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History of Human Resource
Developer Competencies

John A. Henschke

ks

S

vir f_i?h

£ - Definitions of Competency

Competency-based education (CBE) may be one of the most siguficant
educarional movements that has surfaced in the past 50 years (Beulmens,
1981). Endersed at the local, state, and natonal levels, it has captured the
attention of many international educarors.

If this remains Lhe case today, then it seems important 0 exammne the his-
tory of the numerous declarations and studies of human rescurce developer
competencies in general and ASTD’s Models for HRD Practice in particu-
lar. This examination begins with definitions of compelency, especially
competency in adult education and human resource development

In the 1989 Models for HRD Pracnce stdy, the concept of competency
was defined as “personal knowledges and skills for producing and deliver-
ing the human resource development outpurs.” The Models for Excellence
study (McLagan, 1983) identified competency as “an area of knowledge or
sk1]1 which is cntical to the production of key outputs.” Shelion (1987}
confirms this approach to defining competency as a performance-based
process leading to demonstrated mastery of basic and life skills necessary
for the individual 1o function proficiently i society

Knowles (19803, on the other hand, uses a more common definition of
competency that equates it with abilicy, and he asserts that a competency 18
a cluster of knowledges, understandings, skills, artitudes, values, and mter-
ests that are necessary for the performance of a funcdon — in tius case it
would be the human resource developer function. For purpcses of this dis-
cussion, Knowles’ (1970) general concept of competency has been adopted
along with the following definitions of terms: knowledge is generalization
about experience and intemalizauon of information; understanding 1S ap-
plication of information and generalizanons; skills are INCOrpoTanng new
ways of performing through practice; azntudes are adoption cf new feel-
ings through experiencing greater success with them than with old feelings;
values are adoption and priority arrangement of beliefs; and interest 1s sal-
isfying exposure to new experience.

Lindeman’s (1938) interpretation enriches Knowles' definition by indi-
cating thar competency 1s to carry conviction supported by valid feelings,
sound reasonng, and a cuitural meaning which clearly comprehends why
adults should smdy and what sort of equipment a human resource devel-
oper needs 10 possess in a given situation.

There is some difficulty with the view of competency in the 1933 and
1989 ASTD studies 1n that it only includes knowledge and skill. However,
competencies are not the only aspect of the ASTD studies. In addinon to
identifying competencies, the 1983 study identified 15 roles of the training
and development specialist and the 1989 study identified 11 roles of the
human resource development specialist. These roles were a prominent part
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Competency Studies:
A Chronological Table

s

Table 3

A Chronology of

Competency Studies

Date(s) Study Title

1938 Organic versus
Mechanisuc
Model

1948 Context Model of
Training

of each study. Eaves (1985), in discussing the basic tenants of role theory
suggests that “role,” a social concept, provides a means for understanding
the relation berween an individual and the behavioral expectations of thar
individual — expectations which are established by individuals fulfiiling
some function as well as by persons tangential to and/or interacting with
the functioning of the role incumbent. This combination of behavioral pat-
terns 15 called a role set and includes the knowledge, skills, attimdes, val-
ues, understandings, interests, and so forth which constitute the respecuve
behavicral pattem(s).

Models for HRD Pracrice also focused on outputs, quality, and ethical
requirements in addition to its full discussion of competencies and roles.

Table 3 is a chronological listing of numerous competency studies that
relate 10 and have contributed o the human resource development field
The five studies undertaken by the American Society for Traiming and
Development (ASTD) were published 1in 1959, 1974, 1978, 1983, 1989,
and are listed in chronological sequence along with the other studies. For
each study in the table date(s), name of the study, author(s), findings, and
significance are shown.,

Author(s)

Edward C. Lindeman

Wilbur C.
Hallenbeck

Findings Significance

Adult Educator/Human

Resource Developer is

competent in:

—Mouvation Emphasized adult learming as an or-
—Relationship between ganmic right, 2 normal expectancy, a

growih and learning
—Work expenence
—Relationships of vanous
disciplines
—Techmiques of group work

—Community context
-—Psychology of learning
—Matenals and methods
—Expenence/action
—Expanding of honzons

new quality and dimension in educa-
non rather than as a sort of charity
given to the underprivileged

Established that wraining for the {ield
needed 1o be an engagement 1n expe-
riencing the varipus methods and
techniques of adult learning, not just
telling about adequacy/inadequacy
of vanous metheds
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Date(s)

1956

1959
First ASTD
Study

1962

1567

1567,
1570

Study Title

Model of
Professional
Educalion

The Head of the
Traming Function

A Theory of the
Doctorate in
Educzuon

Tramer Education
and Trammng

Emergmg Roles
of The Trairung
Director

Iz

Author(s)

Cynl O. Houle

Harry S. Belman

Johr E. Bliek

Malcolm S. Knowles

Gerald H. Whtlock

Gordon Lippatt and
Len Nadler

Findings

Adult Educator/Human
Resource Developer is
competent in:

—A sound philosophical con-
cept of adult educanon
—Ability to:
—implement programs and
acuviles
—irawm leaders
—counsel and guide leamers

—Instruction, admmstrauon,
and advising

—Development, preparation,
and evaluauon of programs

—Professional activines

—Related and unrelated nen-
ramning activines

—Various knowledges, un-
derstandings, skills, abili-
bies, attitudes
—Basis for:
—Competency-based doc-
toral program . Adult
Educanen and HRD

—His/her own competency
lists

A combination of 16
—General and specific knowl-
edges of
—Traimng techniques
—Teachung methods
—Abilities m:
—Planning
—Execunng raiming

Three major roles and 11
functions related 1o those roles
as sub-roles

—Learrung Specialist
—Admunistrator

—Consultant

Significance

Indicated role of university profes-
sors i helping their graduate stu-
dents achieve varous competencies

Was the first ASTD systemauc a-
tempt to determine more precisely
what a raining director does

Formulated guidelines for develop-
Ing a competency-based graduate
program for training adult educa-
tor/human resource develepers

Combined the {irst ASTD study with
findings of several early writers in
indusinal traimung

Considered by some as ground-
breakmg m the HRD fieid
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Date(s)

1970,
1980,
1984,
1986,
1987

1970

1974
Second ASTD
Study

1975

1976,
1979

1976

Study Title

Compeiencies for
Traners and
Adult Educarors

Developing
Competency
Models

Professional
Development
Manual

Employes
Develcpment
Specialisi
Effectiveness

Core
Competencies of
a Tramer

Preparing
Educators of
Adults

Author(s)

Malcolm S. Knowles

Malcolm S. Knowles

Many members of
the ASTD
Professional
Standards and Ethics
Commuttes &
Prefessional
Development Task
Force (Between 1569
and 1574)

U.S Civil
Service Commission

Ontario Society for
Training and
Development
Professional
Committes

Stanley M.
Grabowski

Findings

Adult Educator/Human
Resource Peveloper is
competent in:

Ten roles and 80 abilities
mcluding:
—Designer of adult learming
experiences
—Skalled user of vanous
learning and training
techmques

—Research

—Eliciting the judgment of
experls

—Task and job analysis

—Group participation

Focusing on phases of the
training function mcluding:
—Needs assessment, design,
malerials, and evaluation
—Consulwant and
management roles

—Career counseling
—Consulbng

—Adult learming specializing
—Program managing
—Admmisrauoen of raming

Extensive listing of compe-
lency calegory i
—Knowledge
—Understanding

—Skill and

—Priontized Lists

—Manvation, needs,
participauon
—Process of leamning
—Access o resources
—Learmng/Aeaching
echmaques

Significance

Viewed by many as major contribu-
tor/contributions throughout the fus-
lory of the HRD and adult education
fields

Identified a systematic process for
developing compelency models, in-
cluding self-diagnosis of needs

Included supporung tablicgraphy
for assistance in each ccmpetency

Related to Federal Employee
Developmen: Specialists

Idenufied the competencies uruque
to waners and proficiency levels
needed m each of four roles; became
a foundation to subsequent ASTD
studies

Distilled a list of 10 competencies of
adult educators from a review of nu-
merous studies
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1tes) Study Title Author(s) Findings Significance
Adult Educator/Human
Resource Developer is
competent in:
" Instrucuional Joint National Sixteen Core Competencies, Was [irst major attempt loward
Competencies for ~ Society for among them: definmg competencies for insuruc-
Designers Performance and —Wrnte stalements of leammer  uonal designers for the purpose of
Instruction outcomes credentialling mdustrial ramers,
(NSPD/Dhvision of —Plan and moniror instruc- media specialists, and other HRD
Instrucuonal uonal development projects  practioners
Development (DID)
— Association of
Technelogy (AECT)
Special Cemfication
Task Force made up
of over 30 profes-
sional pracuuoners
and academics
73 Pinto-Walker Patrick R. Pinlo Including: Was a naticnwide, emprrically based
ird ASTD Professicnal James W. Walker —Marenals and program research study which resulted in a
At Traimng and developmemnt 14-1tem factor analysis on what
Development —Managing Taners acrually do in the present
Roles and —Instruction
Competencies —Research
—Professional self-develop-
ment
78 A Delphi Study of  Mark H. Rossman Knowledge and skiils of: Was a four-stage Delphi smdy to
Adult Educator Richard L, Bunmung —L earmers, environment, identify knowledge and skills
Knowledge and programmung, and process needed by adult educartors in the
Skills —The field next decade, resulung 1n 48 knowl-
—Self as [eamer edges and 53 skills 1n s1x categones
79 American Society  Accrediiation Cernfication as: Provided accreditauon i the field
for Personnel Insutute —Professional in human on two levels and seven functional
Admimstration resources areas 1n persornne] and laber rela-
{ASPA) —Semuor professional in uons ncluding wamning and develop-
Cermfication human resources ment
Study
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Date(s)

1981

1932

1983

Fourth ASTD

Study

1984

1984,
1986

1986

Study Title

1981 NSPI/DID
Jomnt Study

(AECT)

Comparative
Study of
Pracunoners

Models for
Excellence

Orgamzauon
Developmenl
(OD) Self-
Development
Competencies

Instructipnal
Design
Competencies:
The Standards
(IBSTPL) Study

Teaching Adulls:
Professional
Vocational
Teacher

Author(s)

Nanonal Society for
Performance and
Instruction (NSPI)
and Division of
Instructional
Development (DID)
of the Association
for Educational
Commurnication and

Technology (AECT).

Richard Dame!
Harold Rose

Pawricia A. Mclagan
Richard C.
McCullough

Carol Armore

RobFoshay
Kenneth Silber
Odin Westgaard and
others from
Iniernauonal Board
of Standards for
Tramning,
Performance and
Instruction (IBSTPD

Robert E. Norton
and key program
staff

Findings
Adult Educator/Human

Resource Developer is
competent jn:

Dhfficult aspects of:
—Promotng high standards
through:

—Research

—Defmution

—Measurement

—Thurty knowledges
—Thirty-seven skills

—Fifteen roles

—Thirty-one competencies
mostly knowledge and skill

~—One hundred and two out-
puis

—In possessing a srong self-
concept

—Focusing troughout on re-
sults and forming workable
stralegles

—Sixteen competencies with
accompanyng rationales,
performances, assump-
uons, conditions, behavior,
critena

—Sixroles

—F1ifty compelencies
wmcluding;
—Teaching
—Counseling
—Evaluating adult learners

Significance

Was unsuccessful in resolving issue
of competency assessment, bur later
Tounded the International Board
Standards for Training, Performance
and Insouction (IB STPI)

Was first study 10 compare profas-
sors and praciiioners

Was first ASTD study based on a se-
ries of questions e focus cn the
emerging direction of the field, with
avowed purpose of updaung the
study later

Gave definilion of Orgamzalion
Development, five phases and erght
major competencies for OD pracu-
toners

Based on the research conducted by
lhe NSPI/DID(AECT) Joumt
Cerufication Task Force; was at-
tempt 10 move beyond the cerufica-
Lon assessment difficullies

Recognized that in vocauonal edu-
cauon there are 50 compelencies
denufied and verified as unique and
important to the instruction of adulls

p
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Date(s) Study Title Author(s) Findings Significance
Adult Educator/Human
Resource Developer is
R cempetent in:
1987 Education Michael Colling Identifying nine sources of the  Warned that competency-based edu-
: A New skepucism about competency-  cation succumbs o the extremely
Perspective on based adult education behaviomstic appreach to educanon
- Competence mcluding: rather than being concerned with
—Excessive reductionism aduit leaming
- —Bedavionst feundalions
1987, Instructignal John A. Henschke —Five categories of compe- Made the case for research and prac-
1589 Perspectives tencies nce bemng closely linked in :dentify-
Inventory —Five common factors ing competencies for HRD/adult
inchuding: educators
—trust of learners
—accommodating learmer
UMmqQUeness
1983 Instructor IBSTEI —Fourteen competencies Direcied at the role of Learning
Comgetencies —Ethical standard siatements  Specialist m Human Resource
- Development
1989 Models for HRD Pamicia McLagan —Thiny-five competencies Merged Traming, Career
Filth ASTD Pracuce & Associales —Eleven roles Development, and Orgamzation
Study —Seventy-four cutputs Develcpment into a defimtion of
—More than three hundred HRD
quality requirements
“_-'_'-—_;
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Issues Related to the Chronological Table

Lindeman (1938) is the earliest centributor to the discussion on compe-
tency. He expressed concem over a deep-seated conflict in the United
States regarding the purposes of adult education. Lindeman stated theo-
TISts’ contrasting points of view as follows:
¢ Those who represent the mechanisiic viewpoint seem to believe that

adult education is designed to meet the needs of illiterate, unfortunate, or
underprivileged persons. To such theorists adult education always means
extending something which is already here; that s, extending the exis:-
ing patterns of education to an older group. The ideas with which they
surround adult education are consequently quantitative, if not siatic, 1n
character. At best, such persons seem to think of adult education in
naively instrumental terms, that 18, in terms of giving these neglected
leamers something which other people have acquired i1n the normal
course of experience. Among the mechanistic thinkers in this field, one
also finds a strong ingredient of philanthropy. They present adult educa-
tion a5 a sort of benefir to be given 10 the underprivileged.

» Those who hold the organic point of view, on the other hand, assume at
the outset that adult education represents a need that is vruversal. Itis, or
should be, designed to meet the needs of all citizens It is not merely
“meore of the same,” an extension of scmething that the privileged al-
ready enjoy, but rather, a new quality and a new dimension m education
Also, such theonsts insist thar adulc educaticn is a nght, a normal ex-
pectancy, and not charuty. Its purpose is to do something for adulis
which cannot be achieved by conventional education,

This early contrast of mechamstic and Organi¢ viewpeints on the purpose
of adult education seems 10 anucipate and underscore Collins’ (1987) as-
serticn that compeiency-based education programs were developed as a
mieans to counteract the perceived negarive characteristics and effects of
traditional approaches to education. Although Collins 15 wary of compe-
tency-based educators because of what he percerves to be their strongly be-
haviorist orientation, he states that proponents have argued that
competency-based education emphasizes acquired knowledge instead of
the learning process, life coping skills instead of disciplinary content,
leamer-centered knowledge rather than soclally— or institutionally—
centered knowledge, leamner-relevant goals instead of abstract goals, and
curriculum flexibility in response 1o changing environmenral conditions
rather than curriculum rigidity.
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Lindeman {1938), however, argued, in competency rerms, that an adult
educaror or human resource developer should know:

« First, a great deal about motivational psychology, the purposes of people,
processes by which purposes come into being, culrural hisiory, legic,
ethics, aesthetics, and contemporary social movyements including corpo-
rate purposes

¢ Second, the relation between genetics (growth) and leaming

e Third, what the work experience of students i3 and the way the students’
life 15 being conditioned by work

o Fourth; how to inierpret and make use of the knowledge of vanous
disciplines

e Fifth, how to use techniques of group work and be able to parucipate in &
group activity.

In 1548, Hallenbeck (Brookfield, 1588) focused on the need for the adult
educator to have knowledge of instructional methodology and matenals,
adult psychology, sociclogy of adulthood, history and philosophy of adult
education, adminisration, community orgamzaton, programming func-
tion, and knowledge of a partnicular subject.

Six years later Houle (1956, in Eaves, 1985) casts his competency list
more in terms of abilines. He says adult educators should achieve:

e« A sound phidosophical concepticn of adult education

e Knowledge of basic sociological and psychological concepts germane to
adult education

« Knowledge of varicus agencies i which adult educarion 1s practiced

¢ The ability [0 plan, develop, implement, and evaluate educational
acuvities

e The ability 1o train leaders

o The ability to council and guide learners

o The ability w0 develop and promote programs

e The ability to coordinate and supervise program and personnel

e The ability to evaluate

e Personal effectiveness and group leadership
In 1959, Belman and Bliek conducted the first ASTD competency study.

They made the first systematic attempt involving ASTD in determimng

what a traiming director’s duties and responsibilities were. The 1,028 tasks

were grouped into 43 task areas and allocated among eight separate, logi-
cally induced categories: instruction responsibilities, development and
preparation of programs, training evaluaton, adviser responsibiliues, ad-
ministration of traimng, general professional activities, non-training activi-
ries-related, and non-training activities-unrelared. As examples of the
forty-three task areas, one task area for each of the previously menuoned
eight categories in the order they were listed included: conducting training
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conferences, assessing training needs, following up on performance of
trainees, counseling employees on self-development, assisting line man-
agement in budgeting training costs, keeping informed on new training
techniques, serving on advisory committees, and WIIHNg job descriptions,

In 1962, Boston University invited Malcolm Knowles to start a graduate
program 1n adult education. As a foundation to this program, he published
“A General Theory of the Doctorate in Educarion” (Knowles, 1562). His
statement of the purpose for the theory is still important and pertinent
to development of 2 curriculum guide for Models for HRD Practice,
Knowles suggested that the theory's purpose was to provide guidelines that
result in a clear image of curriculum, provide a consistent basis for plan-
ning, promote functional evaluation and program improvement, and define
areas of freedom for individualization. ,

Knowles (1962) listed relevant competencies for each required function
or role set at each stage in the program, some for an educational generalist,
and others for an adult educanon specialist. The eight competencies relat-
ing to the role of adult educarion specialist were an understanding of the
function of adult education in society; ability to diagnose adult educational
needs and translate these into objectives and programs; an understanding of
the unique characteristics and processes of adults as learners; abiliry to plan  #
and execute strategies of institutional and community change; an under-
standing of the theory and dynamics of organizations; skill in selecting,
training, and supervising leaders and teachers; skill 1n institutional manage-
ment; specialized comperencies 1 the preparation of mediated marterals,
organization, and community consultations; and human relanons rraining.

In 1967, Whidock combined the findings from the first ASTD study with
some findings of earlier wnters in industrial training and 1dentified 16 gen- -
eral and specific knowledges, understandings, and abilities of trainers,
namely:

e General knowledge of an industry and its constituent elements
 Understanding of the leaming process with particular emphasis

on adult education
¢ Specific knowledge of the purpose of training
e Managemen skills and labor relations

» Teaching and evaluation methods
» Curriculum development
e Various training techniques such as role play, incident process, :

simulanon games and audio-visuals 2 .
» Abilities of conducting leaming-needs analysis, preparing written coursé % A

outlines and manuals
e Developing reinforcement and raimng transfer exercises
e Selecting and training mstructors
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¢ Counseling individual employees and administrators

o Planning new and revamping old programs

e Developing funding proposals

¢ Admimstering the training department, and resources

e Providing appropriate departmental equipment

e Marketing traimng programs as well as assisting in maintaining a high
level of employee morale,

Nadler (1970} and Lippitt and Nadler (1967) 1dentified three major FIRD
oles: Administrator, Consultant, Leaming Specialist and 11 functions:

» Developer of Personnel, Supervisor of Ongoing Programs, Maintainer of
Relanons, Arranger of Facilities and Finance within the scope of the
Administrator role

» Advocate, Expert, Stimularor, and Change Agent within the scope of the
Consultant role

e Facilitator of Learming, Curriculum Builder, and Instrucuonal Strategast
within the scope of the Leamning Specialist role.

Knowles’ theory of the docterare as well as his teaching experience be-
came the basis for his own well-researched competency lists which include
some & 10 10 roles with 7C to 80 abilines (1970, 1980, 1984, 1584, 1937).
Roles include Learning Facilitator, Program Developer, Administrator,
Teacher, Designer of Leaming Expenences, Selector of Methods,
Techniques and Devices, Skilled User of Vanous Leaming Techniques, and
Consultant. The abilities noted include, but are not limited to:

« Construcung a wide variety of program designs to meet the needs of vari-
ous situanons (basic skills training, develepmental education, supervi-
sory and management develcpment, orgamization development, gtc )

e Funcuomng as a leamning facilitaror (concept and theory of adult learn-
g, designing and implementng learmung expenences, helping leamers
become self-directing, selecting and using leaming methods, techruques,
and matenals)

o Functiomng as an admimstrator (with regard (o organization
develcopment and maintenance, and program administratiorn)

e Describing and implementing the basic steps (e.g., climarte settng, needs
assessment, formulation of program objectives, program design, pro-
gram execution, and evaluation) that undergird the planning process
adult education.

Started in 1969 and completed in 1974, ASTD's second major project fo-
cusing on competencies was entitled Professional Development Manual.
Knowles’ work was a major influence on this project. It presented 137
competencies mostly stated as abilities within the following phases of
rraining: needs assessment and problem identification, objectives plan-
ning, training design, development of traimng marterials, training effort,
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evaluation, and follow-up. Sections were added on communicarion skill;
and abilities as well as management skills and abilities in the trainer’s rols
as resource. Bibliographical matenals for each competency were included.
The U.S. Civil Service Commission (1975) targeted federal employee
development specialist effectiveness when they identified five fundamenta]
roles and 77 necessary compertencies with additional sub-competencies dis-
tributed among the roles. The roles with general responsibilities or COmpe-
tency areas are as follows:
« Career counselor, who facilitaies the selection of training and develop-
ment alternarives primarily for career development purposes
» Consulrant, who is concemed with research and development and with
providing advice and assistance on a variety of organizational problems
e Leamning specialist, who designs, develops, conducts, and evaleates
tranmg
# Program manager, who sets policy, manages the function, and interacts
with top management
e Training administrator, who coordinates, and maintains the SUppOIT ser-
vices for the training function.
In 1976, the Onrario Society for Training and Development (1979) iden-
ified an exiensive list of knowledge, understanding, and skills within 11
core competencies umque to trainers, and proficiency levels for four roles:
Instructor, Designer, Manager and Consultant. The 11 core competency/ g
acdvity areas included:
e Administration
e Communication
» Course design
» Evaluation
» Group dynamics process F
¢ Leamung theory 3
o Human resource planning - -F
» Person/organization interface £
e Teaching practice
» Training equipment and marerials management, and
» Training needs analysis.
i Also identified were a number of resource texis related to each of the four,
roles of training and development plus texts in a general category that en- ¥
compassed multiple roles. E
Grabowski (1976), after reviewing competencies in several studies, dis-
tilled to 10 the comperencies of adult educators: '
e Undersiands and takes into account the motivation and participanon pat- ;
temns of adult leamers g -5
s Understands and provides for the needs of adult leamers E
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* Is versed in the theory and practice of adult leamers

e Knows the community and its needs

¢ Knows how 1o use various methods and techniques of instruction
» Possesses communication and listening skills

* Knows how 10 locate and use educational marerials

» Has an open mind and allows adulrs to pursue their own interests
e Continues his or her own educarion

» [s able to evaluate and appraise a program.

In 1977, the Association of Educational Communication and Tech-
nology’s (AECT) Special Certification Task Force within the Division of
Instructional Development and the National Society for Performance and
Instruction (NSPI) made the first major attempt toward credenualing in-
dustrial trainers, media specialists, and other HRD pracinoners. Sixieen
core competencies resulted. They became the basis for, indeed the same
as, the 1986 IBSTPI list (discussed later in this secrion) published as
Instructional Design Comperencies.

Pinto and Walker started the third major ASTD study in 1976 and com-

pleted 1t 1n 1978. This study project on competencies had fourteen acnvi-
ties or factors:

» Program design and development

» Manage external resources

» Job/performance-related training

» Individual development planning and counselmng
¢ Tramning research

¢ Group and organizaton development

e Develop maienal resources

 Professional self-development

» Manage the training and development funcdon

» Manage internal resources

¢ Mamtain working relationship with managers

» Conduct training and development needs analysis
» Conduct training programs

= Determine appropriate training approach.

Conducted in 1976 and published in 1978, Rossman and Bunning’s
study (Brookfield, 1988) identified 48 knowledges and 53 skills, clustered
Into six categonies: adult educator, field of adult education, adult leamer,
adult education environment, adult education programming, and adult edu-
cation process. The six highest pnority knowledge statements dealt with
adult psychology, ever changing nature of the adults and their neads, one-
self as a person, change process, contemporary society, and functions of the
adult educator. The highest priority skill statements were communicating
(including listening skills), continuous self-improvement, systematic in-
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quiry, critical assessment and problem solving, diagnosing educationa; -
needs of the individual, designing leamning experiences based on need, inj. -
tiaung the self-actualization process in the adulr, encouraging creativity,
and conducting leaming experiences based on need.

Knox (1979), in Enhancing Proficiencies of Continuing Educators,
sought to put forward the concept of proficiency in contrast to competenge,
He suggested that the concept of proficiency is related 1o both knowledge
and action and thar professional proficiency is what most highly effectve
practitioners would be expected to achieve. He further indicated that the
dictionary defimbon of proficiency emphasizes high levels of competence,
adepmess, and confident conrol based on expertise, skill, and knowledge
acquired through leamning and experience. According 10 Knox, compe-
tence emphasizes only minimum, satisfactory, or moderate levels of ability, =
He adds that although this focus on minirnum achievement might be appro- :
priate for high school students who are working below par, it is inadequate ¥
for the specification of optimum proficiency by continuing education prac- §
titioners. Knox’s argument never seemed to take hold with anyone else,
Furthermore, almost without exception, all the competency models have
the type of assessment instrument which idennfiss various levels of perfor-
mance, including “high,” “advanced,” or “supenor,” or other expressions
referencing a superlative level of functioning.

In 1979, the Amencan Society for Personal Admimstration Ceruficanon
study provided two levels of accreditation each for specialists and general-
1sts 1n the field, and idenufied seven functional areas in perscnnel and labor
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reladons including waining and development. ;

In 1981, the National Society for Performance and Instruction (NSPI) §
and the Division of Instructional Development (DID) within the Asso- ;
ciation for Educational Communication and Technology (AECT) con- %
ducted a joint study which was unsuccessful in resolving the 1ssue of %
competency assessment. Later the study group dissolved and formed the”
International Board of Standards for Training, Performance, and In--?z
struction (IBSTPI) to undertake the difficult task of promoung high stan- ,%
dards through research, definition, and measurement. :Z_E

In 1982, Daniel and Rose (Brookfield, 1988) compared professor and;
practitoner competencies on 30 knowledges and 37 skills. The six h1gh651,
priority knowledges ranked as follows: the ever changing nature of the,
adulr and his needs; professionalization — a sense of mission and purp0_5=-
and of how the professional functions; community resources; desigrung 187
novative programs; functions of the adult educator; and the COlTlII'lUIlJ.EY“:‘g
its organization and power structure as well as methods of dcvelopmcDE:%
The eight skills ranked as highest priority were communicating (includiﬂg‘
listening); administration or management of adult programs, leadershJF;
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group, academic and/or community; continuous self-improvement; design-
Ing leamning experiences based on need; being accountable to the public;
fiscal aspects of the educaton process; and, as a change agent for himself,
individuals, organizations and/or the community.

In 1983, ASTD published its fourth major study. Most of the studies up
to this time had produced models focused on rasks and broadly defined
roles relating 10 the training and development field. In 1981, ASTD
launched this major study in competencies, entitled Models for Excellence,
with 102 ourputs, fifieen roles and thirty-one comperencies. Most of the
competencies were stated in terms of understandings or skills. It was the
first study based on a seres of questions focused not on what training and
development pracutioners actually did on the Job, but focused on the
emerging direction of the field.

The competencies related to such broad abilities as computer compe-
tence, intellecal versarility, and reladonship versatlity; such knowledge
as career development; understandings related to such maters as adult
learning, industry, organizauonal behavior, organization, personnel/human
resources field, training and development field, tramning and development
techniques; and such skills as:

e Audiovisual

» Comperency identification
o Cost-benefit analysis

e Counseling

« Data reduction

e Delegation

s Facihities

» Feedback

» Futuning

o Group process

e Libr ary

» Model building

e Negotiation

» Objecnves preparation

« Performance observation
¢ Presentabion

e Questioning

e Records management

e Research

e Writing.

The roles identified were Evaluator, Group Facilitator, Individual
Development Counselor, Instructional Writer, Instructor, Manager of
Training and Development, Marketer, Media Specialist, Needs Analyst,




24

ro

S

Program Administrator, Program Designer, Strategist, Task Analyst,
Theoretician, and Transfer Agent,

Amore (1984) gave a definition of organization development (OD) ang
eight major competencies for QD practiioners. Organization development
may be defined as a planned organization-wide effort that 1S supported
from the top to increase orgamzational effectiveness and health through in-
terventons in the organizarion “process,” using behavioral-science knowl-
edge. The five phases of organization development are enrry, assessmnent,
planning, implementarion, and evaluation. Armore 1dentified eight compe-
tencies as critical to the organization development practifioner:

» Possesses strong self concept

+ Develops common understanding

o Uses personal influence effectively

* Applies functional knowledge

» Uses diagnostic skills

e Formulates workable strategies

» Implements strategies effectively

e Focuses on results.

Extensive bibliographic resources were suggested for each of the five
phases.

Principal writers, Foshay, Silber, and Westgaard (1986) and the
Internartional Board of Standards for Trammng, Performance and Instrzcton )
(IBSTPI) published the results of the 1977 AECT study as [nsiructional ~
Design Competencies Manual The results were 16 competencies with ac- ¢
companying rationales, performances, assumpuons, conditions, behavior, 2
and criteria, for use by instructional designers, tramning managers, and :
raining evaluators. The 16 competencies were as follows:

* Determining projects that are appropriate for instnictional design
o Conducting a needs assessment

= Assessing the relevant characteristics of leamers/trainees

* Analyzing the characteristics of a seting

 Performing job, task, and/or contenr analysis

» Writing statements of performance objectves

¢ Developing the performance measurements

e Sequencing the performance objectives

» Specifying the instructional strategies

» Designing the instructional matenals

» Evaluating the instruction/training

* Designing the instrucrional management system

e Planning and monitoring instructional design projects

» Commurucating effectively in visual, oral, and written form
# Interacting effectively with other people
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» Promotng the use of instructional design.

Norton (1986) and key program staff at the National Center for Research
in Vocational Education at the Ohio State University developed a six-mod-
ule “teaching adults” series within the context of the other 125 modules in
the professional vocational-teacher education series. The modules are
based on 50 competencies identified as important 1o the instruction of
adults. Among the categories of competencies were these: varying insiruc-
tional techniques, establishing adult-to-adult rapport, creating a participa-
tory environment, facilitating adult independence, providing for individual
differences, increasing learners’ confidence, increasing group cohesion,
providing needed support services, and being an advocate for adult leam-
ers.

Henschke (1987) published his raiionale for keeping research and prac-
tice closely linked in Adult Educaticn/Human Resources Development.
He made the case for five categories of competencies: beliefs and notions
abour adult learners, perceptions conceming qualities of effective teachers,
rhases and sequences of the adult leamning process, teaching tips and leamn-
ing rechniques, and implementing the prepared plan. In 1989, he engaged
more than 600 adult educarors in 1dentifying common factors of adult in-
structors: teacher trust of leamers, accommodating leamer uniqueness, sen-
sihivity toward leamer needs, experience-based leaming techniques, and
preparation and delivery ef instruction.

Collins (1987) became concemed about the competency-based adult ed-
ucancn movement and 1dennfied nine sources of skepocism about it:

e Excessive reducthionism

« Behavionst foundanons

o Quest for certamnty

s Busyness syndrome

e Schooling connection and bureaucratizatdon

« Anonymirty and senal thinking

e Bureaucratic and political regulation versus communicatve competence
¢ Indusmial-commercial nexus

» Threat to adult education principles.

He warmed thar 1n wrapping a cloak of competence around an essentally
behavioristic and sttpulatory approach to education, its iruhators madver-
tently idenufied the theme for undermining the illusion that their tech-
rugue-ridden obsession guarantees concomitant performance. He further
asserted that the comperency-based mode of expression led to the mistaken
belief that human competence in vanous fields of endeavor can be reduced
to a meaningful, finite number of statements representng observable exter-
nal dara prior L0 measurement.
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According to Gilley and Eggland (1989), IBSTPI identified 14 compe-
tencies and a number of ethical standards associated with the 1ole of
Leaming Specialist in human resources development.

In 1987, Models for HRD Pracrice, ASTD's fifth major study in compe-
tencies was launched with more than 800 people involved in the revision, Jis
was published in 1989. The foreword states that Models for HRD Practice
(McLagan, 1989b) builds on the work begun in Models Jor Excellence
(McLagan, 1983). But Models for HRD Practice goes beyond the scope of
Models for Excellence. The most important changes include the addition
of organization development and career development to tramning and devel-
opment as the key components of human resource developmeri. Study re-
sults presented 35 updated competencies, 11 roles, more than 400 quality
requirements, 74 outputs, 13 ethical requirements, and 13 future key work
and busimness forces most likely to affect the future. Applicanon tools are
also provided in The Practitioner's Guide (McLagan, 1989¢) and The
Manager’s Guide (McLagan, 198%2) Of the competencies from the 1583
study, 22 were retained Nine competencies from the 1983 study were
dropped, including such broad abiliues as relationship versanlity; knowl-
edges such as career development; understandings such as personnel devel-
opment and human resources, traiming and development field, and traimng
and development techniques; and skills such as audio-visual, counseling,
futuring, and Iibrary. Thirteen new ones were added: such knowledge as
self-knowledge, such understandings as subject matter, business, organiza-
tron development theones and techniques, career development theornes and
techniques, and training and development theories and techniques; and
such skills as electronic systems, project management, coaching, reladon-
ship building, informarion sezrch, observing, and visioning. Each of the 35
competencies 1n this 1989 study was assigned to one of the following four
competency categories: rechnmical, functional knowledge and skill;
business, having a strong management, economics, or admimstration base;
interpersonal, having a strong communication base; and ntellectual,
knowledge and skills related to thinking and processing of information.
Only four of the roles from the 1983 study were retained in thus study:
Evaluator, Marketer, Needs Analyst, and Program Designer. Seven new
roles were added: Researcher, Organizational Change Agent, HRD
Materials Developer, Instructor/Facilitator, Administrator, HRD Manager,
and perhaps most important, Individual Career Development Advisor.
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concluding Comments
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weaknesses. Surely more HRD competency studies will be conducted in
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soundness of these contmued efforts will provide improvements,
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