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So m e h o w , t h e H R D p r o f e s s i o n has 

s t rugg led t h r o u g h its iden t i ty crisis to 

r e a l i z e t h e i m p o r t a n c e of m e e t i n g 

business goals at about the s a m e t ime that 

bus inesses are realizing t he i m p o r t a n c e of 

H R D . M o r e than ever , o rgan iza t ions are 

not wai t ing for new technology , c o m p e t i -

t ion and o t h e r m u c h ta lked a b o u t env i -

r o n m e n t a l i n f luences to c ause a n e e d for 

t ra in ing a n d d e v e l o p m e n t i n t e r v e n t i o n s . 

E n v i r o n m e n t a l var iables a re che focus of 

organizat ional in t rospec t ion for d e t e r m i n -

ing w h a t w o r k s b e s t . I n v a r i a b l y , t h e 

a n s w e r s a re f o u n d in the rea lm of h u m a n 

resources —in t h e m a n a g e m e n t , d e v e l o p -

m e n t and t r a in ing of h u m a n capi ta l . 

O r g a n i z a t i o n s in d i f fe ren t b u s i n e s s e s 

and indus t r i e s h a v e d i f fe ren t n e e d s and 

s h a p e h u m a n r e s o u r c e f u n c t i o n s to m e e t 

t hose n e e d s . But , if t h e four c o m p a n i e s 

fea tured in this m o n t h ' s F o u r by F o u r are 

a n y i n d i c a t i o n , a d e f i n i t e p a t t e r n of 

h u m a n r e s o u r c e e m p h a s i s is c o m m o n . 

Q u a l i t y s e l e c t i o n , e m p l o y e e d e v e l o p -

m e n t , s u c c e s s i o n p l ann ing and bus ine s s -

related k n o w l e d g e a re critical H R D con-

ce rns . T h i s list has a familiar r ing, but 

f i rm s u p p o r t of H R D f rom sen ior e x e c u -

t ives a n d a d i r ec t r e l a t ionsh ip b e t w e e n 

s t ra tegic ob j ec t i ve s a n d h u m a n r e s o u r c e 

activi t ies m a k e H R D a vital c o m p o n e n t 

of e a c h c o m p a n y ' s b u s i n e s s p lans . 

A new mult imi l l ion dollar , s ta te -of - the-

art t ra in ing and e d u c a t i o n facility ac ross 

the s t r ee t f r o m c o r p o r a t e h e a d q u a r t e r s is 

tangib le t e s t i m o n y to t he va lue of h u m a n 

r e s o u r c e d e v e l o p m e n t at A e t n a L i fe and 

Casua l t y . Badi G . F o s t e r , p r e s i d e n t of 

Aetna 's Ins t i tu te for C o r p o r a t e Educa t ion 

and T r a i n i n g , d i s c u s s e s t h e In s t i t u t e ' s 

miss ion a n d p h i l o s o p h y , and h o w H R D 

p r o f e s s i o n a l s c o n t r i b u t e d i rec t ly to ac-

c o m p l i s h i n g organiza t iona l ob j ec t ives . 

M a d e l y n J e n n i n g s , sen ior vice pres i -

d e n t of p e r s o n n e l a n d admin i s t r a t i on for 

G a n n e t t C o . , Inc . . exp la ins w h y h u m a n 

r e s o u r c e d e v e l o p m e n t is f u n d a m e n t a l in 

a n e w s a n d i n f o r m a t i o n b u s i n e s s t h a t 

g r o w s rapidly t h r o u g h acqu is i t ions and 

n e w p r o d u c t s . 

A t T R W I n c . , h u m a n r e s o u r c e 

d e v e l o p m e n t and t ra ining h a v e b e e n e m -

p h a s i z e d for on ly six years . In fac t , t h e 

c o m p a n y ' s p e r f o r m a n c e appraisal s y s t e m 

has e x i s t e d for only t h r e e years . D e s p i t e 

a late s ta r t , H R D has ar r ived at T R W . 

Richard A. Eas tbu rn , d i rector of m a n a g e -

m e n t d e v e l o p m e n t a n d e d u c a t i o n a t 

T R W , d e s c r i b e s h o w H R D s t r e n g t h e n s 

b u s i n e s s s t r a t egy . 

C o m m i t t e d t o h u m a n r e s o u r c e 

d e v e l o p m e n t and p l ann ing for m o r e than 

10 y e a r s , G T E S e r v i c e C o r p o r a t i o n ' s 

h i s to ry of H R D act ivi ty has sh i f t ed f r o m 

b e i n g r eac t ive t o s t ra teg ic . G T E ' s vice 

p r e s i d e n t for h u m a n r e s o u r c e p lann ing , 

D o n R e e k , e c h o e s t h e i m p o r t a n c e of 

qua l i ty r e c r u i t m e n t , e m p l o y e e d e v e l o p -

m e n t and e x e c u t i v e con t inu i ty . H e ex-

p la ins s o m e of t h e m e t h o d s used to sup-

po r t t h e s e goals . 

Each of t h e s e c o m p a n i e s has evo lved 

i t s o w n w a y s t o m e e t . s im i l a r n e e d s . 

T h a t ' s t h e m e s s a g e : S o m e of t he s a m e 

a r e a s n e e d t o b e a d d r e s s e d in e v e r y 

o rgan iza t ion , b u t us ing t h e organizat ion 's 

s t ra tegic bus ines s ob j ec t i ve s as a f ounda -

t ion for h u m a n r e s o u r c e p l a n n i n g a n d 

d e v e l o p m e n t is w h a t m a k e s H R D 

re l evan t . 
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"Training that exists for its 
o w n sake is not relevant and 
will not survive." 

Badi G. Foster is president of the Aetna 
Institute for Corporate Education, Aetna 
Life and Casualty, in Hartford, Conn. 

Aetna ' s H R D func t ions , main ly e d u c a -

tion a n d t ra in ing, u s e d t o h a v e a life of 

their o w n . A p r o g r a m w o u l d b e deve l -

o p e d t o r e s p o n d to a par t icular p r o b l e m 

or c i r c u m s t a n c e and then remain af ter t h e 

p r o b l e m w a s so lved . B e y o n d s o m e bas ic 

k e y b o a r d i n g , t y p i n g a n d o t h e r sk i l l s 

c o u r s e s , H R D ac t iv i t i es w e r e d i s c o n -

n e c t e d f r o m t h e b u s i n e s s p l a n s . As a 

resul t , e d u c a t i o n and t ra ining c a m e to b e 

v i e w e d as n ice , bu t no t n e c e s s a r y . 

W i t h de regu la t i on of t h e f inancial ser -

vices i n d u s t r y , o n e might say we ' r e m o v -

ing f r o m t h e r a i l r o a d i n d u s t r y t o t h e 

t r a n s p o r t a t i o n indus t ry . W e don ' t k n o w 

w h o all of our c o m p e t i t o r s are . R a p i d in-

t r o d u c t i o n of i n fo rma t ion t e c h n o l o g y is 

speed ing up the business , and we're do ing 

bus iness in a global e c o n o m y with n e w in-

t e rna t iona l f ac to r s to c o n s i d e r . 

Ae tna realized that a c o m p e t e n t , adap t -

ible w o r k f o r c e is go ing to b e dec i s ive in 

h o w t h e c o m p a n y fares in t h e n e w m a r -

k e t . W e m u s t b e m o r e s e r i o u s a b o u t 

m a n a g i n g h u m a n capi ta l—about c o n n e c t -

ing s t r a t eg i c bus ine s s plans t o s t r a t eg ic 

h u m a n r e s o u r c e p l a n s - t h a n w e h a v e 

b e e n in t h e pas t . 

W h e n m y co l l eagues a n d I b e g a n t h e 

Ins t i t u t e , w e e x a m i n e d t he key b u s i n e s s 

ob jec t ives , d e t e r m i n e d the c o m p e t e n c i e s 

n e e d e d to so lve t he bus ine s s p r o b l e m s 

a n d a n a l y z e d o u r c o u r s e s . S e n i o r 

m a n a g e r s w e r e su rp r i sed t o learn of t h e 

d i s p a r i t y b e t w e e n H R a c t i v i t i e s a n d 

b u s i n e s s p r o b l e m s , and h o w m u c h t i m e 

a n d m o n e y was s p e n t on e d u c a t i o n and 

t r a i n i n g . H i g h - r a n k i n g l ine m a n a g e r s 

d i s c o v e r e d tha t t h e y weren ' t m a n a g i n g 

t h e h u m a n r e s o u r c e s t hey had . 

T r a i n i n g t h e r ight p e o p l e at t h e r ight 

t ime in t h e r ight c o n t e n t a n d g e t t i n g t h e 

right o u t c o m e s at t he right cos t s r equ i r e s 

a clear u n d e r s t a n d i n g of o rgan iza t iona l 

p u r p o s e . T h e Insti tute 's mission is to he lp 

ach ieve bus iness goals through educa t ion . 

It s o u n d s s i m p l e , bu t it's s o m e t h i n g w e 

h a v e to learn o v e r and ove r again . W e 

b e g a n by iden t i fy ing t h e c o n t r i b u t i o n of 

e a c h H R D act ivi ty to achieving b u s i n e s s 

goa ls a n d c o m m u n i c a t e d t o H R p r o f e s -

sionals that their j ob is to help accompl i sh 

t h o s e goals . T o t h e e x t e n t tha t e m p l o y -

ees u n d e r s t a n d how thei r j obs and pe r fo r -

m a n c e c o n t r i b u t e to t h e o rgan i za t i on ' s 

goals is the e x t e n t to which line p e o p l e in 

t h e bus ines s will view H R D as va lue a d d -

e d a n d cons ide r t ra in ing n e c e s s a r y , no t 
jus t n i ce . 

M a n a g e r s at t h e In s t i t u t e are r e s p o n s i -

ble for m a n a g i n g a uni t wi th in the Ins t i -

t u t e and for servicing a corpora te division. 

T h i s m e a n s ge t t i ng to k n o w the key p e o -

ple in a division, b e c o m i n g totally familiar 

w i t h tha t d ivis ion 's b u s i n e s s goals a n d 

i s sues , and e n s u r i n g t h a t it r ece ives ap-

p r o p r i a t e H R D r e s p o n s e s f r o m t h e In-

s t i t u t e . O u r ro l e is t o b e a c o m m u n i -

ca tor / fac i l i t a tor a n d " o n e - s t o p s h o p p i n g 

p lace" for Ae tna ' s e d u c a t i o n and t r a in ing 

n e e d s . D e v e l o p i n g g o o d r e l a t i o n s h i p s 

wi th key p e o p l e in t h e division you w o r k 

for g e t s you in to t h e g r a p e v i n e and u n -

c o v e r s t he divis ion 's bus ine s s i ssues . A 

c l ien t m a y be l i eve m i s t a k e n l y that a c e r -

tain i n t e r v e n t i o n or c o u r s e is a p p r o p r i a t e 

w h e n it is no t . C l o s e , p roduc t ive re la t ion-

sh ips wi th c o r p o r a t e c l ien t s e n a b l e s t h e 

t r a i n e r t o a p p r o a c h t h e s i t u a t i o n 

k n o w l e d g a b l v a n d c o m e u p with a b e t t e r 
a l t e rna t ive . 

T h e b igges t c h a n g e in H R D at A e t n a 

s ince t h e I n s t i t u t e m a y be our c o m m i t -

m e n t to d e v e l o p i n g b o t h t he H R D skills 

of our t ra iners and the i r grasp of bus iness -

spec i f i c k n o w l e d g e . R e a d i n g lists of ar-

t icles and bus ines s - r e l a t ed journa l s he lp 

t r a ine r s u n d e r s t a n d t h e bus ine s s c o n t e x t 

w i t h i n w h i c h t h e i r d i v i s i o n s m a k e 

d e c i s i o n s . 

H R p ro fe s s iona l s wi th a k n o w l e d g e of 

t h e i r c l i e n t s ' b u s i n e s s a n d a b u s i n e s s 

educa t ion ou t look do not c rea te p rog rams 

that t ake on a life of their o w n . W h e n pro-

g r a m s are no t t i ed d i rec t ly to t he real 

n e e d s a n d goa l s of t h e d i v i s i o n , c o s t 

c e n t e r heads—line managers—wil l dec ide 

tha t t r a in ing isn't i m p o r t a n t or r e l evan t 

e n o u g h to maintain w h e n budge t s are cu t . 

P r o g r a m e f f e c t i v e n e s s or m o n i t o r i n g 

g o e s b e y o n d eva lua t i ng a c o u r s e or in-

s t r u c t o r . F r o m t h e s t a r t , b o t h t h e t ra iner 

a n d t h e c l i en t s h o u l d ask t h e m s e l v e s , 

" H o w will w e k n o w if w e m a d e a dif-

fe rence?" T h e eva lua t ion m e t h o d s w e use 

a re the traditional ones , but what ' s impor-

t an t is applying t h e m with t he ph i losophy 

of a b u s i n e s s e d u c a t i o n ana lys t . If you ' r e 

a bus ine s s e d u c a t i o n ana lys t , you r mis-

sion is to a c h i e v e b u s i n e s s goals t h r o u g h 

e d u c a t i o n , and you ' re r ead ing m o r e abou t 

t h e b u s i n e s s of your c l ient , t h e n you'l l 

a lways ask t h e q u e s t i o n and b e look ing 

for a p p r o p r i a t e e v i d e n c e , 

H R D has b e e n sea rch ing for its p rofes -

sional identity for such a long t ime that it's 

drif ted away f rom the end user . T h e reac-

t ion of line p e o p l e w h e n t h e y e n c o u n t e r 

an H R person w h o really k n o w s his or her 

b u s i n e s s and who ' s p r e p a r e d to ask ha rd 

ques t ions and say, " M a y b e educa t ion isn't 

t h e answer t o your p r o b l e m , " or " M a y b e 

w e c a n find a c h e a p e r w a y of do ing it," is 

v e r y pos i t ive . In te rna l c l i en t s beg in t o 

b e l i e v e that t h e H R D p e o p l e really a re 

t he r e to help get t he job d o n e in the bes t , 

m o s t e c o n o m i c a l a n d e f f i c i e n t w a v 
poss ib l e . 

The recommendations: 

1. T o o o f t e n , t r a i n e r s v i e w b e i n g an 

H R D profess ional and t ra in ing as an e n d 

in itself. T h i s t e n d e n c y d e t r a c t s f r o m t h e 

r e l evance of training, leaving p r o g r a m s to 

t a k e o n a life of t h e i r o w n . E x a m i n e 

b u s i n e s s ob j ec t i ve s and t h e n d e t e r m i n e 

t he key c o m p e t e n c i e s necessa ry for solv-

ing t h o s e p r o b l e m s . D o ex i s t ing c o u r s e s 

suppor t those c o m p e t e n c i e s ? Are changes 

or addi t ional p r o g r a m s n e c e s s a r y ? 

2 . K e e p in t o u c h w i t h y o u r l e a r n e r . 

Bel ieve it or no t , g e t t i n g ou t of t h e off ice 

and s p e n d i n g t i m e with t h e divis ion you 

se rve is t h e be s t way to d e v e l o p c o m -

munica t ion links for k e e p i n g in touch with 

b u s i n e s s i ssues , c o n c e r n s and sh i f t s in 

t a s t e of your l ea rners . K e e p i n g in c lose 

t o u c h w i t h t h e p e o p l e w h o d o t h e 

b u s i n e s s he lps t he t ra iner r e s p o n d wi th 

a p p r o p r i a t e e d u c a t i o n and t ra in ing tha t ' s 

economica l and ta rge ted t o the right p e o -

ple at t h e right t ime . 

3. T r a i n i n g eva lua t ion and m o n i t o r i n g go 

b e y o n d s imple eva lua t ion of a c o u r s e or 

ins t ruc tor . F r o m the b e g i n n i n g , b o t h t h e 

trainer and the client m u s t ask , " H o w will 

w e k n o w if w e m a d e a d i f fe rence?" T h e r e 

is no shor tage of m e t h o d s and t e c h n i q u e s 

for evaluat ing training, but wha t too o f t e n 

is m i s s i n g is t h e e v a l u a t i o n m i n d s e t . 

Evalua t ion is not mere ly a last s t ep in t h e 

t ra in ing p r o c e s s , bu t a con t inua l c o n c e r n 

of t h e t ra iner . 

4. B e k n o w l e d g e a b l e a b o u t t h e bus ine s s 

c o n t e x t . B u s i n e s s k n o w l e d g e e n a b l e s 

trainers to d iscr iminate a m o n g the techni-

q u e s a n d a p p l i c a t i o n s t h a t b e s t m e e t 

b u s i n e s s o b j e c t i v e s . 
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"With more than 50 percent 
of costs being people costs, 
human resource management 
needs to be tied to strategic 
business plans." 

Madelyn P. Jennings is senior vice president, 
personnel and administration for Gannett 
Company, Inc. in Rochester, N. Y. 

D e l i v e r i n g n e w s and i n f o r m a t i o n to 

r e a d e r s , l i s t e n e r s a n d v i e w e r s is o u r 

b u s i n e s s a n d 5 0 p e r c e n t of our cos t s a re 

p e o p l e c o s t s . Wi th tha t m u c h r iding on 

p e o p l e , h i r ing a n d d e v e l o p i n g t h e r ight 

p e o p l e is e x t r e m e l y i m p o r t a n t . Qua l i t y 

s e l e c t i o n a n d d e v e l o p m e n t m e a n s less 
cos t . 

F r o m p a r t - t i m e i n s e r t e r s of S u n d a y 

s u p p l e m e n t s to t h e p u b l i s h e r of USA 

Today, t h e c o r p o r a t i o n is d r i ven by p e o -

ple c o s t s . T e c h n o l o g y a f f ec t ing t he in-

d u s t r y is i m p o r t a n t , b u t it's really jus t an 

i n s t r u m e n t for g e t t i n g t h e w o r k d o n e . 

T h e ind iv idua l s w h o use t h e technology-

d e t e r m i n e t he qual i ty and s u c c e s s of our 

p r o d u c t s in t he m a r k e t p l a c e . 

H R D p e o p l e play an i m p o r t a n t role in 

helping t he managers , who actually do t he 

p i c k i n g a n d d e v e l o p i n g of e m p l o y e e s . 

M a n a g e r s o f t e n s e l e c t p e o p l e l i k e 

t h e m s e l v e s , but our e x p e r i e n c e has b e e n 

t h a t a d i v e r s e g r o u p p r o d u c e s b e t t e r 

work . A n H R D p e r s o n will p lay devil 's 

a d v o c a t e t o e n s u r e that ta lent is va r i ed . 

Acqu i s i t i ons h a v e b e e n a m a j o r s o u r c e 

of g r o w t h in t he pas t . Br inging on new-

c o m p a n i e s m e a n s br inging on w h o l e new 

organizational sys tems . W e leave t he sub-

sidiaries a u t o n o m o u s in certain areas , but 

acc l ima t ing to t h e pa ren t c o r p o r a t i o n is 

neces sa ry too . G a n n e t t has spec i f ic s tan-

dards on p e r f o r m a n c e appraisals , manage-

men t hiring, select ion, p roduc t s t andards , 

E E O c o m m i t m e n t and the b u d g e t i n g pro-

cess . But n e w e m p l o y e e s w a n t t o k n o w 

wha t k ind of c o m p a n y G a n n e t t is a n d 

h o w t h e y will b e t r e a t e d . C o r p o r a t e staff 

m e e t w i t h o p e r a t i n g c o m m i t t e e s f r o m 

n e w c o m p a n i e s a n d also with e m p l o y e e s 

in i n f o r m a l s e s s i o n s . T h i s a l l o w s 

e m p l o y e e s to pu t a face with t h e n a m e at 

c o r p o r a t e and to ge t to k n o w us b e t t e r . 

W e p r o v i d e i n f o r m a t i o n , a n s w e r q u e s -

t ions a n d in genera l , c o n v e y t he idea tha t 

we ' re h e r e to s e rve t he o rgan iza t ion b y 

e x t e n d i n g c o m m u n i c a t i o n b e t w e e n cor -

p o r a t e a n d t h e subs id ia ry . A film abou t 

G a n n e t t s h o w n at t h e s e m e e t i n g s is up -

lift ing a n d he lps e l imina t e fear of new-

o w n e r s h i p . In a d d i t i o n , t h e Ganneneer, a 

profess ional m o n t h l y magazine , pub l i shes 

f ea tu re s about n e w subsidiaries . E v e r y ef-

fort is m a d e to m a k e t he n e w c o m p a n i e s 

feel i nc luded . 

N e w p r o d u c t s a re a n o t h e r s o u r c e of 

grow t h . W h e n USA Today was l a u n c h e d , 

G a n n e t t p e o p l e w e r e pul led to staff t he 

n e w p a p e r , leaving gaps in o t h e r a reas . 

H a v i n g p e o p l e w h o are r eady to fill s lots 

and m a k e s m o o t h a d j u s t m e n t s dur ing ma-

jor sh i f t s is e ssen t ia l . 

O u r m a n a g e m e n t d e v e l o p m e n t p ro-

g ram is an i m p o r t a n t e m p l o y e e d e v e l o p -

m e n t s t r a t e g y . T h e p r o g r a m i n v o l v e s 

h i g h - p o t e n t i a l p r o f e s s i o n a l s in d i v e r s e 

areas. N o t a sho r t - t e rm program, t he plan 

a d d s to t he individual ' s usual j o b a n d in-

c ludes a t rack of c o n t i n u a l local and cor-

p o r a t e act ivi t ies . A t ra inee will: 

• d e v e l o p an o f f - s i t e t e a m - b u i l d i n g 

s e m i n a r f o r h i s o r h e r u n i t ' s t o p 

e x e c u t i v e s ; 

• c ros s train in o t h e r d e p a r t m e n t s ( i .e . , 

a n e w s p e r s o n m i g h t r ece ive t r a in ing in 

t he adve r t i s ing d e p a r t m e n t ) ; 

• u s e a m a n a g e m e n t r ead ing list; 

a s h a r e in t h e b o s s ' s mai l as m u c h as 

poss ib l e ; 

• act as p ro jec t leader for b u d g e t i n g in a 

uni t a n d p a r t i c i p a t e with, t h e p u b l i s h e r 

a n d f i n a n c e m a n a g e r in se t t i ng p r o j e c t s 

and d e t e r m i n i n g capi ta l a p p r o p r i a t i o n s ; 

• a c c o m p a n y t h e a u d i t o r t o g a i n 

u n d e r s t a n d i n g of t h e p r o c e s s ; 

• r ec ru i t at c o l l e g e c a m p u s e s t o l ea rn 

w h a t to look for in new hires; 

• iden t i fy and se lec t his or her r ep l ace -

m e n t . 

M o v i n g f r o m f u n c t i o n a l p o s i t i o n s to 

genera l m a n a g e m e n t is a big s t e p . T h e 

m a n a g e m e n t d e v e l o p m e n t p r o g r a m is 

low-cost t raining tha t e x t e n d s e m p l o y e e s ' 

e x p e r i e n c e a n d g r o o m s p e o p l e w i t h 

p o t e n t i a l so t h a t t h e y c a n g r o w into a 

m a n a g e m e n t pos i t i on ra the r t h a n land in 

it co ld . T a i l o r e d t o G a n n e t t by G a n n e t t , 

t h e p r o g r a m s t r e n g t h e n s t h e o v e r a l l 

o p e r a t i o n s of t h e c o r p o r a t i o n by p r o d u c -

ing a qual i f ied pool of p e o p l e w h o are 

p repa red to a s s u m e posi t ions of increased 

respons ib i l i ty . 

C o r p o r a t e has learned that t hey need to 

listen to wha t m a n a g e r s are saying. W e 

c o n d u c t t r a i n i n g n e e d s a s s e s s m e n t s 

t h r o u g h o u t field m a n a g e m e n t a n d u s e 

t h a t i n f o r m a t i o n to t a rge t t r a in ing a n d 

d e v e l o p m e n t app l i ca t ions . W h e n a t ra in-

ing n e e d s a s s e s s m e n t revea led a n e e d for 

t r a i n i n g in c i r c u l a t i o n a n d s a l e s , w e 

rev iewed available p rog rams , but dec ided 

w e n e e d e d to d e v e l o p our o w n s t a n d a r d s 

and p rocedu re s . Us ing consul tan ts to he lp 

analyze needs and design p r o g r a m s , G a n -

net t now has its own ta i lo r -made s y s t e m s 

for sel l ing and c i rcula t ion f u n c t i o n s tha t 

are sui ted to t h e c o m p a n y a n d tha t will 

a d a p t to c h a n g e . W i t h a p p r o x i m a t e l y 5 0 

p e r c e n t of our m i d d l e and t o p m a n a g e r s 

in their jobs for less than t w o years , t h e s e 

p r o g r a m s will go a long w ay toward main-

ta ining high p e r f o r m a n c e in sales and cir-

cu la t ion d e s p i t e p e r s o n n e l shi f ts . 

The recommendations: 

1. A l though t h e n u m b e r of G a n n e t t p e o -

p l e s p e c i f i c a l l y i n v o l v e d in h u m a n 

r e s o u r c e m a n a g e m e n t is small , t h e y a re 

high level a n d highly c o m p e t e n t . T h e y 

u s e i n f o r m a t i o n f r o m t h e c o r p o r a t e 

bus iness plans to m a n a g e t h e variables af-

f ec t i ng o p e r a t i o n s . A lot of t i m e is s p e n t 

f o r e c a s t i n g h u m a n r e s o u r c e n e e d s , 

analyzing p e r f o r m a n c e , iden t i fy ing shor t -

ages and a s s e s s i n g t h e i m p a c t of new-

t e c h n o l o g y . T h e key is t o k n o w w h e r e 

t h e b u s i n e s s is and w h e r e it is go ing in 

o r d e r t o m a k e s u r e t h a t t r a i n i n g a n d 

d e v e l o p m e n t ac t iv i t ies r e s p o n d a p p r o -

pr ia te ly . 

2. M a n y of our t ra in ing dollars h a v e no t 

b e e n i n v e s t e d wisely in t h e pas t . T h e 

n e e d s a s s e s s m e n t and de ta i led analysis is 

a bas ic , bu t essent ia l p r o c e s s . P r o g r a m s 

m u s t b e t a rge ted to real n e e d s to be rele-

v a n t to t he o rgan iza t ion ' s goals . 

T a r g e t i n g t raining doesn ' t always m e a n 

inves t ing in e x p e n s i v e , c u s t o m p r o g r a m 

des igns . Since we 've deve loped our H R D 

lend ing library to include eve ry th ing f rom 

s o p h i s t i c a t e d p a c k a g e d p r o g r a m s t o 

b o o k s and fi lms, and c o m m u n i c a t e d with 

m a n a g e r s in t h e f i e l d a b o u t w h a t ' s 

avai lable , t h e r e q u e s t ra te for r e s o u r c e s 

has t r ip led . N e w m a n a g e r s a re us ing t h e 

resources to get their staffs u p to speed in 

their func t iona l a reas . 

3 . C a r e e r d e v e l o p m e n t is t h e responsibi l -

ity of t h e individual, bu t the H R D p e r s o n 

should also b e involved . C a r e e r d e v e l o p -

m e n t b ra ins to rming with s o m e o n e w h o is 

c r e d i b l e , t r u s t e d a n d a c c e s s i b l e , w h o 

k n o w s t he bus ine s s and t h e c o r p o r a t i o n , 

and w h o is not tied to t h e individual's dai-

ly s i tua t ion , se rves a real n e e d . P e r f o r m -

ing this role p r o v i d e s a safe e n v i r o n m e n t 

for ca ree r d i scuss ions and a s k i n g q u e s -

t ions . T h e re la t ionsh ip can he lp re ta in 

v a l u e d e m p l o y e e s a n d ass is t t h o s e for 

w h o m a d i f fe ren t j o b is a p p r o p r i a t e . 

4 . H R D p e o p l e may or m a y not be in-

v o l v e d in r e c r u i t i n g , b u t t h e y s h o u l d 

a lways be on t he lookou t for t h e right fit. 
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R e c r u i t i n g is not just a r e p l a c e m e n t task , 

it's a cont inual concern . K n o w i n g t he kind 

of p e r s o n w h o will s u c c e e d in you r c o m -

p a n y , f i n d i n g the bes t c a n d i d a t e and ge t -

t ing h im or he r in t he doo r is a real t a len t 

requ i r ing i n v o l v e m e n t , c o m m i t m e n t and 

in t e r e s t . T h e r e ' s e v e r y r eason to b e in-

t e r e s t e d in r e c r u i t m e n t b e c a u s e g e t t i n g 

t h e right p e o p l e lias a t r e m e n d o u s bear -

ing o n t h e flow of ta len t so c ruc ia l t o 

m a n y b u s i n e s s e s . P i c k i n g s u c c e s s f u l 

p layers is also a lot of f u n . 

"The HRD person who 
understands the business and 
how it works is equipped to 
support the organization's 
business goals." 

Richard A. Eastbum is director, manage-
ment development and education at TRIV 
Inc., Cleveland. Ohio. 

In the six years I've b e e n w i t h T R W , 

our h u m a n r e s o u r c e d e v e l o p m e n t p r o -

g r a m s h a v e b e c o m e m o r e c o n n e c t e d to 

T R W s overall bus ines s p l ans . Surpr i s -

ingly, m a n a g e r s don ' t a lways k n o w w h a t 

bus ine s s they ' r e in. M u c h of our w o r k 

f o c u s e s on he lp ing m a n a g e r s iden t i fy 

pr ior i t ies . A m a n a g e r I w o r k e d with at 

a n o t h e r c o m p a n y t a rge t ed a goal of in-

c r eas ing t h e firm's m a r k e t s h a r e by f ive 

p e r c e n t . T h e o rgan iza t ion w a s par t of a 

s tab le i ndus t ry and the m a n a g e r had no 

plan or spec i f i c ac t ions in m i n d for ac-

c o m p l i s h i n g t h e goal, or e v e n a clear idea 

of w h e t h e r t he goal was appropr ia te . With 

a s t ab l e m a r k e t , t h e cos t s w o u l d likely 

o u t w e i g h t he b e n e f i t s of t h e goal . T h i s 

ind ica ted tha t t he m a n a g e r d idn ' t reallv 

u n d e r s t a n d t h e n a t u r e of his b u s i n e s s . 

The H R D person who unde r s t ands the 

b u s i n e s s in wh ich he or she w o r k s is 

e q u i p p e d to s u p p o r t t he organ iza t ion ' s 

bus ine s s goals . H R D p e o p l e s h o u l d b e 

bus iness m i n d e d and unders t and s t ra tegy, 

po l icy d e v e l o p m e n t and o t h e r a reas tha t 

c o m p l e m e n t t h e s o c i a l s c i e n c e 

b a c k g r o u n d of m a n y H R D p e o p l e . 

F u n c t i o n a l c o m p e t e n c e is a n o t h e r im-

p o r t a n t fac tor . In large organ iza t ions , t h e 

c o m p e t e n c e of staff p ro fe s s iona l s in law, 

f inance , h u m a n resources and o t h e r areas 

t e n d s to d e g r a d e . T h e s y n d r o m e may be 

d u e in pa r t to o rganiza t iona l f ac to r s , but 

b e i n g c o m p e t e n t requires main ta in ing up-

to-dace func t i ona l skills. 

Fac i l i ta t ing role sh i f t s t h r o u g h t ra in ing 

and e d u c a t i o n is of par t icular i m p o r t a n c e 

at T R W . W e c o n c e n t r a t e on four m a j o r 

role sh i f t s t ha t occu r t h r o u g h o u t a 

manage r ' s ca ree r . T h e t r ans i t ion f r o m 

"doe r " to f irst- l ine m a n a g e r is t h e shift 

f r o m a d a y - t o - d a y t i m e line a n d singular 

respons ib i l i ty to a c c o m p l i s h i n g a week ' s 

p r o d u c t i o n s c h e d u l e and s u p e r v i s i n g 20 

or m o r e e m p l o y e e s . T h e s e c o n d shi f t is 

t o m a n a g i n g and supe rv i s ing e d u c a t e d , 

p ro fes s iona l p e o p l e wi th a t i m e ho r i zon 

of o n e t o five yea r s , a p lan t m a n a g e r for 

e x a m p l e . T h i r d is t h e shif t f r o m o p e r a -

t ional m a n a g e m e n t to m a n a g i n g mul t ip le 

o p e r a t i o n s . T h e t i m e ho r i zon e x t e n d s 

f rom five to ten years . Issues involve pro-

d u c t s , m a r k e t s , h o w to s tay c o m p e t i t i v e 

and o t h e r b u s i n e s s s t r a t egy c o n c e r n s . 

I h e p r o b l e m s are m o r e a b s t r a c t , a n d 

assess ing t h e e f f e c t i v e n e s s of dec i s ions is 
m o r e diff icul t . 

A t t he top a re t h e 3 0 to 4 0 m a n a g e r s 

w h o work w i t h an ins t i tu t ional focus . 

T h e s e are the C E O , v ice p r e s i d e n t s and 

s o m e g roup v ice p r e s i d e n t s . T h e y ' r e in-

t e r e s t e d in t h e g r o w t h of t h e e n t i r e 

o rgan iza t ion , po l icy d e v e l o p m e n t , c o m -

pet i t ion, strategic p lanning. Dec i s ions can 

h a v e an i m p a c t on t h e o rgan iza t ion that 

pe rs i s t s for m o r e t h a n 5 0 yea r s , involve 

m o r e r isk , t a k e longer to m a k e . 

P r o g r a m s for f i rs t - l ine m a n a g e m e n t , 

m a n u f a c t u r i n g for n o n - m a n u f a c t u r i n g 

m a n a g e r s , p l a n t m a n a g e m e n t a n d 

m a n u f a c t u r i n g for e x e c u t i v e s h a v e b e e n 

deve loped in t he last five years t o address 

t h e critical role sh i f t s . 

In add i t ion t o p l a n n i n g and d e v e l o p -

m e n t , t he h u m a n r e s o u r c e f u n c t i o n at 

T R W is de s igned to r e s p o n d to u rgen t 

n e e d s . A n e x a m p l e of h o w this w o r k s is 

a large mul t ina t iona l c o m p a n y that had 

s e v e r e cash f low p r o b l e m s d u r i n g t h e oil 

e m b a r g o . T h e c o m p a n y ' s key H R D per -

son was cha rged with deve lop ing and im-

p l e m e n t i n g a c o u r s e de s igned for p e o p l e 

control l ing inventory , receivables and col-

lect ibles , Af te r a b o u t 18 m o n t h s , m o r e 

t han 6 0 0 e m p l o y e e s w e n t t h r o u g h t h e 

course . T h e result was a net $ 6 0 0 million 

i m p r o v e m e n t in c a s h f l o w , s i m p l y 

b e c a u s e i m m e d i a t e , well t a r g e t e d t ra in-

ing was appl ied to t h e p r o b l e m . M o s t 

o rgan iza t ions a ren ' t u sed to th is k ind of 

r e s p o n s i v e n e s s f r o m H R d e p a r t m e n t s , 

b u t o p p o r t u n i t i e s for d e m o n s t r a t i n g t h e 

v a l u e a n d e f f e c t i v e n e s s of h u m a n 

r e s o u r c e d e v e l o p m e n t to t o p m a n a g e -

m e n t , e i ther in t he f o r m of i nc r ea sed 

c o m p e t i t i v e n e s s or dol lars , do ex i s t . 

M a n a g e r s in t he 8 8 d iv is ions a r e not 

a lways a w a r e of h o w t ra in ing p r o b l e m s 

are h a n d l e d or w h a t he lp is avai lable . 

W i t h o u t cen t ra l i z ing f u n c t i o n s , w e ' r e 

bu i ld ing c o m p a n y - w i d e p r o g r a m s by 

dis t r ibut ing responsibil i ty to t he execu t ive 

v ice p r e s i d e n t s and line m a n a g e r s in dif-

f e r e n t d iv is ions . T h i s g e t s t h e t a sk ac-

c o m p l i s h e d , en la rges t h e pool of e n e r g y 

a n d imagina t ion , p r o v i d e s addi t iona l 

r e s o u r c e s t h r o u g h c o o p e r a t i o n a m o n g 

h u m a n r e sou rce p rofess iona l s in d i f fe ren t 

a reas and a f fo rds c a r e e r d e v e l o p m e n t for 
line p e o p l e invo lved . 

The recommendations: 
1. K n o w i n g b u s i n e s s s t r a t e g y a n d 

priorities a s s u m e s p r o d u c t k n o w l e d g e and 

an u n d e r s t a n d i n g of bus ine s s d y n a m i c s . 

F h e r e l a t ionsh ip b e t w e e n H R D and 

bus ines s goa ls for line m a n a g e r s at T R W 

is based o n a r igorous p r o c e s s of d e t e r -

m i n i n g b u s i n e s s n e e d s and h e l p i n g 

m a n a g e r s t o b e m o r e s t r a t eg ic in w h a t 

t hey do . If you try sel l ing a s t a t e -o f - the -

art sh ip p rope l l e r to a c o m m e r c i a l c ru i se 

line b e c a u s e t h e n e w d e v i c e will a c c o m -

plish t h e tr ip a day fas ter w h e n t he en t e r -

prise is in teres ted in t he retail l iquor sales 

it can cash in on d u r i n g that ex t r a day , 

you ' r e not k n o w i n g you r b u s i n e s s . 

I . In add i t ion t o b e i n g bus ines s m i n d e d , 

a solid f o u n d a t i o n of f u n d a m e n t a l skills 

is abso lu te ly n e c e s s a r y . 

3. F o c u s on t he m o s t impor tan t roles and 

role sh i f t s . R e g a r d l e s s of t h e i ndus t ry or 

bus ines s , t h e e f f e c t i v e n e s s of individuals 

n e w to key p o s i t i o n s is an i m p o r t a n t 
h u m a n r e s o u r c e i ssue . 

4. M a i n t a i n i n g c lose c o m m u n i c a t i o n 

a m o n g h u m a n resource peop le in the field 

t h r o u g h a n e t w o r k is e f f i c ien t a n d resu l t s 

in b e t t e r se rv ices . In add i t ion t o t h e 

b e n e f i t s of co l l ec t ive inpu t , an intra-

organizational ne twork of h u m a n resource 

p e o p l e e n a b l e s c o m p a n y - w i d e p r o g r a m s 

to b e i m p l e m e n t e d m o r e easi ly. T R W 

has had a fo rmal p e r f o r m a n c e appraisal 

s y s t e m for only t h r e e y e a r s . A c c e p t a n c e 

of t h e p r o g r a m has g r o w n b e c a u s e line 

p e o p l e and e x e c u t i v e s w e r e inc luded in 

t he overall p lan , w o r k i n g with h u m a n 

r e s o u r c e p e o p l e in r e s p e c t i v e d iv is ions . 

A c o o p e r a t i v e n e t w o r k also m e a n s m o r e 

t ra iners w h e n t hey ' r e n e e d e d , m o r e 

crea t iv i ty in p r o b l e m solving, m o r e in-

sight into p r o b l e m s a n d their so lu t ions . 
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"The focal point for 
development is driven by 
tlie need for future 
replacements and filling new 
jobs that will evolve." 

Don Reek is vice president for human 
resource planning at GTE Service Cor-
porationStamford, Conn. 

G T E ' s b u s i n e s s is d o m i n a t e d by te le-

c o m m u n i c a t i o n s m a n u f a c t u r i n g and se r -

vices , bu t the c o r p o r a t i o n also o p e r a t e s 

m o r e t h a n 4 0 o t h e r d iverse b u s i n e s s e s 

called s t ra teg ic bus iness un i t s ( S B U s ) . 

The h u m a n r e s o u r c e func t i on is s e r v e d 

at t h e bus ine s s , group and c o r p o r a t e 

levels, with t he corpora te h u m a n resource 

p lanning staff oversee ing and coord ina t ing 

h u m a n r e s o u r c e s t ra tegy c o m p a n y - w i d e . 

In ear l ier years , w h e n G T E was g r o w i n g 

ma in ly t h r o u g h acqu i s i t ions , h u m a n 

r e s o u r c e a c t i v i t i e s w e r e r e a c t i v e 

r e s p o n s e s . In r ecen t years , as t e c h n o l o g y 

and n e w m a r k e t s h a v e r ep laced acquis i -

t ions as t h e s t imulus for c h a n g e , a m o r e 

s t ra teg ic h u m a n r e s o u r c e p l a n n i n g ap -

p r o a c h h a s r e p l a c e d t h e r e a c t i v e 

m e a s u r e s . 

W i t h m o r e than 1 8 0 , 0 0 0 e m p l o y e e s at 

d i f f e r en t levels in in tegra ted and d i v e r s e 

indus t r i e s that are highly s u s c e p t i b l e to 

t echno log ica l c h a n g e , h u m a n r e s o u r c e 

p l a n n i n g plays an integral role at G T E . 

W e h a v e a s t r o n g c o m m i t m e n t t o 

d e v e l o p i n g and p r o m o t i n g f r o m wi th in 

and m o v i n g p e o p l e across b u s i n e s s l ines 

w h e n e v e r pract ica l . 

T h e focal po in t for d e v e l o p m e n t is 

d r i v e n b y t h e n e e d f o r f u t u r e 

r ep lacemen t s and filling new jobs that will 

evo lve . W e ident i fy key pos i t ions in e a c h 

area and ana lyze , a cco rd ing t o b u s i n e s s 

plan o b j e c t i v e s , h o w t h e s e j o b s will 

c h a n g e ove r t ime . W o r k i n g wi th l ine 

m a n a g e r s , w h o are r e spons ib l e for p i n -

p o i n t i n g qual i f ied e m p l o y e e s , h u m a n 

r e s o u r c e p l a n n e r s at t h e S B U level c o n -

s t r u c t s t ra teg ic h u m a n r e s o u r c e p lans t o 

p r o v i d e t a rge t ed individuals with t h e 

d e v e l o p m e n t act ivi t ies they'll n e e d to fill 

key pos i t i ons . The c o r p o r a t e and g r o u p 

H R s ta f f s work wi th t h e h u m a n r e s o u r c e 

m a n a g e r s at t h e S B U to facilitate t he p ro -

cess , o b s e r v e p a t t e r n s in H R n e e d s 

ac ross b u s i n e s s e s , p r o v i d e f e e d b a c k , 

c a t c h o v e r s i g h t s a n d a s s u r e c o s t -

e f f e c t i v e n e s s . 

A formal e x e c u t i v e con t inu i ty p r o g r a m 

fulfills t he d e v e l o p m e n t a n d s u c c e s s i o n 

p l ann ing n e e d s of u p p e r level execu t ives , 

b u t t h e c o n c e p t is i m p l e m e n t e d 

t h r o u g h o u t t he r a n k s . E v e r y o n e has t h e 

o p p o r t u n i t y t o g r o w p r o f e s s i o n a l l y . 

Se l ec t ed a s s i g n m e n t s is a p r i m a r y s o u r c e 

of m a n a g e m e n t d e v e l o p m e n t . M a n a g e r s 

are p l aced in "fix-it" or s t a r t -up s i tua t ions 

tha t are d i f f e ren t f r o m the i r usual w o r k . 

T h e ass ignments e n c o u r a g e flexibility and 

instill k n o w l e d g e tha t p r e p a r e s t h e 

m a n a g e r for p r o m o t i o n or c r o s s i n g 
b u s i n e s s l ines. 

Pol icy on e n g i n e e r i n g and sc ient i f ic 

e d u c a t i o n p laces respons ib i l i ty on line 

m a n a g e r s to des ign individual e d u c a t i o n 

p l ans for m e e t i n g t h e s t r a t eg ic t echn ica l 

n e e d s of the bus ine s s , a n d t he p ro fe s -

sional d e v e l o p m e n t a n d c u r r e n c y n e e d s 

of t he e m p l o y e e . T h i s policy enab le s pro-

fess iona ls to p a r t i c i p a t e in the i r o w n 

ca ree r d e v e l o p m e n t a n d he lps us ac-

c o m p l i s h our bus ine s s goals . M a n a g e r s 

are a w a r e of t h e b u s i n e s s s t ra teg ies for 

their operat ional areas and are actively in-

vo lved in k e e p i n g the i r p e o p l e c u r r e n t 

a n d d e v e l o p i n g t h e m to m e e t t h e chang-

ing technica l e n v i r o n m e n t of t h e bus i -
ness . 

O t h e r s o u r c e s of e m p l o y e e d e v e l o p -

m e n t are t he a s soc i a t e p r o g r a m s for 

e n t r y - l e v e l e m p l o y e e s in f i n a n c e , 

marke t ing , h u m a n resources , eng inee r ing 

and s o m e o t h e r a reas . A se lec t g r o u p of 

g r a d u a t e level c a m p u s rec ru i t s are p u t 

t h rough a ser ies of s ix -month ro ta t ions on 

various a s s ignmen t s at d i f ferent organiza-

t ion levels . Af te r t he ro t a t ion pe r iod , t h e 

t r a inee ' s c r e d e n t i a l s , c o m p l e t e wi th 

educa t ion and c o m p a n y w o r k exper i ence , 

are f o r w a r d e d to t h e h u m a n r e s o u r c e 

d e p a r t m e n t s at t h e S B U s . T h e t r a inee 

m a y r ece ive mul t ip l e j o b of fe r s f r o m 

w h i c h to c h o o s e or b e p l aced in a p e r -

m a n e n t a s s i g n m e n t a c c o r d i n g to n e e d 
and availabil i ty. 

H u m a n r e s o u r c e p l a n n i n g has b e e n a 

high pr ior i ty at G T E for abou t 10 yea r s , 

bu t it t a k e s t i m e to ge t g o o d at it. T h e 

p r o c e s s neve r e n d s . V iewing h u m a n 

resources in the long te rm pu t s heavy e m -

phas i s on high-qual i ty en t ry - l eve l se lec-

t ion a n d con t inua l d e v e l o p m e n t for p r o -
m o t i n g f r o m wi th in . 

The recommendations: 
1. Begin h u m a n r e s o u r c e p l a n n i n g and 

d e v e l o p m e n t at t he select ion stage. We ' re 

ex t remely part icular abou t w h o m w e hire, 

r ega rd less of w h e t h e r t h e p e r s o n is 

rec ru i ted in to an a s soc ia te p r o g r a m , off 

t he c a m p u s in g e n e r a l r e c r u i t m e n t or 

f rom the work fo rce . Because each en t ry -

level h i re is a c a n d i d a t e for l ong - t e rm 

d e v e l o p m e n t and c a r e e r g r o w t h , high 

s t a n d a r d s are a k e y h u m a n r e s o u r c e 
cons ide ra t i on . 

2. I a rge ted k n o w l e d g e a n d skill t ra in ing 

are essen t ia l . Ana lyze b u s i n e s s p l ans 

regula r ly t o i d e n t i f y n e w skill re-

qu i r emen t s and those skills that are or will 

b e c o m e o b s o l e t e . Training and d e v e l o p -

m e n t act ivi t ies shou ld c o r r e s p o n d in a 

p l a n n e d , s t ra teg ic w a y to c h a n g e s in 

t e c h n o l o g y , m e t h o d s , j o b d e s i g n , 

m a r k e t s — t h e s a m e f ac to r s o n wh ich 

b u s i n e s s p l a n s a n d o b j e c t i v e s a r e 
f o u n d e d . 

3 . D i v e r s e , s e l ec t ed a s s i g n m e n t s such as 

fix-it and s t a r t -up s i tua t ions p r o v i d e 

d e v e l o p m e n t a l e x p e r i e n c e s tha t c o m p l e -

m e n t formal k n o w l e d g e and skill training. 

T h e goal is t o p r o v i d e a var ied b a c k -

g round of d i f ferent responsibi l i t ies to p ro-

d u c e m a n a g e r s w h o are k n o w l e d g e a b l e 
and e x p e r i e n c e d . 

4. T h e e x e c u t i v e c o n t i n u i t y p r o g r a m is 

a s t r u c t u r e d s u c c e s s i o n p l a n n i n g e f fo r t 

that works , as t he n a m e implies, t o main-

tain con t inu i ty at t h e t o p dec i s ion -mak ing 

levels and s t ab i l i ty t h r o u g h o u t t h e 

o rgan iza t ion . T h e c o n t i n u i t y p r o g r a m 

s e r v e s as an umbre l l a for c o m p a n y - w i d e 

h u m a n r e s o u r c e d e v e l o p m e n t a n d p lan-

ning. H a v i n g a solid h u m a n r e s o u r c e 

s t r a t egy ac t h e c o r p o r a t e e x e c u t i v e level 

p r e s e r v e s c o n t i n u i t y ove r t he long t e r m 

and re inforces t he i m p o r t a n c e of s t ra tegic 

h u m a n r e sou rce p l ann ing t h r o u g h o u t t h e 
c o r p o r a t i o n . i n 
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