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Which organizational and technological and training developments will become crucial
in the coming years, and what consequences will they bring to human resource
development? These questions lead to study carried ow by the faculty of Educational
Science and Technology at the University of Twente, in the Netherlands. The ultimate
goal of this research was to create an inventory of trends and developments which
professionals deem to be influential with regard to the future figure of the HRD field.

One direct catalyst for the research was the report of a similar study in the United States, invloving
HRD managers and carried out by the American Society for Training & Development (Training
& Development, May 1994, pp. 29-32). Following a brief explanation of the research plan and
methods, this article describes findings of the Dutch study, as well as comparisons to results of the
American research. It concludes with comments regarding the implications of information which
has been obtained through this investigation.

Methodology

In order to optimize the comparison potential of this with the American study, the Dutch
researchers made use of an analogous research instrument. Only minor alterations had to be made
with regard to the design and methodology. In terms of content, however, the instrument was
completely identical to the American version. The Dutch instrument took the form of a written
questionnaire which inquired about future developments in the arenas of organization, technology
and training. These developments were separated into 40 different types, and for each type, 3
questions were asked: (1) In your opinion, how great is the chance that this development will
actually take place ?; (2) How great will the effect on HRD be?; (3) How great will the effects of
this development impact your organization? The answers were to be given with the use of a 7
point scale: lowerst probability/effect (score 1) and greatest probability/effect (score 7). The Dutch
questionnaire was sent to the readers of Training & Development. In total, 161 respondents
returned the questionnaire prior to the deadline. Table 1 illustrates some characteristics of the
response group.

Two respondents failed to indicate their job function. The distribution of task and job
descriptions indicates that over half of the respondents were employed as trainer/consultant
(internal and external combined). With regard to fields of employment, the category , "Bank,
insurance & business services" stands out: 46% of the respondents (n=73) are employed within this
area

C copyright, J. Streamer, M. rd. Klink & IC. rd. Brink, 1996
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Table 1: Tasks and job description of the respondents

Industry, transport,
utilities &
construction

Bank, insurance &
business services

Government Total

Internal training manager 11 3 8 22

Internal trainer/consultant 13 17 14 44

Personnel staff/line manager 6 3 3 12

Manager external consulting agency 1 19 3 23

Trainer external consulting agency 3 29 12 44

Other 3 2 9 14

Total 37 73 49 159

The question, "how representative is the response group?" is quite difficult to answer. Reliable
figures for population characteristics of HRD professionals are severely lacking in the Netherlands.
As a result, the representativeness of the response group has been determined via available
information, namely Training and Development's subscription list, and membership in the Dutch
Association for Training Employees (NVvO). It should be noted that the latter data base has also
been used for research into the HRD profile (Van Ginkel, Mulder,& Nijhof, 1994). Both in gender
and age, the response group appears to fairly represent the Training & Development reader group,
as identified by a telephone survey in 1990 which involved 200 of this magazine's subscribers.

The only exceptions: the percent of respondents from the age group 30-34 is slightly lower than
the telephone survey indicates; while from the age group 45-54, relatively more individuals
responded. In terms of representation of the NVvO membership, the response group bears a
strong resemblance, with a slight over-representation of the 25-34 age group. In addition, 43% of
the response group in this research indicate that they are employed in the "Bank, insurance &
business services" category, while the NVvO membership roster shows only 34%. The distribution
of the respondents with regard to the size of the organization wherein they are employed is in
accordance with the distribution of the NVvO members. In summary, the response group is
representative of the subscribers to Training & Development, as well as of the professional HRD
population in the Netherlands; and the research population does not differ significantly from the
national population of HRD professionals.

Organization Developments

17 potential organizational developments were presented to the respondents, with questions as to
how likely these developments would occur in the next five years, what will be the effects on HRD
and on the organization of the respondent. As previously mentioned, the answers to these
questions were given in the form of a number on the 7 point scale. Table 2 illustrates the
responses to the organizational development questions. The average score of 5.50 or higher
indicates that people feel these developments have a relatively high chance of coming to fruition
in the next few years; therefore scores lower than this were excluded from the chart.
Of the 17 organizational developments which were presented, 10 ranked notably high in terms of
chance to transpire. The emphasis on the measurement of business results stands out as
particularly significant (see table 2, column 1, development 1). The emphasis on business results
may also be found (table 2) in nr. 8. This development, however, emphasizes the arrangement of
the organization equally as much as business results. Developments 4, 5 and 6 share the indication
that employees will be given more responsibility in the work place. This includes not only the
execution of their jobs, but also in determination of their career paths. The impact of globalization
on organizational development may be found in table 2, developments 2 and 7.
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Table 2: Organizational developments with anticipated trends for the coming five years, effect
on HRD and organization

Organizational Developments

1 Measuring business results with regard to consumer relevant
criteria

2 Communication and information-networking will exceed
business and national boundaries

3 Increased importance of the innovative capicity of
organizations

4 Increased employee responsible for own work and career path
5 Teams more responsible for total primary process
6 Employees will steer the direction of their own careers more
7 International standards and economy will permanently

influence business organization and routine
8 Increased interest in re-engineering organizations with an eye

toward high performance
9 Organizations determine their core activities; auxiliary

functions are either discontinued or carried out by temporary
employees

10 Impatience with the current pace of change will lead to
gradual and continuous reengineering of key pror..gePs and/or
gradual and continuous improvements

Probability Effect on
HRD

Organizational
Effects

6.23 5.96 6.00

6.13. 5.20 5.22

6.09 6.11 5.93

5.88 5.87 5.25
5.69 5.88 5.56
5.69 5.75 5.00
5.69 5.34 5.03

5.67 5.53 5.38

5.62 5.34 5.14

5.54 5.32 5.12

With regard to organizational trends, respondents indicated that they expect to see more
"trimming down" to nuclear activities (development 9, table 2). Furthermore, the emphasis will
continue to be placed on the innovative capicity of organizations (development 3), with the accent
on gradual, continuous development (development 10). In addition to the organizational tendencies
mentioned in the previous table, this research also examined developments which are expected to
have a relatively small chance for survival: large-scale personnel reduction (score 4.75);
Interventions causing changes in the primary processes as a result of dissatisfaction with the tempo
of the change process (score 4.76); less separation between management and employees in terms
of authority, status and roles (score 4.96). Comparison of the less likely developments with the
most likely tendencies yields some interesting discoveries. For example, respondents expect more
trimming down to only core organizational activities while simultaneously predicting less large-
scale personnel reduction. They don't appear to consider that the first of these developments
initiaites the second. That is, pulling back to the nuclear functions in an organization implies the
discontinuation of auxiliary functions, and thus the lay-off of personnel. It is also noteworthy that
substantial organizational changes the primary processes did not appear in table 2. The respondents
seem to think that the organizational changes will occur incrementally, not as a result of large-
scale, immediate intervention (table 2, development 10). This is a striking contradiction to the
currently popular concept of Business Process Engineering, wherein substantial changes are made
simply to keep up with the competition. Finally, it is also noteworthy that the professionals
expected the current distinction between employee and manager to remain as is, yet at the same
time, more accent will be placed on the significance of team building and group accountability for
the primary work process.

The effects of the aforementioned organizational developments on HRD may be found in the
column, "effect on HRD". If the minimal score of 5.50 remains the criterion for a potential
occurrence, only six of the original 17 organizational developments meet this criterion. It is
expected that the greatest effect on HRD will be a result of the organizational development,
"increased importance of the innovative capicity of organizations," (see table 2, development 3).
Also, a stronger trend toward measuring business results with regard to consumer relevant criteria
and an "increased interest in re-engineering organizations with an eye toward high performance",
(table 2, developments 1 and 8). In addition, other developments expected to have great influence
on the role played by HRD include those emphasizing the responsibility of employees for their own
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work and career paths, (developments 4,5 and 6). In summary, it may be stated that, while not all
of the expected organizational developments will have a large impact, organizational change in
terms of optimal business results and stronger appeal for personal responsibility of employees will
influence the future of HRD.

The last column of table 2 concerns the anticipated results on the respondent's organization.
Of the 17 organizational developments, only 3 appear to have a substantial chance for realization,
(again, using the criterion of a minimal 5.50 score). These three developments are: the
measurement of business results, the increased importance of innovation in organizations and
increased shared responsibility for total primary process. While not the case for all developments,
the tendency does appear in table 2, that the respondents rank the possibility of a development
occurring higher than its effect on HRD, and the effect on their own organization is even lower
than the effect on HRD. This may mean that there is a dwindling chance for certain developments
to have significant impact. Thus the respondents mutually agree that the developments will have
effects elsewhere (if at all). One explanation for this may be that, from a social standpoint, it is
inappropriate to discuss overall chances for developments (which most appear to consider slim).
It is far more acceptable to express hesitation with regard to one's own situation.

In table 2 the scores for each category are listed together. This information was also analysed
in order to determine whether there was any indirect connection between the respondents
judgement of probability for the organizational developments and their judgements regarding effects
on HRD and their own organization. The group of respondents was divided into two sub-groups:
those employed in a training/consultancy agency, and those working in the personnel or training
department of a business. Only development 8 (table 2) showed a significant difference.
Respondents employed by a training or consultancy agency estimated the chance for an increased
interest in learning organizations with an eye toward the realization of optimal business results to
be lower than their colleagues, (employed in personnel or training divisions), did. Finally, any
connection between the size of organizations and the reactions of the respondents was considered.
For this, only scores from respondents who are employed by businesses were examined, and the
44 respondents working at training and/or consultant agencies were excluded from this stage of
analysis. The businesses were categorized: up to 100 employees, 100-500 employees and over 500
employees. The analysis showed no significant pattern in any category of the organizational
developments. In other words, it appears that the relative size of a business had no significant
impact on the scoring tendencies of the respondents.

Technological Developments

Six developments which refer to the applications of new technologies were presented to the
respondents. Of these, five appear to have a good chance of realization, when using the criterion
of a minimum 5.50 score (see table 3).

Development 1 clearly stands out as the development with the greatest chance for occurrence
in the next five years: "digital electronics such as the internet will change the way information is
created, stored, used and shared." Interestingly, a large effect on HRD is not expected, and neither
is much impact on the respondent's own organization It would appear that respondents have been
influenced by the current discussions about the electronic superhighway, enough to consider it as
having a role in our society, but are less sanguine about its effects on their own personal situation.

Can this be related to ignorance, resistance? Have the respondents had less positive experiences
with informational technology developments in the last few years? Was CBT (computer-based
training) or CAT (computer-supported training) not the optimal solution for functional
shortcomings? Do many businesses still work with mainframes, and if so, are they still waiting
(for financial reasons) to replace these with even more portable and flexible systems? It is worth
noting at least one technological development which did not meet the 5.50 criterion: "the exchange
of computer information will become an important source of learning." The results of this part of
the research differ from those of organizational and training developments, when it comes to
overall trends. While organizational and training developments evidence,a steady decline from
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Table 3: Technological developments with anticipated trends for the coming five years, effect
on HRD and organization.

Technological developments

1. Digital electronics such as the internet will change the way
information is created, stored, used and shared

2. Technology in the workplace will become more portable and user-
friendly

3. The computer will be seen and used less as a main frame, and
more as a portable desktop

4. Organizational growth will spur on further exchange of
information with clients and suppliers via the computer

5. Computers and electronics will play a role in even more work
environments

Probability Effect
OD

HRD

Effect on
organization

6.11 5.01 5.15

5.96 4.48 4.81

5.90 4.31 4.57

5.81 4.30 4.77

5.57 5.00 4.85

probability to "effect on HRD" and filially lowest at "effect on the organization," the technological
developments are seen differently. There is a notable plunge throughout the second category, such
that the respondents estimate greater effects on their own organization than on HRD! Again,
examination took place of the link between the respondent's source of employment (in personnel
or training within a business, or working for training/consultancy agency), and the estimates they
made. This time, development 3 from table 3 ("technology in the workplace will become more
portable and user-friendly') seems to differ depending on they type of organization Those
employed by businesses estimated the effects on their own organizations to be higher than those
working for a training/consultant agency. In addition, any pattern relating the size of the
organization to the scoring responses was again examined, (as previously, leaving the employees
of training and consultant agencies out of the group). The analysis showed that only development
5 varies along with the size of the business. In small businesses, (with one hundred employees or
less), as well as in large businesses, (with over 500 employees), computers and electronics are
expected to play a role in even more work environments. As for the other four developments,
business size appears to have no influence. In other words, the magnitude of the organization does
not seem to be an adequate predictor for measuring the effects of new technologies on the
respondents' own businesses.

Training developments

In this category, 17 training developments were presented to the respondents and, again with the
criterion of 5.50 as a minimal score, 8 appear to have a reasonable chance for occurrence. These
developments are described in table 4. From the information in table 4, it appears that the new
models for learning will very likely have the opportunity to play a role in business the next five
years. It should also be noted that: "there will be less emphasis on the traditional training
concepts, learning will be more integrated with work" (development 1); self-guided learning and
team learning are on the rise (development 3); interest is growing m how organizations learn and
how they evaluate learning, including how it can be evaluated by temporary employees
(development 7). Further, the expectation is that training will be more strongly focused on the
performance of employees (developments 2 and 4). The diversification among the work force
appears to be an issue which is expected to have significant influence on future developments in
training. Filially, another expectation is that organizations will continue to search for the most
effective blend of centralized and de-centralized training situations. Three of the developments
which, according to the respondents, have little chance of occurring, are especially worth mention.

Two share a common theme, increased governmental support for training; these items are: the
government will become more active in business training (score 3.62), the training of specific task
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groups will be a conducted under governmental management (3.74), and support for training will
shift more from professional trainers to technical specialists (score 4.81). The last of these is
particularly remarkable; have we not been discussing the return of the training responsibility to the
line manager in the last few years?

Table 4: Training developments with anticipated trends for the coming five years, effect on

HRD and organization

Training developments Probability Effect Effect on
OD organization
HRD

1. Less emphasis on the traditional training concepts, learning will
be more integrated with work

2. More training will be delivered 'just in time' and directly within
the context of a job or task

3. Increase in self-guided learning-and team learning
4. The emphasis in business high - performance work will shift

training content away from isolated skill building and information
transfer to performance improvement and support

5. Monocultural workforces and homoge-neous customer bases are
disappearing. Companies will devote more effort to being aware
of differences and incodpo-rating diverse values into their
practices, products and services

6. Companies will continue to experiment with centralization and
de-centralization, searching for the right mix of overall direction
and local delivery of training

7. Interest will grow in how organizations learn and how they
evaluate learning, including bow it can be evaluated by temporary
employees

8. Companies with large numbers of temporary and part-time
employees are confronted with the problems of how to train,
motivate and commu- nicate with these employees

6.10 6.12 5.86

5.86 5.78 5.52

5.75 5.73 5.47
5.65 5.57 5.29

5.62 5.60 5.16

5.62 5.49 4.99

5-61 5.47 5.32

5.55 5.61 4.95

Of the eight developments which appear to have a strong probability for occurring, six have been

noted (by the respondents) to have a potentially large effect on HRD (score 5.50 or higher). Just
under the limit of 5.50 are the (de)centralization of training and the increased interest in learning
how organizations function. Of the tendencies in table 4, the respondents expectonly two of them

to have a large effect on their own situation: 'less emphasis on traditional training' (development
1), and 'just-in-time' job and task training (development 2). Once again, the researchers looked
for any influence of business size, as well as influence related to employment by a business or a
training/consultant agency. The trainers who work in a business expect that the diversification

issue will play a greater role in the business world in the next five years than their counter-parts

who are employed by training/consultant agencies. Business size, again, shows no sign of
influencing the respondents' expectations for the probability of the issue, its effect on HRD or its

effect on the organization.

Comparison with the US

As a result of using virtually the same research instrument as that developed by the American
Society for Training and Development (ASTD), the potential for comparison possibilities has been
maximized. In the American research, only HRD managers were asked to participate in the survey,

while in the Netherlands, training advisors and personnel staff were also invited to share their
opinions regarding future developments (see table 1). The Dutch research shows that the function

of the respondent had virtually no influence on his/her perception of the developments. Only in
the estimation of the effect on HRD of the measure wherein teams will play a greater role in the

5 5 3



136

total primary process (see table 2) is there evidence of a slight distinction. Due to the
overwhelming statistical support evidencing virtually no difference among respondent groups, the
total set of respondents was then compared to the set of American HRD managers. In table 5,
information concerning this international comparison is given.

Notably, the respondents' estimated effects on their own organizations are not included in table
5. In this comparison, the focus lies on what field workers find important for the coming years,
and how/if this affects HRD. The criterion used for inclusion in this table was: any category with
either a Dutch or an American HRD probability and or effect score of at least 5.50 should be
included. It should be noted that all of the technological developments would fail to meet this
'strict' criterion. The decision to compare the three top scoring issues for both Dutch and
American 'organizational developments' as well as for 'training developments' was made on an
arbitrary basis. In examining table 5, one may see that America and Holland have different "top
three' lists. In the Netherlands, the most probable items were: (1) "measuring business results with
regard to consumer relevant, criteria," followed by (2) less emphasis on the traditional training
concepts, learning will be more integrated with work and (3) "Increased interest in re-engineering
organizations with an eye toward high performance." In the United States, the three highest
scoring developments were: (1) "companies will continue to experiment with centralization and de-
centralization, searching for the.right mix of overall direction and local delivery of training," (2)
"Increased interest in re-engineering organizations with an eye toward high performance," (3)
"leadership expressed through teams will become more common." This procedure was then
applied to the developments' effect on HRD, and that yielded the following results. In the
Netherlands, the same three issues scored highest, but in a different sequence: (1) "less emphasis
on the traditional training concepts, learning will be more integrated with work," (2) "Increased
interest in re-engineering organizations with an eye toward high performance" and (3) "measuring
business results with regard to consumer relevant criteria." The scoring behavior of the American
HRD managers shows that two of the three issues returned to take place in the "top three" list: (1)
"increased interest in re-engineering organizations with an eye toward high performance," secondly
-a new addition to the top three list- (2) "increased importance of the innovative capicity of
organizations" and (3) "companies will continue to experiment with centralization and de-
centralization, searching for the right mix of overall direction and local delivery of training."
Clearly the above summary shows that those employed in the Dutch training field are quite
strongly in accordance with the American HRD managers. Five of the developments listed in table
5 were considered significant enough to rank at least once in the "top three" key issues. Only one
development, "leadership through teams will become more common," was nominated just a single
time in the (American) top three. The other 11 developments are less worthy of 'honorable
mention,' despite the fact that they have a score of 5.50 or higher!

Afterward

In the research, "the future of HRD," training and personnel staff were asked 40 questions about
organizational, technological and training developments. They were given the chance to predict
which trends and issues would play key roles in the field of HRD throughout the next few years,
if they will affect HRD and if they will affect their individual organizations. The research was
carried out in the Netherlands following a similar (almost identical) study in the United States.
While it may be argued that the response group comprises a fair image of the Dutch HRD
professional population, the researchers realize that the eagerness to participate in this type of study
is generally minimal. After repeated requests, the total number of respondents was increased to
161. The relatively low reaction was most likely caused by the fact that this type of research
usually yields little or narrowly focused information On the other hand, it should be mentioned
that the interest for this type of information is usually rather wide-spread. Don't we all wish it
were so simple to determine whether the company were on the right course, or whether the
individual HRD professional were on target. A comprehensive study investigates corporate as well
as individual information from a peer group, and certain issues are determined to have national,
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Table 5: Comparison of the Netherlands (n=161) with the US (n=90)

Development Probability in Probability in Effect Effect
NL US on HRD on HRD

NL US

Organizational Developments

1 Measuring business results with regard to
consumer relevant criteria

2 Increased importance of the innovative capicity
of organizations

3 Increased interest in re-engineering
organizations with an eye toward high
performance

4 Teams more responsible for total primary
process

5 Increased employee responsibility for own work
and career path

6 Employees will steer the direction of their own
Cane= MGM

7 International standards and economy will
permanently influence business organization
and routine

8 Employers will have to work harder to earn
their employees trust

9 Leadership expressed through teams will
become more common

Training developments

10 Less emphasis on the traditional training
concepts, learning will be more integrated with
work

11 More training will be deliverd 'just in time' and
directly within the context of a job or task

12 Increase in self-guided learning and team
learning

13 The emphasis on business high-performance
work will shift training content away from
isolated skill building and information transfer
to performance improvement and support

14 Monocultural workforces and homogeneous
customer bases are disappearing. Companies
will devote more effort to being aware of
differences and incorporating diverse values
into their practices, products and services

15 Companies will continue to experiment with
centralization and decentralization, searching for
the right mix of overall direction and local
delivery of training

16 Companies with large numbers of temporary
and part-time employees are confronted with
the problems of how to train, motivate and
communicate with these employees

17 Training delivery will continue to shift from
professional trainers to nontrainers such as
managers, team leaders and technical specialists

6.23 5.60 5.96 5.60

6.09 5.55 6.11 5.95

5.61 5.90 5.53 6.10

5.69 5.70 5.88 5.70

5.88 5.50 5.87 5.45

5.69 5.30 5.75 5.15

5.69 5.60 5.34 5.60

5.03 5.70 4.99 5.70

5.32 5.80 5.44 5.50

6.10 5.45 6.12 5.60

5.86 5.75 5.78 5.75

5.75 5.05 5.73 5.65

5.65 5.65 5.57 5.80

5.62 5.40 5.60 5.40

5.62 6.20 5.49 5.85

5.55 5.50 5.61 5.60

4.81 5.35 527 5.60

even international importance and influence. How the information will be used (if at all) will be
determined by the organization or HRD professional individually. The aforementioned feedback-
function of the information collected through this research is not only valuable in HRD practice,
but also to researchers in the field of HRD. For this group, generally somewhat less in touch with
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the actualities of HRD (this comment often heard reproachfully), the research, "the future of HRD,"
may be useful as the input for the formulation of programming suggestions for research in business
training. Taking the "top trends" seriously and positively influencing HRD practice would
evidence the importance of HRD's alliance with the field of training research. Surely this research
has left some readers unsurprised, but for those readers, this may at least confirm their suspicions.
For others, this has been new and useful information. Clearly in the Netherlands, as well as in the
United States, the battle between creating innovative organizations which produce optimal results
continues to rage. Issues including business results, wishes of the clients and the consumers, the
increased importance of organizational changing capacity, the integration of learning with working,
the search for the most effective mix of (de) central training and leadership through teams and
more will continue to fertilize and mould the field of HRD, especially in the immediate future!
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