
SECTION 2 CASES, EXERCISES, AND QUESTIONS FOR REVIEW

CHAPTER 1tc  \l 21 ""
CASE QUESTIONStc  \l 3 ""
1. How did Domtar’s strategies align with its mission? Explain your answer.

As stated in the text, strategies define how the organization will go about accomplishing its mission. In fact, strategies attempt to optimize the match between the organization’s mission, what is occurring or is projected to occur in the external environment, and the organization’s internal operations. Domtar’s mission is based on the three pillars of the company: “customers, shareholders, and ourselves.” 

The first part of Domtar’s mission is “to meet the ever-changing needs of our customers.”  This is aligned with Domtar’s strategic goal of becoming a preferred supplier. This competitive strategy focused on being innovative in product design, high in product quality, and unique in customer service while keeping costs down. In order to successfully implement this strategy, Kaizen was introduced and all employees received corresponding training. Kaizen is a process for developing new and more effective ways of doing things and eliminating unnecessary processes (which reduces costs). As a result, Domtar established a culture of continuous improvement which allowed it to address its constantly-evolving customer requirements. Customer service training was also a part of this strategy. 

The second part of the mission is “to provide shareholders with attractive returns.” This part of the mission is aligned with the strategic goal of return on investment.  Actions related to this strategy were participation in the consolidation of the industry and increasing its critical mass. This was accomplished through sound management policies and through joint ventures and acquisitions.  These actions helped Domtar become more competitive and improve its credit rating on its long term debt, returning it to “investment grade.”

The third part of the mission is “to create an environment in which shared human values and personal commitment prevail.” This was aligned with the strategic objectives of improving employee performance, communicating the Domtar values, clarifying individual roles and fostering better communication between employees and managers.  These goals were accomplished through the development of a performance management system and through training so that all employees both understood the proposed changes and gained the skills to achieve them. 

2. Given the difficulty of organizational change, what factors contributed to the success at Domtar? How did Domtar’s management at all levels contribute to reducing resistance to change? What else might they have done?

A compelling need for change was established.  The reasons for change were communicated and in many ways obvious.  Essentially, Domtar was in serious trouble, so this made the changes easier to understand by the employees. As Royer noted that “it is only ‘ourselves’ that are able to have any impact on changing the company.”  

Domtar recognized the need for and introduced change at all three levels; the organization itself, groups and their interrelationships and individuals within groups. In terms of the organization itself, Domtar deployed a new mission and strategic direction which acknowledged the value of employees while targeting areas of change. Top level commitment to the changes was demonstrated through the implementation of Kaizen. The introduction of the new performance management system was also evidence of this commitment, and represented a system wide change that provided financial incentives for employees to share in the financial growth of the company.  This helped to reduce potential resistance to the changes. In addition, through Kaizen, effective training was structured as a continuous performance improvement process to be integrated with other systems and business strategies.

The Kaizen process itself creates change in terms of how groups work together and how individuals within groups interact.  Through Kaizen training and applications, a cultural change of continuous improvement and openness to change was introduced. At the individual level, Domtar addressed employee KSAs and motivation through involving employees in the change process and through education and training. Involving employees develops commitment to the change. Training (Kaizen and customer service) assisted in educating employees regarding the mission, strategy, and objectives of the organization, and how these objectives translated to each employee’s job. The training provided the individuals with the KSAs they needed to make the changes needed successfully. 

Other ways Domtar addressed potential areas of resistance include the following:

Domtar’s management further demonstrated commitment by participating in the training, kicking it off and returning to answer questions. As well, lower level management received skill training on how to address employee issues effectively. As a result this demonstrated commitment to the change and emphasized its importance, which in turn facilitated integration.

It is clear that the changes at Domtar were successfully implemented. One area that does not seem to be fully addressed is the organizational structure and the design of jobs, ensuring that work is allocated appropriately and organizational systems are supportive of the change. In addition to the training, other mechanisms such as facilities, machines and equipment could have been put in place to enable the desired performance to occur.

3. What were the major HRD challenges associated with Domtar’s acquisitions and joint partnerships? How these challenges addressed and what were were the risks associated with these approaches?

As stated in the case, the major challenge was integrating the new companies and joint ventures into the “Domtar way.” To address this challenge and in order to set the climate for change, a plan was set out for all employees to receive training so they would understand Domtar’s culture and know how to service customers in the appropriate manner. The importance of the training was reflected in always having a manager kick it off and later return to answer questions about the training. As well, each supervisor received skill training on how to address employee issues effectively. As a result, this showed that the company was truly committed to the program and thus facilitated the integration of Domtar’s culture into the new employees’ way of life. 

Risks associated with these approaches include monetary losses if training proved to be unsuccessful with in developing employee KSAs.  Also, there is risk of rejection of the “Domtar way.” A training failure in this area could result in employees becoming apathetic or resentful, possibly resulting in increased turnover and absenteeism, decreased productivity, or even sabotage. 

4. Take the critical facts in the Domtar case and place them into the appropriate phases of the training model presented in the chapter. Begin with the triggering event and provide a rationale for why each fact belongs in the phase in which you have placed it.

The phases of the training process model include needs analysis, design, development, implementation, and evaluation. The training process begins with some type of triggering event, where actual organizational performance is less than expected. In the Domtar case, the triggering event was described in the beginning paragraph of the case. In particular, Domtar had no clear goal, was unable to compete within its industry, had a poor debt rating and half of the organization was in “trouble areas.”

This then lead to the first phase, the analysis phase which consists of data gathering and causal analysis to determine which performance problems should be addressed by training. The case does not describe how the analysis was conducted, only the actions taken, which, by implication point to the results of the analysis. Royer determined that the gap was caused by a lack of a clear mission and appropriate strategic direction. He recognized that the tactics of each unit in Domtar needed to be supportive of the strategic direction. In any case it was determined that the following needs existed:

· Employee understanding of the new mission and strategies and their rationale.

· Employee KSAs in Kaizen and customer service.

· Integration of employees in merged or acquired companies into the “Domtar Way”.

In terms of who needed training, Royer understood that for the new strategic direction and focus to be successful, everyone needed to both understand the changes being proposed and have the skills to achieve them.

The design phase is a systematic process for determining training objectives and the most effective method(s) to use (given organizational constraints) to achieve the objectives. The case does not go into detail in describing any methods used in the training or provide training objectives.   No constraints were described in the case. The case states that Domtar hired the Kaizen guru from his former company, as well as implementing a performance management system which would both be considered to be supportive of the training.  

The development phase includes program development which is a process of formulating an instructional strategy where all the relevant material for the training is put together. Again, the case does not describe this process.  Of note is the fact that managers kicked of and returned for questions for the training (though it is not clear if this occurred for all training or only that for employees in merged/acquired companies.

The implementation phase is where all aspects of the training program come together through a dry run, pilot testing or the actual training. The case does not describe this process. 

The evaluation phase, involves determining the success of the training based on the training objectives. Since specific training objectives were not identified, this can only be implied from overall Domtar success following the turnaround.  This included increased net earnings and inclusion in the Dow Jones sustainability index. This would not have been possible unless the training had been successful. 

EXERCISEStc  \l 3 ""
1.  Review the material in Training in Action 1-3. Assume that you were hired to develop a training program for these CSRs. Write down what you believe are the four most important KSAs your training must address and your reasoning for selecting these. If done as a group exercise, allow each member of the group to share the KSAs they identified, and their reasoning. Then reach a group consensus as to the four most important KSAs and your rationale for including each KSA. Each group will then report to the rest of the class.
Tips:  The primary goal of the exercise is to see if students are able to distinguish between knowledge, skills, and attitudes. The CSRs do not need training in the correct procedures to use.  Many however, need to improve the skill with which they are able to apply the procedures. Thus, answers that identified skills in the area of problem solving or conflict resolution would be appropriate. Some CSRs have attitudes that are contradictory to the desired behavior. To determine if training can be developed to change the attitudes one would have to identify the cause of the attitude. In this case it is probably the belief that “using the correct procedures wasn’t important.”  However, this is not certain; thus, answers that indicated that more information was necessary before attitudinal training could be developed would be preferred over answers that focused on training directed at attitude change.

2. In small groups, discuss the training responsibilities of supervisors and managers who are not a part of the HRD department. Prepare a list of what the responsibilities might be and a rationale for your choices.
Tips:  The goal of this exercise is to get students to see that training plays a part in almost any career. To achieve career goals, employees must attend training. Supervisors and managers are responsible for identifying the training needs of their subordinates, helping to identify and evaluate the training they receive, engaging in some training activities as a trainer, and taking an active role in determining their own training. It is intended as an in-class, small group exercise in which the small group arrives at a consensus about the issue and reports their ideas to the class at large.  This exercise can be especially interesting when you have students who are working full time. In such cases it is useful for them to use their own experience. Another idea is to have those working compare their information with those who are not working which leads to a comparison of what individuals believe would happen and what actually happens. 

3.
Identify two organizations with different environments and core technologies. Describe what these differences are. Indicate how the HRD strategies of these companies might be similar or different. Provide a rationale for your conclusions based on concepts in the chapter.
Tips:  This question is sort of a trick question, so do not assign it unless you are willing to address that fact that this HRD strategy is not discussed in any depth until Chapter 2.  We sometimes use this question to get students to discuss HRD strategy and its relation to business strategy prior to reading the text.  We are not looking for in depth answers here, just a discussion of the major concepts such as environment and technology and how these help to shape the organization’s competitive strategy, which in turn influences the strategy developed by HRD to support the competitive strategy.
4.
Conduct an interview with a small business owner or manager. Get a good understanding of how they approach training in their company. What differences do you see in how this company approaches training and what has been described in this chapter? What are the reasons for this?
Tips:   This is the most difficult exercise of the four, both in terms of the work and the level of analysis required.  The purpose of the exercise is to help students understand the differences between larger and smaller organizations in terms of budget, people, time, and expertise allocated to formal and informal training activities. Ideally, students will be able to recognize the similar levels of importance placed on training by the different-sized organizations, as well as the increased amount of flexibility, innovation, and adaptability required of the smaller firms in providing employees with the competencies necessary to perform effectively. Class discussions of what the students have discovered are typically very attention getting and result in a great deal of participation.  Because of the extra effort and higher level of analysis required, we recommend that it be given a higher weight relative to any of the other exercises in this chapter. Depending on the extensiveness of this information, it is sometimes useful to continue to refer to it as you go through the various chapters and discuss the implications of the various chapters to the small business. This hands-on material can become very meaningful to the students.

QUESTIONS FOR REVIEWtc  \l 3 ""
1. Describe the relationship between HR and HRD functions in a large organization.  How might a small organization handle the responsibilities of these two areas?

In large organizations the HRD function is a subsystem of the HR function, which is a subsystem of the whole organization.  The organization’s mission, strategies, etc. all represent sources of input into the training subsystem that are filtered through the HR function.  These inputs are translated by the training subsystem into useable input (organizational and employee needs, training budgets, etc.).  This input is then used to produce the outputs of the training system.  The training function is typically staffed with specialists, has layers of management, and has greater coordination difficulties between different parts of the training process.

Typically in smaller organizations these two functions will be combined into one function.  Smaller organizations can operate effectively with a less formal and systematic approach to training than larger organizations.

2. Consider the following problem solving model. Based on the discussion in this chapter, describe how the training process model is or is not consistent with this model?

Problem Solving Model

A.  Define and understand the problem

B.  Determine the cause of the problem

C.  Identify potential solutions to the problem

D.  Select the solution providing the most benefits for the least costs

E.  Develop an action plan

F.  Implement the action plan

G.  Evaluate and, if necessary, modify the solutions

Training Process Model

The needs analysis (organization, operations, and person) phase of the training process model (TPM) involves steps A and B of the problem-solving model.  The process phase of the TNA identifies problems the organization faces and determines which of these is caused by a lack of KSAs and which are due to other causes.  At this point the problem solving model and the TPM are the same.  From this point on, however, the training process model focuses only on problems caused by the lack of KSAs (training needs).  The problem-solving model is not limited to a particular type of cause.

The Design Phase of the training process model identifies and examines the alternative methods for meeting the training needs.  The first step in this process is determining the objectives for the training (reaction, learning, transfer, and organizational outcomes).  The second step is identifying the factors that will be necessary to facilitate achieving the objectives and the constraints that the training solution must operate within.  This closely parallels step C in the problem-solving model.  

The Development Phase of the TPM is where the instructional strategy is formulated.  Method(s) for meeting the training objectives are evaluated and those providing the best likelihood of achieving the objectives within the constraints are included in the strategy. Likewise, the design factors are examined and ways of providing those factors necessary to meet the objectives (facilities, equipment, and such) within the constraints are identified and incorporated into the plan. This parallels steps D and E in the problem-solving model. 

The Implementation Phase in the TPM is carrying out the plan. This is essentially the same thing as step F of the problem-solving model.

The Evaluation Phase is again a very similar process in both models.  However, in the TPM the evaluation component also includes process evaluation.  This means that each phase in the TPM is evaluated in terms of how well their outcomes met the needs of the next phase.  There is no similar component in the problem-solving model.

3. What are the significant legal issues that the training unit must take into consideration when conducting training activities? Describe how these issues might create challenges for HRD.

Laws related to equal employment opportunity, affirmative action, and sexual harassment, have placed legal requirements on businesses that affect how training is managed.  Training that has an impact on employment decisions such as promotion or job placement must demonstrate a clear relationship to job requirements if there are disproportional effects related to gender, age, and other protected classes.  In addition to the training that is provided to prevent sexual harassment and show “good faith effort”, the training environment for all training programs must be free of any forms of harassment.   Certain types of training are required by regulatory agencies such as OSHA and state agencies responsible for health and safety.  HRD units must understand the company’s liability for any illness or injury that trainees sustain as a result of training or improper training.  Likewise, employers are also liable for injuries to non-employees resulting from a poorly or incorrectly trained employee. HRD must also conform to confidentiality regulations and to copyright law.  

The student should also provide examples of how these legal issues can impact training.
4. Describe ways in which training units can go about meeting the challenges they face which were described in this chapter. Provide a rationale for your answers.

Examples of Opportunities for Aligning HRD Activities with Business Strategy

· Closer tie to business results

·  More strategic role for HRD
HRD opportunities can be realized through:

1. Development of systems/programs that help HRD staff align their activities to strategic goals. This is particularly important for training activities and reward systems.

2. Programs that assist in determining the ROI of HRD activities.

3. Proposals for training should describe the deliverable outcomes, how they link to the business strategy, the anticipated ROI and the process for measuring outcomes.

Some HRD Opportunities Related to Managing Talent Due to Changing Demographics

· Better retention

·  More attractive work place for labor pool
HRD opportunities can be realized through:

1. Programs supportive of diversity.

2. Programs helping employees understand the legal and organizational policy requirements and sanctions relating to discrimination and harassment.  

3. Programs helping companies use technology to assist in meeting the lifestyle needs of the younger generations by allowing more employees to work outside company walls. These new work arrangements will require new workflow systems and management processes, and training will be a key tool in this change process.  

4. Programs helping companies develop mentoring and coaching programs to fill the knowledge and leadership gaps created by retirements. 

5. Programs that focus on the recruiting and selection process

6. Programs that improve retention of knowledge workers

7. Programs that assess and track job requirements and employee competencies (HRIS systems)

8.  Development of innovative knowledge delivery systems that create more knowledgeable workers more quickly. 
Some HR Opportunities Related to Quality and Continuous Improvement

· HR becomes central to the development of competencies required for key operations.

· HR activities become characterized by their quality and continuous improvement.
HR opportunities can be realized through:

1. Programs helping companies with continuous improvement systems (e.g., lean manufacturing, Kaisen, etc.).

2. Programs helping companies achieve and maintain certification.

3. Programs helping companies integrate training into continuous improvement systems.

4. Programs helping companies integrate quality and continuous improvement into their HR units.

1. Partnerships with academic institutions.

Legal issues have been discussed in the previous question.
5. Define and provide an example which was not used in the text of the following:

Knowledge (three types)

Declarative Knowledge: A person’s store of factual information about a subject matter.  Examples would be knowledge of the legal requirements for hiring, the safety rules in a plant, and the names and titles of a company’s executives.

Procedural Knowledge: A person’s understanding about how and when to apply the facts they have learned. Examples of this type of knowledge are

· Understanding of the order and conditions under which the steps in machine trouble-shooting are performed

· Understanding how motivation and knowledge are related to human performance

· Knowledge of stress reduction techniques and their advantages and disadvantages

Strategic Knowledge: The highest form of knowledge, this knowledge consists of the person’s understanding of what she knows and the rules or cues she uses to determine whether and how that information is related to other information (e.g., a problem or decision she faces). This type of information is used for planning, monitoring, and modifying the person’s goal-directed activity. While we engage in this type of learning frequently it is difficult to give examples, because it is essentially learning how to learn. Thus, its effects on behavior are more indirect than direct.  However, some examples might be learning how to manage a department or learning how to invest money to achieve a particular lifestyle upon retirement. 
Skill (two levels)

Compilation (skill): A person’s level of proficiency at something during the time in which they are acquiring the skill, have recently acquired it, or have not used it for a long period of time. It is characterized by the person consciously thinking about what they are doing while they are performing the skill.  Examples of skill development at the compilation level consist of any behavior that is first being learned, such a driving an automobile, riding a bicycle, typing, etc.

Automaticity (skill): A person’s ability to perform the skill without really thinking about what they are doing. This is also referred to as skill mastery. Any set of behaviors that has been so well learned that the person doesn’t have to think about them can be said to have been developed to the automaticity level.  For example, the typical person in driver’s education can be said to drive a passenger automobile at the compilation level. A professional stock car racer can be said to drive the same automobile at the automaticity level.

Attitude
Attitude:  Attitudes reflect the employee’s beliefs and opinions that support or inhibit behavior. For example, employee beliefs about management, unions, and training programs.
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