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HRD at a Glance 
 
As organizations continue to embrace the ultimate value of Human 
Resources Development (HRD), leaders are taking note! HRD brings 
performance improvement and change to organizations. With this white 
paper, dive into the components of HRD, a financial understanding of HRD, 
and approaches for leaders to consider when bringing HRD to an 
organization.    
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  

Advantages of HRD
• Builds competitive advantage
• Empowers individuals
• Prepares organizations
• Develops strengths
• Management Weaknesses
• Aligns organizations
• Encourages relationships
• Improves effectiveness
• Increases capacity
• Provides financial return

Weaknesses of HRD
• Requires time to strategize
• Requires time for individuals 

to develop
• Requires buy-in across 

leadership
• Takes time to strengthen 

relationships
• Requires initial financial 

investment
• Can be complex and difficult 

to implement
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Value and History of HRD 
 
Human Resource Development (HRD) addresses the growth of an organization’s human capital 
in order to, ultimately, improve performance and change the organization.1 The human capital 
element, as a valuable asset, is often overlooked by organizational leaders who may lack a clear 
understanding of the connection between individual improvement and organizational 
effectiveness.2 
 
Individual’s Perspective – As time has progressed, individuals within a team or organization are 
seeking more than merely training sessions and workshops.3 Individuals seek personal growth 
and development that is directly applied to their work context and advancement within the 
organization.4  

 
Organization’s Perspective – HRD is not as simple as trainings or workshops. Leaders must 
realize that the “organizational environment and motivational systems are [to be configured] to 
support performance improvement and organizational development initiatives.”5 This may 
require reconfiguration or restructuring to demonstrate the value of and support for HRD by 
senior leaders.   
 
When thinking about the individual’s perspective as well as the organization’s perspective, 
leaders truly see the value; and, further conceptualize how this value enhances competitive 
advantage. With this value proposition, it is important to have a strong understanding of HRD. 
HRD is a strategic aspect of an organization that fulfills the key function of being the “human 
capital steward and relationship builder.”6 Critical to this function is enhancing the learning and 
strategic action of individuals; which in turn enhances the learning and strategic action of the 
organization.7 
 
 
 
 
 
 
 
                                                        
1 (Gilley, Eggland & Gilley, 2002) 
2 (Gilley, Eggland & Gilley, 2002) 
3 (Gilley, Eggland & Gilley, 2002) 
4 (Gilley, Eggland & Gilley, 2002) 
5 (Gilley, Eggland & Gilley, 2002, p. 6) 
6 (Raj Adhikari , 2010 p. 318) 
7 (Vince, 2014) 
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HRD, like most professional fields, is composed of many scholars who continue to publish 
research and insights for leaders. Some of the dominant themes scholars have researched and 
identified as subset of the HRD umbrella include: 
 

Published Research Trends8 
Thematic Category Topics 
Learning Adult learning, action learning, online learning, organization learning, 

self-directed learning, team learning and workplace learning. 
Training Competency-based training, systematic training, training design, 

training effectiveness and training transfer 
Leadership Leadership development, leadership competencies, managerial 

leadership and transformational leadership 
NHRD International HRD, national HRD and regional HRD 
Culture Cross-cultural issues, learning culture, organizational culture and 

national culture 
Performance Performance management, organization performance and employee 

performance 
Work Attitude Work engagement, job satisfaction and job commitment 
Diversity Diversity training and workforce diversity 
Career Career development, career management, career path, career 

transition 
Knowledge Knowledge management, knowledge sharing and knowledge transfer 

 
With these research trends in mind, also recall that HRD is a relatively new area of 
concentration in the past 40 years.9 Certainly apprenticeships and other training tools have 
been around since ancient times, however the resurgence and expansion of Human Resources 
stemmed from contemporary happenings. Consider in the 1970s and 1980s, “Traditional 
American personnel management and industrial relations systems were challenged by the 
process of globalization, rapid technological advances, shorter product life-cycles, and changing 
customer and investor demands.”10 Because of this, organizations were faced with the 
challenge of maximizing their human capital; hence, the expansion of Human Resource efforts. 
Human Resources is one of the avenues American organizations recommitted to when seeking 
a competitive advantage in expanding markets.11 As time progresses, the expansion into 
Human Resource Management (HRM) and HRD is gaining strategic prominence. HRD is credited 
and recognized for “strengthening of a firm’s human capital base by raising the level of know-
how, skills and capabilities of individuals in an organization and thus contributes to improved 
performance and competitive advantage.”12 Learn the benefits of each of the four HRD 
components used by organizations to enhance their competitive advantage. 
  
                                                        
8 (Ghosh et al., 2014, p. 309) 
9 (Raj Adhikari , 2010) 
10 (Raj Adhikari , 2010 p. 316) 
11 (Raj Adhikari , 2010) 
12 (Raj Adhikari , 2010 p. 311) 
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Learning Culture 
 
One of the critical catalysts to maximize the benefit of HRD work is culture of continuous 
learning.13 Not only is a learning culture important for HRD efforts, it further allows individuals 
and organizations to adapt to the continual societal change and technological.14 But, how 
exactly are learning cultures curated?  
 
One researcher holds that learning organizations are “where people continually expand their 
capacity to create results they truly desire, where new and expansive patterns of thinking are 
nurtured, where collective aspiration is set free, and where people are continually learning how 
to learn together.”15 An organization of any type automatically has an environment or context 
in which individuals work, thus creating the culture. Research demonstrates that an 
organization that prioritizes learning, develops a culture that embodies learning as a vital 
characterization.16 Further, research demonstrates that the learning culture is at the core of 
learning organizations.17 

- “The central idea underlying this kind of culture, that is to say, the organization, through 
culture, promotes and values individual learning with the objective that this good 
individual learning, through sharing processes, turns into group learning or 
organizational learning and in so doing can contribute to organizational success.”18 

Learning cultures place value on three constructs:19 
a. learning orientation or influence to learning 
b. individual empowerment that reinforces learning 
c. information transfer which allows for the processing of learning 

 
A culture of learning dramatically impacts individual creativity, innovation, problem solving, 
imagination, and inquiry.20 Additionally, individuals are influenced toward developing employee 
resilience as they are “continually motivated to face challenges and discover advanced ways of 
dealing with changes. This, in turn, leads to the benefit of enhanced change readiness.”21 A 
learning culture ultimately impacts the organization’s competitive advantage, continuous 
improvement, and innovative power.22 
 
 

                                                        
13 (Raj Adhikari , 2010) 
14 (van Breda-Verduijn & Heijboer, 2016) 
15 (Gil & Mataveli, 2017, p. 1698) 
16 (Gil & Mataveli, 2017) 
17 (Rebelo & Duarte Gomes, 2011) 
18 (Rebelo & Duarte Gomes, 2011, p. 174) 
19 (Gil & Mataveli, 2017) 
20 (van Breda-Verduijn & Heijboer, 2016) 
21 (Malik & Garg, 2017, p. 614) 
22 (van Breda-Verduijn & Heijboer, 2016) 
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Components of HRD  
 
HRD is composed of four components including Individual Development, Career Development, 
Performance Management, and Organizational Development.23 It is important for leaders to 
realize the connection and interplay between the four components, and how they work 
together to benefit an organization.  
 
 
 
 
 
 
 
 
 
 
Individual Development – As research continues, this component of 
Individual Development has shifted over the years to now include elements 
of personal growth, not merely skill enhancement.24 Two fundamental 
benefits of Individual Development include strength awareness and adult 
learning.  
 

Strength Awareness - Strength awareness, in this context, relates to an individual’s 
understanding and recognition of their uniqueness. Here are a couple practical ways for 
individuals to realize their strengths:  
 
• Personal Reflection - Individuals benefit from spending time in personal reflection of 

their own strengths. Consider these prompts to help facilitate that reflection:  
o List areas that are internal burning 
o List areas that provide high satisfaction 
o List areas of rapid learning 
o List areas that are performance zones 

 
 
 
 
 
 

                                                        
23 (Gilley, Eggland & Gilley, 2002) 
24 (Gilley, Eggland & Gilley, 2002) 
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• Assessment Tools - There are assessment tools online, including both paid and free 
options. Strength Finders 2.0 is an online assessment tool from Gallup research that 
uses scientific research in naming an individual’s top 5 strengths. Gallup is a global 
research organization with more than 80 years of experience. They “have surveyed 
more than 10 million people on [the topic of strengths], and approximately 7 million 
are falling short”25 in developing their strengths. Further, Gallup found that when 
and individuals are in work environments, not using their strengths, hence not in 
their strength zone, they are “six times less likely to be engaged in [their] job.”26 
Contemporary HRD philosophies often incorporate the position of enhancing an 
individual’s strengths opposed to overemphasizing weaknesses. 

 
By having a strength awareness, the focus of individuals, supervisors, and teams is on 
building strengths and managing weaknesses.27  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
In this discussion of strengths and weaknesses, understand this important sentiment 
from Gallup research.  Teams composed of multiple individuals should be well-
rounded28, opposed to the pressure of an individual holding strengths in all areas.  

 

                                                        
25 (Rath, 2007, p. 11) 
26 (Rath, 2007, p. 12) 
27 (Gilley, Eggland & Gilley, 2002) 
28 (Rath, 2008) 

Managing weaknesses speaks to an 
individual’s and supervisor’s 

understanding of when tasks should be 
delegated, when projects require 
partnership, or when alternative 

solutions should be explored. Again, 
based on an individual’s areas of 

weakness.

Building strengths is 
synonymous with using, 
practicing, and reflecting 

– regularly – based on 
one’s areas of strengths.
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Adult Learning - With the strength awareness, adult learning is the second fundamental 
benefit of Individual Development. When discussing adult learning in an organizational 
context, it is important to realize the distinct role of the individual and the distinct role 
of the organization. Regarding the learning process, the organization includes both the 
supervisor and HRD professional. These three aspects together seek to form a 
collaborative learning partnership.29 There are a variety of learning theories; and, that 
alone is a topic for its own white paper. Here are a few of the key theories: 

 
Learning Theories 

Theory Description 
Behaviorist Theory "The purpose of learning is to produce prescribed behaviors.”30 
Social Learning 
Theory 

An individual "learn[s] from others through social observation or by 
being a part of a culture."31 

Cognitive Theory “Learning is to lead the brain to engage in critical thinking and problem 
solving."32 

Gestalt Theory Learning "involve[s] the whole personality.”33 
Adaptive Learning 
Theory 

An individual "learns from experience and reflection.”34 

Constructivist 
Learning Theory 

Learning is "constructing meaning by making sense of experiences 
through self-directed and critical reflection learning activities.”35 

Experiential 
Learning Theory 

Learning "utilizes the experiences of learners."36 

Transformative 
Learning Theory 

Learning "concern[s] personal change."37 

Humanistic Theory The "purpose of learning is to encourage each individual to develop his 
or her full unique potential."38 

 
 
 
 
 
 

                                                        
29 (Gilley, Eggland & Gilley, 2002, p. 32) 
30 (Gilley, Eggland & Gilley, 2002, p. 33) 
31 (Gilley, Eggland & Gilley, 2002, p. 33) 
32 (Gilley, Eggland & Gilley, 2002, p. 34) 
33 (Gilley, Eggland & Gilley, 2002, p. 34) 
34 (Gilley, Eggland & Gilley, 2002, p. 34) 
35 (Gilley, Eggland & Gilley, 2002, p. 35) 
36 (Gilley, Eggland & Gilley, 2002, p. 35) 
37 (Gilley, Eggland & Gilley, 2002, p. 36) 
38 (Gilley, Eggland & Gilley, 2002, p. 36) 



Benefits of HRD for Organizations       © 2019 Skidmore Consulting 
 

 www.Skidmore-Consulting.com 10 

 
 
 
There are a vast amount of considerations when exploring adult learning knowledge 
transfer. Learning acquisition is critical aspect that shapes the successful benefit to an 
organization. Take time to consider key elements of this learning process.  

 
Strategies Associated with Learning Acquisition39 

 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 

 
Strength awareness and adult learning are two important benefits of Individual 
Development. Career Development is the next of the four HRD components that builds on 
Individual Development.    

 
 
 
 
 
 
 
 
 

                                                        
39 (Gilley, Eggland & Gilley, 2002) 

Before Learning 
Acquisition

•Learning 
Readiness 
(willingness, 
attitudes)

•Self-Direction 
(independent, 
self-determining, 
autonomy)

During Learning 
Acquisition

•Communication 
& Language

•Instruction

•Enlightenment 
(internalize, 
apply)

•Practice

•Review

After Learning 
Acquisition

•Application

•Reinforcement 
& Feedback

•Reflection

•Expectation, 
Application, & 
Inspection

•Recognition & 
Reward
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Career Development – As individuals develop their strength awareness and 
embrace learning, Career Development is an important next step in planning 
for the future. At the heart of this HRD component is a partnership between 
the individual and the organization. The key benefits of this component lies in 
the definition of Career Development as, “an organized, planned effort 
comprised of structured activities or processes that result in a mutual career 
plotting effort between employees and the organization."40 When deriving this benefits, there 
are responsibilities that fall with both individuals and the organization. 

 
Career Development Actions 

Individual41 Organization42 
Assume full support for the management of 
career 

Establish a Job Posting System 

Determine abilities, interests, strengths, 
and desire for work 

Develop Mentoring Systems 

Become acquainted with the organization Use Managers as Career Counselors 
Maintain a broad outlook of career 
development 

Planning Workshops & Seminars 

Aggressively pursue career opportunities Shifting from Performance Appraisals to 
Developmental Evaluations 

 Instituting Employee Growth and 
Development Plans 

 
A good analogy to consider here is a marriage; and, understanding that both the individual and 
organization have responsibilities that are essential to success.43 Consider the connection 
between the Individual Development and Career Development components of HRD. Reflect on 
how strength awareness and adult learning may impact a career development plan for an 
individual. With Individual Development and Career Development benefits outlined, 
organizations, too, find value in Performance Management.  
 
  

                                                        
40 (Gilley, Eggland & Gilley, 2002, p. 59) 
41 (Gilley, Eggland & Gilley, 2002, p. 87) 
42 (Gilley, Eggland & Gilley, 2002, p. 68) 
43 (Gilley, Eggland & Gilley, 2002) 
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Performance Management – The Performance Management component of HRD 
stems from the need for leaders to align the “performance needs with business 
expectations, results, and work environment.”44 This component brings the benefit 
of a systematic view of the human capital, as it relates to the organizational needs 
and opportunities. This matured understanding of Performance Management also 
seeks to identify any barriers and, then, work to remove those barriers through HRD 
efforts.45 Leaders seeking to fully benefit from Performance Management, understand the necessity of 
these aspects: 
 
 
 
 
 

 
Performance Planning - Realize the role of performance planning within an organization. Key to 
performance planning is using tools such as appraisal opportunities to glean insights. Consider 
these potential opportunities for HRD professionals. How might an organization begin to 
leverage these appraisals?  
 

Appraisal Opportunities46 
Point of Contact Purpose 
Work Planning & Review Direct and Control Performance 
Compensation Review Motivation 
Developmental Planning Improve Personal Skills 
Career Planning Identify Goals 
Human Resource Planning Maintain Organizational Continuity 

 
Performance Documentation - See the value in performance documentation. Performance 
management consists of two key components including a job analysis and job design.  
• A job analysis serves as a description of responsibilities and duties for a specific role; and, 

also highlights associated skills and necessary learning.47 
• Job design includes performance components such as outputs, activities, and standards, as 

well as competency maps.48 These are useful tools for leaders when selecting individuals to 
fill specific roles.49 

 
Human Performance System - Consider the role of a Human Performance System. This system 
serves as a framework to understand the environment in which performance occurs. Key 
elements of this system include organizational inputs, people, behaviors, performance, 
consequences, feedback, environment, and whole-system solutions.50 

 

                                                        
44 (Gilley, Eggland & Gilley, 2002, p. 98) 
45 (Gilley, Eggland & Gilley, 2002) 
46 (Gilley, Eggland & Gilley, 2002, p, 103) 
47 (Gilley, Eggland & Gilley, 2002) 
48 (Gilley, Eggland & Gilley, 2002) 
49 (Gilley, Eggland & Gilley, 2002) 
50 (Gilley, Eggland & Gilley, 2002) 

Performance 
Planning

Performance 
Documentation

Human 
Performance 

System
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Performance Management is quite complex, however affords organizations benefit from a systematic 
understanding of performance. Here are three strategies for leaders to leverage regarding 
performance:51 1) Organizations must spend time developing the managers within the organization. 2) 
Leaders must empower individuals to be self-directed and encourage self-esteem, and 3) Realize the 
power of reward structures in performance results. To dig deeper into Performance Management, 
reference Principles of Human Resource Development (2002) by Jerry Gilley, Steven Eggland, and Ann 
Maycunich Gilley. With the Performance Management benefit in mind, Organizational Development is 
the final HRD component to understand. 

 
Organizational Development – Organization Development (OD) is the fourth 
component of HRD. This aspect really aims to enhance the performance 
capacity and market competitiveness of the organization.52 Essential to OD is 
understanding the connection with Career Development. Remember, 
organizations are composed of individuals; and, recall the analogy of the 
marriage between the organizational and individual. This connection 
between the two is significant to the performance benefits derived by the organizational 
development.53 Further, this connection aids the matching process of identified human capital 
needs with individuals who are prepared to perform.54 The OD process consists of six steps:55 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
                                                        
51 (Gilley, Eggland & Gilley, 2002) 
52 (Gilley, Eggland & Gilley, 2002) 
53 (Gilley, Eggland & Gilley, 2002) 
54 (Gilley, Eggland & Gilley, 2002) 
55 (Gilley, Eggland & Gilley, 2002) 

Problem 
Identification

•This phase serves as an initial recognition of the current state versus the target state regarding a problem. The 
problem could be related to culture, productivity, competitive advantage, etc. 

The Relationship 
Phase

•This phase serves to identify roles and responsibilities for individuals involved in bringing out the change 
within the organization. Individuals include identified leaders within the organization, as well as the possibility 
of external individuals. 

The Diagnostic 
Phase

•This phase serves to offer a methodology and approach for the work to be completed using data and analytical 
tools for insights.

The Solution 
Identification 

Phase

•This phase serves to overtly identify the selected solutions in relation to the identified problem.

The Intervention 
Phase

•This phase serves to implement the solutions within the organization. The facilitated change happens at this 
phase and it is crucial for leaders to realize the potential intangibles associated with individuals who may or 
may not embrace change. 

The Evaluation 
Phase 

• This phase serves to provide feedback on the OD effort, overall outcomes, and possible modifications 
necessary. 
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Financial Benefits of HRD 
 
With the four components HRD fully examined, understanding the financial aspect of HRD is 
critical. For many leaders, financial investment is a point of interest and discussion.  
HRD must be viewed as an investment by leaders. Depending on the size, structure, and 
scalability of an HRD effort, the associated financial impact certainly varies. The ultimate value 
in HRD is to improve performance and change the organization – meaning there is an 
anticipated and strategic return-on-investment (ROI) associated with HRD effort. Organizations 
must move from viewing HRD as a cost and shift toward recognizing the strategic contributions 
HRD provides.56 Paramount to evolving this HRD perception, is communicating the financial 
forecast for a HRD effort. There is a very simple equation for leaders to use when seeking to 
identify this financial result.  
 
 

HRD Financial Assessment Model57 
 

Performance Value (Performance value resulting from HRD interventions) 
Cost (Cost of the HRD intervention) 
 
Benefit (benefit is the performance value minus the costs 

 
 
Performance Value may be a term that is a bit ambiguous to some leaders. This term speaks to 
a calculation of the anticipated monetary return based on: 1) unit of performance2) existing 
level of performance 3) target level of performance and, 4) monetary value of each unit. The 
benefit of this financial model is the strategic value it affords HRD leaders. This financial 
assessment is not something created once and never reviewed again. Rather, it is a tool for on-
going communication associated with a financial investment. Consider the following ways in 
which to use the equation:58 
 
 
 
 
 
 
 
 
 
 
 

                                                        
56 (Swanson, 2001) 
57 (Swanson, 2001, p. 26) 
58 (Swanson, 2001, p. 6) 

Before HRD

•Use the equation 
to answer the 
question, ‘what is 
the forecasted 
financial 
benefit?’

During HRD

•Use the equation 
to answer the 
question, ‘what is 
the actual 
financial 
benefit?’

After HRD

•Use the equation 
to answer the 
question, ‘what is 
the approximate 
financial 
benefit?’
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As HRD professionals guide organizations through strategic and impactful interventions, reflect 
on these thoughts:59 1) The recognition that people have a value that does not depreciate. 2) 
The realization that investing in people is a relatively stable method to increase the 
organization’s value. And 3) Awareness that HRD leaders must be primarily business-minded and 
secondarily HRD-minded. Want to dive deeper in the financial assessment of HRD? Find 
worksheets, practical examples, and more theory in Richard Swanson’s book Assessing the 
Financial Benefits of Human Resource Development (2001).  
 
 
Approach to HRD 
 
Shifting from a reactive, back-filling perspective of human capital to a proactive, talent-driven 
perspective, HRD serves as an effective approach to fulfilling organizational needs, internal 
opportunities, and succession planning.60 An organization that prioritizes building internal 
talent, helps to develop those performance to face future organizational needs.61 But, an 
organization’s approach to HRD is, quite frankly, impacted by:62a personal perspective and 
values of its leaders, the values that shape the strategy of the organization and even the 
interests and values of society. The way leaders understand and see the world, impact their 
understanding of the role and purpose of organizations.63 Though this is true of all areas of 
business, and life for that matter, the approach taken with HRD is a defining aspect of the 
relationship between the human capital and the organization. This relationship is an intangible 
that has the ability to bring about real benefits to the organization. Consider the impact of 
strategic, ethical, diverse & inclusive, and just approaches to HRD. 
 
Strategic - HRD stems from the work of multiple disciples over the years and is working to 
impacting professional fields with theories and research.64 Further, HRD is composed of a 
myriad theories, processes, subsystems, and concepts that impact HRD engineering and 
execution.65 It is important that HRD does not forget the strategic, large-scale, or macro-level of 
efforts when implementing HRD efforts. This holistic perspective helps to keep the micro-level 
processes in line with the overall goal, purpose, and context of HRD.66 
 
 
 

                                                        
59 (Swanson, 2001) 
60 (Rowland, 2011) 
61 (Rowland, 2011) 
62 (Ross-Gordon & Brooks, 2004) 
63 (Hatcher, 2002) 
64 (Kuchinke, 2013) 
65 (Kuchinke, 2013) 
66 (Kuchinke, 2013) 
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Ethical - There is a shift in leadership moving from transactional approaches to 
transformational theory. A next step in this shift is toward ethical and values-based 
leadership.67 Ethical leadership is an approach that includes all aspects of business. This type of 
leadership understands the social responsibility of organizations, cares about the impact and 
influence of the organization, and seeks responsible outcomes.68 These motives are distinctly 
different than concern for profit and financial numbers alone. Ethical leadership calls for a 
paradigm shift and a differing worldview for leaders. Leaders who understand,  
 

Without values, without a soul, the profession is subject to whim and fancy of business 
built solely on financial gain and most times suspicious of the ends of society and the 
environment. Without our personal and professional values and ethics we remain 
subservient and subjugated to the values of our organizations, values based primarily on 
profit.69  
 

With this in mind, it is critical that leaders are aware of their personal values In addition to the 
organizational values. These values should serve as the framework in which all strategic and 
tactical decisions are based. Leaders must seek to identify individual’s personal values, identify 
the organization’s values and reflect what the impact and gravity of those values. Next, leaders 
must realize the effects of the organizations from varying levels. How do organizations consider 
ethical HRD in regard to organizational efforts on the following?: 

 
Levels of Emphasis:70 

1. Micro – Concerned with the internal effects of the organizations 
2. Macro – Concerned with what the organization delivers to its external clients 
3. Mega – Concerned with the collective self-sufficiency, self-reliance, and quality of life of 

the world in which we and our external clients live 
 
Diverse and Inclusive - Within the past 50 years, an emphasis of diversity and associated 
training began to enter the work place through varying laws, civil rights moments, affirmative 
action, and shifts toward greater representation.71 Key tenets of diversity include: bringing 
awareness, reducing biases, and changing behaviors.72 There are many facets of diversity that 
demonstrate differences among individuals including race, disability, sexual orientation, age, 
ethnicity, and many more.73 HRD, too, must seek ways to develop individuals from diverse 
backgrounds, while offering an inclusive and empathic space.   
 
 

                                                        
67 (Hatcher, 2002) 
68 (Hatcher, 2002) 
69 (Hatcher, 2002, p. 39-40) 
70 (Hatcher, 2002, p. 186) 
71 (Ross-Gordon & Brooks, 2004) 
72 (Ross-Gordon & Brooks, 2004) 
73 (Rumens, 2017). 
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Just - Organizational justice is not as simple as a singular concept. The root of justice stems 
from a morality that is associated with social relations.74 There are actually three justice 
categories: 75 
 
 
 
 
 
 
 
 
 

 
 
 

 
Leaders armed with a knowledge of these types of justice must realize that an individual’s 
perception of justice of a specific organization, impacts “attitudes behaviors and consequently 
organizational performance.”76 A key HRD areas interacting with justice is a selection process. 
Selection processes may vary from hiring to promotions to special groups, etc. Consider the 
various tools (listed in alphabetical order) potentially used by HRD leaders in a selection 
process:77 
 
 
 
 
 
 
 
 
Regarding this matter, leaders must balance validity with perceived fairness for each of the 
various tools. And that distinction, between what is valid and what is perceived as fair, is 
deemed the justice dilemma facing leaders.78 Also, consider how HRD applicant pools can to 
vary between exclusive and inclusive systems.79 Just two, of many HRD facets, how do leaders 
determine what is just when as it relates to applicant pools and selection processes?  
 

                                                        
74 (Hatcher, 2002) 
75 Hatcher, 2002, p. 26), (Hatcher, 2002, p. 27), .(Jain & Jain, 2015) 
76 (Jain & Jain, 2015, p. 614) 
77 (Hatcher, 2002) 
78 (Hatcher, 2002) 
79 (Collings, 2014) 

Procedural Justice:
•This “refers to fairness issues concerning the methods, mechanisms, and 
processes used to determine outcomes.”

Interactional Justice:
•This refers to that fact that “interactions between outcome received and 
outcome givers do not involve formally imposed constraints on roles and 
behaviors.”

Distributive Justice:
•This refers to the fairness of the outcomes.

Assessment 
Center

Biographical 
Inventory

Cognitive-
Abilities Test Interview Pencil - and -

Paper Test

Personality 
Test

Reference 
Check Work Sample

Workplace 
Drug 

Screening
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Applying HRD to the Organization 
 
HRD provides numerous benefits to organizations of varying levels in varying industries. There 
are nuances and complexities associated with every environment for leaders to address.  
 

Global HRD - In cross-cultural, global, and international settings, HRD must consider the role 
that cultural perspectives bring to the environment including practices, traditions, 
experiences, and values that may differ based on country.80 Some researchers hold, “that a 
global HRD concept might be too difficult to construct.”81 Other researchers note the heavy 
influence that multinational corporations (MNC) play in shifting towards greater 
globalization. 

 
SME HRD - In small-to-medium sized enterprises (SME), there tends to be an intensive labor 
element when building HRD.82 In these organizations, it is critical to overcome potential 
ignorance, skepticism, or negativity associated with HRD.83 SME are known for an 
operations focus dealing with day-to-day needs, opposed to more of a long-term strategy to 
develop individuals.84 This is a culture that must be overcome in order to receive the most 
value from HRD. 

 
Virtual HRD - Emerging virtual aspects of HRD are becoming integrated into many 
organizations.85 Technology continues to shift work paradigms and offer new ways to 
maximize learning across environments. A variety of industries already benefit from virtual 
aspects of HRD including sportswear, finance, it, cosmetic, manufacturers, and software.86 

 
Spend time analyzing how the organization’s size, structure, marketing, location, etc. impact 
HRD efforts. Here are some initial steps for leaders who seek to bring HRD to an organization. 
Designing a cost-effective and reputable HRD program is just the starting point.87 

1. “Establish a written HRD philosophy 
2. Establish HRD policy 
3. Obtain support from top management 
4. Integrate HRD into the long-range organizational plan 
5. Conduct extensive analysis activities 
6. Encourage collaboration 
7. Establish criteria for participation 
8. Be introspective but focus on results” 

 
 
                                                        
80 (Garavan & Carbery, 2012) 
81 (Garavan & Carbery, 2012, p. 142) 
82 (Nolan & Garavan, 2016) 
83 (Nolan & Garavan, 2016) 
84 (Nolan & Garavan, 2016) 
85 (Park, Jeong & Ju, 2018) 
86 (Park, Jeong & Ju, 2018) 
87 (Gilley, Eggland & Gilley, 2002, p. 21-23) 
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Interested in Building a HRD Program?  
 
Academic Partnerships - Understand the value of partnering with an academic scholar who is 
involved in this field of study. This type of partnership helps to integrate research with practice 
as researchers and organizations are able to bridge the two worlds.88 Partnerships of this 
nature, too, allow for substantial impact to organizations immediately as well as in the future.89  
 
External Consultant - Partner with Skidmore Consulting to develop an HRD program that fits 
the unique organizational needs. With a value-based approach, Skidmore Consulting provides 
impactful insights to organizations and leaders. Visit www.Skidmore-Consulting.com for more 
information.  
 
For more information on the topics covered in this white paper, please contact Sarah 
Skidmore at sarah@skidmore-consulting.com.  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
About the Author 
Sarah Skidmore spurs the creative application of theory & strategy 
for leaders and organizations seeking to enhance their competitive 
advantage. Sarah serves as a consultant, freelance writer, and 
speaker for industries including plastics, construction, medical & 
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88 (Kalis et al., 2016) 
89 ((Lombardozzi, 2007) 
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