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Editorial

Welcome to Issue 2 of 2018. The topics in this issue range from the impact of leadership 
development to the relationship between ethics and HRD. In between we have the first of a 
two-part article exploring the relationship between HRD and Capacity Building. I look forward 
to part 2 which will apply this first phase of the authors’ research to the country of Bahrain. 
The article on the research and evaluation toolkit offers something a little different. It outlines 
a resource, applicable to mentoring programmes in all sectors and organisational context but 
importantly is itself research based. It is particularly pleasing to be able to include the interview 
with Fostine Odhiambo, former Group HR, Training & Development Director with the Turks 
Group, based in East Africa. This ensures HRD in Africa is firmly on the agenda for the Journal 
and its future coverage. I am indebted to my EAB colleague, Paul Turner, for introducing me to 
Fostine and setting up the interview possibility. And, we continue to explore what HRD might 
look like in the future. In the article from Tricia Harrison and colleagues the focus is the surprises 
that might await HRD. Fascinating stuff. 

Tensions remain about what the Journal is trying to do by way of its content. I have received 
over the last few months at least four submissions which reflect a particular characteristic. The 
articles present what would appear to be perfectly legitimate and well managed HRD research. 
Each, though, singularly fails to include any serious discussion of the HRD practice implications 
of the research findings. Perhaps the authors find themselves locked in the ivory tower against 
their will. Or maybe they simply cannot see the pathways out. Either way, the result is that 
the research is an end in itself. Knowledge is being produced but not put into practice. Such 
contributions are frustrating and sometimes depressing. But, there is another way of looking at 
them. They provide, in a perverse sort of way, a strong justification in support of the Journal 
and its fundamental goal of promoting content more directly focused upon professional practice. 

Looking ahead to 2019 there is much to engage our attention. I highlight three here. Firstly, the 
Journal will report, via its first Special Issue, on an EU funded project in Global Entrepreneurial 
Talent Management involving 13 partners in Europe and Korea and being led by Northumbria 
University. The overarching aim of the research project is to improve employability and future 
global talent management to support economic development. The research project will identify 
and address the talent management issues of the future by working with, and in, three stakeholder 
groups: students and graduates (the future generations), employers (wealth-creators of the 
future), and higher education institutions (educators of the future). Secondly, discussions are 
underway about the ongoing resourcing of the Journal. It is hoped that definitive proposals will 
be forthcoming in the new year that will safeguard the future of the Journal — and possibly, 
open up new possibilities. Finally, and on a more personal note, I will step down as Editor in the 
Spring. Sarah Minnis, USA and Mark Loon, UK, both currently Associate Editors will step up 
as Joint Editors in Chief. I look forward to a fuller introduction from the new editors in the next 
issue. The timing for this handover feels right. Volume 4 will be well underway; the Journal has 
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not folded after just one or two issues. It is finding its way in a crowded market. I am sure Sarah 
and Mark will bring a new momentum to the Journal whilst holding true to its unique position 
championing HRD scholarly practice. 

Dr Rick Holden, Liverpool Business School
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‘I would recommend it to anyone!’ 
Transferring Leadership Development  

and Evaluating for Impact at 
Skipton Building Society

Francesca Hall, Skipton Building Society  
Beverley Petrossian, Skipton Building Society 

Tim Spackman, Skipton Building Society 

The paper considers the evaluation of leadership programmes in Skipton Building Society. 
Recognizing the difficulties associated with achieving a measurable return on investment, the 
programmes were designed to ensure that evaluation served a variety of purposes including how 
learning could be transferred to the workplace. An impact assessment, completed five months 
after the end of the programmes, shows strong impact; the programmes have shifted the culture in 
support of development. There was a high recommendation for others to undertake the programmes 
and many examples of ongoing transfer. Critical factors assisting transfer are identified. 

Key Words: leadership development, evaluation, transfer of learning

Introduction

Expenditure on leadership development can be significant yet there is difficulty in obtaining 
value from such an investment. As a classic open skill area, consisting of far transfer tasks 
(Blume et al., 2010), leadership development and training can only result in application through 
adaptation to varying situations and in different ways. Therefore, transfer is less likely when 
learnt tasks and situations are quite different from the transfer setting. Leadership development 
is a classic example of poor transfer in HRD, with estimates of between 10%-15% return on 
investment (ROI), even when learning events undertaken are based on good principles of design, 
content and sequencing (Baldwin & Ford, 1988) and positively rated by learners. As argued by 
Latham (2007), where learners cannot apply new skills and knowledge at work, there is a waste 
of ‘time, money and resources’ (p. 3) and this hardly advances HRD’s case in difficult times and 
especially when leadership development is considered to be a more costly form of HRD.

Of course, transfer in most areas of HRD is difficult, especially for such activities as leadership 
development, due to the complex range of influencing factors, referred to as the ‘transfer system’ 
(Holton et al., 1997). Such factors can include the expectations of learners, their preparation 
and beliefs for using skills, contextual factors such supervisor and peer responses, and the 
opportunities for application in the workplace (Holton et al., 2007). But there are also more 
complex factors such as strategic linkage and accountability (Burke & Saks, 2009) which are 
more difficult to fathom and it becomes essential to give more attention to the way transfer 
is operationalized and measured to impact on its eventual reporting. This would suggest the 
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necessity to move both upstream and downstream of leadership development events to ensure 
that transfer becomes a consideration at key decision-making points (Blume et al., 2009). We 
argue in this paper that evaluation can play a crucial part in this process.

In this paper, we will argue for an evaluation model that is holistic to take account of how the 
wider system impacts on leadership development and vice versa. Following Thorpe et al. (2009) 
we argue for a model that acknowledges the importance of cause-and-effect connections in 
evaluation but also considers how learning is occurring within the leadership development events 
and, crucially, the impact of the wider system or context. In this paper we will report on the results 
of how holistic evaluation was built into six programmes of leadership development in Skipton 
Building Society over the last two years, as part of the ongoing process of 16 programmes. 
We will show how evaluation was used to progressively advance the process of learning for 
participants and provide data for key stakeholders so important decisions on leadership and 
talent could be made as well as providing the evidence of impact on organisation performance. 
We begin with a brief overview of the key ideas on transfer of learning. 

Transfer and Evaluation

We argue that in areas of HRD such as leadership development, transfer of learning and evaluation 
need to be seen as two sides of the same coin leading to practices combined to reinforce each 
other. While evaluation may well have a variety of purposes, none of these will be of relevance 
unless there is evidence of transfer of learning taking place in the form of impact on performance 
and evidence to support impact. If then ends are concerned with the stages towards impact, the 
means need to provide a way of supporting the stages. 

When we speak of transfer of learning, the concern is with the degree to which skills, knowledge 
and behaviours that are learned during leadership development programmes are “transferred 
into the workplace, maintained over time and generalised across contexts” (Chaiburu & 
Tekeleab, 2005, p. 604). Maintenance is concerned with the reproduction of learned skills and 
knowledge which persists over time (Blume et al 2010) and generalisation is how knowledge 
and skills which have their origin in a programme are adapted to different environments and 
situations. However, it has long been recognised in HRD that transfer is a problem which 
makes any link to a measureable return on investment (ROI) difficult to achieve. Across over 
60 empirical studies, for example, Grossman and Salas (2011) found little evidence to support 
that training transfers into changed behaviours within the workplace, arguing that the act of 
learning alone, is not sufficient for training to be considered efficient. While there might be 
some immediate impact, there is evidence of a persistent trailing off of impact over time 
(Wexley & Latham, 2002).

Transfer over time is particularly felt to be the case with training in skills areas such as problem 
solving, leadership and management development. While some training involves tasks that are 
procedural, where tasks which are followed in the same order (e.g. computer software training), 
transfer is often successful, although adaptation of skills when the order or context changes 
might be less successful. Blume et al. (2010) refer to these as closed skills and near transfer tasks. 
By contrast, with open skills such as leadership and far transfer tasks involving the application 
and replication of skills, these will need to be adapted to varying situations and in different ways, 
so transfer might be more difficult.
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Grossman and Salas (2011) have identified the most prominent factors known to influence 
transfer, organized into three categories as Trainee Characteristics, Training Design, and Work 
Environment. Trainee characteristics such as cognitive ability have been shown to affect the 
processing, retaining, and generalizing of skills learnt, along with such factors as self efficacy, 
motivation, and perceived utility of training. Training design involves creating a realistic learning 
environment, behaviour modelling, and the use of self-management strategies. Trained skills are 
more likely to transfer if practice scenarios encompass characteristics of the work environment 
and trainees can get feedback and learn from their mistakes. 

Work environment, the third category, involves a range of factors such as learning climate, 
support, and the opportunity to perform or change performance. These are probably the most 
difficult to deal with by those involved in the delivery of leadership programmes. A recent 
programme of management training suggests enhanced transfer when the training has some 
resemblance to work situations (Van der Locht et al., 2013), but such manipulation may be 
difficult to achieve. The factors have been collectively referred to as the ‘transfer system’ (Holton 
et al., 1997, 2007) consisting of the key contextual factors that have been identified as part of the 
difficulty of transfer. Donovan and Darcy (2011) identified preparation for training, peer support, 
and organisational support as three of the most relevant factors affecting transfer of learning 
among HRD practitioners, along with perceived relevance of training and trainer effectiveness. 
Hussain (2011) also identified work support factors such as perceived organisational support, 
supervisor support, and the perceived validity of the contents of training as important in a 
person’s motivation to transfer learning. The way that a programme is framed even before it has 
even been embarked upon, the perceived utility to the trainees’ job role and supervisor support 
to implement and perform training whilst back at work are all key factors (Gegenfurtner et al., 
2009). 

A measurement of ROI may become too difficult to achieve or lacking in meaning if there 
insufficient attention give to key aspects of a work environment such as strategic linkage and 
accountability. Burke and Saks (2009) suggest that that accountability derives from the strength 
of links between:

• The pre-training expectations of trainees so they have clear goals and expectations for 
attendance and what they will learn; 

• Trainees’ control over their learning and application into the workplace; 

• A strong sense of personal obligation to attend and apply learning and clarity as to 
what they must do when they return to work to begin to use newly acquired skills and 
knowledge. 

Probably the most important influencing factor on these is the ability and willingness of whoever 
is accountable for a participant’s work performance to provide clarity to inform expectations. 
This accountability may need to stretch further up the chain of command. Acceptance of this 
by senior managers can provide attention to the way transfer is operationalised and measured to 
impact on its eventual reporting (Blume et al., 2010). Part of the answer lies in the flow of data 
which emerges from evaluation. 

There has been a long standing problem of evaluating leadership development. Working with 
an assumption of what Garavan et al. (1999, p.193) referred to as a “functional performance 
rationale”, the argument has been that a linear connection between leadership development, 
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successful performance, success in organisations and even national economic success can be 
proposed and sought. Therefore, evaluation should be concerned with proving the validity of 
this argument, even though, it has long been recognized that proving impact as a kind of cause-
and-effect relationship is far from easy in leadership development, based on the difficulties of 
the “transfer system” referred to above. We need to argue that transfer and evaluation ought 
to be seen as part and parcel of a process to both show the value that is added by leadership 
development and contribute to how the value is enabled.

This would suggest that evaluation can serve a number of purposes. The proving purpose of 
evaluation is just one possibility, although it also matches a conventional wisdom on how 
evaluation should proceed in leadership development (Gold et al., 2010). However, it is 
also important to work with multiple purposes, including proving, improving, learning, and 
controlling, as identified by Easterby-Smith (1994) but also influence (Gold et al., 2010), where 
data collected can be presented as a revelation of real facts or the ‘truth’ (Clarke, 1999). Given 
the importance of accountability in the work on transfer, it becomes essential to align learning 
resources with strategic priorities, using a range of methods to evaluate the contribution of 
learning. This also assumes that strategic priorities have a role to play in determining which 
learning programmes are needed (Anderson, 2007).

There has, traditionally, been much attention given to staged or chain models of evaluation 
such as Kirkpatrick’s (1983) four stages approach and Philips (1996) addition of a fifth stage 
to measure net programme benefit. At each point, stage or level, data can be gathered to meet 
the different purposes, including feedback to participants but ultimately to show a ROI. These 
approaches can be seen as rather narrow which can also preclude consideration of the variety of 
interests and tensions that can be found in organizations. There have always been criticisms of 
such ideas for the evaluation of leadership development since it assumes a degree of causality 
between events on a programme and performance by leaders at work. This is an assumption that 
becomes difficult to justify when the wide range of variables that are likely to affect leadership 
performance in the workplace. However, this should not be an excuse to do nothing about 
measuring the value of leadership development because measurement counts and meets the 
expectations of a variety of interests (Anderson, 2007).

The difficulties that are associated with traditional approaches to evaluation in leadership 
development have led to a search for an approach which takes into consideration the different 
views and requirements for value to be shown as well as enabling the transfer of learning. Such 
an approach needs to be holistic allowing acknowledgement of cause and effect connection, 
where they can be made, but also to consider how learning is occurring in events so that impact 
on the wider context becomes possible (Thorpe et al., 2009). Figure 1 shows a representation of 
holistic evaluation. 

The methods of data collection for evaluation can be chosen to show value of events on the 
programme but also to consider the impact on the system surrounding the programme or its 
context. Such evaluation can take account of different views so that it is ‘responsive’ but also 
oriented toward learning (Torres, 2006). As part of this process, leaders as learners on programmes 
can also reflectively consider how learning can be transferred but also why it cannot. We would 
suggest that action learning can play an important part in any process of leadership development 
(Pedler, 2008). In what follows we consider how holistic evaluation was employed in leadership 
programmes at Skipton Building Society. 
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Figure 1: Holistic Evaluation

Background and Outline of the Programmes

Skipton Building Society, is one of the UK’s largest building societies1. Established 160 years 
ago it provides financial services for around 750,000 customers. It employs over 1,500 people. 
In 2011, a Modern Leaders Programme (MLP) was designed and launched. The aim was to 
develop leadership capability and to align leaders with organisational strategy. A key aspect was 
to develop culture in line with declared values of One Team, Ownership, and Trust. The backdrop 
was years of underinvestment in people when the organisation was focused on surviving the 
economic crisis. Leadership capability was variable — there were many talented people but they 
had not been supported and challenged to realise their full potential. MLP was developed to build 
capability and shape the culture — for example, by building relationships across the organisation. 
There was also a desire for a sustainable change and impact on culture by developing leaders as 
learners, self-directed in their learning beyond the programme.

MLP has run as a 12-month programme consisting of a number of elements. Leaders undertake 360 
degree feedback relating to the Society’s Values and Behaviours Framework. At the Orientation, 
they complete a range of activities including the Myers-Briggs Type Indicator (MBTI) personality 
test, a timeline of their leadership journey, a cultural web exercise, and coaching and feedback 
skills. A three-way learning agreement is made at the outset between the individual, a coach, and 
their line manager. This was seen as a way of providing support to learners but also requiring 
line managers to accept accountability. Groups were also formed into cross-functional action 
learning sets, who meet every four to six weeks with the agenda created by the group.

Following Orientation, participants attend four strategic modules including People (a coaching 
workshop), Processes (lean and continuous improvement), Financial Strength (understanding 
how they contribute commercially), and Customers (customer experience and insight, channels, 
target customers, brand). With the exception of the People module, these modules are designed 
and delivered by leaders from Finance, Business Change, Products, Marketing, and Skipton 
Direct, rather than HR.

An exchange visit is arranged by the participants where they shadow someone from a different area 
of the business, building relationships between head office and the branch network. Relationships 
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are further strengthened through the most transformational aspect of the programme, a three-
day residential. Here, participants design a cultural task of their choosing and work on it over 
the three days and beyond. They also give and receive extensive feedback on each other — 
developing self-awareness, building confidence and providing choices should they wish to adapt 
their behaviour in any way. Participants can attend a range of optional sessions based on their 
needs as they see them. They also have the opportunity to take some time out for themselves, 
with a Pilates class available.

The Aspiring Leaders Programme (ALP) was developed as part of a talent framework to prepare 
individuals for people management before they move into the role. The programme consists of 
a development centre and a number of modules built around our values of One Team, Trust, and 
Ownership. The group are also asked to undertake a group challenge of strategic significance — 
for example, how do we best communicate our annual Corporate Plan or how do we bring our 
customer strategy to life for our people. 

The Approach to Evaluation

Modern Leaders Programme
The MLP has taken significant internal resource to deliver and the process by which we evaluate 
impact both for individuals and for the organisation has been woven into the programme design 
from the outset. Crucially, senior managers from the Executive team or ‘Exco’ are involved 
throughout. A Steering Group was set up before the programme started with a remit to both 
receive and provide challenge to the changes (both expected and unexpected) we noticed as 
the programme developed. We recognised that both quantitative and qualitative measures 
would be needed. The Steering Group comprises the Chief HR Officer, Chief Operating 
Officer & Distribution Director, Head of Organisational Development and the Leadership & 
Learning Manager. The Group met on a six weekly basis and reviewed impact of learning on 
performance across the Society. Data reviewed includes shifts in 360 ratings for leaders pre 
and post programme completion, trends identified through the Review and Assessment Process, 
EOS results. Early decisions for the Steering Group were largely around programme design and 
pace of rollout. This allowed us to make decisions regarding content, mix of groups to ensure 
maximum cultural impact e. g. a cohort’s blend of head office and branch distribution. We review 
the impact on culture in a number of ways. Firstly leaders complete a culture analysis at the start 
of the programme using the Culture Web (Johnson et al., 2012) and a cultural ‘word sort’. We are 
tracking the content of both medium and have noticed changes in the way the culture is described 
across the 15 cohorts engaged in the programme so far, e.g. a shift from “feedback is not valued” 
to “feedback is valued highly”. 

Three-way contracting between a peer coach, line manager, and leader allows clear learning 
objectives to be agreed at the outset of the programme. A 360 rating on a behavioural framework, 
current development plan, and performance objectives contributes to the shaping of clearly 
defined learning objectives. This process is repeated at month 10 and distance travelled in the 
context of their performance/effectiveness in role is evaluated. We’ve noticed some 360 scores 
go down as more honest and challenging feedback is both asked for and provided by leaders; 
testimony to both their enhanced skill levels and recognition of the value feedback can have on 
shifting performance.
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Peer coaching groups have provided leaders with the space to develop trusting relationships with 
colleagues from across the Society. Over the five peer coaching sessions required, leaders have 
been able to develop from a directive style of offering solutions and advice to colleagues to a 
more collaborative and then non-directive style of support. The value experienced is evidenced 
by the fact that some groups continue to meet long after completing the required number of 
sessions. There are also ‘Alumni’ events based on open space enabling those who have completed 
the programme to come together to create learning sessions with each other.

The Review and Assessment Process provides a clear statement of intent that learning and 
shifting performance is not optional. At month 13, the Review and Assessment is separate 
from the learning experience and the Head of OD & Leadership and Learning Manager are not 
involved in assessing the impact learning has had for individuals. This ensures leaders do not 
see time spent learning as purely about ‘passing a test’ at the end of the programme. Two Exco 
members are involved in of the Review and Assessment days and the highly supportive nature 
of the day and the time taken to provide high quality feedback has meant that leaders continue to 
learn through this experience also.

As greater numbers complete the Review and Assessment process, we’re noticing where further 
support is required where leaders of leaders have not provided the support and guidance that 
their leadership teams have needed. This allows us to provide additional development support 
where required.

Aspiring Leaders Programme
As noted above individuals are identified and invited onto the Programme after their leadership 
potential has been assessed via a Development Centre. All individuals receive feedback from 
this. We evaluate the feedback from the Development Centres to understand what this tells us 
about our talent pipeline. Since starting the Programme we have noticed the capability of our 
talent pipeline has started to improve and a direct correlation between this and the fact their 
leaders have experienced the MLP.

To understand where individuals are starting the ALP, an agreement of learning is contracted 
with them and their leader. As part of this learning agreement individuals bring data from their 
current performance and development discussions and their feedback from the Development 
Centre. The content of the Learning Agreements are reviewed thematically and the design of the 
Programme is enhanced accordingly. For example, one enhancement has included more content 
and structured learning reflection added in as this was identified as a priority for a number of 
individuals. Individuals’ learning agreements are revisited at the end of the Programme which 
supports the individual to evaluate what learning they have experienced, how they have applied 
this learning and what impact it has had on their current performance. 

Alongside the Learning Agreement a 360 feedback based around our leadership behaviours is 
completed at the beginning and the end of the programme which enables individuals to evaluate 
progress of their learning.

The Team Challenge that the group work on is sponsored by two Senior Leaders (Director of 
Operations and Head of Customer Strategy). Regular checkpoints are planned into the Programme 
for the group to provide an update on progress. The checkpoints provide us with an evaluation 
opportunity to understand how they are applying their learning from the Programme and impact 
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on our culture. The content of the Programme is once again enhanced as a direct result of this 
evaluation to ensure all individuals are optimizing their learning and the impact of the learning 
is meeting the desired outcomes for the programme. 

Impact Evaluation

Both the MLP and ALP have been designed to enable evaluation and transfer of learning to 
be mutually supportive. As can be discerned, there were some vital elements placed into both 
programmes to accommodate the variety of purposes of evaluation but also to promote transfer 
into work performance. These include:

a. Sponsorship, support, and attention from senior managers.

b. Use of models of assessment for development that link to the organization’s strategy.

c. Responsiveness to the needs of participants.

d. Agreement with line manager, coach, and participant on learning direction.

e. Peer learning to allow articulation of learning and value gained.

f. Review and assessment involving senior managers to re-set the direction for learning and 
performance at work.

On conclusion of the formal programmes, the question remained of whether there would be 
transfer and impact in work performance. These questions formed the basis of an independent 
impact evaluation, completed with a sample of participants, five months after the completion of 
the programme. 

Aspiring Leaders Programme
For the ALP a group discussion was held in which eight participants were asked to identify 
three significant sources of impact on their performance at work that they could attribute to the 
Programme. They were then asked to provide further details of what the impact was, why it was 
significant, and what value it added to the Society.

Participants were also asked to provide an overall impact assessment and how far they would 
recommend the Programme to others. The results are shown in Table 1.

Overall impact 
1= low, 5= high 4.3

Would recommend to others 
1= low, 5= high 4.8

Table 1

There was a good indication of impact on performance, some five months after the end of the 
Programme. There was also evidence of progression in the Society with movement to new 
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and higher positions of responsibility, with 79% of participants being promoted into their first 
Leadership role. This demonstrates a return on investment through a direct reduction in the 
recruitment budget.

When participants were asked to consider how ALP had impacted on their work by identifying 
significant incidents, why incidents were significant and what were the benefits for the Society, 
some interesting themes were revealed.

a. Awareness and confidence

 Identified by most participants, there was good evidence of how the Programme boosted 
confidence and raised self awareness and awareness of others. Connections were made to 
how action learning in ALP had provided a chance to do something different and boost 
confidence. For example:

 - More consideration of impact on others, how they feel and what the consequences 
are. Thinking before speaking. Use in many places, branch meetings, sales meeting. 
The significance is more constructive delivery, no defensiveness and making a 
difference. This has improved results and built good relationships. 

 - Movement from sitting in meetings and not speaking through fear of putting 
views forward, to realizing opinions are valued and able to speak up. Terrified 
of speaking in front of a group but now happy to hold team briefings and have 
done the presentations elsewhere. Confidence to hold conversations with others on 
different levels. The Society saw “something in me that I didn’t see”.

 - Understanding differences in styles and personality, allowing identification of 
strengths and weaknesses which could be put into work, along with dealing with 
weaknesses. Improvement in teamwork and working with others.

 - Identifying development areas with concrete objectives. Having an impact on 
clients and changing styles to gain understanding.

 - Continuous self development, feeling frustrated but now enthusiasm. 

b. Feedback, coaching, and dealing with performance

 Recognition of how attention to appropriate feedback can result in more honesty and 
trust, making for a more open culture. Coaching for development and removing problems 
is contrasted with a telling style of managing. For example: 

 - How to pitch feedback to individuals, managing workloads to improve performance.

 - Coaching to remove problems, developing staff styles rather than telling. 

 - Importance of giving feedback as communication, raising important issues. 
Encouraging a forum for feedback leading to more openness in the culture, 
increasing motivation and team work.

 - Honesty with the team, making the right decisions.

 - When dealing with under performing, able to consider motivation and desire to 
succeed at a personal or team level. Results showed the team felt more confident 
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and motivated shown in an uplift in results despite ‘real’ difficulties in staffing. 
Team have fed back they are more inspired and engaged. 

c. Leadership

 An important factor of impact generally agreed in discussions was the development of 
skills but also understanding the difference between leading and managing. Most did not 
know the difference when the Programme began. For example: 

 - A good leader can have stronger impact. We shared our experiences of good and 
bad leaders and the impact this has had on use. Teams work better with good 
leadership — they are motivated, empowered, and enjoy work. The skills to make 
this happen can benefit the Society. 

 - You need a good dedicated leader to make a good, dedicated, and committed team 
to produce good results for the Society. 

d. Teams

 Most participants were in team leader roles, so the Programme impacted on how they 
related to teams. For example:

 - Spending more time to consider how I can motivate the team. Also aware of 
connecting to the ‘bigger team’. Better results have followed. 

 - The team are more engaged and willing to see the bigger picture. Connections 
shared, colleagues invited from Head Office to held develop a rounded view of the 
customer approach. Visits to Head Office to find out more about working together. 

 - Assessed team members learning styles before setting out my leadership stall.

e. The Wider Business

 During and beyond the Programme, awareness of the Society widened. For example:

 - Action learning “opened my eyes” to a wide view of the business. Involvement 
in the project allowed exchanges of best practice and understanding the impact. 

 - The ability to work with a larger group from across the business but with varied 
opinions, sometimes contradictory, although delivering feedback in a constructive 
way.

Modern Leaders Programme
For the MLP, impact evaluation is taking the form of interviews with a sample of participants from 
each cohort. To date, 23 participants have been interviewed from five cohorts. The interviews 
take place five months after the completion of the Programme when a review assessment took 
place including the setting of a development plan. Each person was asked to identify three 
features of impact and how this affected behaviour and where possible, measureable results. 

Participants also complete scores for overall impact and recommendation of the Programme to 
others, shown in Table 2
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Overall impact 
1= low, 5= high 4.1

Would recommend to others 
1= low, 5= high 4.8

Table 2

There were a number of themes which became evident from the interviews.

a. Self awareness and skills development

 This was a significant impact factor for most. The value of the 360-degree process in 
the Development Centre and then in the review process was highlighted, allowing the 
opportunity for reflection on direction and skills to be developed. For example: 

 - 360 feedback at the start and the end gave me confidence to stretch myself. I am 
developing strategy and changing our direction.

 - Working on setting clearer goals, spending time on myself which allows clarity 

 - 360 and MBTI provided insight, leading to avoidance of habits. I am planning my 
legacy and coaching others, with improved results.

 - Failure to consider the full picture affected relationships. The chance to step back 
and plan has had an impact on the team, and process improvement. More fully 
prepared. 

 - Move from telling to less directive style involving more listening rather than ‘do 
it myself’. We are exceeding targets and staff are empowered. 

 - I was ‘railroading’. Trying to give others a voice now. Other managers also doing 
MLP, so there is joint journey and the impact is felt in our contribution.

 - I have been a teller and a doer. Now I enable others by adapting my style to suit 
them.

 - I consider how I want to be remembered in interactions. This becomes a health-
check and it makes a difference in meetings. 

 - I am maturing and more aware of what my leadership behaviour looks like.

b. Behaviour changes

 Covering a range of efforts to change such as assertiveness, tolerance, defensiveness, 
support for others and consideration. For example:

 - I am less defensive, responding to feedback constructively, thinking through 
before acting. 

 - I have ‘permission to try’ rather than becoming frustrated and nervous. I am 
speaking more, trying little things, with impact on relationships based on clearer 
understanding. 

 - I find time to develop my skills, spending time on myself and gaining confidence.
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 - I am less critical, scoring myself more highly on 360 after feedback from others. 
I held myself back but found my problems were the same as others. We can aim 
for higher performance.

 - Looking for opportunities to stretch myself. More involved in projects. No panics 
when trying new behaviours. 

 - I am more considered when challenging. I think about the angles, listen more and 
take time to present to the business. A strong impact on a recent project, now being 
rolled out.

c. Confidence and discipline

 Beliefs in capability and having the focus to complete tasks. For example: 

 - Seeking opportunities previously avoided. Less sensitive and happy to take feedback.

 - Planning ahead allows control and builds confidence. Diary now in control and 
a rolling plan for 12 months. Impact through the team who are better supported.

 - Energizing rather than scatter gun and making people feel small.

 - More discipline and care to explain direction and enabling the team to see it. 
Renewed every Monday.

 - Confidence from reflection and seeing the bigger picture. Gained promotion 
through MLP. 

 - Viewed planning as pointless, now see the value. More control and less crisis. 
Budgets not exceeded and feeling comfort. 

 - Focus on development and more push. Proactive engagement, supported by 
managers. MLP has kept alive. 

d. Non-directive coaching

 This was a key feature of MLP. Coaching as an approach to everyday managing and 
leading, with a move away from telling to non-direction. This was referred to by most 
participants and had become part of a culture shift in the Society. For example:

 - Move from telling and patronizing to non-direction. Dealt with underperformance 
through talking through options. Developing further through the Coaching for 
High Performance programme. It is changing culture. 

 - I was a ‘strong doer’. The change is from 70/30 to 30/70 in terms of my talking. 
Others now taking on ownership, ‘buying in’ to their own learning.

 - Helping development of a new team. Being asked to coach others outside my 
team. Applied as a school governor and now a habit to coach. Impact on ownership 
of performance and relationships. 

 - Fits well with delegation but able to feel fulfilled rather then imposed. Empowering.

 - Shared understanding of the model, getting people to find their own solutions. The 
team are more positive, the culture is shifting and the awareness of leadership is 
shared. 
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 - A mandate for skill development. Comfort with a coaching style.

 - Coaching to strengths, building confidence. Less reliance on me and coped with a 
key period with good feedback from the business. Creating a Career Progression 
Club in the wider team.

 - Direct reports now tackle the issues, finding their answers. Comfort with the 
conversations. Directive when appropriate. 

e. Impact on the team

 Most participants were managers of teams and these usually formed the focus of impact 
of MLP. For example:

 - Through coaching, ownership of the team has been strengthened with improvements 
in measurements of results that exceeded expectations

 - Empowered through setting a vision, gaining recognition for the branch, exceeding 
targets, and creating pride in the work. Significant rises in results over three months.

 - Working with the team to map processes, peer working, and becoming an open 
way of working rather than top down. 30% improvement in results

 - More in tune with the team. Direct reports in the team of 20 have chance to 
develop. Costs reduced and new ways of collaboration found.

 - Close team all doing MLP, creating trust, unity. 

 - Use the 360 report to shape conversations. All managers doing MLP creates a 
joint understanding. MLP is creating a culture for openness to change. Team 
performance improvement. 

 - The team became aware of MLP and through my participation, wanted to apply 
too. A process improvement silver award was gained. There are continuous 
improvements made. We won a further award in March. The team are proactive 
in finding benefits.

f. The wider business

 The covered key aspects of building relationships across the Society but also beyond. For 
example:

 - Located at a distance from Skipton but the connection with HQ has improved and 
they have taken on board our feedback. Clearer reasons for change provided and 
proactive feedback in both direction.

 - Broadened horizons, better understanding of finance and closing of ‘gaps’. Contact 
continued with others on MLP.

 - Removal of silos, understanding the core of the business. This has raised our 
profile in the business. Faster responsiveness has saved £20k per year. 

 - Our team briefings are open to others and vice versa. Raised our profile and seen 
to be leading by example. 



20 International Journal of HRD Practice Policy, and Research

 - Understanding our stakeholders, becoming a pivot role between teams and joining 
up commercial plans with products and treasury. Understanding the languages 
of each team and translating. Impact of a joined up commercial plan providing a 
unified voice for the Society.

Discussion and Summary

There have been some crucial business benefits which we argue can be attributed to the ML 
and AL programmes. Individual learners, senior management, and the Society at large all speak 
positively of the cultural changes the programmes have effected, including more collaboration 
across business areas, more feedback, more coaching, better performance management, more 
openness and challenge. A member of the ExCo has commented that “We don’t know about the 
issues and problems that would have arisen and had to be dealt with by the top team had we not 
done this and benefitted from better relationships”. Employee Engagement has risen over the 
last three years from 77% to 83% as measured in an employee engagement survey which shows 
the Society is above the norm for Financial Services organisations. 79% of the participants on 
ALP were promoted in the 12 months since the programme completed. 88% of leaders on MLP 
gained an Effective rating or above in the Review and Assessment. As the appetite for learning 
and credibility of the Organisational Development team has developed, the team has grown by 
50% and an expansion of Training Room accommodation has been agreed The organisation 
itself has been significantly more profitable in the last two years, with a growing customer base 
and has been ranked 36th in a list of top brands for customer service by an independent survey.

Considering the evidence from both programmes, we believe that there are some key elements 
that have made a difference in terms of transfer of learning and adding value. Continued and 
qualitative support from Exco has been critical with support from Orientation to Review and 
Assessment and beyond. This has also given Exco members the opportunity to get to know 
leaders in parts of the organisation that they would not normally meet. 

Ensuring Head Office & Distribution leaders learn together has been a powerful way for the 
sharing of learning and the development of a One Team Culture. Line Manager engagement at 
the outset and programme completion through the three-way learning agreements has meant that 
line managers take a far greater responsibility for the development of their teams. Throughout all 
elements of the programme, the delivery team have engaged with leaders and stakeholders in as 
Adult/Adult way that has engaged even their most cynical colleagues.

A crucial feature of both programmes has been the culture of support. Developing trusted 
relationships with peers has provided a foundation of support for individuals. not only during 
the programmes but beyond. These relationships have developed by offering opportunities 
for individuals to practice and apply their learning in real situations, (coaching practice, 
peer coaching, coaching pairs, open space). This support has been beyond an individual’s 
participation programme with informal learning networks emerging. Aspiring Leaders benefited 
hugely from mentoring support from more experienced leaders giving them the space to reflect, 
understand how to apply learning and raise their awareness. Those on MLP became very aware 
of the importance of peer support, a process that has continued beyond the formal completion 
of the programme. Throughout the programmes communications such as videos and blogs have 
enabled individuals to share their personal learning journeys and become a story in the culture. 
This has helped provide reassurance to others with their own development.
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Note

1 Building Societies in the UK are financial institutions owned by their members as a mutual organization. 
Building societies offer banking and related financial services, especially savings and mortgage lending.
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The paper reports on a study to consider the relationship between ‘Human Resource Development’ 
and ‘Capacity Building’. Despite the prominent use of these terms in HRD and international 
development literature, there are few studies which have directly sought to compare and contrast 
their meaning. The study is comprised of two phases. This paper reports Phase 1 in which HRD 
definitions and descriptions are examined alongside definitions and descriptions of capacity 
building. Findings draw attention to potential intersections that exist between capacity building and 
HRD in areas such as performance and development and provide support to the thesis that HRD 
can be considered as a development process which has a role to play in broader capacity building 
initiatives. Given these findings, the study highlights the potential for research on capacity building 
to inform HRD theory and practice and also for HRD research to inform capacity building theory 
and practice. Phase 2 of the study contextualises the findings of Phase 1 with reference to HRD 
and capacity building in a non-Western international context and is reported in a future issue of this 
Journal.

Key Words: capacity building, human resource development, sustainability, performance 

Introduction

Capacity building and human resource development (HRD) have emerged as relatively distinct 
areas of theory and practice associated with the development of people, organizations, and 
economies. While the term HRD has been used in a wide variety of international, national 
and local contexts, the term capacity building has often been associated with international 
development literature relating to developing and transitional contexts (Franks 1999; Venner, 
2015). For example, Agenda 21 of United Nations’ plan for sustainable development states that:

“The ability of a country to follow sustainable development paths is determined to a large extent 
by the capacity of its people and its institutions as well as by its ecological and geographical 
conditions. Specifically, capacity-building encompasses the country’s human, scientific, 
technological, organizational, institutional, and resource capabilities” (United Nations, 1992).

Yet, despite the relatively wide-scale use of the terms capacity building and HRD in academic 
literature, there have been surprisingly few analyses which have sought to compare and contrast 
the meanings of these terms and the extent to which they portray discrete aspects of theory 
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and practice relating to the development and performance of people, organizations, institutions, 
and economies. Hence, the main aim of the paper is to explore the extent to which HRD and 
capacity building are associated terms with a view to revealing the potential for academics 
and practitioners to synthesise research in these areas and to inform one another’s professional 
knowledge and practice. To achieve its main aim, the paper utilizes textual analysis of relevant 
literature as the primary research method. In order to provide further insights into the implications 
of the study, a subsequent study was conducted by the authors to contextualise the findings with 
reference to HRD and capacity building in Bahrain; this subsequent study is reported in a future 
issue of this Journal. 

The paper is structured as follows; first, the term capacity building is explored with reference 
to the term capacity. Literature-based definitions of capacity building are then contrasted with 
definitions of HRD in order to identify common themes and also differences in the treatment of 
these terms in academic literature. The final sections of the paper synthesize the findings of the 
study and summarize the conclusions drawn from the research.

Defining Capacity Building

Prior to considering the nature of capacity building, it is necessary to focus upon the term capacity. 
Capacity has been defined in various ways. For example, the UNDP (1998, p. X) define capacity 
as: “the ability of individuals and organizations or organizational units to perform functions 
effectively, efficiently and sustainably”. In a similar vein, Grindle and Hilderbrand (1995, 
p. 34) define capacity as: “… the ability to perform appropriate tasks effectively, efficiently, and 
sustainably” Morgan (2006, p. 6) defines capital as: “… the emergent combination of attributes 
that enables a human system to create development value”. These exemplar definitions emphasize 
that, in international development literature at least, capacity is inextricably associated with 
individuals and organizations, performance, systems, skills and attributes, sustainability, and 
effectiveness. Further, it is noted that capacity is not the same as capacity building; rather, the 
absence of capacity necessitates capacity building (Larbi, 1998). 

As indicated above, the term capacity is wide-ranging. Arguably, this has led to problems in 
defining the term “capacity building”; as Hawe (1998) highlights, the term capacity building is 
used in a plethora of different ways in literature. Ballantyne (2000) identified a variety of quotations 
and definitions from various sources, concluding that there is a huge variation in interpretations 
of capacity building. One of the corollaries of this variation is that definitions and descriptions 
of capacity building tend to reflect particular orientations, with some writers considering it as 
an approach or process, and some as development per se (Angeles and Gurstein 2000; Bolger 
2000). Schacter (2000) cites authors who criticize the term capacity building as ‘useless’ from 
an analytical and practical point of view. Land (1999) points to the “slipperiness of capacity 
building” and observes that capacity building is risky, with unpredictable and unquantifiable 
outcomes. In essence, the concept has been in existence for a long time yet: “… the concept 
remains a complex and difficult one to grasp, and operationalize in the design, execution, and 
evaluation of development initiatives” (Lavergne & Saxby, 2001, p. 1). Similarly, Bossuyt (1994) 
has argued that the lack of clarity on the meaning of capacity building remains an obstacle to its 
effective implementation. This uncertainty surrounding the term capacity building also indicates 
that, at very least, it may possibly represent a form of HRD, given its association with concepts 
such as performance, systems, skills and attributes, and the ability to perform tasks effectively.
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HRD and Capacity Building

Even allowing for variations in definitions, the way human resources are utilized is integral 
to capacity building and is likely to be a key consideration in capacity building strategies (see 
Enemark & Williamson, 2004) as the development of human resources provides “society’s 
capacity to fulfil the needs of its members in an increasingly satisfactory way” (Lavergne & 
Saxby 2001, p. 2). From a historical perspective, the generation of capacities through HRD 
was acknowledged in the 1960s by Harbison and Myers, who defined HRD as “The process of 
increasing the knowledge, the skills, and the capacities of all the people in a society” (Harbison 
& Myers, 1964, p. 2). 

Yet, despite these apparent areas of commonality between capacity building and HRD, there is 
scant literature which has sought to compare and contrast these terms. For example, Hamlin and 
Stewart (2011) offer an in-depth analysis of the nature of HRD, which includes a definitional 
review and synthesis of the HRD domain yet the term capacity building does not appear in this 
seminal paper. Similarly, despite not referring directly to the field of HRD, Stewart (2015, p. 
549) draws the following conclusion when exploring the subject of capacity building in Southern 
Africa:

We know that capacity building needs to be problem-based, participatory, prolonged and supportive, 
including more than just training. Evidence from systematic reviews support the use of both 
participatory and problem-based learning. They suggest that capacity building within the workplace 
(most commonly known as ‘continuing professional development’ or CPD) which is collaborative 
(at least two professionals working together) and sustained (over a minimum of 12 weeks) enhances 
motivation and confidence of participants, compared to studies of individually-oriented sustained 
CPD which show modest impacts.

Commendably, Stewart calls for all capacity building activities to be “embedded within existing 
human resource systems where possible” (Stewart, 2015, p. 552) though the study is indicative 
of capacity building research in that it does not tend to engage directly with HRD theory and 
practice. This lack of direct engagement between the fields of capacity building and HRD is 
also evident in practice-focused literature. For example, Ika and Donnelly (2017, p. 46) offer 
some extremely helpful insights into capacity building projects in the sphere of international 
development. They state that:

While humanitarian and infrastructure ID projects may focus on the pure delivery of goods and 
services, capacity building ID projects are different in that they focus on ownership and the ability 
of people, institutions and stakeholders to elicit developmental change ... For example, while 
building a water reservoir may represent a humanitarian/ infrastructure initiative, improving its 
management constitutes the capacity building challenge.

Yet, notably, despite the emphasis placed on developing the ability of people, management, and 
institutions to bring about change, there is, once again, no direct reference to HRD functions and 
processes in this particular study.

In order to pursue further this line of enquiry, the authors performed a search for ‘capacity 
building’ AND ‘HRD’ using literature search engines. While the search engines identified many 
examples of papers and chapters which contained both terms (for example, see Pallangyo & 
Rees, 2010), the search revealed that papers using both terms tended to emanate from the field of 
HRD rather than from the field of capacity building in international development contexts. Even 
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so, while HRD-orientated literature does make use of both terms, there is a dearth of articles that 
directly equate HRD and capacity building or indeed draw upon research in both areas to inform 
the design of research studies or the analysis of findings. In essence, the use of the term capacity 
building in HRD literature tends to be generic. For example, the only use of the term capacity 
building in McLean et al.’s (2012) informative paper entitled Capacity Building for Societal 
Development: Case Studies in Human Resource Development is in the title of the paper itself.

Intersections between Capacity Building and HRD

In order to address the main aim of this study, various definitions and descriptions of capacity 
building and HRD were identified, with a view to highlighting potential intersections between 
HRD and capacity building theory and practice. These potential intersections represent points 
of commonality and overlap between HRD and capacity building theory and practice. Thus, 
drawing on approaches which have offered critiques of definitions of HRD (for example, see 
Hamlin and Stewart, 2011; McLean and McLean, 2001; Wang et al., 2017; Weinburger, 1998), 
we searched for exemplar definitions and descriptions of capacity building and placed them 
alongside exemplar definitions and descriptions of HRD (see Table 1).

From the contents of Table 1, it can be seen that overlap does appear to exist between definitions 
and descriptions of HRD and capacity building. At a general level, approaches to both HRD 
and capacity building tend to take a broad, holistic approach to development at various levels. 
For example, in the case of HRD, de Graaf (1986, p. 15) states that the development of human 
resources:

… should not be understood in a narrow, individualistic sense: I am not talking about individual 
improvement, enrichment, education or influence. In fact such individualized changes are very often 
obstacles to sustained development as it leads to increased inequality, waste of social resources, 
conflict and competition.

Further, our analysis highlights that approaches to capacity building and HRD tend to involve 
development and change at the individual, group, organizational, institutional, and societal levels. 
For example, Enemark and Williamson (2004) define capacity building on three levels, that is, 
the broader system/societal level, the entity/organizational level, and the people/individual level 
which addresses the need for individuals to function efficiently and effectively within the entity 
and within the broader system. Thus, capacity building can be a: 

“top-down organizational approach, a bottom-up organizational approach, a partnership approach 
that involves strengthening the relationships between organizations, or a community organizing 
approach in which individual community members are drawn to form new organizations or join 
existing ones” (Crisp et al., 2000, p. 100). 
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HRD Capacity Building Summary 
of Potential 
Intersections 
Between HRD 
and Capacity 
Building

“While there have been many efforts 
to define HRD … no consensus has 
emerged. In fact, there is disagreement 
among the field’s leaders about whether 
or not a single definition is even a worthy 
goal” (McLean & McLean, 2001, p. 313).

“… no longer can academics hold to 
narrow definitions of HRD; it is clear 
that around the world ... the concept of 
HRD is much broader with much greater 
impact than has been acknowledged in 
many academic programs and much 
of the literature of the field” (Cho & 
McLean, 2004, p. 390) 

“HRD encompasses planned activities, 
processes and/or interventions designed 
to have impact upon and enhance 
organizational and individual learning, to 
develop human potential, to improve or 
maximize effectiveness and performance 
at either the individual, group/team and/
or organizational level, and/or to bring 
about effective, beneficial personal or 
organizational behaviour change and 
improvement within, across and/or 
beyond the boundaries (or borders) of 
private sector (for profit), public sector/
governmental, or third/voluntary sector 
(not-for-profit) organizations, entities or 
any other type of personal-based, work-
based, community-based, society-based, 
culture-based, political-based or nation-
based host system” (Hamlin & Stewart, 
2011, p. 213).

“Capacity building remains a complex concept” 
(Lavergne & Saxby 2001, p.1).

“Understanding of capacity building remains 
incomplete and largely fragmented, focusing 
on individual components of capacity building 
while neglecting to capture the process in its 
entirety” (Millar & Doherty, 2016, p. 366).

“Capacity building is a complex notion - it 
involves individual and organizational learning, 
is inevitably long term, and should be demand 
driven. If successful it contributes to sustainable 
social and economic development” (DFID, 
2010, p. 3).

“Capacity building is a concept that 
encompasses a broad range of activities that are 
aimed at increasing the ability of citizens and 
their governments to produce more responsive 
and efficient public goods and services. At 
its core, capacity building is concerned with 
the selection and development of institutional 
arrangements; both political and administrative” 
(Hawkins, 1980, cited by Honadle, 1986, p. 11).

The definitions 
confirm that both 
HRD and capacity 
represent broad and 
complex concepts 
which are relatively 
difficult to define.
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“HRD could be described as the 
accumulation of human capital and its 
effective investment in the development 
of an economy” (Harbison and Myers 
1964, p. 2),

“In economic terms, it [HRD] could be 
described as the accumulation of human 
capital and its effective investment 
in the development of the economy. 
In political terms, human resource 
development prepares people for adult 
participation in political processes, 
particularly as citizens in a democracy. 
From the social and cultural points 
of view, the development of human 
resources helps people to lead fuller 
and richer lives, less bound by tradition. 
In short, the processes of human 
resource development unlock the door 
to modernization.” (Harbison & Myers, 
1964, p. 2, cited by Paprock, 2006)

“HRD relies on three core theories: 
psychological theory, economic theory 
and systems theory” (Swanson, 1999, 
pp. 2-3).

“The creation, expansion or upgrading of a 
stock of required qualities and features called 
capabilities that could be continually drawn 
upon over time … The focus of capacity 
building therefore tends to be on improving the 
stock rather than managing whatever is available 
… capacity building may go beyond training 
to incorporate many other elements which may 
also overlap with institutional development” 
(Paul, 1995, p. 3).

“Capacity building consists of meeting a 
hierarchy of needs which all need to be 
considered in a logical order if investments in 
development are to pay off” (Potter & Brough, 
2004, p. 336).

“One of the main priorities within capacity 
building is the enhancement of human and social 
capabilities through better health and education” 
(United Nations, 2002, p. i).

“Capacity-building efforts have also shifted 
toward the development of broader-based social 
capital” (Shaffer, 2006, p. 645).

Owing to their broad 
and complex nature, 
both HRD and 
capacity building 
draw on overlapping 
disciplinary areas. 

Listed below are 
a number of these 
areas which can 
be identified in 
definitions of both 
HRD and capacity 
building. 

Economic Theory

Human Capital

Investment Theory

Systems theory

Social Capital

“A process of developing and/or 
unleashing human expertise through 
organization development and personnel 
training and development for the purpose 
of improving performance” (Swanson, 
1995, p. 208).

“Organized learning experiences 
provided by employers within a specific 
period of time to bring about the 
possibility of performance improvement 
and or personal growth” (Nadler & 
Nadler, 1989, p. 6).

“The integrated use of training and 
development, organization development, 
and career development to improve 
individual, group, and organizational 
effectiveness” (McLagan 1989, p. 7).

“Human resource development is a 
mechanism in shaping individual and 
group values and beliefs and skilling 
through learning-related activities to 
support the desired performance of 
the host system” (Wang et al., 2017, p. 
1175).

“Retaining and strengthening existing capacities 
of people and organizations to perform their 
tasks.” (Enemark and Williamson 2004, p. 640)

“Capacity-building encompasses the country’s 
human, scientific, technological, organizational, 
institutional and resource capabilities. A 
fundamental goal of capacity-building is to 
enhance the ability to evaluate and address the 
crucial questions related to policy choices and 
modes of implementation among development 
options, based on an understanding of 
environment potentials and limits and of 
needs perceived by the people of the country 
concerned. As a result, the need to strengthen 
national capacities is shared by all countries 
(United Nations, 1992, p. 1). 

“Capacity-building is a long-term, continuing 
process, in which all stakeholders participate 
(ministries, local authorities, non-governmental 
organizations and water user groups, 
professional associations, academics and 
others)” (United Nations, 2006, p. 7).

“… any kind of action or progress which 
improves [the organization’s] abilities to 
perform activities or functions” (Cairns et al., 
2005, p. 872). 

Development and 
performance are 
central concepts 
to both HRD and 
Capacity Building. 
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“…the process of increasing the 
knowledge, the skills, and the capacities 
of all the people in a society” (Harbinson 
& Myers, 1964).

“HRD is responsive to a distinct set of 
need at the individual, organizational, 
and community societal levels, with 
outcomes different and unique to each 
level” (Graven & David, 2004). 

 “Processes of organized capability and 
competence-based learning experiences 
undertaken within a specified period 
of time to bring about individual and 
organizational growth and performance 
improvement, and to enhance national, 
economic, cultural, and social 
development” (Lynham & Cunningham 
2004, p. 319).

“The development and unleashing of 
human expertise for multiple learning 
and performance purposes, individual, 
family, community, organization, 
nation, region and globe (Lynham & 
Cunningham, 2006, p. 126).

“Human resource development is any 
process or activity that, either initially or 
over the long term, has the potential to 
develop adults’ work-based knowledge, 
expertise, productivity, and satisfaction, 
whether for personal or group/team gain, 
or for the benefit of an organization, 
community, nation or, ultimately, 
the whole of humanity” (McLean & 
McLean, 2001, p. 322).

“The approaches, strategies, and methodologies 
used by developing country, and or external 
stakeholders, to improve performance at the 
individual, organizational, network/sector or 
broader system level” (Bolger, 2000, p.2)

“It is generally accepted that capacity building 
as a concept is closely related to education, 
training and HRD. However, this conventional 
concept has changed over recent years towards 
a broader and more holistic view, covering both 
institutional and country specific initiatives” 
(Enemark & Williamson, 2004, p. 639).

“Capacity building is a process whereby 
individuals, groups, and organizations enhance 
their abilities to mobilize and use resources 
in order to achieve their objectives on a 
sustainable basis. Efforts to strengthen abilities 
of individuals, groups, and organizations can 
comprise a combination of (i) human skills 
development; (ii) changes in organizations 
and networks; and (iii) changes in governance/
institutional context” (ADB, 2004, cited by 
DFID, 2008, p. 3)

“Capacity building should be aimed at three 
levels:  
- sectoral level: provision of an enabling 
environment for effective sector and sub-sector 
management; 
- institutional level: development of planning 
and management processes so that the collective 
skills of the staff can be effectively used in the 
achievement of the institution’s objectives; 
- individual level: comprehensive human 
resources development strategies and 
programmes to enhance skills of individuals in 
accordance with institutional needs” (UNDP, 
1991, p. 20).

“Complex learning, adaptation and change at 
the individual, group, organizational and even 
societal levels” (Morgan, 1997, p. 4).

Owing to their broad 
and complex nature, 
both HRD and 
capacity building 
have various levels 
of analysis which 
feature in their 
definitions. These 
levels are listed 
below. 

Individual;

Organizational;

Institutional;

National.

Table 1: Exemplar Definitions and Descriptions of HRD and Capacity Building

Nevertheless, despite these areas of commonality, the review of definitions and descriptions of 
capacity building and HRD does reveal different emphases in terms of content. Notably, capacity 
building appears to differ from HRD in terms of the foci which is placed on ‘sustainability’ issues 
in capacity building literature. For example, Newlands (1981) argues that investment in capacity 
building measures provides the necessary foundations for sustainability efforts. Capacity 
building is concerned with sustainability, and often takes a macro approach that emphasizes the 
linkage between development activities and broader capacity needs in society. Capacity building 
is: “characterized by participation through partnerships, aiming to transform individuals from 
passive recipients of services to active participants in a process of community change” (Crisp et 
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al., 2000, p. 103). Capacity building involves partnerships and collaborations aimed at raising 
common understandings of practices, culture, and social dynamics to enable stakeholders to 
engage in diverse learning and, ultimately, to change behaviour at the individual, organizational 
and societal levels (Angeles and Gurstein 2000; Burkey 1993; Fals 1988; Fukuyama 1995; Hawe 
1998). In contrast to mainstream HRD literature, the heavy emphasis which capacity building 
places on communities and partnerships is exemplified by the following quotes: 

Like the changing ecosystem, capacity building is neither a one-time fix nor a permanent solution. As 
community needs and environments change over time, the need to revisit and redefine the question 
‘capacity for what?’ becomes a dynamic force. If done well, this repeated cycle promotes a healthy 
community environment in which to address current needs and prepare for future generations (Vita 
& Fleming, 2001, p. 26).

Capacity building can be characterized as the approach to community development that raises 
people’s knowledge, awareness and skills to use their own capacity and that from available support 
systems, to resolve the more underlying causes of maldevelopment; capacity building helps them 
better understand the decision making process; to communicate more effectively at different levels; 
and to take decisions, eventually instilling in them a sense of confidence to manage their own 
destinies (Schuftan, 1996, p. 261).

Hence, capacity building is a broad concept, which overlaps with and includes human resource 
development and various management issues and trends such as strategic management, change 
management, quality management, organizational re-engineering, knowledge management, 
information management, etc. The relationships between the “parts-to-be-improved ”and the 
“whole” within a country and international frameworks are often lost. Capacity development is an 
attempt to see that “whole” (Milèn, 2001, p. 5).

These types of approaches call for capacity building to be seen as an overarching perspective 
which is designed to provide sustainable development. Thus, while a holistic approach is 
reflected in both HRD and capacity building definitions, capacity building tends to differ from 
HRD in terms of the focus which is placed on the creation of a sustainable ecosystem involving 
intangibles such as environment, community, culture and values. This is not intended to suggest 
that capacity building should be prioritized as a higher order activity in relation to HRD, nor 
that HRD theory and practice is solely focused on short-term tangible outcomes; nevertheless, 
literature suggests that effective capacity building is contingent upon tangible HRD activities 
that, in some cases, can have both immediate and long terms effects. 

By comparing HRD and capacity building literature, it can be seen that HRD and capacity 
building activities both aim to impact development and performance, but they tend to differ 
in the nature of their activities. For example, activities involving organizational learning, 
management development, talent management, mentoring, and organization development are 
fairly integral to HRD (for example, see Metcalfe & Rees, 2007). In contrast, capacity building 
activities are likely to fall into a relatively wide array of areas such as governance, resource-
generation, accountability; partnership development, community liaison, advocacy, technical 
guidelines, accreditations; infrastructure development, risk management, marketing, and project 
management (for example, see McNamara, 2005). The existence of these relatively intangible 
activities within mainstream capacity building theory and practice can be seen as complementing 
international development frameworks which tend to be central to capacity building initiatives. 
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Conclusion 

The study found that definitional problems surround the terms HRD and capacity building; 
various researchers have explored the precise meanings of both terms without achieving a 
consensus. Nevertheless, in comparing and contrasting these terms, our review has identified 
that performance and development represent points of intersection as they are relatively central 
aspects of both HRD and capacity building theory and practice. Further, to a greater and lesser 
extent, both HRD and capacity building involve activities designed to address performance and 
development issues at individual, organizational, institutional, and national levels.

Another of the main conclusions of our study, however, is that despite potential intersection 
points, HRD and capacity should not be portrayed as synonymous terms as they imply and 
arguably reflect different emphases. For example, capacity building literature tends to place a 
strong emphasis on sustainable development particularly in relation to local communities as 
opposed to the relatively heavy emphasis which is placed on employees in organizational settings 
in HRD theory and practice. As such, issues such as governance, advocacy, and accountability 
tend to feature far more prominently in capacity building than in HRD theory and practice in 
which organizational learning, management development, talent management, and organization 
development feature more prominently. This leads us to the conclusion that HRD needs to be 
embedded in capacity building in order to promote sustainability at the individual, organizational 
and national levels. 

Finally, in highlighting the tendency for literature on HRD and capacity building to reside in 
discrete disciplinary silos, the findings reveal that there is huge potential for researchers to 
engage in information exchange and collaborations in order to enrich both HRD and capacity 
building theory and practice. For example, our study has highlighted the potential for research 
on capacity building to inform HRD theory and practice and also for research on HRD to inform 
capacity building theory and practice. In order to consider further the practical applications and 
wider implications of this study, the authors conducted a second phase of the research which 
was focused on HRD and capacity building in a specific non-Western international context. 
This second phase of the research is focused upon HRD and capacity building in Bahrain; it is 
reported in a future issue of this Journal.
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This paper presents a Research and Evaluation Toolkit (RET) which has applicability to mentoring 
programmes in all sectors and organizational contexts. The RET offers a practical guide for human 
resource development practitioners engaged in evaluation of learning and development programmes 
and more specifically, mentoring. 

The RET was a key outcome of a global 2.5-year impact evaluation project with Youth Business 
International and Middlesex University Business School, evaluating the impact of volunteer 
business mentoring on under-served young entrepreneurs and their business ventures. This paper 
brings to the forefront the importance of integrating a measurement and evaluation strategy from 
the initial mentoring programme design phase and ongoing management. 

Despite the growing number of survey reports and studies that highlight the importance of this aspect 
of mentoring programme design and management, measurement and evaluation continues to be one 
of the most challenging areas. As such, this paper contributes to our understanding concerning the 
role and effectiveness of ongoing monitoring and evaluation in relation to demonstrating the impact 
of human resource development interventions and provides a practical approach for practitioners to 
develop and enhance their evaluation strategy and methods.

Key words: research and evaluation, business mentoring, impact, toolkit

Introduction

The aim of this paper is to present a Research and Evaluation Toolkit (RET) developed specifically 
for the purpose of assisting Mentoring Programme Managers in any organizational context to 
facilitate the ongoing monitoring and evaluation of their mentoring programmes. In doing so, we 
hope that practitioners and academics engaged in mentoring programme design, implementation, 
and evaluation may be able to benefit from the overarching approach, synergizing theory and 
practice through the application of a practical toolkit which contains a number of specific 
resources designed to be sufficiently flexible to be adapted to different contextual setting.

The paper begins with an introduction to the practice of mentoring, followed by an overview 
of our research case, Youth Business International (YBI). We identify the challenges presented 
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by programme measurement and evaluation and provide an outline of a current framework 
supporting mentoring programme design, implementation and evaluation — the International 
Standards in Mentoring and Coaching Programmes which informed the development of the RET.

Mentoring Practice

In this paper, the research lens is focused specifically on monitoring and evaluating the impact 
of volunteer business mentoring to enable the development and improvement of mentoring 
programme practice. This was highlighted in the research findings as an area of significant 
challenge in the mentoring process. 

There is an abundance of theory and knowledge to inform and support the design, development 
and evaluation of good mentoring programme practice (Haddock-Millar, 2017). In 2016 the 
European Mentoring and Coaching Council developed and launched the International Standards 
for Mentoring and Coaching Programmes (ISMCP); an independent accreditation awarded to 
organizations designing, delivering, and evaluating mentoring and/or coaching programmes 
either ‘in-house’ or externally. Within this framework, a core standard is the ongoing monitoring 
and evaluation of the programme.

In 2016, the Art of Mentoring surveyed over 50 private sector companies and 70 associations 
in Australia, USA and Canada to conduct a benchmarking exercise of international company 
mentoring programmes. The focus of the survey was to understand how programmes were 
designed, conducted, evaluated and resourced; identify key success factors and what gets in the 
way of successful implementation. As with many other studies of this type, the overall conclusion 
was that “without a clear structure, mentor/mentee training, ongoing progress checks and post 
programme evaluations the potential rewards will not be achieved” (Art of Mentoring, 2016, p. 9). 
Included in the study report’s “top tips” are the need to “measure success and report on ROI … 
this is essential in gaining and retaining stakeholder buy-in and the resources necessary to run 
the mentoring programme properly” (p. 9).

There is limited research on the evaluation of the impact of mentoring (Stewart & Rigg, 2011). 
Despite the growing number of survey reports that highlight the importance of this aspect of 
mentoring programme design and management, measurement and evaluation continues to be 
one of the most challenging areas for both individuals in programme management positions and 
researchers. From an impact measurement perspective, mentoring literature and empirical studies 
have been criticized for the narrow focus on findings and outcomes (Bozeman & Feeney, 2007). 
The indications are that the most effective and insightful forms of evaluation incorporate case 
study and highly qualitative approaches which can assess mentoring processes, in addition to hard 
and soft outcomes, including impacts such as confidence building (Wood et al., 2012; Sanyal, 
2017) and entrepreneurial learning (Cope & Watts, 2000; Newey & Zahra, 2009). A single data 
collection point is a deeply inadequate method to enable the evaluation of mentoring relationships, 
whereas a longitudinal approach facilities analysis over time (Cull, 2006). This research case study 
conducted over two years attempted to address the gaps in existing research by evaluating mentoring 
relationships over a twelve to eighteen month period of time to assess multidimensional outcomes 
and determine construct validity and relevance (Janssen et al., 2015; Ragins & Verbos, 2007). 
The paper focuses on presenting the RET — a key outcome of the research project — designed to 
provide a pragmatic resource which mentoring programme managers and their evaluation team can 
use to support the ongoing and summative evaluation of their activities.
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Research Case 

In November 2015, YBI, a global network of independent non-profit initiatives helping young 
under-served young entrepreneurs to start up and grow their own business, commissioned 
Middlesex University to conduct a longitudinal study to understand “what works, where and 
why” in relation to business mentoring for young entrepreneurs, both in terms of their business 
start-up and development, but also their personal development and entrepreneurial journey. 
The research was undertaken by a group of academic practitioners in the Middlesex University 
Business School (MUBS) who specialize in mentoring, coaching and leadership development 
and the Centre for Enterprise and Economic Development Research (CEEDR) who specialize in 
entrepreneurship and small and medium-sized enterprises (SMEs).

When the research project commenced towards the end of 2015, the YBI Network comprised 
46 independent, non-profit initiatives or ‘members’, spanning 42 different countries, from low 
to high income countries, and in five global regions. These include the Americas; Sub-Saharan 
Africa; Asia and Oceania; Middle East and North Africa; and Europe. By the beginning of 2018, 
the community had expanded to a global network of 50 member organizations collaborating 
to support young people to start and grow their own business, creating jobs and strengthening 
communities. The YBI global network is facilitated by a London-based Network Team in the 
United Kingdom and Bogota, Colombia, which co-ordinates and leads global activity. It has 
responsibility for driving network growth and quality, including through the delivery of capacity 
development services to members — thus combining global experience with local delivery 
expertise. The aim is to encourage under-served youth enterprise start-up and development, 
delivered by a consistent high quality service that is continually learning and improving across the 
network and is inclusive to all types of youth entrepreneur. Members provide integrated support 
to under-served youth entrepreneurs, which typically include volunteer business mentoring, 
business education and other business development services, combined in many cases with 
provision and/or facilitation of finance (generally loans). YBI members adapt this support to 
the needs and opportunities in their local context, working in partnership with governments, 
businesses, and multilateral and civil-society organizations.

We briefly describe the nature of the research undertaken. This was a consultancy piece of research, 
therefore the team adopted a pragmatic approach, largely influenced by the organizational needs 
and requirements within a specific framework, budget, and timescale. The overriding orientation 
was to develop research which was of value to YBI, their key stakeholders and the wider 
community, ultimately driven by the desire to raise the standards in mentoring practice across 
the globe. The research team utilised a longitudinal mixed method case study approach. This 
enabled the in-depth examination of eight network members and the practice of volunteer business 
mentoring (VBM) within its real-world context. The research triangulated evidence between three 
large quantitative surveys for network member, mentoring programme managers, and mentoring 
programme participants, including mentees and mentors, followed by smaller-scale qualitative in-
depth interviews with mentees, mentors, and key stakeholders. Overall, combining Phase 1 and 
Phase 2, the research team recorded 1,654 survey responses and conducted 272 interviews.

Without exception, the research findings demonstrated that business mentoring is addressing 
substantial barriers and is having a significant impact on mentees’ personal and professional 
development, in addition to assisting their business performance. Mentoring played an 
‘accelerator’ and ‘escalator’ role; supporting young entrepreneurs to move from concept through 
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to established trading and growth more quickly and at increased scale. The effectiveness of the 
support received improved considerably from Phase 1 to Phase 2. The findings conclusively 
suggest that business mentoring is a win-win scenario, offering low cost support and significant 
improvement to business financing and subsequent performance. 

However, the key challenges identified in the research include the continued resourcing of the 
mentoring programme and ongoing measurement and review of the mentoring relationships, 
personal, professional and business related outcomes. The YBI research report (YBI, 2018, p. 31) 
highlights that “evaluation is key but hard to do”. All respondents in the case study confirmed that 
regular review and evaluation of the mentoring programme is essential to continually evolve and 
improve the mentoring programme. However, overall mentoring programme managers raised 
a number of concerns around the capacity and capability of the mentoring team. The research 
highlights that the mentoring programme evaluation strategy and approach should be included 
in the initial design process and continually updated to ensure that both processes and outputs 
are measured at both the programme and relationship level. The research team has attempted 
to address the issue of on-going evaluation and impact of mentoring faced by most mentoring 
programme managers through creation of a RET accompanied by an online webinar series. This 
was developed by the research team specifically for the network members to support the ongoing 
evaluation of their volunteer business mentoring programmes. It is hoped that the Toolkit will 
address one of the most significant challenges, at the same time providing capability support and 
professional development. 

The Toolkit

The overall purpose of the RET is to provide a practical resource which mentoring programme 
managers and their evaluation team can use to support the ongoing and summative evaluation of 
their activities (see Figure 1). 

Figure 1: Purpose of the Toolkit
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The RET begins with a number of preliminary design considerations and questions. This helps 
provide a framework for mentoring programme managers to reflect on their evaluation needs and 
then drill down into specific areas including the budget and timescale, what kind of output/report 
the organization wishes to produce and how the outputs will be used and by who, planning the 
evaluation, collecting evidence, and telling the story. These are important questions which help 
mentoring programme managers to think about the audience and end outcome before embarking 
on any research. Furthermore, the questions help programme managers prepare for the process of 
design and carefully work through each step in the research process. The RET contains a number 
of ‘How to’ Guides and covers seven related areas (see Figure 2):

Figure 2: RET Contents

Each Guide follows a similar format and approach. Starting with “How to carry out survey 
research” the Guide provides an overview of survey research for mentoring programme 
managers and is intended to assist them to carry out programme evaluation through the use of 
surveys (see Figures 3–6). The users are prompted to think about the objectives of the research 
or evaluation, the time and resources allocated to evaluate, the potential participants, and data 
analysis techniques. Reflecting on the key challenges of capacity and capability, thinking long 
and hard about the time and resources available, in addition to the data collection method and 
data analysis techniques are all important considerations.
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Figure 3: Introduction to Survey Research

Figure 4: Designing the Survey/Questionnaire
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Figure 5: Designing the Survey/Questionnaire

Figure 6: Constructing the Survey/Questionnaire

The RET outlines the principal steps in designing, administering, and collecting questionnaires 
and is intended to be consulted in combination with the questionnaire templates which provide 
short, medium, and long exemplars which can be adapted to fit the particular needs of the 
programme objectives. The importance of ethics, transparency, and data management are 
emphasised throughout the RET.

The Guides associated with data analysis are intended to support mentoring programme managers 
and their evaluation team to begin to explore the data and how the data relates to the research 
or evaluation as a whole. The Guide explains the concept of data analysis and the step by step 



42 International Journal of HRD Practice Policy, and Research

process required to make decisions about how to present the data, what story the organization 
wants to tell, what needs to be included and/or excluded, and how the findings link to the wider 
research/evaluation aims.

In relation to survey data, the Guide advises the evaluation team to think about:

• What are the implications of the data? What is the data showing, what does it mean about 
the respondents’ view and experiences?

• What relationships and trends are evident? Is there any clear relationship between how 
respondents answer? Are there trends over time, or are there any patterns amongst 
respondents with similar backgrounds, or in the same location?

• How do the findings relate to other information or literature? Are the findings of the 
analysis what they expected to find? Are they surprising in any way? Think about why 
this might/might not be.

• What actions might be considered as a result of the findings? How will the information 
revealed be used to inform current and future practice or organizational strategy?

• Is there additional information or research that should be conducted? Is there data that 
was not able to be collected that is important to obtain? Has anything been revealed that 
the team would like to know more about?

The RET provides a series of prompt questions; with this in mind, the evaluation team is able to 
conduct data analysis in a systematic way so that the evaluation team is clear what story the data 
is telling and what patterns and trends are revealed. We also encourage the team to think about 
their own specific research needs before embarking on any data collection. The prompt questions 
can be viewed in Figure 7.

The RET also provides guidance on the use of charts and graphs which are particularly useful to 
explore numerical data and can be used to summarize datasets in a visual manner and to show 
patterns and relationship between different variables. The section explains that charts and graphs 
can be used to interrogate the information as well as present the findings in a visually-appealing, 
user-friendly way. A menu of different types of graphs is provided, including: bar charts, column 
charts, line graphs, pie charts and scatterplots. The Guide then goes on to explain each type of 
chart and provide visual representations. 

The How to Guides are supported by three Appendices which provide templates for 
questionnaires, interviews and focus groups. Taking into account influences such as budget and 
resource constraints, the templates provided give examples of short, medium, and longer-length 
options for the evaluation team to consider (see Figure 8).
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Figure 7. Specific Research Needs

Figure 8: Templates

The RET was supported by a webinar series which introduced the overarching approach and 
guided the audience through each How to Guide. Five webinars were facilitated by the research 
team at weekly intervals. All mentoring programme managers and their evaluation team were 
invited to attend the webinar series and for those that were unable to attend, the webinars were 
recorded and available on the virtual learning platform to listen to and watch at a later date. The 
first webinar provided an overview of the rationale for the RET and why it was developed by 
the Middlesex research team. The webinar guided participants through the approach and format 
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of the RET, in addition to explaining how the toolkit was intended to be used by the recipients 
to support their own research and evaluation of their mentoring programmes. Webinars 2 to 5 
focused on a specific aspect of research and evaluation (see Figures 9–10).

The webinars take the participants through the RET and each Guide, highlighting the most 
important aspects of the research process. 

Figure 9: Introduction to the Webinar Series; Webinars 2 and 3

Figure 10: Introduction to the Webinar Series; Webinars 4 and 5
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Discussion and Implications for HRD Practice

The challenges experienced by mentoring programme managers in the entrepreneurial and/
or volunteer context are not unique; indeed, issues of capacity and capability in relation to 
the evaluation of any programme are similar in many organizations and sectors. Having the 
knowledge, tools, and resources to effectively evaluate are necessary in any context. The role and 
effectiveness of ongoing monitoring and evaluation in relation to demonstrating the impact of 
human resource development interventions is crucial. Identifying the purpose of the evaluation 
is key, as by establishing specific programme expectations and/or outcomes there is a greater 
chance of being able to assess the effectiveness of the programme. Following the identification 
of the expectations and/or outcomes, the RET gives clear direction by providing a step by step 
guide to survey, interview, focus group and visual methods, supported with data analysis, report 
writing guidance, and data collection templates. The evaluation strategy and approach must be 
integrated into the mentoring programme overarching design with clear indicators of the scope 
of the evaluation. To summarize, the overall implications are as follows:

1.  First, the ongoing measurement and review of business mentoring outcomes is a key process 
within the design of mentoring programmes. The overall YBI research confirms that this is a 
significant challenge for mentoring programme managers.

2.  Second, a planned approach using a range of evaluation methods is required to assess the 
effectiveness of mentoring relationships and identify the wider organizational impact. Our 
experience of undertaking the YBI mentoring research has clearly highlighted this.

3.  Third, based on our experience, the RET is offered as example of a holistic resource which 
HRD practitioners can use to support on-going and summative evaluation of mentoring 
activities.

To conclude, there has been significant added value to all stakeholders throughout the research 
project. One of the most noteworthy initiatives is the creation of a RET accompanied by an 
online webinar series, as presented in this paper. It is hoped that the RET will address one of 
the most significant challenges, at the same time providing capability support and professional 
development for practitioners in a variety of fields, including mentoring.
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The Influence of HRD Practices on Employees’ 
Organizational Justice Perceptions

Deepu Kurian, Director of Business Operations, University of Houston

An effective system of organizational justice forms the foundation for an organizational culture 
which promotes inclusion and diversity, and therefore an important topic for human resources 
development (HRD). Organizational justice is an issue for HRD practice, because certain 
perceptions of organizational justice or fairness can be related to training and development 
opportunities, organizational change/development practices and career planning/development. 
HRD decisions may impact the employees on both personal and professional level and hence such 
decisions may have an impact on the employees’ perceptions of fairness. Thus, the purpose of this 
study was to examine the influence of HRD practices on the employees’ perceptions of justice at 
interactive, procedural and outcomes level. The results show that all dimensions of organizational 
justice influence the employees’ fairness perception, however it is important to note that procedural 
and interactional levels dominated the employee’s perceptions. 

Key words: organizational justice, human resource development practices, work relationships.

Introduction

For centuries, authors and thinkers have researched and written about the importance of honesty, 
trust, ethics, fairness, justice and their influence on organizations, communities, and nations. In 
today’s world, employees spend a major part of their life in organizations or activities connected 
to their organizational responsibilities and the day to day events in the workplace (interactions, 
processes, policies, outcomes and so on) has profound impact on their personal and professional 
lives. Even after developing numerous theories and designing impactful training, there are 
still an ample number of scandals (for example, Enron, Livestrong foundation, Tyco, Societe 
Generale, Samsung, Satyam) where individual actions were directed towards their personal 
enrichment rather than the advancement of the organization or the benefit of the employees. 
Such scandals also present questions about fairness within those organizations — whether it 
be related to organizational decisions, outcomes or information. Fairness in organizations, is a 
subjective and descriptive concept in that it captures what individuals believe to be right, rather 
than an objective reality or a prescriptive moral code (Cropanzano, Bowen, & Gilliland, 2007). 
The notion of justice or fairness has become an increasingly visible construct in social sciences 
(Colquitt, 2001), and social scientists have long recognized the importance of the ideals of 
justice as a basic requirement for the effective functioning of organizations and the personal 
satisfaction of the individuals they employ (Greenberg, 1990). Studies on organizational justice 
emerged from related research in social psychology, particularly from studies on relative 
deprivation and in the social psychology of legal phenomena (Byrne & Cropanzano, 2001). 

The domain of organizational justice refers to the extent to which employees perceive workplace 
procedures, interactions, and outcomes to be fair in nature (Baldwin, 2006). Research has shown 
that the concept of organizational justice is a powerful predictor of people’s affective, cognitive, 
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and behavioural reactions in various work contexts (Folger & Cropanzano, 2001). Similarly, 
organizational justice has the potential to create powerful benefits for organizations and employees 
alike; it defines the very essence of individual’s relationship to employers (Cropanzano, Bowen, 
& Gilliland, 2007). Therefore, organizational justice (Greenberg, 1987) focuses on perceptions 
of fairness in organizations by categorizing employees’ views and feelings about their treatment 
and that of others within an organization. Researchers found that perceptions of justice in one’s 
workplace (organizational justice) are positively associated with self-report of “ideal” behaviours 
and negatively associated with self-report of misbehaviour and misconduct (Martinson, Crain, 
DeVries, & Anderson, 2010). Thus, most of the outcomes of justice perceptions can have an 
economic (positive or negative) impact on the organization. If employees perceive that the 
internal justice system does not work, the company will be unable to foster the critical values 
of integrity and trust, which in turn will impact the employees’ performance and thereby the 
organization’s bottom-line.

Problem Statement and Purpose of Study

Organizational justice is an issue for human resource development (HRD) practice, because 
some perceptions of organization justice or fairness can be related to training and development 
opportunities, organizational change/development practices and career planning/ development. 
Organizational justice shares many of the philosophical underpinnings of human resource 
development and justice plays a significant role in many organizational dynamics related to change, 
such as leader–follower relationships, organizational citizenship behaviour, and individual response 
to change (Foster, 2010). Much of HRD practice is oriented towards achieving organizational goals. 
Nonetheless, there are existing philosophical debates concerning the nature and purpose of HRD. 
Swanson and Arnold (1996) broadly addressed the philosophical differences from two arguments: 
1) should HRD focus on increasing the performance requirements of host organizations and more 
directly the productivity of workforce or 2) should HRD focus on developing the individual in a 
broad manner without using bottom line results. This study adopted the Mclean and Mclean (2001) 
definition of HRD which incorporates the best of both paradigms and is stated as follows: 

Human Resource Development is any process or activity that, either initially or over the longer-term, 
has the potential to develop adults’ work based knowledge, expertise, productivity, and satisfaction, 
whether for personal or group/team gain, or for the benefit of an organization, community, nation, 
or, ultimately the whole humanity (p.1067). 

Organizational leadership looks for numerous ways to develop available human resources. Like 
other organizational assets, employee skills can be classified as a core asset (Quinn, Anderson, 
& Finkelstien, 1996), which are vital to the competitive advantage of an organization (Porter, 
1985) and often require continual internal development. Training and Development (T& D) and 
career development (CD) involve so many organizational processes that can affect professional 
and personal development, it should come as no surprise that issues of justice in the workplace 
are critical for HRD practices (Wooten & Cobb, 1999). By its very nature, CD involves basic 
issues of fairness over the allocation of CD resources, the policies and procedures used to decide 
who receives them and the interactions between those who provide and those who not only 
receive CD rewards but also experience its losses. Considering that employees spend a major 
part of their daily lives with organizations, organizational actions can have substantial effects on 
employees’ well-being. Kivimaki et al. (2004) carried out a study where they found that fairness 
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in interpersonal treatment, as rated by employees, was found to be a reliable predictor of self-
assessed health. To summarize, organizations are social systems and their life and stability are 
dependent on the existence of strong bonds between organization’s constituent elements (Lotfi 
& Pour, 2013).

Justice and its implementation is one of the basic needs of human instinct, and therefore 
organizational justice is a key element in surviving and sustaining the development of the 
organization and its employees. Since organizational justice impacts the organization and 
HRD practices impact employees’ justice perceptions, it is important for HRD scholars and 
practitioners to study the concept and its implications. Thus, the purpose of this study is to 
examine the influence of HRD practices on the employees’ perceptions of justice at interactive, 
procedural and outcomes level. 

Organizational Justice and HRD

For this study, a targeted search for literature was conducted to review two major areas of interest:

(1) Organizational justice; and

(2) Role of HRD practices in developing organizational justice perceptions.

Organizational justice
Various contemporary theorists have argued that organizational justice is anything from a single 
dimension to four dimensions. Each of these dimensions and their theoretical foundation are 
explained in the following sections. 

Distributive justice. Drawing from the work of Homans (1958) on social exchange and Adams 
(1965) on equity, distributive justice is considered as the original concept of organizational justice 
which deals with the fairness of outcomes including pay, rewards, and promotions (Colquitt, 
Greenberg, & Zapata-Phelan, 2005). Researchers call the first component distributive justice 
because it has to do with the allocations or outcomes that some get and others do not (Cropanzano, 
Bowen, & Gilliland, 2007). Wang, Hinrichs, Prieto and Howell (2013) suggested that perceived 
distributive justice might motivate employees to display appropriate work behaviour so as not 
to cause any problem for the organization (conscientiousness and sportsmanship), but its effect 
might not be strong enough to motivate people to take the extra steps required to bring about 
benefits to the organization (civic virtue).

Procedural justice. Drawing from Adams’ (1965) equity theory, Thibaut and Walker (1975) 
conducted a series of studies on the fairness of decision-making processes and determined that 
the processes used to determine outcomes are equally important. The basic tenet of procedural 
justice is that a voice in the development of an outcome enhances the perceived fairness in the 
workplace independent of the effects of its implementation (Greenberg, 2002). Thus, procedural 
justice developed from the assertion that the participants in the process viewed the procedure as 
fair if they perceived that they had process control (and sufficient time to sustain their case), and 
process has a fair process effect or voice effect (Vosloban, 2013). Procedural justice explains to a 
great extent why employees are concerned about the procedures used to arrive at decisions along 
with the fairness and favourability of their outcomes.
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Interactional justice. Grounded in social exchange theory and norm of reciprocity (Cropanzano 
& Mitchell, 2005), interactional justice can be seen as an extension of procedural justice, but 
itself is significant enough to be considered as a separate dimension of organizational justice 
(Baldwin, 2006). Bies and Moag (1986) observed that decision events actually have three 
facets: a decision, a procedure, and an interpersonal interaction during which that procedure 
is implemented. Bies and Moag argued that that interactional justice was fostered when 
relevant authorities communicated procedural details in a respectful and proper manner, and 
justified decisions using honest and truthful information. Interactional justice typically has been 
operationalized as comprising two broad classes of criteria: (a) clear and adequate explanations, 
or justifications, and (b) treatment of recipients with dignity and respect (Cropanzano, Byrne, 
Bobocel, & Rupp, 2001). 

Informational justice. Informational justice was derived from the domain of interactional 
justice and focuses on the explanations provided to people that convey information about why 
procedures were used in a certain way or why outcomes are distributed in a certain fashion 
(Colquitt, Conlon, Wesson, Porter, & Ng, 2001). Based on Bies and Moag’s (1986) concepts 
of interactional justice, informational justice refers to the truthfulness and justification of 
information provided to employees. Informational justice is thought to consist of factors that 
enhance individual perceptions of efficacy of explanations provided by the organizational agents. 
Therefore, informational justice deals with the extent and effort made by the organization to justify 
decisions and procedures. From an organizational perspective, informational justice changes the 
reaction and receptivity of employees to procedures because information and explanations help 
those affected to understand the underlying rationale for the procedures (Greenberg, 1990).

Organizational justice and HRD
People care deeply about how they are treated by others (Demirtas & Akdogan, 2015). Individuals 
can fulfil their potential, enjoy healthy and creative lives in an enabling environment, one which 
facilitates opportunities, fosters relationships and builds capacity. There is substantial evidence 
demonstrating that employees’ perceptions of organizational justice can influence their emotions, 
attitudes, and behaviours in the workplace (Wang, Lu, & Siu, 2015). According to Ahmed and 
Nawaz (2015), if an organization wants to make employees feel that they are supported they 
should offer justice and a supportive culture (support from supervisor and coworkers) at work. 
Employees who feel that they are treated fairly are more likely to be engaged at work. The 
stronger the employee’s feelings of procedural fairness, the stronger their level of engagement 
and the lower their intentions to leave the organization (Malinen, Wright, & Cammock, 2013). 

The employees of an organization are influenced by the perceptions of fair treatment in 
many ways which includes HRD practices (career development, training and development 
opportunities, change management and so on) within the organization. The theoretical 
foundations of organizational justice inform HRD practitioners that they should guide 
organizations to establish an open organizational culture that allows people to express their 
views, to listen to others’ opinions, and to support questioning and feedback in decision-making 
processes. Most importantly, the perception of fair treatment enhances employees’ predictability 
and controllability for future events, thereby reducing the uncertainties of day to day working 
life. The perceptions of fair treatment also indicate the commitment of an organization to high 
moral and ethical standards. The equity principle is upheld in organizations to a large extent by 
standardized policies, providing equal opportunities for training and development, and avoidance 
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of favouritism. Even though such policies exist, many organizations still grapple with complaints 
of unfair treatment and favouritism. Therefore, it is important for HRD practitioners and scholars 
to understand how the HRD practices influence employees’ justice perceptions. In spite of all 
the potential benefits, HRD as a discipline has devoted very little attention to the construct of 
organizational justice; and had only done minimal efforts to study the influence of HRD practices 
and decisions on employees’ perceptions of organizational justice. Thus, this study is an effort to 
address a very important issue which has been overlooked by HRD.

Theoretical basis
The theoretical framework which can provide support for hypothesizing a relationship 
between HRD and organizational justice is social exchange theory. Homans (1958) argued 
that, when individuals are in exchange relationships with others, they expect fair exchanges. 
Social exchange theory is one of the most important paradigms for comprehending employees’ 
attitudes. When thinking about social exchange in an employment relationship, the employees 
expect a fair exchange for their effort, and the nature of exchange can be economic (salary) or 
social (recognition). Social exchange theory (Blau, 1964) posits that when individuals receive 
favourable noneconomic transactions from organizational agents, there is a natural drive, i.e., 
the norm of reciprocity (Gouldner, 1960) to respond by providing something comparable back to 
the organization. Researchers adopting the social exchange approach have focused more on the 
norm of reciprocity and found that followers are willing to reciprocate when treated fairly and 
with concern by their leaders (Mayer, Kuenzi, Greenbaum, Bardes, & Salvador, 2009). Thus, 
fair treatment will enhance the social exchange relationship and will increase the level of trust 
between the two parties. According to Blau (1964), positive exchange behaviour comes to rely 
on mutual trust, which forms the foundation of an ongoing relationship of exchange between one 
person or entity and the other. Social exchange theory affirms that a realistic social relationship is 
likely to lead to gestures of goodwill being reciprocated, even to the extent of each side willingly 
going above and beyond the call of duty (Konovsky & Pugh, 1994).

Methodology

To explore the role of HRD practices in formulating employees’ organizational justice perceptions, 
an interpretive qualitative study was undertaken to examine the employees’ experiences in-
depth. The participants for this study were the staff employees (non-managerial) working in 
the business operations of a very large public university in the United States. Employees were 
contacted in person or by e-mail to ascertain their willingness to take part in a study about their 
perceptions about the development opportunities they received in the organization. A total of 24 
employees were contacted, out of which eight employees informed their willingness to take part 
in the study. However, one of them could not take part in the study due to scheduling conflicts 
which limited the sample size to seven. Five of the participants were male and two female. All 
the participants were minorities and six of them were in the age group of 20-30 years. Six of the 
participants had less than 10 years of service with the organization.

Semi-structured interviews were used as the method for primary data collection, working from 
a predetermined list of questions to ensure consistent information for comparative purposes but 
allowing flexibility for participants to elaborate their unique meanings and experiences and to 
raise issues not anticipated. Qualitative interviewing is a flexible and powerful tool to capture the 
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voices and the ways people make meaning of their experience (Rabionet, 2011). The participants 
were encouraged to describe their feelings about the opportunities received, organizational 
decisions and the impact on their careers, and their general feelings about the organization. If 
there was ambiguity in the responses, the participants were asked follow up questions to clarify 
their feelings and get a better understanding of their point of view towards the issues. 

All interviews were conducted in person, and extensive handwritten notes were taken during the 
interview, which were transcribed at the earliest possible time after the interviews. The transcripts 
were read through multiple times, and headings were written to describe all the major aspects 
on the content which became the basis for coding. The data analysis process included steps 
and methods commonly recommended in qualitative research including coding and categorizing 
of data through the constant comparative method, refining the categories, and establishing 
validity and trustworthiness (Miles & Huberman, 1994). The research findings were informally 
presented to the participants without seeking any feedback as a token of appreciation. Three  
participants shared their feelings about the results, however no major revisions were done due 
to the feedback. The feedback was also undertaken as a form of member checking, and it also 
enhance the trustworthiness and verifiability of the study.

During the process of data collection and data analysis, major themes were developed which 
were refined and modified throughout the process. Secondary data, available from organizations 
publicly available resources, observations and personal experiences, were also used to analyse 
the emergent themes. 

Findings

The themes derived from the literature review provided a guiding framework and five broad 
themes emerged from the analysis. 

Theme 1: HRD practices and perceptions of fairness
HRD is considered as part of the human resources organization and performed an administrative 
role in the organization. Organization wide HRD initiatives include the annual mandatory training 
for all employees and free access to skills development websites such as ‘Skillport’  (owned by 
Skillsoft) which provide a wide array of content. However, there is specialized professional 
development for middle management and upwards. The individual colleges provided/supported 
development opportunities but it was more directed towards faculty and roles with student 
contact. All the participants found HRD practices as an important aspect of their professional 
development and some of them directly attributed HRD practices to their personal success. One 
of the participants commented on the HRD practices being fair; “Organization is fair, there are 
plenty of trainings available and also opportunities for personal development. Everybody has to do 
the mandatory training (Participant #1). Supporting this view, another participant stated, “Some 
mandatory training is good, and everybody needs to do them” (Participant #2). These references 
confirm findings from the previous studies that when individuals perceive inequity, comparison 
with others plays a more important role than objective criteria (Folger & Cropanzano, 1998). 
Folger and Cropanzano also stated that distributive justice is related to two different types of 
comparisons — one is the intrapersonal comparison of one’s own outcomes, and the other is the 
interpersonal comparison between their and others’ outcomes. This finding supports the comment 
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by another participant, who stated “They provide opportunities and professional development 
funds to faculty and not for staff. I think that is unfair” (Participant #5). To summarize, the 
participants in this study demonstrated higher perceptions of justice when they feel they are 
treated similarly to other employees in the organization. Individual attainment or personally 
favourable decisions had lesser impact on justice perceptions. That is, the more people perceive 
that the organizational resources and outcomes are fairly distributed, the more they are satisfied 
with their organization. It is also prudent to state that existence of HRD practices influence the 
organizational justice perceptions, because employees perceive that the organization is fairer 
because of its interest in employees’ development. 

Theme 2: Outcomes and justice perceptions
Studies have shown that employees determine whether they have been treated fairly by first 
examining the ratio of their inputs e.g. effort, time, cognitive resources relevant to their outcomes 
(pay, promotions, opportunities for professional development etc.), and then comparing this ratio 
to the input-to-outcome ratio of a referent other (Cropanzano, Byrne, Bobocel, & Rupp, 2001; 
Crawshaw, 2006). This view was visible in the comment made by one of the participants, who 
stated:

I received staff scholarship to obtain an MBA degree. I worked hard and completed the degree using 
my personal time, so I don’t think the organization made any special exceptions. I understand that 
some of my colleagues think differently, but that is the truth. (Participant #1). 

This statement also reaffirms the previous studies that when individuals perceive inequity, 
comparison with others plays a more important role than objective criteria (Folger & Cropanzano, 
1998). Therefore, employees also look at what their peers receive from the organization for 
reaffirming their beliefs about fairness in decisions. One of the participants commented as 
follows:

One of my performance goals was to complete training related to the job. I did some excel courses 
and was very helpful. It is actually good that now everybody’s performance is tied to achieving 
some goals (Participant #6).

This statement confirms the previous studies that when the employees perceive the outcomes 
to be fair, the organizational justice perceptions tend to be higher (Rupp, Shao, Jones, & Liao, 
2014). 

Theme 3: Processes and justice perceptions
It is known among scholars and among managers that individual perceptions of process fairness 
are important when it comes to employee reactions to organizational procedures (Pichler, Varma, 
Michel, Levy, Budhwar, & Sharma, 2016). Even though some employees attributed process 
fairness to the legal landscape, the more the participants perceived the organizational decision-
making process to be fair, the more they are satisfied with the outcomes. One other finding is 
that some employees attribute process fairness as an outcome of the legal landscape, and not 
particularly an organization mission. This is evident from the reaction of the participant who 
stated; “I understand that they cannot discriminate, everything goes through a process and are 
reviewed by multiple people, but you know that it is the leadership which makes recommendations 
on who gets to attend the leadership institute” (Participant #4).
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This finding is in line with studies conducted by several justice scholars who have suggested 
that leaders may have the greatest impact on overall fairness perceptions, but leaders are more 
likely to have lesser direct control over the fairness in rewards (distributive justice) or procedures 
(procedural justice), which are often at least partially governed by larger organizational or even 
industry-wide regulations. To summarize, the participants in this study attributed higher levels of 
procedural justice to legal and regulatory environment than organizational initiatives. The study 
also found that irrespective of the outcomes, employees’ justice perceptions can be influenced by 
the knowledge of process which were used to determine the outcome.

Theme 4: Relationships and justice perceptions
Another common theme which surfaced frequently is the role of organizational relationships 
(professional and personal) which tend to influence the justice perceptions of the employees. 
This aspect of organizational justice is beyond individual level of analysis and researchers 
have examined the role of justice perceptions at the group level, which has been termed 
justice climate (Colquitt, Noe, & Jackson, 2002). Colquitt, Noe and Jackson considered justice 
climate as the shared perception of a group of employees about the organization in terms of its 
policies, practices, procedures and rewards. Most participants found organizational relationships 
(personal) as a determining factor in their perception of justice, but hierarchical relationship 
(supervisor–subordinate) were not mentioned impactful. As one of the participants stated;

We have a great working relationship between the staff employees and we help each other. We 
always help the new employees even without any instruction from supervisors. It is important that 
we share the department culture with new employees and they would be a great fit, but they need 
to know our culture. But the managers have better opportunities, because they look for each other 
(Participant #5).

This observation corroborates the proposition within the group engagement model and replicates 
previous findings that fair procedures and interpersonal treatment are the key sources of social-
identity-relevant information (Blader & Tyler, 2003). 

Theme 5: Communication and justice perceptions
Making employees aware of opportunities was another finding of the study. The participants 
cared about the procedures and outcomes, but at the same time they were also concerned about 
communication strategies utilized to disburse information about opportunities. Another finding was 
the importance of communication between the manager and the employee. One participant stated:

Our supervisor meets with us on a one on one basis, and that helps us to have less number of 
unanswered questions regarding decisions. It is helpful that we know what is happening and thereby 
reduces uncertainty. During the last round of budget cuts, he used to reassure us on a constant basis 
which was very helpful. However, the organization does not do a good job in communication, they 
send an email from a generic address which always gets overlooked (Participant #5).

We can make an inference that as employees interact, share in important experiences and events 
at work, and discuss important information with other members of the organization they develop 
consensus in their interpretation of these events and experiences which eventually lead to the 
development of organizational justice perceptions (Schminke, Arnaud, & Taylor, 2015). The 
justice climate spreads through the organization by way of employee exchanges, communication, 
and the sharing of justice-related information.
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Discussion and Implications

A perpetual challenge faced by working people is to make judgments of fairness and ethics, 
both to understand the behaviour of others but also to decide how to act themselves (Trevino, 
1986). There is substantial evidence demonstrating that employees’ perceptions of organizational 
justice can influence their emotions/affects, attitudes, and behaviours in the workplace (Wang, 
Lu & Siu, 2015). The prominent dimensions of organizational justice are distributive and 
procedural justice. However , researchers vary on the importance of those dimensions with some 
insisting procedural justice more important than distributive justice (Valsoban, 2013), while 
some others favouring distributive justice followed by procedural justice (Bebenroth, Ismail, 
& Sekiguchi, 2016). This study supports the prior findings that each dimension of justice have 
varying levels of impact on employees. It was found that from an HRD perspective, interactional 
and procedural justice hold more weightage than distributive justice. As employees interact, 
share in important experiences and events at work, and discuss important information with other 
members of the organization they develop consensus in their interpretation of these events and 
experiences. And as employees collectively engage in sense making processes, they develop 
these justice judgments which in turn are readily accessible, interpreted, and applied by the 
group as a cognitive shortcut in determining fair and unfair treatment of self and others (Li 
& Cropanzano 2009).The study also supports previous findings that when procedures are fair 
or when a clear and adequate explanation for unfair outcomes is given, employees will find it 
more difficult to imagine outcomes that are better than their current outcomes, making them less 
inclined to perceive distributive injustice (Gelens, Dries, Hofmans, & Pepermans, 2013).

Implications for research
A major theme/finding which has not gained much attention is the influence of personal 
relationships or effects of one’s colleagues and relationships with one’s colleagues in creating 
justice perceptions. There have been periodical studies focusing on supervisors’ procedural 
justice perceptions and mentoring behaviour leading to subordinates’ justice perceptions 
(Tepper & Taylor, 2003); helping behaviour of group members and justice perceptions (Shin, 
Du, & Choi, 2015); and impact of networking in creating justice perceptions (Dutton & Ragins, 
2017). However, there is no major study exploring informal relationships and informal teams in 
workplace and their influence in creating justice perceptions. Organizations create the need for 
proximity and dependence of people on each other. Peer relationships at work are considered to be 
one of the primary means by which organizational socialization takes place and therefore a major 
contributor to individual’s organizational justice perceptions. Hence, “when coworkers convey 
expectations for or model biased behaviour, an employee is more likely to follow suit” (Cortina, 
2008, pp. 62-63). Therefore, it is important for organization justice/HRD researchers to study the 
impact of peer relationships and informal teams in creating justice perceptions of employees. 

Implications for practice 
The theoretical foundations of organizational justice inform HRD practitioners that they should 
guide organizations to establish an open organizational culture that allows people to express 
their views, to listen to others’ opinions, and to support questioning and feedback in decision-
making processes. This study found that employees focus on the procedures utilized when they 
evaluate the outcomes/decisions providing some empirical support for practitioners to focus 
on procedures that are fair which would lead to fairer outcomes. In reviewing the growth of 
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HRD from an organizational context, we can definitely say that most HRD practices are strongly 
grounded in the principle of ‘learning for performance’. As a profession, HRD is now visible 
and maturing, it is now time for practitioners to focus on the injustices in their organization 
which ultimately impacts learning and performance outcomes. Acts of social injustice in an 
organization can interfere with work relationships, decrease job satisfaction and performance, 
create stressful conditions, and prevent an overall sense of well-being (Byrd, 2018). By providing 
fair organizational policies and practices regarding HRD opportunities could enhance distributive 
justice not only within the organizational HR policies for a diverse workforce but also within a 
wider social justice framework (Crawshaw, 2006). 

Creating a climate of fairness requires employees to be communicating between themselves 
without fear of repercussions. Providing learning opportunities in informal settings where 
employees have the opportunity to learn from each other and encouraging peer to peer learning 
networks should be an area of increased focus for HRD. Finally, focus on communicating the 
opportunities in a consistent and strategic manner would influence the employees’ perceptions 
of fairness. Informational justice should be considered with similar importance to procedural 
justice when it comes to HRD practices and interventions. 

Limitations
All studies have limitations and this one is no exception. First, although the data were collected 
from real employees in real organizational settings, the author of the study was the member of 
the same organization. All the participants in this research were minorities and therefore the 
sample may not be considered as a representative sample. All the participants were from the 
same organization and from same geographic area. Finally, the systems in a public educational 
entity is different from a for profit business.

Conclusion

In all, the study and its results speak to an issue that deserves additional attention in HRD 
research. The relationship between HRD practices and organizational justice perceptions 
represents an interesting and important area of inquiry. For human resources in organizations to 
contribute productively and even passionately to the success of their organizations is an outcome 
that every HRD practitioner and scholar has concern for (Shuck & Wollard, 2010). Similarly, 
organizational justice is an issue for human resource development (HRD) practice, because 
some perceptions of organization justice or fairness can be related to training and development 
opportunities, organizational change/development practices and career planning/development. 
HRD as a profession has significant role in employees’ opportunities in workplace — whether 
it is training and development, career development or managing change. Therefore, it is safe to 
assume that most HRD practices have justice perceptions tied to them. If an organization wants 
to have satisfied, committed, and engaged employees, they should offer justice at the workplace 
along with supportive culture. Organizational justice is a matured area of research in other fields 
in United States. More recent scholarship is coming from Asia, which may be a result of the 
growing middle class and the access to information through advancement in technology. This 
study is a small but important step to begin to address this critical area of organizational life 
with a view to providing the HRD professional with insight, understanding and to support and 
influence HRD practice.
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The paper reports findings from a futures workshop to consider surprises — unexpected or 
astonishing events or facts — that may await HRD. Participants were asked to identify an HRD 
issue for the future and then pose questions that placed surprise up front and that could indicate a 
vulnerability for HRD. Two scenarios are developed for the year 2028 and events leading to this 
year. In the first, S1, human behaviour within organizations is defined by machines and machines 
prescribe why, what and where work is needed, who does it, when, and how work is done. Thus 
programmes of learning are pre-determined by machines. In the second, S2, aritificial intelligence 
proves to be incapable of adapting to the extreme events of solar activity affecting satellites and 
internet communications globally. HRD rebuilds trust in the collective human ability to work 
together collaboratively to restore a team ethic and rebuild. The scenarios are discussed and a 
recommendation is made for HRD research to consider the direction and value of their work and 
how progress in academic life might be reconstituted to allow more attention to be given to key 
areas of machine learning and artificial intelligence.

Key words: HRD Futures, Machines, Artificial Intelligence, Work, Global Citizens

Introduction

At the 2017 HRD Conference in Lisbon, a futures workshop was held to consider the future of 
HRD for the year 2027. The outcome was three mini-scenarios, which projected an advance in 
HRD research and practice as a collaborative activity and these are reported in Gold (2017). It was 
interesting to note but not especially surprising that the scenarios were all optimistic and suggested 
that HRD research and practice were creatively advancing together as they dealt with political, 
regulatory and technological dynamics. One example was the value given to apprenticeships in 
the UK; another is how collaborative research gained prominence where HRD scholars work on 
what is relevant to others and work across disciplines in a variety of contexts.

At the 2018 HRD Conference in Newcastle, a second workshop was held with an intention to 
focus on surprises that may await HRD. Surprises concern unexpected or astonishing events or 
facts. In futures, for HRD, we are concerned with improbable and yet possible surprises which 
are not yet being discussed in detail in HRD. This could allow the opening of new lines of 
enquiry, allowing recognition of new opportunities and preparation for difficulties. A key purpose 
is to identify that which is not yet obvious in HRD so that ignorant security is transformed 
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into reflected insecurity involving seeing more, responding early, increasing imagination and 
boldness in HRD scholarship and practice. 

Method

After an introduction to consider the meaning of surprise, participants in the workshop were 
asked to identify an HRD issue for the future. They could then pose questions that placed surprise 
up front that could indicate a vulnerability for HRD. In the present, there might be improbability 
but the effects might be severe. In addition, the awareness of these might not yet appear on the 
agendas of research and practice in HRD. 

Participants were given various prompts against which the future might be considered. These were:

• Behaviour

• Technologies

• Geo-Social-Political conditions

• Law and regulation

• Natural resources

Not surprisingly perhaps, and paradoxically for the theme of the workshop, a key area of 
vulnerability selected by the participants was technology and, in particular, artificial intelligence. 
The scenarios created begin with a consideration of the year 2028, the events and processes that 
were in place in 2023 and how the path was formed in the near present.

The Scenarios

Scenario 1 (S1)
2028

It is the year 2028. Nations exist but there are no physical borders or demarcating boundaries 
between them. Individuals do not describe themselves as belonging to a specifically bounded 
geographical area or use a geographical area to define their identity. 

Individuals are free to move between nations as exchange is not restrictive. Individuals may 
have a sense of national identity but are behaving as truly global citizens due to the freedom of 
movement.

However, human behaviour within organizations is defined by machines. Machines prescribe 
why, what and where work is needed, who does it when, and how work is done. An individual’s 
career development and organizational progress is all defined and controlled by machines.

Programmes of learning, within organizations, are pre-determined by machines. Machines 
identify learning needs, design learning and then match workers to programmes. Learning is 
bounded by the machine to ensure a perfect fit with organizational need.
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2023

In 2023, the boundaries between the role of humans and machines in organizations is becoming 
blurred. Individuals begin to stop defining themselves in the context of their birth location or 
residence. Identities are being formed based on global social movements, political alliances and 
large global business organizations. The United Nations is re-constituted as it is no longer seen 
as a sustainable or relevant construct. Administrative agencies around the world launch a global 
access programme, issuing individuals with electronic travel documents to facilitate movement 
across national boundaries. Though national identities are maintained, individuals are deployed 
in different work locations based on work needs. Organizations operate globally, with increasing 
need to move resources across boundaries freely. State of the art security technology provides 
access clearance and fraud prevention/detection. It reconfigures around a number of shared 
interests of the increasingly powerful movements and alliances. It is re-branded as ‘Shared 
Aspirations’ seeking to bring together movements, alliances and businesses to further peace 
amongst all people.

Routine work processes are almost constantly carried out by machines and the need for interaction 
between workers is reduced. Organizations routinely begin to use the power of AI to maximize 
global competitiveness.

Machines are elected to senior management positions and/or governing boards within 
organizations; they fill senior management positions in organizations and ‘seats’ on boards. 
Machines play an increasing decision-making role, progressing from roles of optimizing 
processes, resource allocation and planning. 

HRD scholars and practitioners leverage big data analytics to optimize training delivery; 
optimization algorithms predict learning outcomes based on learning behaviour and knowledge 
transfer patterns. Sensor arrays collect information (e.g. attention, mental/cognition activity, 
interest level) and apply interventions real-time in order to sustain the level of learning of 
participants. However, curriculum design and training needs analysis is still done by humans. 

HRD scholars are preoccupied with re-defining the focus of the discipline and organizational 
practice in this new world and begin to move away from a single focus on human learning 
and development. Critical HRD scholars find a voice working extensively with a range of 
global social movements. There are growing streams of work forging links between HRD and 
psycho-geography. The keynote address at the recent HRD conferences focused on the role of 
AI in Assessment and Development Centres with a new stream focusing on co-creation between 
humans and machines. Coaching is beginning to explore relationships and behaviour with 
artificial as well as human intelligence.

Near Present

Work is becoming global and travel across countries are made easier with economic communities 
formed. Though existing communities are on the brink of breaking up (like the European Union 
(EU), others are formed, like the ASEAN Economic Community (AEC). Fuelled by the economic 
growth of China and India, cross-border projects like China’s One Belt One Road (OBOR) 
initiative bring nations closer and blur national boundaries.

In the UK there is growing angst and concern amongst the 48% of UK citizens who voted to 
remain, against the forthcoming exit from the EU. The mass peaceful protests that take place 
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in major cities in the summer across the UK spread by the autumn to towns and even villages. 
People seek to counter the nation centric views of populist politics and explore new ways of 
organizing society and constructing identity that does not rely on national boundaries. This 
movement quickly transfers to America and there is a large permanent protest outside the White 
House that starts to campaign for free movement across the world.

The exponentially increasing use of machines to perform tasks is brought about by the 
proliferation of technology, faster and cheaper computers, and wide availability of high-speed 
internet connections (4G/LTE, 5G networks). Such developments together with the quicker 
adoption of technology enables the growth of the internet of things (IoT) and industrial internet 
of things (IIoT). Self-driving vehicles and drones, chat-bots, and robots coupled with machine 
learning and artificial intelligence begin replacing routine jobs humans perform.

As technology ‘behaves’, a noun commonly associated with humans unpredictable consequences, 
are evident, such as changes in the Dow Jones that resulted in stock market “prices that fell 
faster than any human trader could react to” (Bridle, 2018). Algorithms replace work activities 
undertaken by humans as a cheaper and more efficient option. A systems interface is evident, for 
example, at airports where scanners screen passports or in recruitment where CVs are analysed. 
However, this is the tip of the iceberg as research suggests that 50% of the activities that people 
do could be automated (McKinsey, 2017).

The general population becomes aware of the potential of AI to transform all aspects of working 
life. The UK Government cite AI as one of the four grand challenges in its Industrial Strategy 
Document published earlier in 2018. HRD practitioners and scholars begin to consider how to 
equip individuals and organizations to thrive in this new context.

At the same time a marketized, consumerized neoliberal world has enhanced globalization, 
the success of which is underpinned by a flexible, labour workforce. There is an expanding 
precarious working underclass with a loss of jobs and rise in insecurity. As more work practices 
are subject to computation there is shift in the type of work to the services sector that tends to be 
‘ripe’ for precarious working practice.

HRD scholars and practitioners are challenged to devise development plans as machines are 
predicted to take over jobs performed by humans. By 2030, it is predicted that 47% of today’s 
jobs will be replaced by machines (Frey & Osborne, 2016). New skills need learning and new 
curriculums need to be created (e.g. machine learning degree).

The focus on the individual (who can have what they desire at any time) weakened family and 
traditional communities has increased state powers and dependence, resulting in the nation being 
an imagined community of the state (Harari, 2014). Thus, having Nations can help humans believe 
that they are in a community, however, the homogenous, boundaryless states, combined with 
technology, has enabled multinational organizations to expand and dominate. This consumerism, 
enabled by technology, influence individuals’ identity as they connect e.g. through social media 
from interests such as music thus encouraging identification from what they consume. 

To sustain individual appetites there is a need to speed up the fuelling of these desires. Thus, 
physical borders are being replaced by borderless borders such as the bridge between Copenhagen 
(Denmark) and Malmo (Sweden) electronic tolls with no human intervention necessary. 
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So as technologies become extensions of ourselves what does this mean in terms of training? 
Face to face training is being replaced by e-learning sessions and platforms, such as Massive 
Open Online Course (MOOC). Instead knowledge is codified in machines and frameworks for us 
to choose as individuals when are where to consume e.g. one multinational proudly shared how 
they now only had eight trainers coordinating their worldwide training programme. 

Scenario 2 (S2)
2028

In 2028 Organizations are making their contingency plans based on risk levels to business 
continuity, but they are insufficient. AI is incapable of adapting to the extreme events of solar 
activity affecting satellites and internet communications globally. Computers, reliant on updates 
to remain operational, crashed and networks failed. The same reliance on technology impacted 
on human failure as people are locked out of the manual overrides and organizations cannot 
respond to the disasters (Dalcher, 2007). The stock market disappears from Bloomberg displays 
and organizations scrambled for survival in the new normal. 

The transition to solar energy sources is halted and many solar farms are overloaded. Mothballed 
oil rigs fire up again in Saudi Arabia and a local workforce is needed!

Workers and managers sit at desks with blank screens and phones start to ring. Some remember 
the old ways. Pens and paper were distributed like rations. Nationally, the populist leaders seize 
their opportunity to harness the rising fear and anger, stoking riots and looting. A clear vision is 
preferable to the chaos for most and a new model of leadership was spreading.

Following a decade of increasing transition from human to human interaction to artificial 
intelligence and self-serve models of service (Tintarev, 2016), HRD departments are tasked with 
reviewing human interaction and customer service training to respond to a swathe of unpredictable 
influences that can no longer be devolved to AI mediation in place of human action (Larson, 2010). 
With increasing fear and the rise of aggressive managers in the framework of populist leaders, 
HRD take responsibility to mediate with leaders and employees to rebuild trust in the collective 
human ability to work together collaboratively (Cooper, 2018) to restore a team ethic and rebuild.

2023

In 2023 the world rejoices at the birth of AI. In reality it has been operational since 2005, but the 
unfortunate ‘hiccup’ in 2007 stalled the celebratory announcement until some ‘fine tuning’ was 
finished. Work has already completely changed for most organizations. The Microsoft update 
included an individualized personal assistant for all which controlled your inbox and answered 
most of your emails. People were suddenly free to do something else … Meanwhile, populist 
parties struggle to articulate message against the backdrop of this positive, liberating news.

The modernization agenda in Saudi Arabia transitioned into overdrive as the new King 
Mohammad ascended to replace deceased King Salman. The reformist agenda focused on a 
massive repositioning to be solar energy global leaders and to transition away from oil which 
galvanized the young labour force in synergy with AI. 

Ongoing HRD initiatives to release the proactive potential of employees with additional training 
and support for transformational leader development (Caniëls, Semeijn, & Render, 2018). Such 
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initiatives have more time to grow in the new reality where operational issues are managed 
through the utilization of AI personal assistants which responds to problems and monitors issues 
extremely efficiently. For the first time in decades, people are released to become more creative 
in and out of work as employers all agree to reduce the working week to thirty hours in line 
with pilot studies in Sweden.1 The work of HRD starts to change as work enrichment becomes 
increasingly important and HRD encourages workplace friendships (Kaeppel, Bjorngard, & 
Grenier, 2018) to foster a different type of workplace which values friendship activity which 
allows work to transition into play more seamlessly.

Near Present

In near present, solar activity forecasts predict potential spike of activity in the next 10 to 15 years. 
Governments allay fears and appoint global monitoring body with nations as co-signatories to 
agree an action plan. Saudi Prince views the news as a sign for the nation to focus on this energy 
and publishes his latest vision for the next 20 years in Saudi Arabia.

Trump is moderately successful at 2018 mid-terms and this re-invigorates his message to “Make 
America Great”. His approach to distracting the national discourse through misdirection is 
adopted more widely in the Brexit discourse. This rhetoric is increasingly finding its way into 
CEO annual reports and leadership discourse for change management methods. 

The use of smart tech is increasingly overtaking user’s ability to comprehend its impact. Data 
mining and algorithmic methods predict what staff and customers want before they have thought 
of it. We are more reliant on smart tech than ever in work and outside and the stock market is 
booming again. 

With continuing pressure to maximize productivity and engagement (Bakker & Albrecht, 2018) 
and with reduced resources, major corporation HRD departments responds to the benefits of AI. 
Tools such as ‘sidekick’ are procured for their potential to monitor employee engagement or 
burnout signals and provide on demand coaching to maximize potential employee engagement 
(Butler, 2018). The future of employee development is immediate response on a bespoke and 
individualized basis. 

Comment

Both scenarios have a technological theme but with different pathways and destinations. S1 
reflects a clear area of vulnerability for HRD, particularly researchers. Machines are already 
indicated in the present as a source of uncertainty of employment for practitioners and yet, a 
search of scholar.google in July 2018 yielded a zero return for a search of the terms ‘machine 
learning and human resource development’ and ‘artificial intelligence and human resource 
development’. A search on google main was replete with offers on both but mostly focused 
on HR in general, where it was claimed by one that “It’s hard to find an industry that is not 
being impacted by machine learning applications”.2 Whether there is a lag in the publication 
of academic papers (caused by the protracted lead time between submission and publication of 
academic publications) or a failure by HRD researchers to engage with the issue, the gap clearly 
represents an opportunity that needs attention. The scenarios suggest that the agenda for HRD is 
there in 2023 but action is needed soon if this is to be fulfilled. 
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S2, by contrast, combining the progress to AI with the constraints and upsets of power supplies 
(and events in Saudi Arabia, representing a particular interest and knowledge of one of the 
participants), the destination arrives at a crash and ensuing chaos. So the ascent of AI, fed by the 
abundance of solar energy, comes to a halt. 

S1’s idea that by 2028 there is freedom of movement for everyone who behave as ‘global 
citizens’ is interesting and perhaps hopeful. However, it is a view that chimes with various 
moves in the education of young people. For example, the Global Dimension website at https://
globaldimension.org.uk/, seeks to “develop children and young people as active global citizens”, 
providing resources for teachers and trainers for course and curriculum development. Again, 
HRD scholars do not seem involved yet. In what seems like another age, in 2013, the Washington 
DC Brookings Institute conducted an e-discussion on global citizenship, job and skills seeking to 
create “responsible global citizens who can take joint actions”.3

Most disturbing is the possibility that by 2028, for many at work, their behaviour is defined and 
prescribed by machines, dictating why, where, who and how work is done. The signs are there in 
the near present but mostly in reports outside the HRD field.

An intriguing feature of S2 is the continuing development of the “framework of populism” 
against which leaders and HRD must reference. Interestingly, HRD research does not seem to 
have much to say about such changes although with the re-discovery of collaboration, team ethic 
and trust by 2028, there is safer and more familiar ground.

Conclusion

These scenarios are not predictions; they are possibilities which can provide us with some 
insight for what might happen. The intention of the workshop, from which the scenarios were 
developed, was designed to consider surprises for HRD in the sense of what could disturb our 
thinking. If there is one aspect that has surprised the writers of this paper, it is how HRD practice 
and HRD practitioners, might be ahead of the researchers in academe. As we know only too well, 
those in universities and Higher Education in the UK, can easily focus on the requirements for 
progress in academic lives, and therefore become disconnected from those who practice. Is this 
the case for those who work under the heading HRD? The challenge posed by this paper is that, 
if the scenarios have any traction resonace vis what might be happening, HRD researchers (and 
perhaps retitled Learning and Development researchers) need to reconsider the direction and 
value of their work and how progress in academic life might be reconstituted. 
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HRD Forum — Viewpoint

HRD in Africa: Challenges and Dilemmas

Fostine Opiyo Odhiambo, formerly Group HR, Training & 
Development Director for the Turkys Group, Zanzibar,  

in interview with Rick Holden, Editor, IJHRDPP&R

Fostine is an HR professional with over 11 years’ experience. Professionally qualified with a 
BCOM (HRM) from KCA University — Kenya, a Higher National Diploma in HRM from 
The Kenya Polytechnic University College and a Diploma in PM from the Railway Training 
Institute (RTI) Kenya. He began his HR career in 2007. He worked with Moorgate Ltd — a 
company operating restaurants and casinos in Kenya and Congo where, in due course, Fostine 
became Regional HR Manager. After five years with Moorgate Ltd. he moved to the Turkys 
Group of Companies based in Zanzibar with several branches in Tanzania and Comoros. It 
is an organization with over 3,000 employees, operating in a wide range of sectors — hotels, 
oil and gas, healthcare, cement production, beverage production and bottling, real estate, 
marine transport and telecommunications. At Turkys, Fostine became Group HR, Training & 
Development Director. Whilst a major role with the Turkys Group of companies was to establish 
an HR function, where this was often totally absent, human resource development has been at 
the heart of Fostine’s professional practice. “People are number 1 number 2 and number 3.” 
Currently Fostine is leading Frei Associates, East Africa Ltd., a company championing for 
Employee-Employer Branding within East Africa.

Talent Development

To begin our discussion, I ask Fostine to reflect on his corporate practice experience. He identifies 
what he feels has been, and indeed remains, a major challenge to the effective practice of HRD 
in Africa. He highlights what he refers to as workforce anxiety. In his experience a majority of 
the workforce, particularly at middle/senior levels join an organization with aspirations for their 
future career development. At recruitment and in the early periods of employment new staff are 
pre-occupied by questions such as “do you have a career plan for me?” and “how will my career 
be developed in this company?”. The anxiety Fostine refers to is a product of a rhetoric-reality 
problem. Employers, he argues, will invariably make the right noises and promises. But the 
reality is different. An ambiguity in the position taken by employers is highlighted.

Employers will always say yes ‘we will help you to develop your career’. But is it the truth? 
... I can confidently say that it is not … Yes, they are in a situation where they must ‘fight for 
talent’, yet they are often unprepared to offer appropriate development opportunities to help 
retain talent. 
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A concern, still highly prevalent in most African organizations, is the fear of talented individuals 
being poached by competitors. A mindset change is needed so that employers engender a culture 
which seeks to match expectations rather then perpetuating a climate of anxiety and distrust. 

Fostine discusses his approach to this challenge and how he has sought to develop his HRD 
practice in the context of this tension. It has involved work at two principal levels. Firstly, at 
an individual level, where Fostine throughout his career at Turkys and despite the geographical 
challenges, has tried to get alongside key staff, get close to them, understand their needs and 
aspirations. This is a clear rebuff to the ‘normal’, hierarchical ways of doing things. “To bridge 
this gap, I need to get their trust; they need to see me not as a manager to be feared but as 
someone with whom a collaboration can be established, albeit recognizing organizational goals 
and objectives etc.” I am puzzled why this is not the role of the line manager in any organization 
but Fostine alerts me to prevailing perceptions about ‘management’ and ‘managing’ in Africa. 
The hierarchy instils a culture of fear; one’s manager is someone who tells you what to do. They 
are not a coach or a mentor interested in your progression and development.

A second level of focus has been at the most senior levels of the organization. This has meant 
engaging with the politics of HRD. Globally, the function has faced and continues to face 
something of an uphill struggle to establish a presence and have power and influence. Fostine’s 
experience resonates closely with the research and accounts of practice in the West. Fostine 
expands upon two aspects of practice which has helped him convince the most senior levels of 
an organization to raise the profile of HRD and ensure appropriate positioning and resourcing. 

Policy principles 
Clear HR policy principles need to be established to provide the framework and basis for an 
organization to operate successfully and to avoid keep making the same mistakes. But the 
distinctiveness of Fostine’s approach has been to engrain HRD into all such policy. In any HR 
manual resulting from the establishment of key policy principles, HRD is emphasized and 
championed. An example is drawn from the healthcare sector. A nurse recruited into a position 
of a general nurse expresses interest in developing in to a specialism. This is recognized and 
addressed. “The organization will help you pursue this interest, give you the opportunities to 
develop in this area whilst guaranteeing your existing job. Another example relates to training for 
expatriates — ensuring that a sensitivity to the local workforce and their culture is implemented 
at the outset of any expatriate’s employment. The training and development policy that Fostine 
established emphasized a proactive education assistance plan that provided opportunities for job 
related personal development through participation in professional, managerial, technical, and 
vocational courses for both long and short duration as a means to encourage, support, and accord 
effective HRD practices.

Assessment
An understanding of an individual’s career aspirations and interests has been fundamental to 
Fostine’s HRD practice. 

When you hire someone you don’t know the employee well enough, he/she may have the paper 
qualifications but you don’t really know them, you don’t know their expectations, their attitudes, 
their character ... once they join the team you have to assess this carefully … this level of assessment 
is still lacking in most organizations today.
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Critical here is use of self-appraisal and regular team based appraisal involving immediate 
supervisor, line manager and HRD. The emphasis is upon development and this shift in emphasis 
is something Fostine introduced and implemented in several companies within the Turkys 
Group. This is not a ‘quick fix’; it is something that takes two to three years to embed and see the 
benefits. It represents an important change in practice, signalling a different emphasis and focus 
for performance management. It is unquestionably time consuming but absolutely worthwhile 
in terms of developing and strengthening a culture where there is trust around a development 
agenda. 

The organizational benefits of such interventions are not seen overnight. But Fostine points to 
impact two to three years down the line sufficient to convince the CEO of the Turkys Group, 
even if one or two of the other Board Directors remained sceptical! Furthermore, a level of 
success on these two ‘fronts’, Fostine argues, sets the groundwork and paves the way to begin 
work on shifting the ‘management syndrome’ and how, over time, to develop managers to be 
coaches and to bring HRD into their scope of activity. 

As a champion of HRD, Fostine developed his own model: AKOBRA. This seeks to capture a 
fit between employer and its employees. The model emphasizes how to become an employer of 
choice and employee of choice by aligning core steps that includes: Assessing the organization/
self; focusing on Key Business Issues; Openness to change; Believing in your organization/
self; Reacting (taking action); and conducting Achievement assessment. Whist championing 
a particular approach to HRD Fostine acknowledges a problem in his own HRD practice; one 
which reflects the tension between inclusive and exclusive talent development. His heart says 
inclusive and as we will see shortly Fostine has strong views on the need of local workforce 
talent development. But the reality of his situation in dealing mostly with middle and senior 
level employees requires acknowledgement that only a few will rise to positions which can drive 
an organization’s performance to new levels. By implication, it is to these individuals that most 
attention must be devoted. 

The Africa Syndrome

The discussion shifts to look at HRD in Africa more widely. Whilst accepting that it is dangerous 
to regard a continent of 54 countries as somehow homogenous, nonetheless Fostine believes 
there are certain key problems which are sufficiently generic to warrant inclusion in a HRD 
agenda for Africa. He argues these are captured by what he calls the ‘African Syndrome’; a 
prevailing dependency upon expatriate labour to fill key positions in specialist occupational 
areas and in middle and senior management. Fostine explains that in his view a majority of 
African organizations still believe that a good CEO, for example, should come from the West, a 
financial controller from India and so on. 

Expatriates come with good knowledge and experience but they also come with a different culture 
and they forget that where they are now there is an existing culture … how people expect to be 
handled … they do not give sufficient attention to the culture they are joining. 

He is uncompromising in his disparagement of the assumptions and attitudes of many expatriates 
recruited. 

They view Africans as fools … expatriates brought in on the assumption that Africa lacks such 
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talent … there is nobody fit for it. But is that the truth? … it is not the truth. There are brains within 
Africa that can perform better than the foreigners …

In particular, Fostine records his frustration at the implication of this for HRD in Africa. “There is 
a neglect of local talent. The talent is there, what is lacking is experience … it needs developing.” 

The problem is not restricted to expatriates from overseas. Fostine argues that certain countries 
in Africa have a reputation for particular skills; for example, Kenya hospitality and healthcare; 
Egypt and Zimbabwe engineering; South Africa technology and IT. This means countries prefer 
to move outside of their own labour market and recruit for particular skills from across African 
borders. The implication is the same though, a neglect of local talent … particularly in the poorer 
(and often war torn) African nations such as Sudan, Somalia, Congo. 

African Solutions for Africa

The HRD agenda in Africa, Fostine argues, is multifaceted and will vary country by country. But 
he points to three fundamental pathways of action which are needed.

Firstly, and perhaps unsurprisingly, educational reform is identified as fundamental. “Too many 
African young people finish high school with no idea of what they want to do nor the skills 
with which to join the labour force.” Fostine acknowledges change is happening in Kenya, 
albeit slowly. The system is moving towards a much greater acknowledgment of the need for 
assessment of competencies. This reflects a recognition of the need for vocational education and 
training but needs to be given even greater emphasis within the curriculum. Linked with this is a 
call for entrepreneurship education and training — particularly in relation to unemployed young 
people. The majority of youths need to be encouraged to take artisan courses as this is an area 
with a greater gap that can accommodate more unemployed youths. Fostine adds up by saying 
that much emphasis is needed on career development systems in Africa.

At a corporate level there is the need for HRD to emerge and develop distinct from HRM. 

HRD has not emerged as sufficiently distinct from HRM … in my experience in most organizations 
it is still working under HRM. In many organizations a very narrow perspective prevails in relation 
to HR — it’s about hiring and firing. We need to recognize this … HRD needs to be a stand-alone 
department and it needs to be given priority … a distinct budget. It needs full recognition at Board 
level; It is the people that will drive organizational success and this can only happen in Africa if 
local talent is developed through the plans and actions of an HRD department. 

Fostine believes South Africa has made most progress in this respect — with, he reckons, about 
30% of companies adopting such practice. Kenya he considers is about 10% and Tanzania 3% 
but for most it is pretty much zero. (The exceptions of course are those multi national companies 
with a presence in Africa but who are not ‘African’ organizations.) 

Relatedly, a lack of professionalism is identified as a major barrier preventing the emergence 
of a strong and influential HRD function. Kenya, he feels, is something of an exception. He 
points to the Institute of HRM (IHRM) in Kenya which coordinates the activities and oversees 
the interests of all qualified and registered Human Resource Professionals in Kenya. It draws 
its mandate from the Human Resource Management Professionals Act No 52 of 2012; which 
provides the statutory backing for all human resource practitioners in Kenya to be certified for 
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them to practice. The body is influential in relation to national HRD policy and practice and 
at a corporate level; for example, in relation to the promotion of standards, the professional 
curriculum etc. More than anything, though, the IHRM is a Kenyan body working to develop the 
Kenyan workforce. Whilst there may be collaboration with bodies like the UK based Chartered 
Institute of Personnel and Development or the US based Association for Talent Development, 
both actively seeking global influence, there is no dependency on such bodies. It is an institute 
which is seeking to foster and develop African HR solutions for Africa. 

We finish on the topic of unemployment, noting the 2016 ILO report1  which warned that “Africa, 
the world’s youngest region, continues to be confronted with high levels of unemployment, 
vulnerable employment and working poverty with little signs of potential recovery.” Rising 
levels of youth unemployment is particularly concerning. Fostine returns to points made earlier 
indicating that enhanced levels of entrepreneurship education and review of career development 
systems in Africa can make a difference; both in terms of employability and in terms of the 
creation of new jobs. But he stresses again that it is has to be locally based solutions. “African 
solutions for African problems.” 

Note

ILO, 2016; World Employment and Social Outlook: Trends for Youth.
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Planting the Seeds of Organization Justice:  
a Force for Change

Steven Chase, Director of People, Thames Valley Police

My recent article for this Journal — In Search of Individual and Organizational Fairness in 
Policing (2018) — introduced some thoughts about the importance of organizational justice, 
particularly in relation to totemic organizational policies and procedures such as misconduct 
and performance management. I attempted to ground my thoughts in the direction of practical 
application in the workplace. To assist, I built on one of Matthew Syed’s (2015) core arguments 
about the crucial cultural shift from blame to learning. In Syed’s work, he contrasted the domains 
of medicine and aviation. My attention was focused on my own experiences and observations 
in UK policing.

Report near miss? Identified mistake 
or error?

Identified misconduct 
or negligence?

Appreciate Understand  
incident / event

Understand  
incident / event

Understand  
incident / event

Learning opportunity Learning opportunity Blameworthy  
incident / event

Sort Change  
practice

Change  
practice

Implement 
performance 

or misconduct 
procedures

Sanction if 
appropriate

Learn Share experience

Reflect on your 
leadership style  

and impact

Share experience

Reflect on your 
leadership style  

and impact

Share outcome

Reflect on your 
leadership style  

and impact

Observe
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The article introduced the Appreciate – Sort – Learn – Observe (ASLO) Model — see figure 
above — to encourage a deeper understanding and assessment of the ‘first up’ circumstances of 
the information emerging and a more considered observation of the workplace dynamics once 
the ‘remedies’ had been put in place. In my contention, the sort and learn elements were more 
substantively covered in previous works on this subject. The appreciate and observe elements 
less so.

To some extent, if not entirely, by design, I was able to float a subjective construction of 
fairness — based on the organisational justice literature — as a more digestible concept for 
managers and workers in everyday workplace contexts. This was shown the light of day in a 
series of presentations to uniformed and non-uniformed supervisors in Thames Valley Police. 
During March and April this year, we were able to reach over 1,200 officers and staff, first with 
a presentation and then through follow-on workshops. The feedback reveals that the ideas put 
forward were welcomed and are beginning to be introduced by a number of supervisors and 
those working within the People Directorate. We have also had a number of queries from other 
forces who have seen my presentations on the subject and are keen to use the ideas within their 
own environment.

Perhaps just as impactful, our staff associations (Superintendents’ Associations and Police 
Federation) and UNISON (our recognised Trade Union for non-warranted staff) welcomed the 
messages delivered and discussed. They report, even at this early juncture, a more thoughtful and 
learning focused to all but the most serious of misdemeanours or performance findings. Green 
shoots, yes, but green shoots, at least. 
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Cross Cultural Management:  
the Case for Curiosity not Certainty

Ann Means

There are many books about cross cultural management, from academic analyses to practitioner 
guides. Why, then, in this crowded field, do I recommend Jasmin Mahadevan’s Cross Cultural 
Management, an addition to the excellent “Very Short, Fairly Interesting, Reasonably Cheap” 
series, as essential and timely reading? There are a number of reasons. The international nature 
of business and commerce continues to expand, and to be relevant to an increasing number of 
us. Cross cultural working now includes, alongside scenarios such as managerial expatriation 
or cross border negotiations, more complex and possibly ambiguous situations. For example, 
international project collaboration with culturally diverse, often geographically dispersed, 
teams. Cultural diversity continues to matter, and continues to be implicated in both positive 
and negative outcomes. Cross cultural training is an industry (of which this reviewer is part, and 
which is the subject of thoughtful and somewhat sobering analysis in this book).

Whereas the field continues to develop in complexity, the resources available to students 
and practitioners, however, have broadly approached the issues from two main perspectives: 
comparative cross cultural management, or intercultural interactions and competence. In this 
book, Professor Mahadevan, herself multi-lingual, multi-ethnic, with experience of a wide 
range of cultures and with a career spanning research, intercultural training and consulting, and 
academia, both acknowledges the strengths of these standard perspectives, and, crucially, argues 
that encountering the complex settings of modern cross cultural management requires something 
more. She argues that we need a critical approach, and an awareness of additional perspectives 
plus the ability to manage an interplay between them. In setting out her argument, Professor 
Mahadeven has written a book that will appeal to a wide range of readers who are engaged in 
“managing and living across, between and beyond cultures”. 

In calling for a “critical” approach, the author stresses that her stance is not “anti”, something, 
nor are its aims to replace current thinking (p. 1). Rather, it implies examining what we know, 
acknowledging different perspectives, and recognizing a range of contexts, including the power 
relations implicit in them. The structure of the book (across five chapters) is to present each 
of the perspectives Mahadevan considers essential to investigate and navigate culture. In each 
case, she provides an admirably concise history of the field and the paradigms which inform it. 
Rather than privileging a particular perspective, she demonstrates the strengths and weaknesses 
inherent in each, and illustrates with concrete examples how each approach may be useful in 
specific circumstances. Whilst pointing out that “cultural dimensions” have been criticized as an 
approach by a number of scholars, she suggests that they nonetheless have value if used not as 
prescriptions, but as concepts.

International Journal of HRD Practice, Policy and Research 2018, Vol 3 No 2: 81-83 
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Two of five perspectives explain the approaches most likely to be familiar to readers, that is, 
comparative and interactional/competence. Whilst these overviews are skillfully written, a real 
strength of the book is the addition of three further perspectives. The first is an approach, based 
in anthropology, to a holistic account of the nature of culture, as “the way we do things round 
here” (p. 12), as “complex whole” (p. 13), as learned, social, shared, embodied, material, as 
community of meaning or knowledge. There follow chapters on Diversity and Identity, and 
Power, both concepts familiar in other areas but less frequently included in analysis of cross 
cultural management.

The exposition of each of the five perspectives enables and invites the reader to engage with what 
Mahadevan convincingly argues should be a guiding principle of cross cultural management, 
interplay. Interplay, she explains, means:

moving back and forth across perspectives. Firstly, you should ask yourself what these perspectives 
have in common; secondly, you should analyse how they are different; finally, you should ask 
yourself how these different viewpoints can enrich your understanding of a specific context (p. 132). 

The practitioner is thus encouraged to consider whether there is evidence of any cultural 
“dimensions” (time, hierarchy etc.) in an interaction, then whether there are further insights to 
be gained from adopting an ethnographic, observational approach, what dynamics of identity 
and power might be at play, and then to consider how these perspectives might come together in 
making meaning. 

In inviting the reader to engage in this way with the interplay of a number of perspectives, 
Mahadevan acknowledges that this is not easy. A strength of the book, however, is that she 
not only poses the task, but suggests by way of concrete examples how we might approach 
it. Whereas there are no definitive answers in this work to seemingly simple questions such 
as whether to “Kiss, Bow or Shake Hands” (Morrison et al., 1994), there are arguably much 
more valuable discussions of how to approach cross cultural management. Mahadevan calls 
for us to develop an “ethnographic” frame of mind, to become cultural detectives, replacing 
certainty with curiosity. And to be informed by notions of what culture is (and is not), as well as 
an awareness of what is in our own “cultural backpack”. She invites us to consider not only the 
nature of culture and difference, but what this means for each of us. 

She articulates, for example, a dilemma faced by many of us as we negotiate a global environment, 
which demands that:

you will need to carefully ask yourself when to adapt, when to be changed by others and when to 
remain who you are … with regard to your skills and competencies, you will have to find out what 
to adopt, what to discard and what to keep (p. 3).

Mahadevan presents a complex range of ideas in a way that is accessible and readable (“as 
simple as possible, but no simpler”, to quote Einstein). Her style is conversational, and she 
grounds concepts in real life, seemingly mundane but often arresting examples. Reasons for 
reading this book might indeed include its size (fits easily into a pocket), its reasonable price, or 
that it’s more than just fairly interesting. Even better reasons, though, to this reviewer, are the 
wealth of scholarship, the food for thought, and the possibilities it offers for all of us to learn, by 
reflexive practice, more about the world and ourselves.
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