Lesson 4—Human Resources Development (HRD)

Overview to Sections A and B

Introduction
This lesson discusses HRD management processes and career management strategies.



Rationale

[image: image1.wmf]
Supervisors use HRD processes to maximize employee performance, enhance growth, and strengthen the organization. Training resources are limited and must be used prudently.



Objectives

[image: image2.wmf]
· Define purpose and role of Human Resources Development (HRD).

· Identify supervisor HRD roles and responsibilities. 

· Identify key aspects of HRD policy.

· Identify supervisor responsibilities related to transfer of training.



In this lesson
This lesson contains two sections, as shown below:
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Section A—HRD Management

Purpose of HRD

Introduction
This map defines HRD and explains its purpose.



Definition

[image: image3.wmf]
Human Resources Development (HRD) is the means used to support the mission of human resource management, which is to maximize employee performance.  

We also define HRD by its four functions:

· Education.

· Training.

· Development.

· Career Management.



Purpose




Purpose of HRD is to provide people the means to perform their current or future work.  

HRD creates or enhances employee capability.



Balance

[image: image4.wmf]
HRD balances management’s need for a competent workforce with employees’ needs for successful careers.  

Thus, HRD focuses on employee and organizational capability.


PERMISS

[image: image5.wmf]
PERMISS (Personnel Management Information and Support System).  This is a decision support system designed to provide information and guidance on all areas of HRD and other areas of Army civilian personnel management.

To access information on PERMISS visit Army Civilian Personnel Online (CPOL).  Web site:  http://cpol.army.mil
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HRD Roles for Supervisors

Introduction
This map lists six HRD roles supervisors must play:

Role
Description

[image: image6.wmf]
Subject Matter Expert:
Determine what people need to know to perform their job.

[image: image7.wmf]
Customer:
Know when to consult CPAC staff or contractors.
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Needs

Needs


Planner:

Assess HRD needs of employees.  

Initiate, review, or approve HRD requests to meet needs.

[image: image9.wmf]
Mentor:

Provide career counseling to employees.

Market career programs.

[image: image10.wmf]
Trainer or Coach:
Provide

· on-the-job training.

· coaching.

· performance feedback.

[image: image11.wmf]
Evaluator:

Evaluate completed HRD activities for their effectiveness and transfer to the workplace.

Caution
[image: image12.wmf]
Act cautiously when delegating these roles.  Some of their duties could border on supervisory responsibilities you can’t delegate.  

Example:

A supervisor may not delegate duties such as performance counseling, discipline, or formal evaluation.  Any supervisor who does this is guilty of abdication.
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HRD Processes

Introduction
This map lists HRD processes people initiate or participate in.



Initiating processes
Employees, supervisors, and HRD staff initiate various training related processes.  This table outlines HRD actions these players initiate:

Player
Description

Employee


[image: image13.wmf]
Employee initiates HRD processes by

· communicating HRD needs.

· engaging in career planning.

· preparing an Individual Development Plan (IDP).

· evaluating completed training.

Supervisor

[image: image14.wmf]Our Plan


Supervisor initiates HRD processes by

· assessing HRD needs.

· consulting with HRD staff or contractors.

· initiating, reviewing, approving, and authorizing training.

· conducting career counseling.

· providing OJT to employees.

· integrating HRD with other HR actions.

HRD staff

[image: image15.wmf]
HRD staff initiates HRD processes by

· marketing agency career management programs.

· informing and advising.

· developing HRD needs-assessment tools.

· evaluating HRD programs.

· developing or selecting HRD sources.

· scheduling training.




Approval authority
AR 690-200, Chapter 250 allows supervisors to approve short-term training (120 days or less).  However, they must be trained and authorized to do this.  Your local CPAC is the Point of Contact for this training.



Supervisor’s training
Agencies may delegate authority to supervisors to approve subordinates’ training.  However, supervisors cannot approve their own requests.  They must gain approval from the next higher level.  

Caution:  Self-review represents a conflict of interest and isn’t authorized.
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HRD Policies

Introduction
This map briefly reviews HRD policies.



Scope

[image: image16.wmf]
Use government resources to provide training and development that supports 

· the organization’s mission, including current and projected duties.

· related technology.

· management systems.



Mission related

[image: image17.wmf]
Training is mission related if it

· supports the organization’s strategic plan.

· improves one’s current job performance.

· allows for expansion or enhancement of one’s job.

· enables one to perform potentially needed duties at the same level of responsibility as the current job.

· meets organizational needs because of HR plans or restructuring.



Equal Opportunity
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Guidelines:

· Select employees for training without discrimination.  

· Ensure training facilities are accessible to people with disabilities and don’t discriminate in admission or treatment of students.  

· Notify training providers in advance so they can accommodate people with disabilities.



Agreement




Agencies define a minimum length of training that requires a continued service agreement.  (AR 690-400, Chapter 410, Training, Subchapter 1-16) The agreement obliges one to serve the agency for a period three times the length of the training. Should an employee fail to fulfill the agreement, notify CPAC staff.  Go to http://www.usapa.army.mil/cpol/ar690-400-410/c2contents.html to view this policy.  



Competitive training

[image: image19.wmf]
Use competitive selection procedures when 

· training would give one employee a legitimate and competitive advantage over another in promotion or placement.

· scarce training resources are allocated.

· training is long-term (exceeding 120 calendar days).
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Continued on next page
HRD Policies, Continued

Academic degrees

[image: image20.wmf]Diploma


Training for the sole purpose of obtaining a degree is not usually payable.  Some agencies allow exceptions to alleviate staffing problems or comply with legislation (such as the Defense Acquisition Workforce Improvement Act or Intelligence Authorization Act).  However, employees may earn a degree if it’s incidental to the training.



Training plans
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When reviewing training requests, consider the person’s needs.  Employees in formal training programs (such as VRA appointees or agency management interns) should have established training plans.  

Also, agency performance plans and appraisals may integrate training to enhance employee performance.  However, supervisors may approve training not originally identified in training plans.



TRAIN




Supervisors may approve training requests through an automated system—TRAIN.  Contact CPAC for the TRAIN manual used at your installation.  




Caution
When purchasing non-government training, comply with cost comparison and competition requirements.  Also file documentation in the organizational case file per AR 25-400-2, The Modern Army Recordkeeping System (MARKS).



Follow up
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After an individual has completed training, follow up:

· Evaluate completed training with the trainee.

· Forward electronic information to CPOC for input into personnel database.  

· Check to ensure the individual receives credit for the training.  



Sources




These sources provide information on training policies and course offerings:

· The Training Policy Handbook (HRD-96-1), OPM.

· Getting Results Through Learning, Federal HRD Council.

· Introduction to Human Resource Development, TMD, CPOCMA.

· Catalog of Army Civilian Training, Education, and Professional Development Opportunities (Web site:  http//cpol.army.mil).

· DA Pamphlet 351-20, Army Correspondence Course Program Catalog.  

· Web site:  http://155.217.58.58/atdls.html
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Financial Aspects of HRD Management

Introduction
This map explains some of the financial aspects of training management.



Timing

[image: image23.wmf]
Be sure to approve a training request before the training starts.  Agencies will usually disapprove late requests (such as requests for college tuition assistance).  

Employees enrolling in non-government training without prior written approval may have to bear the cost.



Conflicts of Interest


Review grants or contributions from non-government activities that offer to defray training costs.  Contact CPAC for guidance.



Advanced payment

[image: image24.wmf]
If a vendor requires advanced payment, either use a government credit card or follow procedures explained on DD Form 1556.  

Premium pay




Since entitlements to premium pay are complicated, discuss them with CPAC before the training starts.  

You may adjust work schedules to accommodate training time.  



Materials




In AR 690-400, Chapter 410, it states that if employees need calculators, laptop computors, or other items of equipment, they shuld make arrangements with their employing activity to obtain these items "on loan" before the training program starts.  The employee can't buy such equipment from training funds.  To avoid abuse or conflict of interest, always review requests for purchase of items like calculators or laptop computers before approving training.



Reimburse-ment
Managers may authorize reimbursement for all or part of books or reference materials required for training. .  Your organization should have an established policy on the type of training material purchases it will reimburse.  
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Transfer of Training

Introduction
This map defines transfer-of-training and explains its importance.

Definitions

[image: image25.wmf]
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Transfer-of-training:  Refers to ability of learners to apply effectively knowledge and skills gained in training, education, or development to their jobs.  Sometimes the application is immediate; other times it’s more remote.

Transfer-of-training also means

· translating knowledge, skill, or ability from one situation to another.

· practicing new behaviors and learning how to learn.

· refreshing and maintaining previously learned skills.



Failure
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A common failing among organizations is that they

· train the wrong people.

· train them for the wrong reasons.

· provide the wrong training.

· provide the right training to the right person but fail to utilize it on the job.



Consequences

[image: image28.wmf]
When newly provided training isn’t utilized, it produces these consequences:

· Training investment is squandered.

· Learner’s new skills rapidly decay from lack of use.

· Learner becomes frustrated and resentful.



Players
These players share a mutual responsibility for transfer of training:

Player
Responsibility

The learner


Applies maximum effort to learn what’s important.

Seeks opportunities to reinforce learning.

Supervisor


Creates opportunities to reinforce learning.

Provides a work environment that utilizes training.

Co-workers
Through teamwork, helps the learner apply learning to tasks.

Trainers
Plans and delivers training effectively.
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 Section B—Career Management

Career Fields and Career Programs (CF/CP)

Introduction
This map briefly describes (CF/CP) structure and functions.



Background
Our civilian work force comprises over 550 occupations grouped in 54 career fields 

and career programs, and managed by 32 proponents and/or functional Chiefs.  All occupations fall into 

specific career fields, but some also fall into career programs.



Definitions

[image: image29.wmf]
A career field (CF) is a grouping of functionally related positions (series) listed under a single agent for life cycle personnel management purposes.  AR 600-3 lists career fields and their proponents.  You can locate AR 600-3 online at http://www.usapa.army.mil.

A career program (CP) is a subset of a career field.  A CP is a specified professional and administrative occupational series grouped by population, occupational structure, grade range and commonality of job and qualification characteristics.  AR 690-950 designates career programs and can be found online at http://www.usapa.army.mil.



Mutual benefits
[image: image30.wmf]
The life cycle management of career fields and career programs satisfies mutual interests of management and employees.  (See PERMISS articles on CPOL at http://cpol.army.mil)

Management is able to develop a talent pool for promotions, development opportunities, and special projects.

Employees are able to receive important training and development, compete for promotions, and develop a sense of self-worth.



ACCES


The Army Civilian Career Evaluation System (ACCES) is the Army’s centralized merit promotion and referral system.  Army civilians in career programs covered by ACCES can register in this referral system to co;pete for Army senior-level positions of many career programs.  They are then automatically considered for position vacancies at certain levels in accordance with their qualifications and stated interests.  More information is available in PERMISS and Easy ACCES on CPOL at http://cpol.army.mil.
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ACTEDS

Introduction
This map describes the Army Civilian Training, Education, and Development System (ACTEDS).  Several career fields and the 22 career programs have ACTEDS plans.

Definition

[image: image31.wmf]
ACTEDS is a career development system that identifies competiencies and charts development of civilians  for career advancement by 

· progressive and sequential work assignments.

· educational courses and training.

· self-development from entry level to key positions.

ACTEDS applies to all civilian occupations, both those in career programs and career fields.  ACTEDS plans are located on CPOL at http://cpol.army.mil/train/acteds/.



Goals
This table lists Army goals for ACTEDS:

Goal
Description

Integration
Provide an integrated approach to civilian leader development.

Talent
Develop broad-gauged executive talent in complex fields.

Quality
Ensure consistent quality across occupations.

Proficiency
Ensure technical proficiency at each level and offer people with high potential opportunities for development.




ACTEDS plans
ACTEDS plans cover specific occupational groups.  The plans identify required competencies at major career stages and the methods by which those competiencies may be acquired.  


Stages:

· Intern or Entry-Level.

· Specialist.

· Supervisor.
· Manager.

· Executive.

Elements
An ACTEDS plan contains these elements:


· Identification of key positions.

· Outline of career paths to key positions.

· Requirement, if any, for competitive development groups and mobility
· Top leadership endorsement.

· Positive coverage.

· Master Training Plans.
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ACTEDS (continued)

Master Training Plan
A Master Training Plan (MTP) outlines formal training, work assignments, and self-development needed at each level to gain required competencies.  Training is categorized as either priority I, II, III, or competitive to assist commanders in obtaining local training funds. For career program occupations, MTPs start with Master Intern Training Plans (MITPs) and include centrally-funded competitive professinal development opportunities.
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Career Planning Process

Introduction
This map describes a model for career planning that both employees and supervisors can use.



Model
This table describes five stages in career planning:

Stage
Description

1

[image: image32.wmf]
Vision:

At this stage one should ask hard questions about the future:

· Do I want to lead people?

· Or would I be content at being a good follower?

· Do I really want more than anything else to be a supervisor?

· Or would I prefer to remain as a staff specialist or action officer?

· Do I want to climb to the highest levels?

· Am I committed to a career of government service?

· What do I value, enjoy, and do well?

2

[image: image33.wmf]
Assessment:
At this stage one assesses present skills and determines additional skills needed to achieve his vision.

The gap between the two represents the career development need.

3

[image: image34.wmf]
Planning:
One can satisfy developmental needs through

· formal classroom training.

· special projects on the job.  

· volunteer work in community and professional organizations.

After considering options, the supervisor should assist the employee in writing an individual development plan (IDP).  The training  coordinator can provide assistance.

4

[image: image35.wmf]
Action:

This stage involves completing planned education, training, or development.The supervisor and employee must work together to make this happen..

5

[image: image36.wmf]
Evaluation:

At this final stage, both employee and supervisor should review completed HRD experiences.  

Based on the results, they can make new assessments and devise training plans.
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Career Counseling Interview

Introduction
This map explains how to conduct a career-counseling interview.



Rationale

[image: image37.wmf]
Before they can embark on a self-directed career path, most people need guidance through a career-counseling interview.  To provide proper guidance, supervisors must be skilled interviewers.



References

[image: image38.wmf]
To learn more about interviewing techniques, review DA Pamphlet 690-43, A Supervisor’s Guide to Career Development & Counseling for Career Program Employees.  Access the pampllet at Army Civilian Personnel Online.

At the homepage, click on the CPOL Library button.



Elements of success

[image: image39.wmf]
Trust:  The interviewer who creates trust is more effective than one who doesn’t.

Role:  Assume a role to fit the situation.  Career counseling is an employee-focused process, which often appears non-directive.  An aggressive interviewer should switch to a more accommodating style to enhance effectiveness. 

Listening:  Attentive listening punctuated with non-verbal and verbal feedback and timely questions can be very powerful.
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Career Counseling Interview (continued)

Procedure
To conduct an interview follow these steps:

Step
Action

1
Prepare:
· List your objectives and questions.

· Arrange comfortable surroundings.

· Reduce distractions.

· Set climate atmosphere.

2
Open:
· Start on time—shows courtesy to those with busy schedules.  

· Work from an outline of key points.

3
Conduct:
· Phrase questions in a clear positive manner.  

· Maintain a smooth pace.  

· Clarify the discussion and be a receptive listener.

· Let the meeting flow naturally..

4
Conclude:
· Summarize and confirm understanding.

· Give the person a chance to clarify points.

· Obtain a acommitment to meet again.

· End on time. 

5
Follow up:  

· Analyze the counseling to note achieved objectives.

· Maintain a relationship as an advisor, coach, or mentor.
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Civilian Leadership Development

Introduction
This map briefly describes the Army’s Civilian Leadership Development Program (CLDP).




Common core


The ultimate aim of the CLDP is to offer a common core of progressive and sequential leadership training for DA civilians.  

This core roughly parallels military leadership training and meets the needs of the civilian work force.



Structure


Currently, civilian leadership training is a combination of short residential and correspondence courses.  Correspondence courses are available both in hard copy and interactive versions delivered on the Internet.  

As shown below, this subcourse, ST 5002, is part of the common core.  
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Information
Course descriptions and application procedures for Intern, Supervisor, and Manager courses can be found in the annual ACTEDS Catalog online at http://cpol.army.mil/train/catalog.  

Executive courses are located online at http://cpol.army.mil/ses/dev_prog.html.
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Lesson 4—End-of-Lesson Exercises

Instructions
Select the best answer.



1. Human Resources Development (HRD) programs?

a.  assist supervisors is determining each employee's workload.

b. frequently conflict with organizational HRM (Human Resource 


Management) policies.

c. provides employees the means to perform current and future work
d. do not directly address supervisory needs for organizational development.
2.  Which is a typical supervisor role in the HRD process?

a.  Evaluating HRD programs.

b.  Develop HRD sources.

c.  Provide OJT to employees.

d.  Scheduling training.

3.  Which statement concerning HRD policy is true?

a.  Supervisors may approve training that’s not mission related.

b.  EEO procedures apply only to hiring, not to selection of people to attend training.

c.  Continued service agreements are required for any training employees receive.
d.  Employees may earn a degree as a result of training.  

4.  Which is a primary supervisory responsibility regarding transfer of training? 

a.  Planning and delivering training.

b.  Sending people to training to obligate year-end funds.

c.  Assuring life cycle management of employee training.

d.  Providing a work environment that utilizes training. 

5.  A career counseling interview

a.  is an employee-focused process.

b.  is a supervisor-focused process.

c.  is highly directive.

d.  requires no follow up when concluded.
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Lesson 4—Answer Key and Feedback
Instructions
Correct choices are highlighted. 



1. Human Resources Development (HRD) programs?

a.  assist supervisors is determining each employee's workload.

b. frequently conflict with organizational HRM (Human Resource 


Management) policies.

c. provides employees the means to perform current and future work.


(Page 4-2, Purpose)
d. do not directly address supervisory needs for organizational development.
2.  Which is a typical supervisor role in the HRD process?

a.  Evaluating HRD programs.

b.  Develop HRD sources.

c.  Provide OJT to employees.  (Page 4-4, Supervisor block)

d.  Scheduling training.

3.  Which statement concerning HRD policy is true?

a.  Supervisors may approve training that’s not mission related.

b.  EEO procedures apply only to hiring, not to selection of people to attend training.

c.  Continued service agreements are required for any training employees receive. 

d.  Employees may earn a degree as a result of training.  (Page 4-6, Academic degrees)

4.  Which is a primary supervisory responsibility regarding transfer of training?  

a.  Planning and delivering training.

b.  Sending people to training to obligate year-end funds.

c.  Assuring life cycle management of employee training.

d.  Providing a work environment that utilizes training.  (Page 4-8, Players, Supervisor)

5.  A career counseling interview

a.  is an employee-focused process.  (Page 4-13, Elements of success)
b.  is a supervisor-focused process.

c.  is highly directive.

d.  requires no follow up when concluded.
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