
HRD and Productivity: 
Allied Forces 

By Leonard Nadler 

A m e r i c a n industry 's current conce rn 
wi th product iv i ty certainly is under-
standable. But too many peop le are 
using the word , and too few are both-
ering to def ine it. 

The same is true of the term "human 
resource deve lopmen t , " or "HRD." 
W h e n the term first became popular in 
the late sixties, p e o p l e heard it, but 
t h e r e wasn ' t m u c h impac t . As w e 
m o v e d th rough the seventies, more 
p e o p l e w e r e u s ing t h e t e r m , b u t 
wi thout bo the r ing to f ind ou t h o w it 
was def ined . 

There has been a great deal said and 
writ ten using b o t h terms—the result 
be ing confus ion . If we are to have a 
meaningful dialogue o n these issues, 
we first must def ine the the terms we 
use to descr ibe them. I'm not suggest-
ing that eve rybody will agree wi th 
these definitions, but by making them 
specific, we can see w h e t h e r we d o 
agree and the extent of ou r agreement 
o r lack of it. 

P r o d u c t i v i t y 
T h e major c o n f u s i o n in discussing 

productivity, is that it is too of ten used 
i n t e r c h a n g e a b l y w i t h production. 
These are two very different concepts, 
as illustrated in Figure 1. The basic con-
cept of p roduc t ion is that there are in-
puts, s h o w n by the arrow o n the left 
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"Speed-ups" in productivity can hare negative long-range costs. 

side of the figure. This p r o d u c e s out-
puts, as depic ted by the ar row o n the 
right. 

Suppose you want to increase pro-
d u c t i o n . You can a c c o m p l i s h this 
simply and directly by introducing the 
necessary additional inputs, as s h o w n 
by Figure 2. Of course, there is n o 
guarantee that addit ional input will 
p r o d u c e an equivalent ou tpu t . For ex-
ample, the additional input may be ad-
ditional worker hours. W h e n work ing 
overtime, however, the rate of produc-
tion per worker may be lower due to 
fatigue and similar elements. 

The major di f ference b e t w e e n pro-
duc t ion and product ivi ty is that to in-

crease productivity, you d o not make 
an additional input . Instead, you try to 
increase the ou tpu t wi thout making 
any additional inputs, as s h o w n in 
Figure 3. I know: It sounds like I'm 
ta lk ing a b o u t m a g i c o r s ta t is t ical 
manipulation. And the way s o m e peo-
ple approach productivity, there is a 
measure of both . But there are more ra-
tional approaches . 

P r o d u c t i v i t y i m p r o v e m e n t 
So h o w can you accomplish an in-

crease in productivity? T h e clue lies in 
the box between the arrows. Called the 
"workplace," this area encompasses a 
b road range of factors. 25 
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In s o m e situations you can increase 
productivity through a practice labeled 
the speed-up: T h e worker is required 
to p r o d u c e more units per hour. This 
was depicted by Lucille Ball and Vivian 
Vance in the classic "candy factory" 
ep isode of "1 Love Lucy." What hap-
pens du r ing a speed -up is that the 
order is given for each worker to pro-
d u c e m o r e , and t h e m a c h i n e r y is 
geared to g o faster—increase ou tpu t— 
wi thout any ad jus tment in wages. If it 
works this can reduce unit cost and 
raise productivity, but the long range 
cost to the organization can be ex-
tremely negative. 

There are many similar practices that 
benef i t the c o m p a n y but bu rden the 
workers. The result is that the work-
force learns to consider productivity as 
just another name for increased exploi-
ta t ion. This n e e d not be the case. 
There are many areas where manage-
men t and workers can act together to 
increase product ivi ty while benefi t ing 
everyone. 

O n e g o o d way to increase produc-
tivity is th rough capital investment . 
Take the U.S. steel industry for exam-
ple. This industry has been criticized 
for its low productivity and, as a result, 
has great difficulty in compet ing in the 
world market, particularly against Jap-
anese and German steel. 

O n e major cause of low product iv-
ity in the U.S. steel business is that there 
has been very little capital investment 
in that industry over the last 50 years. 
Many of the plants are using equip-
men t that is even older than that. With 
such o u t m o d e d equ ipmen t , it is im-
possible to increase productivity. O n 
the o the r hand, because Japanese and 
G e r m a n steel mil ls w e r e v i r tua l ly 
des t royed by allied b o m b i n g dur ing 
World War II, they had to be almost 
totally rebuilt and supplied wi th new 
equ ipment . 

I 'm not suggesting that w e need a 
war in order to replace equ ipmen t , 
t hough workers w h o must use out-
m o d e d equipment sometimes feel that 
it wou ld take a b o m b to wake up man-
agement . The " b o m b " can be a loss of 
market or a profit-and-Ioss statement 
d r ipp ing red ink. 

Ph i lo sophy of t h e 
o rgan iza t ion 

W h e n in t roducing product ivi ty im-
provements, it is important to consider 

26 the ph i losophy of the organization. 

There has been increased at tention to 
this item, as more and more organiza-
tions are developing c o m p a n y philos-
ophies, particularly those in writing. 

T h e ph i losophy of the CEO or the 
o w n e r usually gives small organiza-
tions their direction. In large organiza-
tions management may draft a state-
ment for public relations purposes , 
and this statement may o r may not re-
flect the reality of the ph i losophy of 
the organization. 

Somet imes it is g o o d to look at pol-
icy statements rather than statements of 
philosophy. Policy s tatements usually 
are based on an agreed-upon philos-
o p h y and, in fact, may be m o r e repre-
sentative of the company ' s phi losophy 
than a PR piece wou ld be. 

Let m e share an example f rom m y 
o w n organization. I am a regular mem-
ber of the faculty of a university, and 
s o m e years ago conce rns about pro-
duc t iv i ty were ra ised. I m a d e t h e 
fol lowing suggestions. To unders tand 
this example, you should k n o w that in 
most universities there are three levels 
of academic faculty: professor, associ-
ate professor, and assistant professor. 
T h e salaries are also in that descending 
order. 

In the ph i losophy of the academic 
organization, the professor is supposed 
to be the more exper ienced and re-
n o w n e d and works with small g roups 
of graduates or upper-level s tudents in 
seminars and similar learning situa-
tioas. At the other end of the spectrum 
is the assistant professor, w h o is just 
starting out . It is cus tomary that the 
assistant professor will teach the large 
lecture courses. This practice reflects 
a generally unstated philosophy. 

To increase productivi ty the univer-
sity suggested that each professor be 
rated in terms of salary (input) and stu-
dent hours generated (output) . To in-
crease the product iv i ty of a faculty 
member , the input would remain the 
same but the ou tpu t w o u l d have to be 
increased; in o ther words, m o r e stu-
dents per faculty member. This, at first, 
might seem a logical approach . 

Note, however, wha t happens . T h e 
full professor, at the higher, level of the 
salary scale must have m o r e s tudents 
than the assistant professor. This is a 
cont radic t ion of unstated university 
philosophy. Those productivity efforts 
have b e e n a b a n d o n e d t h o u g h t h e 
search con t inues to find s o m e logical 
product iv i ty approach that is consis-
tent wi th organizational philosophy. 

Figure 1—Production 

Workplace 

Figure 2—To increase 
production 

Workplace 
m 

Figure 3—To increase 
productivity 

Workplace 
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Training in organizat ional ef fec-
tiveness focuses on helping trainees 
unders tand what organizations are, 
why they exist, and h o w to deal with 
their social realities. With this under-
standing, trainees can then analyze the 
organizational culture—its values and 
modes of operation. The last part of 
the training deals with skills that make 
employees fully functioning members 
of the organizat ion—interpersonal , 
communications, and group dynamics 
skills. 

Organizational skills are the building 

blocks for leadership. In the organiza-
tion's power structure, an employee 
becomes a leader ei ther by virtue of 
authority and tide or by cultivating the 
respect of peers, pro jec t ing a sense of 
reliability, be ing goal-oriented, and 
demonst ra t ing vision. 

Basically, leadership means that a 
person can inf luence others to act in 
certain ways. At times it is necessary to 
influence co-workers and work groups 
and to provide a vision of wha t the 
organization or a specific task requires. 
Skillful leadership is n e e d e d at every 

level of the organization, f rom the CEO 
to the line worker. 

Training issues for leadership in-
clude understanding the organization's 
strategies a n d tactics fo r achieving 
goals; leadership as an exchange pro-
cess be tween leaders and followers; ap-
proaches for the task-centered leader; 
strategies for sound decision-making; 
developing and communica t ing a vi-
s ion ; i n f l u e n c i n g t h e b e h a v i o r of 
others; and the importance of project-
ing emot ional stability. 

A functional approach 
to training 

T h e accompanying figure describes 
eight steps, f rom assessment to evalua-
tion, for training workplace basics. 

An excellent example of this blue-
print for success at w o r k is Mazda 
M o t o r M a n u f a c t u r i n g (USA) C o r -
pora t ion (MMUC), w h o s e 1986 sales 
t o p p e d $10 billion. Producing auto-
mobiles since 1931, the Japanese auto-
mob i l e m a n u f a c t u r e r o w n s several 
plants in Japan and in the fall of 1987 
o p e n e d its first U.S. opera t ion in Flat 
Rock, Michigan. 

W h e n the Flat Rock plant o p e n e d , 
Mazda had already prepared a detailed 
training plan for every employee. Phase 
I of its plan focused on basic work-
place skills for the immediate start-up 
of the plant. The plan included courses 
in c o m p a n y orientation, Japanese life, 
job-specific, off-line training, and on-
the-job training. Also included were 
" c o m m o n " training courses in such 
subjects as kaizen (constant improve-
ment ) , g r o u p p rocesses , p r o b l e m -
solving and decision-making, safety 
and health, creative thinking, interper-
sonal skills, and statistical process con-
trol. Each employee's c o m m o n train-
ing track compr ised varying combina-
tions of those courses. 

The following describes h o w Mazda 
fol lowed each step of the blueprint for 
success. 

Step I: Iden t i fy ing J o b Changes o r 
Problems. Because Flat Rock was a 
new plant, n o problems or job changes 
had taken place. But to avoid possible 
future problems, the c o m p a n y took a 
p r o a c t i v e s t a n c e . F r o m t h e o u t -
set, Mazda began educat ing n e w em-
p l o y e e s in its c o r p o r a t e c u l t u r e 
through an effective, comprehens ive 
training program. 

With the cooperat ion of training and 
development staff, depa r tmen t man-
agers, the labor relations depar tment , 

Blueprint for success 

Step I: Identify Job Changes or Problems Related to Basic Workplace 
Skills 
• Assess the extent of the need for training due to job changes or 

problems 
• Form a company-wide representative advisory committee 
• Perform a job analysis for selected jobs 
• Document employee performance deficiencies on the selected 

jobs 
• Identify target population for training 
• Build cooperation with unions 

Step li: Build Management and Union Support to Develop and 
Implement Training Programs in Workplace Basics 
• Make the case for skills training programs in workplace basics 
• Build support for skills training programs in workplace basics 

Step III: Present Strategy Plan to Management and Unions for Approval 
• Present the strategy plan for training 
• Select a training program architect: 

In-house staff vs. external providers 

Step IV: Perform a Task Analysis of Each Selected Job or Job Family 
• Perform a task analysis 
• Determine whether to select a quick route through task analysis, 

and which process is most appropriate 
• Review the generic elements of the task analysis processes 

Step V: Design the Curriculum 
• Design performance-based, functional-context instructional 

program 
• Design evaluation system 
• Design documentation and record keeping system 
• Obtain final budget approval to implement program 

Step VI: Develop the Curriculum 
• Prepare the instructional format 
• Select instructional techniques 
• Select training site and designate equipment requirements 
• Develop evaluation and monitoring instruments 

Step VII: Implement the Training Program 
• Select and train the instructional staff 
• Develop a training contract—yes or no? 
• Pilot test (optional) 

Step VIII: Evaluate and Monitor the Training Program 
• Carry out initial evaluation 
• Begin on-going program monitoring 
• Connect back to management 
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the personnel administrat ion depart-
ment , and Japanese advisors, the com-
pany concurrent ly pe r fo rmed job and 
task analyses of each posi t ion, break-
ing them d o w n into major tasks. Inter-
views wi th managers, executives, and 
Japanese advisors indicated a need for 
training in "ha rd" skills, though they 
cons idered "sof t" skills essential to 
enhance bo th the individual and the 
organizational culture. The latter skills 
inc lude mutua l respect a m o n g co-
workers, constant improvements in 
p roduc t ion , o p e n communica t ions , 
pride, caring, and put t ing for th extra 
effort . 

Step II: Bui lding Management and 
Union Suppor t . Mazda's top manage-
m e n t has been involved th roughout 
the development and implementat ion 
of programs. Supervisors have training 
and coaching roles and take respon-
sibility for the deve lopment of em-
ployees in their areas. 

Organized coalitions maintain on-
going suppor t for programs, and a 
s teer ing c o m m i t t e e he lps deve lop 
training plans and keeps the depart-
mental members involved, giving them 
ownersh ip in the training. Training 
coordinators help implement training, 

and instructor leadership groups at-
tend to the content and structure of 
particular programs. The employees ' 
newly established un ion will provide 
a training representative to assist and 
advise on programs. 

Step III: P resen t ing t h e Strategy 
Plan. Though final approval for the 
program came f rom Mazda executives, 
the active suppor t and c o m m i t m e n t 
of m a n a g e m e n t was crucial . Each 
manager cont r ibuted to, and received 
a copy of, the plan and an analysis of 
cost estimates and r ecommenda t ions 
for facilities and equ ipment , imple-
men ta t i on time, and staffing. After 
making final revisions to the plan, ex-
ecutives approved it and distributed 
the final copy to the managers. From 
that po in t on, managers and program 
planners maintained close contact . 

Step IV: Performing a Task Analysis. 
As men t ioned , Mazda conduc ted task 
and job analyses dur ing Step I. At this 
poin t in the plan, a shorter fol low-up 
analysis using Step I p rocedures pro-
v ided addit ional detail for the cur-
r iculum design. 

Step V: Designing t h e Cur r i cu lum. 
Mazda's technical, job-specific training 
is per formance-based and uses esta-

b l i shed p e r f o r m a n c e objec t ives to 
measure success. A p roduc t ion en-
gineering g roup developed criterion-
referenced standards, and instructors 
then developed tests f rom these stan-
dards to assess competency in each 
objective. Object ives for training in 
skills such as teambuilding, interper-
sonal relations, and problem-solving 
were set by instructors. 

Mazda's emphasis is on training in a 
funct ional context—that is, job-spe-
cif ic t ra in ing. To this e n d , Mazda 
incorporates as m u c h job- or industry-
relevant material into course texts as 
possible. 

The total budget for start-up training 
was $43 million. T h e early decision to 
provide training prec luded the need 
for a spec i f i c ope ra t i ona l b u d g e t . 
Although management suppor t was 
firm, the case for the large budget in-
c luded $19 million in state funds. 

S t e p VI: D e v e l o p i n g t h e C u r -
r i c u l u m . To d e v e l o p t h e in i t ia l 
c u r r i c u l u m , Mazda 's t r a in ing a n d 
deve lopment depar tment used bo th 
internal and external providers, of ten 
pairing instructional design experts 
w i t h t e c h n i c a l e x p e r t s . Us ing a 
request - for-proposal system, Mazda 
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identified the best providers according 
to such criteria as price, content flex-
ibility, follow-up, and ability to run 
evaluation pilot programs. 

Currently, Mazda's training uses a 
variety of instructional t echn iques 
such as interactive instruction and role-
p lay ing , b e h a v i o r - m o d e l i n g , a n d 
videotaping. Within three years, Mazda 
plans to include computer-based train-
ing and self-paced learning centers in 
its curriculum. 

Step VII: I m p l e m e n t i n g t h e Pro-
gram. Four corporate-level trainers, 
325 employees wi th various technical 
expertises, and 18 external instructors 
deliver the training. Outs ide trainers 
receive train-the-trainer instruct ion, 
wh ich emphasizes content . In-house 
content experts wi th operat ion exper-
ience serve as temporary trainers; they 
take a t ra in- the- t ra iner course that 
focuses o n the training process. 

Supervisors he lp each emp loyee 
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develop a training plan and provide on-
the- job coaching . Employees (with 
their supervisors) create their o w n em-
ployee deve lopment plans, in wh ich 
they ident i fy skills n e e d e d for fu ture 
deve lopment , for the present job, for 
bo th personal and job growth, and for 
b e c o m i n g a multi-skilled employee 
and individual. 

In addi t ion to coaching by super-
visors, Mazda uses a formal employee 
assistance program, with two EAP re-
presenta t ives—one un ion-appo in ted 
and o n e f r o m the company. 

Mazda pi loted its Phase I training to 
kick off the n e w programs. It allowed 
the training and deve lopment staff to 
identify logistical and delivery prob-
lems, and marketed the program to 
employees. 

Step VIII: Evaluating the Program. 
Measures to evaluate presentations and 
instructors included employee reac-
t ion sheets, c lassroom observat ion, 
and part icipant interviews. But Mazda 
is currently developing a comprehen -
sive, formal process to assess the pro-
grams' impact on the organization. 

At six- and n i n e - m o n t h intervals 
fol lowing training, the evaluation pro-
cess will de termine h o w new hires use 
skills and h o w the c o m p a n y benefi ts 
f rom their performance. Also, the train-
ing depa r tmen t will maintain close 
contact wi th each participant 's man-
ager and supervisor to track post-train-
ing progress. Phase II training will con-
tinue this training plan for upgrading 
employees on the job and for training 
n e w workers. 

Final resul ts 
Today, basic skills in the workplace 

—taken for granted in simpler times— 
is becoming a crucial issue for many 
companies . In a wor ld of n e w tech-
nology and changing demographics , 
many organizations (like Mazda) f ind 
that in o rder to get the best out of the 
available workforce—and the best out 
of their marketplace—they must create 
j o b - s p e c i f i c , b a s i c ski l ls t r a i n i n g 
programs. 

Training in workplace basics is just 
one of the many issues facing organiza-
tions in the next decade. In the Novem-
ber issue of Training & Development 
Journal, t h e ASTD/Depa r tmen t of 
Labor projec t will discuss some of its 
f indings in an article o n technical and 
skills training. The December issue will 
feature results on the project's manage-
men t deve lopment studies. n 
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