted in 18 o f the graduate 

programs clearly stating the word “strategic,” or a closely associated term, to describe the 

purpose of the HRD program (Table 5). Examples o f  strategic program descriptions are 

provided in Table 6. Less than five o f the programs had a clear mission statement. None 

o f the undergraduate HRD programs met the strategic mission criteria.
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Table 4

Institutions Assessed in HRD Study

I n s t i tu t io n  U n d e r g r a d u a te  d e g r e e  g r a n t e d  G r a d u a te  d e g r e e  g r a n t e d

A b i l i n e  C h r is t ia n M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t3
U n iv e r s i ty

A m b e r to n  U n iv e r s i ty M S  -  H u m a n  R e s o u r c e  T r a i n i n g

A z u s a  P a c if ic  U n iv e r  M A  -  H u m a n  &  O r g a n i z a t i o n  D e v e lo p 

s i ty m e n t3

B a r r y  U n iv e r s i ty P h .D . -  L e a d e r s h ip  &  H u m a n  R e s o u r c e  

D e v e lo p m e n t3

B o s to n  U n iv e r s i ty M .E d . -  H u m a n  R e s o u r c e  E d u c a t io n 3

B o w ie  S ta te  U n iv e r  M A  -  H u m a n  R e s o u r c e  D e v e lo p m e n t3
s i ty

C a r l o w  C o l le g e M S  -  P r o f e s s io n a l  L e a d e r s h i p / T r a i n i n g  

&  D e v e lo p m e n t

C o l o r a d o  S ta te  U n i M .E d . -  H u m a n  R e s o u r c e  D e v e lo p m e n t
v e r s i t y

F l o r i d a  In te rn a t io n a l M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

U n iv e r s i ty

F r i e n d s  U n iv e r s i ty M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t /O r 

g a n iz a t io n  D e v e l o p m e n t 3

G e o r g e  M a s o n  U n i  M S  -  O r g a n iz a t io n  L e a r n i n g 3
v e r s i ty

G e o r g e  W a s h in g to n M A  -  H u m a n  R e s o u r c e  D e v e lo p m e n t3
U n iv e r s i ty

G e o r g i a  S ta te  U n iv e r  M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

s i t y

I l l i n o i s  I n s t i tu te  o f M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

T e c h n o lo g y

I o w a  S ta t e  U n iv e r s i ty M .E d . -  O r g a n iz a t io n  L e a r n i n g  &  H u 

m a n  R e s o u r c e  D e v e l o p m e n t

(itable continues)
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Table 4 (continued)

In s t i tu t io n U n d e r g r a d u a te  d e g r e e  g r a n t e d G r a d u a te  d e g r e e  g r a n t e d

J a m e s  M a d is o n  U n i 
v e r s i ty

M  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

L o y o la  U n iv e r s i t y  

C h ic a g o

M S  -  T r a in in g  &  D e v e l o p m e n t

M a ry m o u n t  U n i v e r 

s i ty

M S  -  O r g a n iz a t io n  L e a r n i n g  +  M A  -  

H u m a n  P e r f o r m a n c e  S y s te m s

N o r th e a s te r n  I l l i n o i s  

U n iv e r s i ty

B A  -  H u m a n  R e s o u r c e  D e v e l o p m e n t M A  -  H u m a n  R e s o u r c e  D e v e lo p m e n t3

O a k la n d  U n i v e r s i t y B S  -  H u m a n  R e s o u r c e  D e v e l o p m e n t M  -  T r a in in g  &  D e v e l o p m e n t 3

P e n n  S ta te  U n i v e r s i t y M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

R o c h e s te r  I n s t i t u t e  o f  

T e c h n o lo g y
M -  H u m a n  R e s o u r c e  D e v e lo p m e n t3

R o l l in s  C o l l e g e M  -  H u m a n  R e s o u r c e s / H u m a n  R e s o u r c e  

D e v e lo p m e n t3

S ie n a  H e ig h t s  U n i v e r 
s i ty

M A  -  O r g a n iz a t io n  L e a r n i n g 3

S t .  J o s e p h 's  U n i v e r 
s i ty

M  -  T ra in in g  a n d  O r g a n i z a t i o n  D e v e l 

o p m e n t

S u f f o lk  U n i v e r s i t y M S  -  A d m in is t r a t io n  o f  O r g a n iz a t io n  

L e a rn in g

T e x a s  A & M  U n i v e r 
s i ty

M S  -  E x e c u t iv e  H u m a n  R e s o u r c e  D e 

v e lo p m e n t

T o w s o n  S ta te  U n i v e r 

s i ty
M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t3

U n iv e r s i ty  o f  G e o r g i a M .E d .  -  H u m a n  R e s o u r c e  &  O r g a n iz a 

t io n  D e v e lo p m e n t

U n iv e r s i ty  o f  I l l i n o i s ,  

U r b a n a  C h a m 

p a ig n

M .E d .  -  H u m a n  R e s o u r c e  E d u c a t io n 3

(table continues)
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Table 4 (continued)

I n s t i t u t i o n U n d e r g r a d u a t e  d e g r e e  g r a n t e d G r a d u a te  d e g r e e  g r a n t e d

U n iv e r s i t y  o f  L o u is 
v i l le

B S  -  T r a i n i n g  &  D e v e l o p m e n t

U n iv e r s i t y  o f  M in n e 
s o ta

B S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t M .E d . ,  M A  E d .D .  P h .D .  -  H u m a n  R e 
s o u r c e  D e v e lo p m e n t

U n iv e r s i t y  o f  S t. 

T h o m a s
M A  -  H u m a n  R e s o u r c e  D e v e lo p m e n t8

U n iv e r s i t y  o f  T e n n e s 
s e e

B S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t M S , P h .D . -  H u m a n  R e s o u r c e  D e v e lo p 

m e n t

U n iv e r s i t y  o f  T e x a s ,  

A u s t in

M A  -  H u m a n  R e s o u r c e  D e v e lo p m e n t  

L e a rn in g

U n iv e r s i t y  o f  W is c o n 
s in ,  S to u t

M S  -  T ra in in g  &  d e v e l o p m e n t

V a n d e r b i l t  U n iv e r s i ty  B S  -  H u m a n  &  O r g a n i z a t i o n  D e v e lo p 

m e n t

M .E d . ,  E d .D . -  H u m a n  R e s o u r c e  D e v e l 

o p m e n t

W e s t e r n  C a ro l in a  
U n iv e r s i ty

M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

W e s t e r n  M a ry la n d  
C o l le g e

M S  -  H u m a n  R e s o u r c e  D e v e lo p m e n t

X a v i e r  U n iv e r s i ty M .E d . -  E x e c u t iv e  H u m a n  R e s o u r c e  

D e v e lo p m e n t

“Strategic HRD program mission clearly stated.

Characteristic 3: Curricula

Rankings of the institutions by number o f strategic courses offered are provided in 

Table 6. Only 10 of the 45 programs offered at least 5 o f the 12 strategic course criteria 

used in the study.
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Table 5

Examples o f  HRD “Strategic ” Program Mission Statements

Institution Program mission

Abilene Christian "The Master of Science degree in organizational and human resource devel
University opment is a 36-hour program which focuses on organizational systems, cul

tural systems and human systems issues as they apply toward leading, admin
istrating and managing organizations."

Barry University "This program prepares you to help people and organizations adapt to con
tinuous change; increase the learning capacity of individuals, teams and or
ganizations to optimize growth and effectiveness; and to enhance the relation
ships between people, learning and organizations by using systematic change 
processes."

Boston University Students develop knowledge and capacities in planning, problem-solving, de
signing and evaluating instruction, and in analyzing and influencing organiza
tional behavior, policy, and change.

Friends University Utilizing the consultant-facilitator role, and the theory and technology of ap
plied behavioral science related to planned change, our students provide the 
leadership tools to improve an organization's visioning, empowerment, learn
ing and problem-solving process.. Our HRD students work with leaders and 
group to diagnose strengths and areas for improvement and jointly develop 
and deploy action plans for increasing organizational effectiveness and indi
vidual development.

Northeastern Illi "The Master of Arts Degree in HRD provides graduates with the skills neces
nois University sary to design adult learning, assume a management role in its development 

and delivery, and provide creative vision to the performance goals of organiza
tions in both public and private sectors."

Rollins College “Students acquire knowledge and skills in the areas of organizational strategy, 
training and development, selection and retention, organization change, em
ployment law, and human resource management. The MHR program also will 
enable participants to: Identify current human resource problems and formu
late plans for their improvement; Recognize how future trends can impact their 
organizations; Apply state-of-the art techniques and strategies in human re
source management. Become strategic business partners in their organiza
tions.”
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Table 6

Ranking o f  HRD Programs by Number o f  Strategic Courses

Ranking Number of 
courses Institution

1 8 Western Maryland College
2 7 Azusa Pacific University
3 6 U. of Illinois - Urbana Champaign
4 6 U. of St. Thomas
5 6 U. of Georgia
6 5 Barry University
7 5 Oakland University
8 5 Iowa State University
9 5 Loyola University Chicago
10 5 Marymount University
11 5 U. of Texas - Austin
12 5 U. of Wisconsin - Stout
13 4 George Washington University.
14 4 Rochester Institute of Technology
15 4 Siena Heights University
16 4 Towson State University
17 3 Friends University
18 3 Northeastern Illinois University
19 3 Xavier University (OH)
20 3 Colorado State University
21 3 Vanderbilt University
22 2 Abiline Christian University
23 2 Boston University
24 2 Carlow College
25 2 George Mason University
26 2 Rollins College
27 2 Amberton University
28 2 St. Joseph's University
29 2 U. of Minnesota
30 2 Western Carolina University.
31 1 Bowie State University
32 1 Penn State University
33 1 Suffolk University
34 1 Texas A&M University
35 1 U. of Louisville
36 0 Florida International University.
37 0 Georgia State University.
38 0 Illinois Institute of Technology
39 0 James Madison University.
40 0 U. of Tennessee
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Characteristic 4: Academic Placement 
o f  HRD Programs

Twenty- two o f the HRD programs are offered in Schools or Colleges of Educa

tion, 7 programs are offered in Schools o f Business or Management, and 16 programs are 

offered in other areas including Schools o f Public Affairs/Policy and Schools of Graduate 

or Professional Studies (see Table 7).

Top Schools fo r  Strategic HRD

Eighteen o f  the 45 total programs were found to describe their purpose using stra

tegic terms and offered courses that could be applied in the acquisition o f  strategic 

knowledge and skills, or the development o f  strategic capabilities (see Table 9).

Limitations

Several limitations in this study should be noted before further discussion of the 

findings. First, only degree-granting programs that were accessible on the World Wide 

Web were studied. It is likely that other HRD programs have strategic mission state

ments or offer courses for strategic knowledge acquisition. Second, the interpretation of 

statement and course offerings was entirely subjective and greatly limited given the 

amount of available information provided in the type of medium used for data collection. 

It was often difficult to decipher which courses were required and which were electives.

In several cases, strategic courses were offered as electives, which means that students 

may or may not include such courses in their programs of study. Therefore, one cannot 

assume that strategic knowledge, skills, or capabilities were acquired. Third, the study 

was systematic insofar as the evaluations o f  the programs are representations of what
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Ranked HRD Programs with Strategic HRD Mission and Courses
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10 F r ie n d s X X X
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Table 8

Academic Placement o f  HRD Programs

Placement

School of Education

Barry University (4)
Boston University (14)
Colorado State University 
Florida International University 
George Washington University (6) 
Iowa State University 
James Madison University 
Northeastern Illinois University (11) 
Oakland University (5)
Penn State University

Suffolk University 
Texas A&M University 
Towson State University (9) 
U. of Louisville 
U. of Minnesota 
U. of St. Thomas (3)
U. of Texas - Austin 
Vanderbilt University 
Western Carolina University

School of Business of Management

Amberton University 
Azusa Pacific University (1) 

Iowa State University 
Marymount University 
U. of Texas -  Austin 

Western Maryland College 
Xavier University (OH) (12)

Other

Abiline Christian University (13) 
Amberton University 
Bowie State University (18) 
Carlow College (15)
Friends University (10)
George Mason University (16) 
Georgia State University 
Illinois Institute of Technology

Loyola University Chicago 
Rochester Institute of Tech. (7)
Rollins College (17)
Siena Heights University (8)
St. Joseph’s University
U. of Illinois - Urbana Champagne (2)
U. of Tennessee

Note. Numbers in parentheses denote ranking shown in Table 7.
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was found on the World Wide Web. The systematic analysis did not extend to the course 

catalogs or course syllabi. Therefore, the sampling is limited to online data sources. 

Fourth, given that there are no common standards o f HRD education, the framework used 

to evaluate the programs should be viewed as tentative.

Discussion

Despite the limitations, the study does suggest that emphasis on SHRD and basic 

organizational strategy are not adequately addressed in undergraduate or graduate HRD 

education. Moreover, there appear to be inconsistencies in HRD education standards, 

which supports Gaudet and Kotrlik’s (1995) observation o f the discontinuity o f HRD 

preparation. Several themes emerged from the study. First, when applying the “strategic 

mission” criteria to the programs, only 18 out of 40 programs resulted. For the student 

seeking a cutting edge (strategic) HRD program, or an employer seeking to recruit gradu

ates with strategic knowledge and skills, there are limited choices. Second, most o f  the 

programs that were found to be strategic according to their mission, offered few courses 

that supported the strategic knowledge gain. On the other hand, there were a few cases 

where programs with traditional missions were found to offer some strategic-oriented 

courses. Third, the placement o f  HRD programs in the academic structure is varied. Half 

of the HRD programs were offered in Schools of Education while Schools o f Business or 

Graduate/Professional Studies offered the other half o f  the programs sampled. This was 

not at all surprising given the multidisciplinary nature o f  HRD. One interesting finding 

was that the top ranked institution for both strategic mission and courses (Azuza Pacific) 

is offered in a School o f  Business. It makes sense that the program requirements and
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course offerings would offer an opportunity for strategic knowledge gain. Finally, sev

eral strategic HRD program exemplars were found.

The Azuza Pacific program is competency-driven and requires courses including 

Management for the Worldwide Organization, Leadership and Managerial Ethics, 

Strategy and Planning, and Organizational Design. Boston University’s program is also 

competency-driven with an emphasis on

reflection, thinking strategically about business problems and solutions, collabo
rating with people with diverse work situations, understanding the functional 
theories o f  human-performance technology, analyzing work performance, organ
izational structures, and organizational processes, designing and implementing 
business solutions; managing people, processes, and projects; and assessing the 
effectiveness o f business interventions. (Boston University, 2002, n.p.)

The University o f Illinois, Urbana-Champaign recently reintroduced its program with a 

global emphasis. The global HRD course o f study includes: Training and Development 

for Business and Industry; Business Principles for HRD Professionals; Project Manage

ment; and Strategic Planning, Quality, and Process Improvement. However, no course 

offerings related to international business or globalization, or even cross-cultural under

standing, were found.

Areas fo r  Further Study 

Further research is needed to expand on the research findings presented. Given 

the limitations o f  the present study, a deeper inquiry into HRD programs using standard 

assessment criteria, and in cooperation with the institutions, would be useful to better un

derstand program requirements and outcomes across programs. A comparative study o f 

industry expectations and academic program offerings in the United States, or a bench

marking study, could prove useful for improvement in academic preparation programs as
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well as continuing education programs. A survey o f  HRD and OD graduates and their 

perceived level o f strategic competence is also recommended.

Recommendations fo r  Education and  
Professional Development

Improving HRD Education

The Business-Higher Education Forum, for example, reports several recommen

dations related to industry needs o f the future workforce and how business and industry 

could work collaboratively to generate change (Davis, 2001). One o f the recommenda

tions suggested that “business and higher education should develop a collaborative proc

ess for restructuring curricula and teaching methods, thus allowing them to keep pace 

with the changing global economy” (p. 13) and “provide more opportunities for college 

students to take theoretical concepts and apply them to ‘real’ learning experiences”

(Davis, 2001, p. 13).

It is vital for students to possess the skills necessary to cope with and manage the 

advanced information technology in an increasingly global environment. Retooling is 

needed -  quickly. HRD curricula need to be reexamined to ensure the inclusion o f stra

tegic competence. As previously suggested, collaboration between HRD educators and 

practitioners in the revision o f HRD curricula is viable and needed (Thacker, 2002). 

Thacker’s (2002) case study on the revision o f HRM curricula is a useful model, which 

emphasizes the following:

1. Practitioner input;
2. Adoption of creative approaches to student learning;
3. Development o f specific measurable outcomes;
4. Observable demonstrations o f the learning o f  those outcomes;
5. Creation of projects grounded in real-world business problems, (p. 31)
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Business school models may be useful in this process because MBA programs 

explicitly address the global competitive, cultural, and economic factors that shape the 

environment in which firms operate. Or, in the case o f  two institutions reviewed in this 

study, partnerships between business and HRD programs should be explored. As a start

ing point, programs should integrate strategic thinking skills throughout current curricula. 

An example o f how this was done in one undergraduate course is addressed in Chapter V.

The academic placement o f  HRD programs was an interesting finding. The fact 

that HRD programs exist in numerous locales in the academy underscores the dilemma 

mentioned previously concerning the multidisciplinary nature o f HRD practice. This pre

sents a unique opportunity for HRD practice because it provides a broader context for 

cross course listings, enabling HRD educators to provide a more holistic curriculum. 

Clearly, HRD programs should not take on a business identity. However, students would 

benefit from shared resources and expertise that would be available in a business- 

education school partnership.

Sunoo (1999a) offers another perspective on HRD education. She studied HR 

practitioner profiles and how they boosted their strategic competency. It was concluded 

that practitioners who are committed long-term and are interested in chief learning officer 

or chief strategy officer roles may want to consider pursuing a Master o f Business Ad

ministration degree. One practitioner commented, “If you want to be taken seriously by 

senior management, then you must play at their level” (Sunoo, 1999b, p. 81).

Improving Professional Development

In the previous chapter, two recommendations were made to improve professional 

development as it relates to strategic competence: (a) increase availability o f workshops
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and seminars that address strategic themes in HRD and (b) create communities o f prac

tice as a strategy for building shared knowledge among practitioners.

J. Walker (1990) suggested that strategic capabilities be developed within the or

ganization through in-house training. He further suggested the involvement o f the CEO 

in developing practitioners for strategic roles. In this scenario, competencies can be 

honed and expanded through individual and group learning. This is viewed as a viable 

option in that it combines the structure o f a workshop format with elements o f the CoP, 

thereby creating a strategic learning community.

Conclusion

No systematic study o f  HRD undergraduate and graduate education was found in 

the HRD literature, prompting the need for the present study. This study describes the 

state o f  HRD education as it relates to the question: Is SHRD being taught? It can be rea

sonably concluded that SHRD not being taught, or at least programs are not explicit in 

describing their programs as such. HRD education is inconsistent and has not kept pace 

with the changing needs o f contemporary organizations. Given that HRD practitioners 

are being called on to fulfill strategic and other roles unlike traditional training, there is a 

need for improvement in HRD education.

Practitioners and educators should work in partnership to improve HRD educa

tion, as described by Thacker (2002), by first assessing what industry needs and then by 

developing or changing curricula to meet those needs. It is recommended that HRD pro

grams become mission-driven and be revised or built to reflect the needs o f  changing or

ganizations.
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CHAPTER V

THE SCHOLARSHIP OF TEACHING: DEVELOPING STRATEGIC 

THINKING SKILLS -  HOW ONE UNDERGRADUATE COURSE 

IS DESIGNED AND FACILITATED

One o f the great academic challenges for management instructors is developing 
interesting and educational forums to help students learn and integrate abstract 
concepts. (Barbuto, 2000, p. 288)

People who are successful strategists have distinct qualities and act in distinct 
ways. (Linkow, 1999, p. 1)

Few exemplars in teaching practice were found that focus on strategic compe

tence in general, and specifically, the development o f  strategic thinking skills in under

graduate or graduate HRD education. Strategic thinking, as defined in the previous chap

ter, is “the ability to understand rapidly changing environmental trends, market 

opportunities, competitive threats, and strengths and weaknesses of their own organiza

tions, to identify the optimum strategic response” (Spencer & McClelland, 1994, p. 35).

Movement toward innovation in undergraduate management education is evident 

(Bilimoria, 1998), as higher education institutions implement “mission-driven curricular 

innovations” (p. 365). However, there is a gap in the HRD literature related to teaching 

and learning innovations that build strategic competence. Therefore, this chapter relies 

on teaching and learning models advanced in the management literature.

87
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A trend noted in the literature is the attention being given to integrative experi

ence such as “real world” application. The question that Bilimoria (1998) posed is, “How 

can integrative experiences be successfully woven into the curriculum?” (p. 366). What 

teaching and learning strategies might aid students’ development o f  strategic compe

tence? This chapter describes an effort to revise an undergraduate organization theory 

course to emphasize strategic thinking skills and practice. The course emphasizes the 

integration o f strategic thinking skills to help students to perform in strategic organiza

tional roles. Such an approach has not been considered in the current HRD literature to 

date.

Background

There is evidence o f the need for innovation in management teaching and learning 

from an academic perspective, as was previously mentioned, and from an industry per

spective. Recent innovations in management education have been chronicled, for exam

ple, in the Journal o f  Management Education. Bilimoria (1998) wrote in her editorial 

introducing a special issue on this topic:

Contemporary innovations include enhanced emphases on managerial skills 
assessment and development; the technological capability o f students; newer 
communication methods and infrastructures for teaching diverse and dispersed 
students; increased real-world immersion experiences built into program require
ments; and the cross-disciplinary integration of management subject matter, (p. 
565)

As concluded in the previous chapter, no HRD curricula were found that empha

size strategic thinking or teach students to link theory and practice in ways that result in 

the development o f strategic competence. In previous chapters, the need for strategic 

competence has been addressed at length. This chapter has two underlying themes. One
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theme addresses one aspect o f strategic competence and shows how strategic thinking 

was integrated in an undergraduate organization theory course. The second theme is the 

incorporation o f “teacher as learner” reflections to demonstrate how reflective practice 

can be used for professional growth.

Organization o f  the Chapter 

It is believed that in order to develop strategic thinking skills and build strategic 

competence, students need to make the connection between theory and practice and im

mediately apply their learning to real world situations. Therefore, this chapter has three 

purposes. First, a basic course description will be provided to orient the reader to the 

layout o f the organization theory course. Second, this study takes to heart Bilimoria’s

(2000) assertion that management educators need to reflect on their own learning and as

sess their own readiness to engage students in studying organizations in a complex world. 

Some reflective notes are provided to orient the reader to the background and experience 

of the instructor. Third, several o f  the teaching approaches and learning activities will be 

described to demonstrate how strategic thinking was integrated in the course.

Course Introduction 

Advanced Organizational Theory (AOT) is a core course o f  an undergraduate 

human and organizational development program that, in this particular case, is taught 

from a management perspective. M ost o f the students enrolled are juniors and seniors 

majoring in human and organization development (HOD) with a concentration in leader

ship and organizational effectiveness. Typically, four or five sections are taught each 

semester. The college catalogue describes this course as:
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A comprehensive study o f the evolution and current status of the theories and ap
plied research in organizational design, organizational behavior and organiza
tional effectiveness. Using a systems theory perspective, emphasis is placed on 
organizational development processes and techniques including matrix/self
directed work teams, job/task redesign, visioning, strategic planning, empower
ment, continuous quality improvement, learning organizations, conflict resolution, 
and risk management. Simulated organizational interventions, planned change 
strategies and systemic assessments will be designed and evaluated. Student’s 
skills in problem identification, research, planning, assessment, oral presentation 
and professional writing will be reinforced. (Peabody College o f Vanderbilt Uni
versity, 2002)

Reflections on Teaching and Practice

As management educators, we must assess our readiness “to engage in a man
agement education world characterized by speed, value creation, visionary leader
ship, constant change, diversity, boundarylessness, e-commerce, knowledge lead
ership, and the other so-called 21st-century management constructs whose mantras 
we spout so readily to our students.” (Bilimoria, 2000, p. 302)

What Do I  Teach?

I was first asked to teach AOT in 1999 as part o f my graduate teaching assistant 

duties while completing doctoral coursework. The first semester was rather unsettling 

due to my lack o f formal college teaching experience. I decided to “go with the flow” 

that first semester. Two factors helped me to design the course.

First, I am very interested in the subject o f  organization theory. You might say 

that I have a passion for it. In my grade school years, my father was in the process o f 

earning an MBA. We often talked about pioneers o f organization theory like Frederick 

Taylor, Mary Parker Follett, and Peter Drucker (and we still do today). My father made 

their contributions sound interesting and he talked about them like theoretical giants, ju st 

like one would name sports legends. I have always said that if  there were organization 

theorist trading cards, you can bet that he would have a set.
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Second, I deliberately framed the course based on what I, as a human resource 

and organization development practitioner, practice everyday. I thought about what 

helped me to establish credibility with my peers and superiors in my corporate work set

ting, and I soon realized that much of what I apply in the workplace did not mirror what I 

was expected the students to leam. I decided that it was important to teach what I know 

-  the rough terrain and complexities of being a change agent in a fast-paced and competi

tive organizational environment.

The Students

During the first course in 1999,1 quickly learned that the students were for the 

most part interesting, bright, articulate, and, in a few cases, experienced in the ways of 

the real world. Judging by the students’ evaluation o f the course at the end of my first 

semester o f teaching, their interest in taking an organization theory course was, not sur

prisingly, quite low. Nevertheless, I was intrigued by the students’ work-related experi

ences. Many had completed internships at top consulting firms, at Madison Avenue ad

vertising firms, and in major financial institutions. I never will forget the student who 

worked at an investment firm in Hong Kong the previous summer. He told the story -  

not in a boastful way -  about what he had learned. He said, “Oh, I just shadowed the VP 

around and when he was busy I hung around with the brokers and learned how to trade 

stocks.” I asked, “Well, how’d you do? What did you leam?” He answered, “I made an 

undisclosed amount o f  money!” Sometimes I think teachers underestimate the value of 

what students already know.
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Constructivist Pedagogy

I found it helpful to leam about constructivist pedagogy, which was applied in the 

redesign and facilitation o f the AOT course. According to Billett (1996), constructivism 

assumes that the learner does not passively absorb knowledge but actively constructs 

knowledge in relation to their experience. Kerka (1997) explained, “Teachers facilitate 

learning by encouraging active inquiry, guiding learners to question their tacit assump

tions, and coaching them in the construction process” (p. 3). The AOT course assumes, 

based on the course prerequisites, that students enter the learning environment with gen

eral knowledge o f organizational concepts including: systems thinking, group dynamics, 

and teamwork. In the third phase of the course, I shift from an instructor role to a facili

tator/coach role and engage the students in the application o f organizational analysis the

ory to projects o f their choosing. This third phase o f the course is described later in the 

chapter.

Instructor as Facilitator

One of the first decisions I made was to be clear about my role. Given that I fa

cilitate groups in a variety o f settings as part o f my job and in community activities from 

day to day, it made sense that I would adopt the same role for the course. Role clarifica

tion created some parameters for the course design because when I am in my facilitator 

role, my job is to organize a climate so that the group can be productive, foster interac

tion, learning and dialogue, keep the group on track, model appropriate behaviors for 

group interaction and leadership, and to design a process to accomplish a specific objec

tive. It freed me from focusing on my role as a teacher.
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My 15 years o f experience as an organizational leader, project manager, internal 

consultant, and now external consultant provided expert knowledge from a practical per

spective. What I did not have was an expansive knowledge base about organization the

ory, which was unnerving given that I was now instructing a course on the subject.

I entered my teaching role with a strong sense o f responsibility and the need to 

achieve a high level of credibility with the students. It took a couple o f semesters to ac

quire the level of knowledge that made me comfortable enough to impart theoretical 

knowledge to a group of students, but this didactic approach did not fit my style -  and the 

students noticed. They let me know that what they valued most about the course was my 

“real world” experience and the ways I challenged them from that perspective. That be

came more and more evident as their questions focused more on my consulting and other 

work experiences than on theory. I also found myself responding in discussions saying, 

“Yes, that may work in theory, but what happens when your boss comes to you and says 

. . . . ? ”

By the third semester o f teaching AOT, I had changed the course and decided to 

structure only half o f the course. I discovered that the students were getting more out o f 

my failures and successes as a practitioner, which is based on analyzing and responding 

to strategic challenges in the organization. This requires a different kind of thinking than 

that which is critical or theoretical thinking. I will use the analogy o f  a goalie in the 

game o f hockey. When the opposing team (let us say the forces in an organization’s en

vironment including competition, political, social, or economic) is moving fast and ready 

to impact your game, my job is to be equipped and ready to respond -  sometimes in a 

split second, relying on my knowledge o f  the “game” and ability to think strategically.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

94

Realizing, too, that most of the students revealed that they were not necessarily going into 

the HRD field (hence the need for strategic thinking skills), I changed my mindset from 

teaching to facilitation. Relying on my strategic thinking abilities led me to restructure 

the course and allow myself, and the students, to leam by doing, with an emphasis on 

linking theory and practice.

The Course Design

Course Description

The AOT course design is firmly rooted in the open systems view that the envi

ronment in which organizations operate is constantly changing. The syllabus (see Ap

pendix C) includes the following description:

This course is designed to prepare students to comprehend, analyze, explain and 
respond to organizational dynamics at the “macro” level and to become strategic 
thinkers in organizations. The course is intended to achieve this by developing a 
systematic understanding o f the complexities o f organizations in modem society. 
(Course Syllabus, 2002)

Course Goal and Objectives

Specifically, the goal is for each student to develop knowledge and skills to be 
able to make significant contributions in organizational settings in the future. To 
achieve this, the course discussions and assignments are organized so that stu
dents will develop in the following areas: Discovery (conducting research, mak
ing sense o f it and then reporting results); Application (demonstrating that stu
dents can explain and respond to organizational challenges by applying theory to 
real situations); Teaching (sharing knowledge and engaging others in improving 
their understanding of organization theory); and Integration (demonstrating com
prehension o f course material).

Students are expected to be able to:

•  Identify and explain the nature of organization theory (Discovery);
•  Research and report on a trend in the world o f organizations (Discovery);
•  Conduct an organizational analysis using theory o r tools (Application & Inte

gration);
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• Demonstrate strategic thinking skills by preparing a strategic plan (Applica
tion); and

• Present (orally) coherent analyses and conclusions (Teaching).

Students apply and further develop skills in the following areas:

•  Planning
•  Teamwork
• Communication
• Consensus-Building
• Presentations
• Critical Thinking
• Strategic Thinking
• Research & Analysis
• Professional Writing

Course Framework

The 14-week course is divided into three phases that make up the Organization 

Theory Learning System, as shown in Figure 9. The first phase o f the course (approxi

mately 2 weeks) focuses on course orientation activities and provides a  broad overview 

o f organizational thought. The second phase o f the course (approximately 3 weeks) fo

cuses on organizational analysis and several constructs that are applied in strategic plan

ning or in developing organization effectiveness strategies. The third and final phase of 

the course is devoted to what Watson and Temkin (2000) referred to as “just-in-time 

(JIT)” teaching. In this phase, the course focuses on the application o f theory to a “real 

world” class project. A description o f each phase o f the course and examples o f teaching 

and learning activities are provided later in the chapter.
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The Organization Theory Learning System

The Evolution of 
Organizational 

Thought

Organizational 
Analysis

Unking 
Theory & Practice

Levels of Analysis

Human Relations School External Environment
Development ft 
implementation of a 
Strategic Plan that 
involves the application 
of theory

Organizational SizeBehavioral School
Organizational Structure

Modem School Organizational Ufecyle

Organizational Excellence
Post Modem School

Organizational Culture

Strateaic Thinkin

Figure 9. Organization theory learning system phases.

Phase One: Course Orientation and the Evolution 
o f  Organizational Thought

Course Orientation

The course opens with an orientation during which time the students are given an 

overview of the course and are informed about their role in making it a success. The cli

mate for the course is described as being what they might experience in a management 

training and development program in a work setting. The mission, goals, and desired 

skills are explained. The major concepts to be studied in the course are described, with

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

97

particular attention given to making a case for why the study o f organization theory is 

valuable and presenting the concept o f  strategic thinking.

First Assignment: Course Preparation

Just as they would encounter in a real training situation, the students are asked to 

complete a student profile to assess their knowledge, interests, learning needs, and expec

tations for the course. They submit a resume and sign a contract indicating that they have 

read and understand the terms and conditions of their role and the expectations o f  the 

course.

Examples o f  Student Expectations

1. “To leam how real organizations operate.”

2. “To provide a ‘different’ experience from traditional course.”

3. “To improve my presentation skills.”

4. “To gain real work experience.”

5. “To leam how to be an effective member o f an organization.”

6. “To leam how to navigate the obstacles o f organizations as an African Ameri

can man.”

7. “To apply theory to the real world.”

Examples o f  Student Aspirations

1. “To be a successful senior official in an international corporation or run my 

own business.”

2. “To work in an HR role in a nonprofit setting.”
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3. “To become a magazine editor.”

4. “To go into marketing.”

Small Group Exercise: O T in the 
"Real World"

During the second week o f the course, the students are given an in-class, small- 

group exercise designed to introduce them to the concept o f strategic thinking. The 

learning goals are: (a) to experience how to identify variables that lead to problem formu

lation (being able to define and articulate a problem), and (b) to get oriented to one an

other in preparation for future group work. The learning objectives are: (a) to break out 

o f  the traditional course mode and work toward an interactive course climate; (b) to pro

mote participation, camaraderie, and discussion; and (c) to get a sense o f how OT is ap

plied to real situations.

Phase Two

By the third week o f the course, the students have been exposed to the basic pre

cepts o f organization theory. In Phase Two, the focus o f the course turns to organiza

tional analysis when students are asked to think about theory and various frameworks like 

tools in a tool kit. The more they know about the tools the more they will be able to rec

ognize when it is appropriate to apply them. Preparing for a job interview is an example 

used to make the point. M ost students do their homework when preparing for an inter

view: finding out what the organization does, where they are located, and so forth. A 

student with a strategic “sense” will not only know these basics, but can quickly apply 

theoretical “tools” to get a sense o f the big picture and know the types o f  questions he or 

she could ask to get beyond surface-level questions. To really know an organization is to
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know its systems and subsystems, how it interacts with its external environment, what 

forces impact its current state, and how it is structured.

In Class Video Exercise: The Real West Wing

Another exercise designed to development strategic thinking skills is the video 

exercise called The Real West Wing. The learning objective is to apply (Practice) Daft’s

(2001) organizational analysis model that identifies the structural and contextual dimen

sions of organizations.

In Class Exercise: "Project Greenlight"

Project Greenlight is an ideal laboratory for observing group and organizational 

dynamics in the world of filmmaking. Project Greenlight is “a 13-episode HBO docu

mentary series that chronicles the making o f an independent feature film” (Project 

Greenlight, 2002). Episodes are viewed in class throughout the semester. In the current 

world o f “reality TV” it was not surprising to find that the students engaged in the pro

gram. Project Greenlight is a feature film-length case study that provides poignant 

scenes that depict the trials and success o f a completing a major project. Organizational 

concepts addressed include: organization structure, group dynamics, power and influence, 

budget constraints, and organization culture in a “real world” setting. The program is 

ideal because it features a leader (director) struggling to make his first film and a diverse 

group of people working in teams on a  movie set, to which most undergraduate students 

could relate.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

100

Second Assignment: Trend Analysis

The ability to scan the environment for critical information is an essential strate

gic thinking skill (Thompson & Cole, 1997). This assignment requires students to read a 

wide variety o f  publications o f their choosing, and then select what they believe is an in

teresting trend facing organizations. In my experience as an internal and external con

sultant, clients often request briefings on issues that could be useful in designing a strat

egy or in solving a problem. This type o f  information is often gathered for benchmarking 

to identify best organizational practices. What may be slightly different about this as

signment compared to other types o f reports is that the students have only one week to 

complete it. This provides a real-world application because it requires them to quickly 

scan and summarize material. Details on this assignment are provided in Appendix C.

Third Assignment: Strategic Plan

Several attempts had been made in this course to engage students in learning 

about strategic planning. The most challenging aspect o f this module was helping the 

students leam the difference between a vision and a mission. Time and other constraints 

would not allow the development o f  a strategic plan for a real organization. The students 

develop a strategic plan for Me, Inc. (themselves). It was designed to make the planning 

process relevant, thereby enhancing the student’s learning about strategic planning con

cepts. Details o f  this assignment are provided in Appendix C.

Phase Three

The Class Project

This week, be sure to bring your creative hats to class. We'll be going through 
several activities to dream up our project. Be sure you have read the "What
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Strategic Thinkers Do" article. This is where YOU take leadership and ownership 
o f the class, so I'm looking forward to learning from you and facilitating your ap
plication o f the concepts you've been introduced to in class. (Email to class)

The class project is the most exciting aspect o f the course, but also challenging in 

terms o f  the coordination required to make it meaningful and relevant. At this point in 

the course I step aside as an instructor and take on a coaching role. Just before the mid

semester break, the students are asked to develop their class project.

They are intentionally given loose parameters, which creates a  great deal o f  frus

tration for them because o f the lack o f structure. I usually send an email to the class to 

help the get focused.

Class - The third phase o f  2720 is focused on a project or several smaller projects 
that allow you to apply the major concepts that you have been exposed to in the 
course. We know that great things happen (personally and in organizations) when 
there is a clear vision and mission in place. The purpose o f this discussion thread 
is to generate thoughts about the capstone project and what it COULD be. At this 
point, I encourage you to NOT think about what is practical or doable in the limits 
o f  the course, but to just consider possibilities.

Post your thoughts on the following questions. You need not answer them all at 
once. Come back to the thread a few times over the next week and add your ideas 
based on what has been posted.

What do you want to get out o f  the project experience?

How do you think the project might benefit you now and in the future?

What do you want to leam?

What is the one thing that could happen with this project that would be beyond 
your wildest dreams?

The project can involve the whole class, or several small group projects can be 

done. In their frustration, the students soon figure out that without a solid plan and clear 

strategies, the project remains difficult. The only requirement is that the students must 

demonstrate their knowledge and skills in organization theory and organizational
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analysis. The rest is up to them. An example o f one class planning process is provided in 

Appendix C.

Every project has been different, but the outcomes have been the same. The stu

dents leam the value o f  developing a plan and executing it, they gain a sense o f accom

plishment, and they apply their knowledge in a real world setting. An example o f  a com

plete class project is provided in Appendix C.

Course Reactions and Reflections 

Effective facilitators are constantly in tune with groups to ensure an optimum climate 

for learning and productivity. Throughout the AOT course, I facilitate discussions with 

the students about the ways in which the course is and is not working. This open discus

sion method is essential in encouraging the students to feel a sense o f ownership about 

their learning and to allow them an opportunity to practice giving feedback to someone in 

an authoritative role. The final exercise used in this course is a reflective essay. The stu

dents are asked to respond to the following question:

A semester la te r . . .  we are having a cup of coffee in the Hill Center and talking 
informally about your experience in Advanced Organization Theory. You de
scribe what stood out for you in terms o f what you learned in the course. You tell 
me what you would do to enhance the course in the future (framework, content, 
activities, readings, materials)? Finally, you describe the advice you would give a 
student who takes this course in the future.

Following are excerpts from reactions written by the students, along with my own reflec

tions on the course experience.

I did not know what to expect when I signed up for the course. I thought that Ad
vanced Organization Theory sounded like all o f my other HOD classes, but I 
hoped it would be interesting and that I would leam things that I could apply to 
any line o f work . . .  I thought that the SWOT analysis was the best tool I learned 
all sem ester. . .  Another important aspect o f the class was the in depth discussion
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o f the importance o f an organization’s culture, especially when implementing new 
programs or merging two companies. (Student 1)

One thing I really loved was how much responsibility was placed on the students. 
You were our boss and we were the employees. We had a job to do, deadlines to 
make, and problems to solve. This class had a business-like environment that bet
ter prepared me for future jobs. This was the first class that taught me that you do 
not just read off a PowerPoint presentation and expect to get your point across. 
(Student 2)

One o f the challenges in teaching undergraduate organization theory is the fact

that the vast majority o f the students have little work experience. Finding activities that

are meaningful and promote learning are often difficult to construct. This particular

semester, I shifted away from teaching theory and engaged the students in learning how

to use planning and analysis tools, for example mind mapping, scenario planning, and

SWOT (strengths, weaknesses, opportunities, and threats) analysis.

We had an extraordinary opportunity to apply theory to up-to-the-minute events, 
and I feel that this is important because it helps the students to stay connected to 
the outside w orld .. . .  The test where we got to apply concepts to different situa
tions was very helpful in putting what I learned in place in the real world. (Stu
dent 3)

Memorization o f theory and tools is not a useful learning strategy in AOT. Quiz 

and final examination questions are drawn from business news articles that were typically 

published during the week of the test. This reinforces the “just-in-time” teaching ap

proach and forces the students to apply their strategic thinking skills to real time situa

tions. Following is sample examination question:

On December 5,2001, Hospitals X and Y will merge their primary care clinics 
and operate one comprehensive clinic, which will be operated by Hospital X. The 
CEO of Hospital X says that a major problem in the merger is the conflict be
tween how we do things at X (we are a community hospital) and how things are 
done at Y (a teaching hospital).
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1. Since Hospital X is absorbing Hospital Y, (doctors, nurses, residents, etc.), 
what response would you give the CEO o f Hospital X  that might help her 
make sense o f the challenge?

2. What strategies would you recommend to bring these two cultures to
gether?

Some students found opportunities to immediately apply their learning.

Changing the fundamentals o f an organization is something that I have been try
ing to do [in a student organization]. Once the course got underway, I decided to 
take another stab at it. Now I work toward making small changes and eventually 
got the Board to accept a new proposal that didn’t change everything so radically. 
(Student 4)

After learning much information I can go into almost any organizational setting to 
evaluate, consult and correct organizational and behavioral situations. (Student 5)

As mentioned earlier, one o f my concerns about teaching undergraduate organiza

tion theory is the student’s lack o f work experience. I often hear them talk about organ

izational situations or what they would do in situation, and their responses have a naive 

quality to them that concerns me. I try as much as possible to paint a realistic picture of 

what happens in real organizational work. In internal and external consulting, most o f the 

time there are no quick fixes. While I am always pleased to see when a student demon

strates confidence in their abilities, I find myself reminding them that being able to talk 

about a theory you would apply in a situation is different from implementing it. You 

have to be able to produce results because that is what builds credibility.

Student Suggestions fo r  Improvement

Students offered constructive feedback on ways to improve the AOT course ex

perience. In the final course evaluation, I ask the students to list the things that they 

would want more of, or less o f  in the course. Examples from a recent semester include:
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1. More opportunities to give presentations

2. Less time on evolution o f organization thought and

3. More opportunities to demonstrate competence.

4. More speakers. “ I loved when the professor deviated from the norm and in

vited guest speakers to the class.”

5. Less use o f  the current textbook. A student writes, “Ditch the Textbook. The 

material in the book was too heavy to be o f any help. It was so confusing that I stopped 

reading it and did just as well on the assignments.”

6. More examples o f  consulting projects.

7. More small group activities “to encourage more participation throughout the

class.”

8. More opportunities to get out and visit organizations. “We attempted to do 

this but due to the time o f the course (mid-morning), we could not accommodate every

one’s schedule.”

Discussion

Trade-offs were frequently considered in revising this course. First, there is the 

trade-off between providing a thorough treatment o f organizational theory and opting for 

the applied approach. H aving tried both, the applied approach has proven to be more ef

fective. Second, there is a  trade-off between structuring the students’ activities over the 

full semester and allowing them  to design their own projects. Given that the students 

who have taken this course have little to no work experience, I have leaned toward a 

structured approach. Recently, I have found success in the self-directed approach, but 

this decision should be m ade based on the experience and motivation level o f the group.
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Finally, there is a trade-off between using an organization theory textbook and not using 

a textbook at all. Three textbooks have been tested in the course, and it is my conclusion 

that no one book meets the needs o f an undergraduate course. Examples used in the text

books tend to be dated and overlook non-business organizations (e.g., nonprofits, gov

ernment agencies). What has been most useful is to draw primarily from the World Wide 

Web and publications like Nonprofit Times, Fast Company, and the Wall Street Journal.

Recommendations

The Strategic Learning Cycle: A Link 
Between HRD Theory and Strategic 

HRD Practice

The development and delivery of the AOT course was found to follow a four- 

stage process, proposed as the strategic learning cycle, as shown in Figure 10. This proc

ess mirrors Kolb and Fry’s (1975) experiential learning cycle, which “emphasizes the 

important part that experience plays in the learning process” (Boud et al., 1985, p. 12). It 

is also informed by Boyer’s (1991) recommendation that learning at the graduate level, 

should encompass four domains o f learning: the scholarship o f discovery, the scholar

ship o f application, the scholarship o f integration, and the scholarship o f teaching. These 

two concepts have been considered in the creation o f  the Strategic Learning Cycle.

In Stage 1 (Discovery), the learner is initially exposed to abstract concepts (e.g., strategic 

thinking or the five schools o f organizational thought). In Stage 2 (Testing), the learner 

is prompted to test the implications o f the concepts through individual and small group 

exercises and leam ways that his or her knowledge and experience can be used in the ap

plication o f  those concepts. In Stage 3 (Application), the learner is provided the
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Stage 1

Figure 10. Strategic learning cycle.

Note. Based on “The Scholarship o f  Teaching from Scholarship Reconsidered: 
Priorities o f the Professoriate,” 1991, by E. L. Boyer, n.p., College Teaching, 39(1).

opportunity to test the concepts he or she has learned in a real-world situation (in this 

case, the group or class project). Stage 4 (Integration) is the final stage in which the 

learner reflects on his or her experience. Specifically, the learner demonstrates his or her 

ability to make connections between theory and practice. This model will require testing 

in future courses, but is offered in this study as a “ linking pin” between HRD theory and 

strategic HRD practice, as shown in Figure 11.
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Experimenta
tion Application

Discovery Integration

Figure 11. The link between HRD theory and strategic HRD practice.

Areas fo r  Further Research

Future research on developing courses with an emphasis on strategic thinking 

skills might consider the following questions:

1. What role(s) does strategic knowledge and thinking have in undergraduate and 

graduate level HRD curriculum?

2. How should strategic knowledge and thinking be addressed in HRD curricula 

(e.g., what should be required courses, elective courses, and/or integrated into other 

courses)?

3. What theories, concepts and models are relevant for developing strategic knowl

edge and thinking?
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Summary and Conclusions 

Given that the notion o f  strategic competence has yet to gain prominence in HRD 

literature, this chapter set out to demonstrate how strategic thinking skills could be devel

oped at the undergraduate level. The objective o f the course described was to explore 

moving toward an application-oriented course that provided students a real world context 

for learning organization theory.

It is concluded that the concepts o f the organization theory learning system and 

the strategic learning cycle presented here expose students to strategic thinking and to the 

meaning o f  performing in strategic organizational roles. It is also concluded that they 

indeed are transferable to graduate level HRD curricula and to HRD professional devel

opment workshops. I hope that these concepts will be further explored and tested within 

the HRD context so that the field will begin to develop its own set of teaching method

ologies.

t
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CHAPTER VI

THE SCHOLARSHIP OF INTEGRATION:

SUMMARY AND CONCLUSIONS

Summary

This study explored the concept o f strategic human resource development in the 

context o f practitioner competence, education and development. Three propositions were 

investigated. First, the current HRD model, which emphasizes the design and delivery of 

training, education, and development, is no longer sufficient to meet the needs o f today’s 

organizations. SHRD was viewed as a more effective approach to influencing organiza

tional change and performance. Second, SHRD calls for a broader set o f  knowledge, 

skills, capabilities, and roles/characteristics. The traditional and still dominant HRD 

paradigm fails to adequately address the necessary competencies for strategic HRD roles. 

The third proposition was that action is needed to advance the concept and practice of 

SHRD beginning with the preparation and development o f current and future HRD prac

titioners.

Key findings are summarized as follows:

1. SHRD is being addressed in HRD discourses, however the role and compe

tency o f practitioners in facilitating SHRD is unclear.

110
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2. Several dilemmas in general HRD practice, including incongruent theoretical 

and practice principles, were found that seemingly impede progress toward improved and 

more sophisticated practice.

3. The mission, curricula, and course offerings by many HRD graduate and un

dergraduate programs Eire not inclusive o f the strategic HRD paradigm.

Implications and Future Directions

Several implications for HRD research, education, and practice were identified.

Operationalization o f  SHRD

Practitioner preparation for SHRD practice and strategic organizational roles has 

not been addressed in the literature. SHRD needs competent practitioners who have the 

knowledge, skills, and capabilities to perform in strategic organizational roles and to ad

vance SHRD practice.

While rapid environmental shifts (e.g., globalization and information technology) 

and the changing workforce are impacting the rate and breadth o f  change in today’s or

ganizations, HRD continues to struggle with a lack of prominence in the organizational 

architecture. Although the emergence o f  the “chief learning officer” title may be indica

tion that this is changing to an extent, a lack o f perceived legitimacy is a barrier to the 

advancement o f SHRD practice.

The ongoing struggle to bridge the gap between what HRD researchers know and 

what practitioners do is creating a noticeable void in HRD discourses as it relates to ef

fective SHRD. Few articles and no practical texts have yet to be generated on the sub

ject.
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In order to overcome the barriers identified in this study and to advance SHRD 

practice, the HRD field needs to focus its energy on building the field around strategic 

practice. “Operationalizing” SHRD practice will require, for example, clear standards of 

practice and excellence, expanded and more rigorous organizational research, greater col

laboration between researchers and practitioners, and enhanced HRD curricula that re

flect the emerging strategic focus. A strategic competency framework (knowledge, skills, 

and capabilities) was presented in this study as a starting point. However, more work is 

needed to build a competency model that HRD educators, practitioners and students can 

apply.

HRD Education and Development

A lack o f consistent standards and guidelines for HRD education was found.

HRD researchers and educators should partner with practitioners to enhance HRD curric

ula to support the emerging strategic direction of practice. I f  new practitioners continue 

to be educated and developed in the traditional HRD schools o f  thought, then they will 

not be prepared to meet strategic organizational needs. Likewise, practitioners should 

engage in and contribute to HRD discourses so that an industry perspective informs the 

field.

The ability to think and act strategically will transcend organizational crises and 

uncertainty, leadership transitions, and management fads that will surely come and go. 

The fundamental HRD competency should be the ability to think and act strategically in 

whatever roles practitioners find themselves.

In order to move toward strategic status in today’s organizations, HRD discourses 

need to shift from training methodology discussions, or “how ” questions, to broader
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“what” and “why” questions. Along with the competency framework, an example o f a 

course revision that emphasizes strategic thinking skills was presented as an initial step to 

advance HRD practice. Practitioner development can take place in formal and informa

tion settings. Communities o f practice were suggested as one approach to create a cli

mate for shared SHRD knowledge expertise across organizations and geographic regions.

Areas fo r  Further Research 

Areas for further research were provided in each chapter, but one recommenda

tion bears repeating here. There is a clear need for further research to develop a useful 

strategic competency model that can be added to the existing HRD competency model.

A more in-depth study of strategic HRD performance would lead to a better understand

ing o f the factors (e.g., competencies or performance standards) associated with SHRD 

practice. The shift from a strategic competency typology, as suggested in Chapter III, to 

a fully operational competency model, will require further research to determine the ap

propriate knowledge, skills, capabilities, roles, and attributes that lead to strategically 

competent practice. Given that many HRD academic programs base curricula on 

ASTD’s HRD competency model, more work is needed to clarify the existing model and 

ensure that strategic competence is added.

Conclusions

There is growing recognition o f  strategic human resource development as an en

hanced HRD approach. Until now, the dynamic o f HRD practitioner competence in 

SHRD has been unexamined in the body o f HRD literature. This study attempted to 

addresses the gap (also referred to as the knowledge-action conflict) between how  HRD
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is generally practiced and what is needed for effective strategically focused practice.

The concept o f strategic competence was used to bridge my knowledge and experience in 

HRD practice and to provide a practical framework for the improvement of SHRD prac

tice.

Two major conclusions were drawn. First, SHRD must be supported with 

stronger theoretical and practical models. Second, work is needed to improve practitioner 

readiness for strategic organizational roles, and HRD education and development should 

be enhanced to deepen practitioner expertise including strategic knowledge, skills, and 

capabilities.

By improving practitioner readiness for strategic organizational roles, the field o f  

HRD as well as SHRD practice will gain greater influence and respect as a legitimate 

partner in the ever-changing world o f organizations.
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A m y L. Batiste

1 Strategic Human Resource
Training, Education & Development

Needs Analysis 
Design & Delivery 
Performance Coaching

■ Organization Development & 
Effectiveness

Group Facilitation

Project Management
Process Consultation

Strategic Thinking & Planning 
(Development and Facilitation)

Organizational Assessment & Research

u Organizational Communication

Communication Strategies 
Corporate Events 
Multimedia Production 
Executive Speechwriting

A m y  B a t is te  is  a n  e d u c a to r ,  o r g a n iz a t io n  

s t r a t e g i s t  a n d  h u m a n  r e s o u r c e  d e v e lo p m e n t  

p r a c t i t i o n e r  s e e k in g  a  s e n i o r  l e a d e r s h ip  ro le  

in  a  p r o g r e s s iv e ,  s e r v i c e - o r i e n t e d  

o r g a n i z a t i o n .

E n te r p r i s e - w id e  s t r a t e g i c  t h i n k i n g  a n d  

a c t i o n  h a s  a d v a n c e d  B a t i s t e ’s  1 5 - y e a r  

c a r e e r  in  t h e  p u b l ic  a n d  p r iv a t e  s e c to r s .

H e r  c u r r e n t  p r a c t ic e  e n c o m p a s s e s  s t r a te g ic  

h u m a n  r e s o u r c e  d e v e lo p m e n t ,  o r g a n iz a t io n  

d e v e l o p m e n t  a n d  e f f e c t iv e n e s s ,  a n d  

o r g a n i z a t i o n a l  c o m m u n ic a t io n  w i th  

e x p e r t i s e  in  le a d in g  c h a l l e n g in g ,  

m u l t i f a c e t e d  in i t ia t iv e s .  S h e  h a s  d e s ig n e d ,  

im p l e m e n t e d  a n d  e v a lu a t e d  a d v a n c e m e n t  

s t r a t e g i e s  in  c o r p o ra te ,  n o n p r o f i t ,  

g o v e r n m e n t ,  a n d  e d u c a t io n a l  s e t t i n g s .

B a t i s t e  is a  s t r a te g ic  b u s i n e s s  p a r t n e r  a t  

a l l  o r g a n iz a t io n a l  le v e ls ,  p r o v i d in g  

l e a d e r s h i p  a n d  te c h n ic a l  e x p e r t i s e  in  

c r e a t i n g ,  t r a n s f o r m in g ,  a n d  e x e c u t i n g  

o r g a n i z a t i o n a l  s t r a te g ie s .  S h e  a p p l i e s  h e r  

k n o w l e d g e  o f  a p p l ie d  a d u l t  l e a r n i n g  th e o r y ,  

o r g a n i z a t i o n  th e o ry ,  g r o u p  d y n a m i c s ,  a n d  

h u m a n  r e s o u r c e  m a n a g e m e n t  a n d  

o r g a n i z a t i o n  e f f e c t iv e n e s s  to  im p r o v e  a n  

o r g a n i z a t i o n ’s v is io n in g ,  e m p o w e r m e n t ,  

l e a r n i n g  a n d  p r o b le m - s o lv in g  c a p a b i l i t i e s .

I n  a d d i t i o n  to  h e r  p r a c t i c a l  e x p e r i e n c e ,  

B a t i s t e  i s  a  te a c h in g  a s s o c i a t e  a n d  d o c to r a l  

c a n d i d a t e  a t  V a n d e r b i l t  U n iv e r s i t y ,  w h e r e  

s h e  h a s  h o n e d  h e r  s k i l l s  a n d  e x p e r t i s e  in  t h e  

a r e a s  o f  le a d e r s h ip  t h e o r y  a n d  p r a c t i c e ,  

o r g a n i z a t i o n  d e v e lo p m e n t  a n d  s t r a t e g i c  

h u m a n  r e s o u r c e  d e v e lo p m e n t .
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Current Position: 

■  
Areas o f Expertise:

Principal, Batiste, Woodwick & Scott
Organization Development & Advancement Consulting

Strategic Human Resource Training, Education & Development, 
Organization Development & Effectiveness, and Organizational 
Communication

Education:

Doctor o f  Education (EtLD.)
Human Resource Development 
Peabody College of Vanderbilt 
University
Nashville, Tennessee 
May 2002 Candidate

Master o f  Arts Degree (MA)
Public Communication 
The American University 
Washington, D.C.
August 1992

Bachelor of Arts Degree (BA)
Communication/Speech Communication 
Trinity University 
San Antonio, Texas 
May 1987

Clients
B e l lS o u th  S u p p l ie r  D iv e r s i t y  -  A t l a n t a  

B e th le h e m  C e n te r s  o f  N a s h v i l l e  

C o m p r e h e n s iv e  C a re  C e n te r  -  N a s h v i l l e  

F i s k  U n iv e r s i ty

F o r m e r  U .S .  V ic e  P r e s id e n t  A 1 G o r e

H C A  -  H e a l th T ru s t  P u r c h a s i n g / H C A  

S u p p l i e r  C h a in  S e r v ic e s

I n ro a d s ,  In c . A lu m n i  A s s o c i a t i o n  -  

N a s h v i l le

M a t th e w  W a lk e r  C o m p r e h e n s i v e  H e a l th  
C e n te r

M e t r o p o l i t a n  N a s h v i l le  G e n e r a l  H o s p i ta l

M e t r o p o l i t a n  N a s h v i l l e /D a v i d s o n  C o u n ty  

P u b l i c  S c h o o ls

N a s h v i l l e  C A R E S

N a t io n a l  A s s o c ia t io n  o f  E d u c a t i o n a l  
B u y e r s

N a t i o n a l  A s s o c i a t i o n  o f  H e a l th  S e r v i c e s  
E x e c u t iv e s  -  N a s h v i l le

N a t io n a l  A s s o c i a t i o n  o f  I n d e p e n d e n t  
S c h o o ls

N a t i o n a l  B l a c k  M B A  A s s o c ia t io n  -  

N a s h v i l l e

N o r th  N a s h v i l l e  C o m m u n i ty  D e v e l o p m e n t  

C o r p o r a t i o n

O f f i c e M a x  2 0 0 1  L e a d e r s h ip  S u m m it

P a u la  M c G e e  M in is t r i e s ,  In c .

P r o j e c t  R E A C H  2 0 1 0

T e n n e s s e e  B r e a s t  C a n c e r  C o a l i t io n

T e n n e s s e e  D o n o r  S e r v ic e s

T e n n e s s e e  M i n o r i t y  S u p p l ie r  

D e v e l o p m e n t  C o u n c i l

U n i v e r s i t y  o f  T e x a s  a t  S a n  A n to n io  

A lu m n i  A s s o c i a t i o n
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Professional Teaching Associate - Vanderbilt University (Nashville, Tennessee)
August 1998 to present

■ T e a c h i n g  u n d e r g r a d u a te  c o u r s e s  in  th e  D e p a r tm e n t  o f  H u m a n  a n d  O r g a n iz a t io n  D e v e lo p m e n t  

i n c lu d in g :  A d v a n c e d  O r g a n iz a t io n  T h e o ry  ( H O D  2 7 2 0 )  a n d  L e a d e r s h ip  T h e o r y  &  P ra c t ic e  ( H O D  

2 7 0 0 ) .

Project Leader - Saturn Corporation (Spring Hill, Tennessee)
June 1996-August 2000

a  S e r v e d  a s  p r o j e c t  l e a d e r  f o r  s u p p l i e r  q u a l i ty  e v e n t s / c o n f e r e n c e s  a n d  f o r  S a tu r n 's  s u p p l ie r  e d u c a t i o n  a n d  

t r a i n in g  p r o g r a m  ( ’’S a t u r n  U n iv e r s i t y ” ) ,  w in n e r  o f  G e n e r a l  M o to r s  P r e s id e n t 's  C o u n c il  A w a r d  f o r  

o r i g in a l i t y  a n d  c r e a t i v i t y  in  c o n t r ib u t in g  to  G M  b u s i n e s s  o b j e c t i v e s .  C o o r d i n a t e d  th e  c o r p o r a te  

s u p p l i e r  d iv e r s i ty  p r o g r a m  a t  G M - S m a l l  C a r  G r o u p  ( T r o y ,  M I )  a n d  a t  S a tu r n  C o r p o r a t io n  ( S p r i n g  H i l l ,  

T N ) .  D e s ig n e d  a n d  im p le m e n te d  s u p p l i e r  d iv e r s i t y  p r o g r a m  in i t i a t iv e s  in c lu d in g  a  s u p p l i e r  m e n t o r i n g  

p r o g r a m ,  s u p p l i e r  p e r f o r m a n c e  t r a c k in g  s y s te m s ,  a n d  t r a i n i n g  p r o g r a m s  f o r  in te r n a l  s t a f f  a n d  s u p p l i e r s .  

E x c e e d e d  e x p e n d i tu r e  g o a l s  in  1 9 9 6 , 1 9 9 7  a n d  1 9 9 8 . C o - i n i t i a t e d  a n d  f a c i l i t a t e d  G M -N o r th  A m e r i c a  

O p e r a t io n s  s t r a t e g i c  p l a n n i n g  e f f o r t s  to  in te g r a te  m i n o r i t y  s u p p l i e r  d e v e l o p m e n t  in i t ia t iv e s  a c r o s s  a l l  

G M  d iv is io n s .  O r g a n i z e d  in te r n a l  a n d  e x te r n a l  s p e c i a l  e v e n t s  p r o m o t in g  th e  s u p p l ie r  d iv e r s i t y  

in i t i a t i v e  in c lu d in g  t h e  f i r s t  G M  M in o r i ty  S u p p l i e r  S u m m i t  ( 1 9 9 8 ) .

Senior Vice President - Girl Scout Council of Cumberland Valley (Nashville, Tennessee)
November 1993-May 1996

■ L e d  th e  C o u n c i l 's  l a r g e s t  o p e r a t i n g  u n i t ,  s e rv in g  2 3 ,0 0 0  g i r l  a n d  a d u l t  m e m b e r s  in  a  3 8  c o u n ty  

j u r i s d i c t i o n .  A c c o u n ta b l e  f o r  m e m b e r  r e c r u i tm e n t  a n d  r e t e n t i o n ,  t r o o p  m a n a g e m e n t ,  p r o g r a m  s e r v i c e s ,  

o u t r e a c h  s e rv ic e s ,  a d u l t  e d u c a t io n  a n d  t r a in in g ,  v o l u n t e e r  s u p p o r t  s e r v i c e s ,  c o m m u n i ty  in i t i a t i v e s  a n d  

f u n d  r a is in g .  S u p e r v i s e d  a  s ix - m e m b e r  m a n a g e m e n t  t e a m  t h a t  c o o r d i n a t e d  t h e  w o rk  o f  3 3  f u l l -  a n d  

p a r t - t im e  s ta f f .  In  1 9 9 5 , t h e  M e m b e r s h ip  S e r v ic e s  T e a m  a c h i e v e d  th e  h i g h e s t  m e m b e r s h ip  e n r o l l m e n t  

in  C o u n c i l  h i s to r y .  I n i t i a t e d  m e m b e r  s a t is f a c t io n  r e s e a r c h  a n d  C o u n c i l - w i d e  c o n t in u o u s  q u a l i t y  

im p r o v e m e n t  e f f o r t s .

Acting Director/Consultant - National Clearinghouse for Professions in Special Education
(Alexandria, Virginia) October 1992-October 1993

■ S e r v e d  a s  p r o j e c t  a d m i n i s t r a t o r  o f  t h e  C le a r in g h o u s e  P o l i c y  C e n te r  ( A le x a n d r ia ,  V A )  a n d  th e  

P r o f e s s io n s  I n f o r m a t io n  C e n te r  ( R e s to n ,  V A ) ,  f u n d e d  b y  t h e  U .S .  D e p a r tm e n t  o f  E d u c a t io n .  L a u n c h e d  

a  n a t io n a l  p i lo t  o u t r e a c h  in i t i a t i v e  t o  r e c r u i t  u n d e r - r e p r e s e n t e d  g r o u p s  in to  s p e c ia l  e d u c a t io n  a n d  

r e l a t e d  s e rv ic e s  p r o f e s s io n s .

Assistant Director of Admissions - Trinity University (San Antonio, Texas)
April 1988- August 1991

■ C o o r d in a t e d  s p e c ia l  e v e n t s ,  c o m m u n ic a t io n s ,  o u t r e a c h  p r o g r a m s  a n d  n a t io n a l  r e c r u i tm e n t  a c t i v i t i e s .  

E v a lu a t e d  u n d e r g r a d u a te  a d m is s io n s  a p p l ic a t io n s  a n d  c u l t i v a t e d  n e w  m a r k e t s  in  th e  M id - A t la n t i c  a n d  

N o r th e a s t e r n  r e g io n s  o f  t h e  U n i t e d  S ta te s .
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Account Executive - Dublin-McCarter & Associates Public Relations (San Antonio, Texas) 
June 1987-April 1988

■ A s s i s t e d  in  a l l  a s p e c t s  o f  r e g io n a l  a n d  n a t io n a l  m e d ia  p l a n n in g ;  d e v e l o p e d  p u b l i c  r e l a t i o n s  p l a n s  a n d  

s t r a t e g i e s  f o r  c o r p o r a te  c l ie n ts .

Invited Presentations
Project Reach 2010 -  November 2001 (Nashville)
P re s e n te r :  Social Marketing: Strategies for Planned Social Change

National Association o f Health Services Executives -  May 2001 (Nashville)
P re s e n te r :  Real Leadership

National Association o f Educational Buyers 2001 Conference (Nashville)
W o r k s h o p  L e a d e r  -  Juggling Acts: Strategies for Successful Work-Life Balance a n d  Professional 
Edge=Professional Image

BellSouth -  O ctober 2000 (Atlanta)
P re s e n te r :  Innovate! The Art o f Selling Supplier Diversity to Internal Stakeholders

Lucent Technologies/Microelectronics G ro u p -J u ly  1999
C o - P r e s e n te r :  Corporate University Conference (Video Conference)

The International Quality Productivity Center — April 1999 (Chicago)
Corporate University Conference
P re s e n te r :  Saturn University: A Dual Purpose Approach to Continuous Improvement

Arizona Em ployer’s Council Annual Conference - October 1998 (Tucson & Phoenix, AZ)
C o - P r e s e n te r :  Corporate Learning - The Saturn Difference

Try Us Resources, Inc. Best Practices Sem inar - August 1998 (Los Angeles)
P re s e n te r :  How to Sell Your Minority Supplier Development Program

Alpha Omicron Pi Leadership Institute — June 1998 (Nashville)
P re s e n te r :  Leading with Style a n d  Knowing Yourself to Lead Others

Texaco/Star Enterprises Minority Supplier Conference -  September 1997 (Atlanta)
P re s e n te r :  Partnerships for Success: The Saturn Difference

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

130

Accolades
» P e a b o d y  C o l le g e  R o u n d ta b le  O u t s t a n d in g  

. L e a d e r s h i p  H o n o r e e  ( 2 0 0 2 )

» G u id in g  S t a r  A w a r d  ( 2 0 0 0 )  a n d  S e r v i c e  A w a r d  

( 1 9 9 9 ,  2 0 0 0 )  -  S a tu r n  C o r p o r a t io n  

» F u l l - t im e  P r o f e s s io n a l  G r a d u a te  S tu d e n t

F e l lo w s h ip  -  V a n d e r b i l t  U n iv e r s i ty  ( 1 9 9 8 - 2 0 0 2 )

» P a r t - t im e  M in o r i ty  P r o f e s s io n a l  S tu d e n t

S c h o la r s h ip  -  V a n d e r b i l t  U n iv e r s i ty  ( 1 9 9 6 - 1 9 9 7 )  

» N o r th w e s t  F a m i ly  Y M C A  B la c k  A c h i e v e r  A w a r d  

( 1 9 9 6 )

» G r a d u a te  S tu d e n t  A s s i s t a n t s h ip  -  T h e  A m e r i c a n  

U n iv e r s i t y  (1 9 9 1  - 1 9 9 2 )

» T h e  U n i te d  M e th o d is t  C h u r c h  B o a r d  o f  H ig h e r  

E d u c a t io n  &  M in i s t r y  S c h o la r s h ip  ( 1 9 9 1 - 1 9 9 2 )

» D e l t a  S ig m a  T h e ta  S o r o r i t y  N a t io n a l  S c h o la r s h ip  

( 1 9 9 1 )

» T r in i ty  U n iv e r s i ty  A lu m n i  A s s o c i a t i o n  A w a r d  f o r  

O u t s t a n d in g  C o m m u n i ty  S e r v ic e  ( 1 9 8 3 )

» T r in i ty  U n iv e r s i ty  E l l i s  K . S h a p i r o  O u t s t a n d in g  

P u b l ic  R e la t io n s  S tu d e n t  A w a r d  ( 1 9 8 3 )

» T h e  G i r l  S c o u t  G o ld  A w a r d  ( 1 9 8 2 )
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Illinois Institute of Technoogy tttfa-ail ftIttD i 1 0

Iowa State Univerity M Ed • OLKRD i 1 i i 1 1 1 1 1 5

James Madison University M-HRD i 1 1 0

Loyola University Chicago MS-T/D i 1 i 1 i i I 1 5

Marymount University MA-HPS i 1 i i i 1 1 1 5

Northeastern Illinois University BA-HRD A MA- 
HRO i i 1 I i 1 1 1 4

Oakland Univeisity B S-H R D A M -
TAD i i 1 1 i i 1 i 1 1 6

Penn State University MS-HRD i 1 i 1 1
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Siena Heights University MA-OL 1 1 1 1 1 1 1 5

St. Joseph's Univeristy M-TOO 1 l 1 1 1 2

Suffolk University MS-AOL 1 l 1 1 1

Texas A&M University MS-EHRD 1 l 1 1 1

Towson State Univesity MS-HRD 1 1 1 1 1 1 1 5

U. o f Georgia M Ed • HROO 1 l 1 1 1 1 1 1 1 6

U. o f Illinois • Urbana Champaign M E d -H R E 1 1 1 1 1 1 1 1 1 7

U. of Louisville BS-T/D * MEd - 
HRE 1 1 i i 1 1
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HOD 2 7 2 0  -  S ec tion  1

Advanced Organization Theory
ets: Tues./Thurs. -  9:35 -  10:50 a.m. -  Mayborn 105 
r: Amy L. Batiste, MA

ja tiste @ vanderbilt. edu 

|  Upon request via email

Course Descript,

The world of organizations is constan tly
changing. K“0,"lr

The Mission - This course is designed to
p rep are  s tu d en ts  to com prehend, analyze, 1, ^
explain and respond to organizational dynamics
a t th e  "m acro" level and to becom e strategic
th inkers  in organizations. The course will lMe*r,,,on
achieve this by developing a sy stem atic
understand ing  of the com plexities of
organizations in modern society.

Specifically, The Goal is for each  s tuden t to develop know ledge and 
skills to  be able to make significant contributions in organizational 
se ttin g s  in the  future. To achieve th is, the course discussions and 
assig n m en ts  will be organized so th a t  students will develop in th e  
following a reas: Discovery (conducting research, m aking sen se  of it 
and th en  reporting results); Application (dem onstrating th a t  s tu d en ts  
can explain and respond to organizational challenges by applying 
theo ry  to  real situations); Teaching (sharing knowledge and engaging 
o th e rs  in improving their understand ing  of organization th eo ry ); and 
In tegra t ion  (dem onstrating com prehension of course m aterial).

The Objectives -  By th e  en d  of sem ester, s tu d en ts  should be  able 
to:

► Identify and explain the nature of organization theory (Discovery);
► Research and report on a trend in the world of organizations (Discovery);
► Conduct an organizational analysis using theory or tools (Application & 

Integration);
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► Demonstrate strategic thinking skills by preparing a strategic plan 
(Application); and
Present (orally) coherent analyses and conclusions (Teaching).

p re d  S k ills  -  S tu d en ts  will apply and fu rther develop skills in the  
ing areas:

► Planning
► Teamwork
► Communication
► Consensus-Building
► Presentations
► Critical Thinking
► Research & Analysis
► Professional Writing

Text & Electronic Resources
Daft, R.L. (2001). Essentials of Organization Theory & 

/Design (Second Ed.). Cincinnati: South-W estern College
T  Publishing.

o Supplem ental reading is required . Articles addressing
curren t issues and  even ts  will be provided electronically and  as  
handouts.

o Blackboard.com will be used as  our electronic co u rse
connection. A nnouncem ents, class session  outlines, additional 
required readings and course assignm ents will be posted to  th is 
site. Login instructions will be sen t via em ail.

Requirements & Evaluation
Your grade (e.g., job performance) will be based on the following 
elements, which are explained in further detail below:

Maximum Points

► 0 Points
► 50 Pts.
► 50 Pts.
► 100 Pts.
► 100 Pts.

► 100 Pts.
► 100 Pts.

Activity

Course Preparation (part of Participation & Performance Grade)

Trend or Issue Report c s- : ,- >
Strategic Planning Exercise a-v i.ji 
Quizzes (2 @ 50 points each) x  re
organization Analysis A o p  i j t  I. i t ^ . h n q .  

(Group Project)
Participation & Performance
Final Exam on 500 Points Total

Final Grades

470-500 Points = A 
450-469 Points = A- 
430-449 Points = B+ 
420-429 Points = B 
400-419 Points = B- 
380-399 Points = C+ 
370-379 Points = C 
350-369 Points = C- 
330-349 Points = D+ 
320-329 Points = D 
300-319 Points = D- 
Below 300 Points = F
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Course tvaluation Checklist

Assignment

M
ax

P
oi

n
ts

A
ct

ua
l Description Due

Date

Course
Preparation

0 This is a simple assignment designed to establish 
mutual expectations regarding performance in the 
course. The Course Agreement will indicate that you 
have read and understand how the course is 
structured (the mission, goal, expectations and 
assignments). The Student Profile and resume will 
orient the instructor to your background and 
experience. The login process will introduce you to 
Blackboard, which is our main vehicle for exchanging 
information outside of class.

Jan.
17

Trend or Issue 
Report

50 The purpose of this assignment is to assess 
your ability to quickly research, analyze and 
report on a pressing trend or issue affecting 
organizations. Instructions will be posted on 
Blackboard.com.

Jan.
24

Quiz #1 50 5 Questions - Short Answer. Quiz will be 
administered electronically via Blackboard.com.
Note: Questions will be based on topics covered in 
the class, including issues presented by your peers. 
The prepared student will have taken time to do the 
readings, outline the text, and take good notes in 
each class session.

Jan.
31

Quiz #2
50

5 Questions -  Short Answer. Quiz will be 
administered electronically via Blackboard.com

Feb.
28

Strategic Plan
50

Preparing a strategic plan will enable you to 
demonstrate your strategic thinking skills. 
Instructions will be posted on Blackboard.com.

Mar.
14

Organizational
Analysis
(Group
Project)

10
0

Using theories and/or tools we've explored, you will 
conduct and present an analysis on one aspect of an 
organization. This assignment must be conducted in 
groups (minimum of three people). Guidelines for 
this assignment will be provided later in the course.

Apr.
18

Final Exam 10
0

The final exam will be administered electronically via 
Blackboard.com

Apr.
30

Class
Participation 8k 
Performance

10
0

See detailed description of grading criteria posted on 
Blackboard.com
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Course Schedule throuan February 2002

The course schedule is subject to change!

Week Topics

Readings, session outlines and guidelines for assignments will be 
posted and updated on Blackboard.com

Jan. 10 Course Overview

Jan. 15-17
► Why Organization Theory?
► Evolution of Organizational Thouaht

o Classical to Behavioral Theorists 
o Modem to Postmodern Theorists 

Course Prep. Documents due on 1/17

Jan. 22-24 ► How Theory Gets Applied in the Real World
► Introduction to Organizational Analysis
► Planning for Organizational Analysis Assignment 
Trend Analysis due on 1/24

Jan. 29 -  31
Oraanizational Analvsis
► Levels of Analysis
► Structural & Contextual Dimensions
► Organization Excellence
► The External Environment

Quiz Due on 1/31

Feb. 5 -7
Oraanizational Analvsis
► Size
► Structure
► Lifecycle
► Culture

Feb. 12-14
Strateaic Plannina
► Goals, Strategy & Effectiveness
► SWOT Analysis
► Mind Mapping
► Scenario Planning

Feb. 19-21 Planning for Organizational Analysis Assignment 
Guest Lecturer -  2 /19 /02

Feb. 26-28 NO CLASS on Thursday, 2/28  
Quiz Due on 2/28

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

139

Course Schedule thmuah Apm 2002

March 5-7 SPRING BREAK

March 12-14 Group Project Work Session with Instructor 

Strategic Plan due on 3 /14

March 19-21 Group Project Work Session on your own

Mar. 26-28 Group Project Work Session with Instructor

Apr. 2-4 Project Presentations & Debriefing

Apr. 9-11 Note that the Final Exam is based on the 
project presentations and debriefing sessions.

April 16-18

April 23 Coui
Fin̂

se Evaluation 
 ̂Exam Preview

April 30 Final Exam
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Honor Code
Honesty and integrity are absolutes! Adherence to the University 
Honor Code applies to all aspects of the course.

Use o f S ou rces

Submission o f work that is not your own will be severely penalized. 
This includes, but is not limited to, using the words o f others without 
using quotation signs and failing to properly cite your sources. See 
the course web site for helpful hints on writing and citations.

Policy on  Q u izzes  & A ss ig n m en ts

Assignm ents m ust be subm itted  p er instructions on th e  d a te  they  are due.
NO EXCEPTIONS. A grace period will be g ran ted  only with a supporting 
letter (em aill from vour advisor o r dean . All la te  p ap ers , excep t those 
situations caused  by a dem o n stra ted  medical o r fam ily em ergency, will be 
assessed  a penalty  of one le tte r grade (10 points) p e r day it is late.

Accommodations
If any m em ber of the class feels th a t  he/she h as a disability and needs 
special accom m odations please see  me during th e  first w eek of January 14. 
Be prepared to  subm it docum entation from th e  VU -  O pportunity Center so 
that your need s  will be appropriately  met.

If you are an a th le te  and expect to  be traveling during th e  sem ester, you are  
still responsible for fulfilling th e  course requ irem en ts  as  w ritten. Please 
ensure th a t I have a copy of your team 's  gam e schedu le  and a memo from 
the athletic/academ ic liaison highlighting th e  d a te s  th a t  you will miss class.

G rievances
Any grievances regarding th e  course content o r g ra d e s  should be addressed 
first betw een th e  studen t and th e  instructor. The first s tep  is to  schedule an 
appointm ent to  discuss the  n a tu re  of your concerns and  a possible resolution.
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7 2 0  (0 1 )  A dvanced O rganization Theory -

Student Profile £
Last Name 
Name

First Name Middle Initial Preferred

Classification (Check one):

 Sophomore  Junior Senior

Address Telephone Number Preferred Email Address

Home Town Name of Your Advisor Major(s) Minor(s)

Why are you taking this c la ss?   Requirem ent Elective

Career G o a l -------------------------------------------------------------------

If you have completed an internship, please indicate when, where and your role.

Date
Roles/Responsibilities

Organization/Location Major

SPRING 2002 COURSES

Please list the other courses you 
are taking this semester.

MAJOR ACTIVITIES

Please list the major non- 
academic activities (and any 

leadership roles) you are 
involved in this semester 
(clubs, athletics, part-time 

work)

COURSE EX
PECTATIONS

List three things you 
expect to gain from 
this course (“Don't 
know" is not an 
acceptable answer)
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ced Organization Theory
0 -  Section 1

d the course syllabus;

e requirements of the course;

I understand tha t  it is my responsibility to ensure  my 
own success in this course and , tha t  when assistance 
or clarification is needed, I will communicate with the 
instructor in a timely fashion; and

I understand that my contributions to class 
discussions and group activities are an essential 
element of my Participation & Performance grade.

Signature Date
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Advanced Organization Theory 
HOD 2720 -  Section 1 

Trend Analysis Assignment

The purpose of th is  assignm ent is to identify tren d s  and issues facing to d ay 's  
organizations. The assignm ent also a s se s se s  your ability to  quickly research , 
analyze and rep o rt on a pressing trend  o r issue affecting organizations.

Instructions:

(1) Select a tren d  from th e  list below. Note th a t  if a trend in terests  you th a t  
is not on this list, you m ay propose a topic. Send an email to A. Batiste to 
request approval.

(2) Conduct research  using the In te rn e t and library d a tabases to  identify and 
track the  trend  o r issue. Search the topic in m ultiple sources (new spapers, 
journals, business press).

(3) To adequately  analyze and report on th e  tren d , you will need  to  a sse ss  
the  m ajor p a tte rn s  o r them es found in your sources. Describe w hat's 
currently going on. W hat were som e of th e  issues or events th a t led to  th is 
trend or issue? Include a description of th e  tren d /issu e  and any history and 
recent developm ents.

Provide evidence from  your sources as  to  who is addressing/experiencing th is 
trend/issue. D escribe the  individuals an d /o r  th e  organizations w here this 
trend is having a d irect impact.

Explain how you th ink  this trend will affect organizations in th e  future.

Write a m em o to m e (use Microsoft Word 97 or above) of no m ore than  5 
typed pages th a t track s  th e  trend in various literatures. Be su re  to  include a 
"Works Cited" page.

Your sources m u st include web sources, scholarly work (e .g ., journals) and 
business press (e .g .,  Wall Street Journal, Fortune, Business Week). Correct 
use citations m u st be employed.

Note: Research p ap ers  should be w ritten in clear, correct, properly spelled, 
literate English. For help on gram m atical issues, consult any s tandard  English 
gram m ar tex t. Last-m inute disk crashes, eq u ipm en t failures, softw are foul 
ups, etc. are  not accep tab le  excuses for la te  papers. Com puters are  useful 
but not infallible, and  you should allow an ex tra  tim e margin to  handle 
unexpected electronic "gremlins."
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Possible Trends for Exploration:

The Bush Administration. President Bush is a businessm an (he has an MBA) 
tu rn ed  politician. How has this helped a n d /o r  hindered his adm in istration 's  
perform ance so far?

Leadership changes in collegiate o r professional sports organizations. Based 
on your research , w hat are the  s tra teg ic  advan tages of such m oves? W hat 
a re  your predictions about th e  w ays in which the  recent post-season  ch an g es  
have/will im prove(d)these organizations?

Enron. W hat happened and how have th e s e  even ts affected em ployees?
W hat im plications do think the  collapse o f Enron creates for large com panies 
and  th e ir effectiveness.

Diversity. Major shifts in U.S. w orkforce dem ographics are  expected  to 
im pact organizations sooner th a t  originally predicted. What m ight th is m ean  
for organization strategists?

Downsizing. While seen today as  a rou tine  part of doing business, dow nsizing 
affects th o u san d s of people every year. Ju s t last week Ford Motor Co. 
announced  sweeping changes. How do com panies like Ford handle 
(strategically) downsizing? W hat a re  th e  anticipated gains for th e  
organizations from these  actions? W hat a re  the  effects of downsizing on 
organizational perform ance?

The s ta te  of work-life balance initiatives. Are they delivering all th a t  had been  
prom ised? How are these  policies affecting organizational perform ance?

The growth of small businesses in th e  U.S. has been dram atic. W hat fac to rs  
contribute to  this trend, and w hat im plications does small business grow th 
have for our economy?

The shift from traditional training m odels (focusing on the  individual) to  
organizational learning. How is it working?

Or, feel free to  propose a trend th a t  in te re s ts  you!

Grading:

50 Points -  Superior Quality- Exceeds Expectations
45 Points -  Good Quality -  M eets E xpectations
40 Points -  A verage/Satisfactory -  Minimally Meets Expectations
35 Points — Below expectations
30 Points and below -  Does no t m ee t expecta tions
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Planning
Assignme

Brainstorm
Use o n e  o f th e  following to o ls :

- Mind M apping
- S c e n a rio  Planning

to  g e n e ra te  id eas  an d  re a l p o ssib ilitie s  for y o u r o rg a n iz a tio n  -  Me. Inc.

SWOT Analysis
What are your current assets? What 
do you have going for you that will 
help you get where you want to go? 
What are you good at?

S tre n g th s

What opportunities do you see “out 
there” (personal, career) that could 
impact your vision/mission? What 
changes do you see in the external 
environment that create opportunities 
for Me, Inc.?

O p p o rtu n ities

What are your current liabilities -  
those things that will hinder you from 
achieving your vision/mission?

W ea k n esses

What trends or potential threats do 
you foresee that might adversely 
affect the attainment o f your 
vision/mission? What about 
competition, the future job market,
the economic outlook? T hreats
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It is the place where you 
want to be in three to five 
years...

Vision Statement

T h e  m o s t  im p o r ta n t  g o a l  I h a v e  fo r  t h e  f u tu r e .

Consider the question -  What is im possible to  do today, bu t IF i t  could be  
done, it would dram atically change your future.

What I  value... 

My g r e a t e s t  c o n t in u in g  c h a l le n g e  o r  o p p o r tu n i ty . . .

4
It is an expression o f  who 
you are and what you  
intend to DO to achieve 
your purpose.

Mission Statement
1. Go to : h t tp :/ /w w w .fran k lin co v ev .c o m /e z /
2. Click on Mission Formulator
3. C om ple te  th e  P ro c e ss  (Will ta k e  you  a b o u t  20 m in u te s )
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Goals & Strategies

Godls Strategies

1 i.i
1.2

1.3

2 2.1

2.2

2.3

3 3.1

3.2

3.3

Key to writing strategies:

Go back to your SWOT 
Analysis. Consider ways you 
can build on your strengths, 
resolve your weaknesses, 
exploit opportunities and avoid 
threats. If they do not improve 
your strategic position, then 
consider revising.

Write three goals:

Specific
Measurable
Action-Oriented (Use a Verb) 
Realistic
Time-tied (By When?)
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Write a  three-page executive su m m ary  of your strategic plan. Introduce 
yourself. Describe what the plan covers. P resent your vision, your mission, your 
goals and strategies.

Comment on the process you used to develop the plan. W hat did you take into 
consideration w hen developing the plan? Close with a  sta tem ent that describes 
your confidence in the plan.
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Project Planning Process

1 -  Expectations, Assets & Competencies

2 -  SWOT Analysis

3 -  Vision & Mission

4 -  The Goal

5 -  Possible Strategies (Mapping & Planning)

6 -  Prioritization & Decision Making
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HOD 2720 (01) 
Class Project Direction

"A plan is p ro m p te d  by unso lv ed  p ro b le m s , u n m e t n e e d s  a n d  
a sp ira tio n s , o r  e x is tin g  s y s te m s  req u irin g  c h a n g e  o r 
im p ro v em e n t."

[- INadler & Hibino (1 9 9 9 )

What is the problem(s) we are seeking to solve?

What is the overarching theme o f the project?

What's unique about the problem/project?

What results are most important to fulfill the 
assignment?

How will the problem(s) be investigated?

What information is really needed?

How will we get people to 
participate and buy-in?

How will we work so that we benefit 
from class-wide knowledge, 

skills & capabilities?
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h t tp : / /w w w .v a n d e rb i l t .e d u /N e w s /re Q is te r /A p r2 4  00
/ s t o r v l l . h t m l

HOD class explains 
'Generation Y' to Saturn 
team
by Amy Pate

With a presentation backed by fast-paced m usic, home- 

shot video and clips from the films C lueless, Empire 

Records and S h e 's  All That, the students in Amy Batiste's 

"Advanced Organizational Theory" class last w eek gave 

Saturn team  m em bers a snapshot of "G eneration Y," a key 

demographic for the company.

The largest and most cross-cultural generation in 

U.S. history, the 78 million m em bers of G eneration Y, born 

between 1977 and 1994, spent $64 billion of their own 

money in 1994, according to the students ' research .

"Generation Y is here, and they want to drive," said student 

Tom Burns.

The students ' presentations, crea ted  using 

PowerPoint, video clips and sound effects, revealed 

another key asp ec t of their generation: They are  

technologically savvy.

Divided into three team s focusing on  consum er 

analysis, competitor analysis and strateg ic marketing 

analysis, the students were com m issioned by the  automaker to "lift th e  veil" on 

Generation Y, said  Batiste, a fourth-year doctoral student who h a s  been  a  Saturn

■H
— ^

a
PhotosbyPhonethfp M. Liu

Student Richard 
Ellis explains 

marketing options 
that could appeal to 
Generation Y to 
Saturcrteam 
members.
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team  m em ber for nearly five years in the area of supplier quality and 

development.

Students in Batiste’s class last sem e ste r  also presented a  project to a group of 

Saturn team  m em bers. One person in attendance, Mark Wurl, w as so im pressed 

with the group that he approached Batiste about working with her spring 

sem ester class. Wurl heads Saturn 's Competitive Benchmarking Team.

"He had a specific interest in understanding Generation Y, a  target market for 

Saturn, and I w as interested in the students applying w hat they had learned 

about the impact of external environmental factors on stra tegy  formation," Batiste 

said.

Most students in the class, a t a g e s  19 and 20, are am ong the oldest m em bers of 

Generation Y. Thus they were able to give an insider's view to today’s youth 

culture. "They felt that they could relate better because they  speak  and can, 

therefore, interpret the language," Batiste said.

"We're not keeping any secrets," s tuden t Gray Stream, a  m em ber of the 

consum er analysis group, said. The group defined their generation with six 

general characteristics, including being the "Net Generation."

"We have to stay  connected," S tream  said, by m eans including cell phones, 

pagers, e-mail and instant m essenger.

"Gen Y," a s  it is often tagged, is a lso  characterized by environmental and 

community concern and group behavior. Members of G en  Y "wear what 

everyone else is wearing and do w hat everyone else is doing," Allison Brown 

said, quoting a University of Tam pere study.

The strategic marketing group translated the characteristics of Gen Y into how 

car companies market to them. The group test drove Saturn  competitors such a s
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the Dodge Neon, Ford Escort and Volkswagen Jetta , and developed a  list of 

"must have" com ponents, including air conditioning and a CD player.

The group also identified a  list of options that could appeal to Generation Y. 

T hese included an upgradeable technology port, an  MP3/CD player and 

extensive storage.

"We thought if Jansport m ade a  car, we'd definitely buy it," student Boyd 

Christian said, referring to the  popular backpack m anufacturer. 'W e're not the  

cupholder generation anym ore. We've gotten past that," he continued, drawing 

laughter and head nods in agreem ent.

The students then turned their attention to Saturn's marketing techniques. After 

showing a Saturn co mmercial, student Carrie Geller, a m em ber of the strategic 

marketing analysis group, stood in front of a slide asking the question, "Why is 

this not appealing?"

Geller's answer -  that the ad 's  slow music, dull colors and lack of em phasis on 

the car ~  bored Gen Y consum ers.

Another Saturn ad, featuring a  young driver who brought his car into successive  

dealerships for fictional problem s so  he could eat free doughnuts, fared better 

under the students' scrutiny.

"The key word here would be image," student Meredith Abbott said, noting that 

Saturn should consider updating its friendly and honest style with a bold, 

independent edge.

The strategic marketing analysis group also outlined promotional ideas for Saturn 

that could appeal to Gen Y. At the end of their presentation, they showed a 

stream  of commercials appealing to them, including Volkswagen's "Turbonium" 

commercial and the G ap 's "That's holiday" ad. W hat connected them w ere strong
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visuals, techno music and a  fast pace. They were, in the words of one student, 

"hypnotic."

"Perception really is reality for Gen Y," student Brooks Finnegan said.

The session , which lasted m ore than an hour longer than the scheduled c lass 

time, closed with a question-and-answer session.

"We're trying to understand your generation," Wurl said. "I'm very im pressed with 

what you presented us today. I appreciate the opportunity you've given us."

"The Saturn project not only gave the students a  chance to link theory and 

practice, it allowed them to m eet a real business need," Batiste said. "The 

students w ere challenged by the opportunity to deal with a  real client ~  from 

contracting the work to the delivery of a  tangible product."

Class instra0oi^aiid Sa^ Amy Batiste
openstbe flw rfp rq u ^
members as stiiid^^staintd^i^B^y opixuons.
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