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This study, conducted in Germany, is an extension of the study on HRD profiles in
Europe, that the University of Twente started in 1992. The survey is based on a study
on the job profiles of HRD practitioners in the United States carried out by the
American Society for Training and Development (ASTD). An impression of new or
changed HRD roles is obtained as well as a role profile for the German
Instructor/Facilitator.

Since 1980 research projects have been carried out concerning the content of Human Resource
Development (HRD) jobs. In the first investigations the emerging profession of HRD practitioners and
their professionalisation was the incentive (Nadler, 1980). In the recent years quality and standardization
of qualifications have become more and more in the focus of interest (McLagan & Suhadolnik, 1989;
Arnold & Huge, 1990).

In 1992 the University of Twente started with a study on HRD Profiles in Europe. The aim of this
study was to contribute to the field description of HRD in Europe. The information gathered in this study
could not only contribute to the professionalisation of both the HRD profession and its practitioners but
could also be useful in the light of harmonizing qualification structures (de Rijk, Mulder & Nijhof, 1994;
van Ginkel, Mulder & Nijhof 1994).

In 1992, five countries participated in the study of the University of Twente; The United Kingdom,
Belgium, Northern Ireland, Italy and The Netherlands. The survey resulted in a description of the context
in which HRD practitioners in those countries are working, and in role profiles, consisting of core outputs
and core competencies. These role profiles were compared with the eleven role profiles compiled by
ASTD in 1989 (de RiA, Mulder & Nijhof, 1994; van Ginkel, Mulder & Nijhof 1994).

The aim of the survey in Germany was to do the same for the German practitioners and since the
environments in which HRD practitioners function have not been static since 1989, when the ASTD
compiled their HRD roles, the survey is also used to obtain an impression of "new* or *changed* MD
roles.

The Design of the Role Study in Germany

In Germany the field of HRD has developed into an essential component of most organizations
(HOlterhoff & Becker, 1986). The increasing importance of the development of human resources, as one
of the strategic factors in private enterprises and public agencies, is not reflected in the information about
the HRD field in general and its practitioners in particular (von Bardeleben, B011, Drieling, Gnahs,
Seusing, & Walden, 1990). The available information in Germany in relation to HRD practitioners is
incomplete and often descended from studies with another main purpose than gaining information about
HRD practitioners (Arnold & Huge, 1990). Until now job profiles of HRD practitioners are indefinitive
and HRD roles are indistinctive (Alt, Sauter, & Tillman, 1994).

Job Profiles of HRD Practitioners. In the survey of the ASTD, an HRD job is seen as a set of
different roles with different outputs. A role is described as a functional domain defined in terms of
outputs and competencies. An output is defined as a product or service that an individual or group
delivers to others. A job profile consists of a description of the job content, and an overview of the
competencies required to fulfil the role during the next three to five years. A competency is described as
'an area of knowledge or skill that is critical for producing key outputs' (McCullough & McLagan, 1983;
McLagan & Suhadollui, 1989) .

© copyright, Odenthal & Nijhof 1996

7-1

176



In the ASTD study eleven role profiles were compiled Marketer, Needs Analyst, Researcher, HRD
Materials Developer, Organization Change Agent, Instructor/Facilitator, Program Designer, HRD
Manager, Administrator, Individual Career Development Advisor and Evaluator (see table 1).

Table 1 : ASTD roles (Source: McLagan & Suhadolnik, 1989, p.20)
1. Marketer. The role of marketing and contracting for HRD viewpoints, programmes and services.
2.Needs Analyst. The role of identifying ideal and actual performance and performance conditions and
determining causes of discrepancies.
3.Researcher: The role of identifying, developing, or testing new information (theory, research, concepts,
technology, models, hardware and so on) and translating the information into its implications for
improved individual or organizational performance.
411RD Materials Developer. The role of producing written or electronically mediated instructional
materials.
5.0tganization Change Agent: The role of influencing and supporting changes in organization behavior.
6.1nstructor/Facilitator. The role of presenting information, directing structured learning experiences,
and managing group discussions and group process.
7.Program Designer The role of preparing objectives, defining content, and selecting and sequencing
activities for a specific intervention.
8.11RD Manager. The role of supporting and leading a group's work, and linking that work with the total
organization.
9.Administrator. The role of providing co-ordination and support services for the delivery of HRD
programmes and services.
10.1ndividual Career Development Advisor. The role of helping individuals to assess personal compe-
tencies, values and goals and to identify, plan and implement development and career actions.
11 .Evaluator The role of identifying the impact of an intervention on individual or organizational
effectiveness.

Since 1986, when the ASTD started with this study, almost ten years have passed. In these past ten
years the environments in which HRD practitioners function have not been static. Economic stagnation
and organizational developments have put their marks on HRD in Europe. Although HRD is seen as an
important strategic factor, companies have also discovered HRD as a cost-center. This increasing
awareness of costs makes that HRD departments often have to sell their services to other departments
within the company and even to Third Parties (Siegers, 1995). Besides this outsourcing of HRD, 'Total
Quality Management' and the 'Learning Organization' present new challenges to HRD practitioners
(Feuchthofen & Severing, 1995; Marsick & Watkins, 1992). These changing environments might have
led to new or changed roles for the HRD practitioners.

For this reason, the survey in Germany, was not only used to validate the roles of the German HRD
practitioners with roles compiled by the ASTD, but was also used to get an impression of new or
changing roles of HRD practitioners.

Research Questions. The following research questions were formulated:
1. What are the roles of German HRD practitioners and what are their outputs?
2. Which competencies are necessary to perform the HRD roles and what level of expertise is required?
3. What are the communications between the ASTD roles and those in Germany?
4. Do German FIR]) practitioners hold other than the ASTD roles?
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Methodology

Following the survey procedure of the University of Twente in 1992, the survey in Germany was
conducted in cooperation with a professional association that comprises practitioners, working in the field
of MD. This is the Bund Deutscher VerkaufsfOrderer and Trainer (BDVT), a leading organization of
German HRD professionals.

The questionnaire was translated and adapted to German. It had appeared that respondents had
difficulties to make a distinction between their whole job and a specific role. For this reason, the division
of the German questionnaire was altered to make it clearer and at the same time it was shortened. The
questionnaire consisted of four parts. The first part of the questionnaire was to get a description of the
context in which the German HRD practitioners function. In part two, jobs were analyzed in terms of job
tasks and the eleven ASTD roles. Part three and four were centered around the outcomes and
competencies described by McLagan (1989).

Results

Response group The questionnaires were send out on November 1, 1995. The results described in this
paper are based on the questionnaires that were returned on December 15,1995. The questionnaire was
mailed to all members of the BDVT, residing in Germany (n=998). Fifteen members were residing in
other European countries and received no questionnaire. From the 998 mailed questionnaires, 178 were
returned. This is a response rate of 17.8 %, a common response rate for comparable mail surveys. Results
of the follow-up conducted in the middle of December were not yet available. From the 178
questionnaires, 170 could be included in the analysis. Eight questionnaires were left out because they
were not completed for various reasons.

At this point little can be said about the representativeness of the response group. As already
mentioned, little is known about the whole population, the German HRD practitioner. Even the most
fundamental data, like for example the total number of HRD practitioners, do not exist (Alt, Sauter &
Tillman, 1994). An additional problem is the law that protects the privacy of the individual. Organizations
are often not allowed to give the scarce information they possess to a third party.

New or Other Roles of German HRD Practitioners. The respondents were asked whether
there were other roles than the eleven ASTD roles in their job.

Of the 170 respondents 62 (36.5%) answered that they fulfil, in their job, one or more roles different
from the eleven ASTD roles. To be able to categorize the roles, based on the description that the
respondents gave, the following four categories were defined.
1. Roles of the ASTD; These roles were mentioned as 'different', but from the description it appeared

that it was one of the eleven original roles of the ASTD.
2. Roles inside the Human Resource area Roles situated in the HR area but not in the HRD area as

defined by McLagan. The HRD area is within the larger human resource area This larger area
includes the other organizational functions that affect people's performance but do not use
development as their primary mechanism of influence (McLagan, 1989, p.3).

3. Roles outside the HR area; Roles that are not situated in one of the area's of HR as described in the
Human Resource Wheel (McLagan, 1989, p.6).

4. Potential new HRD roles; New HRD roles that are situated in the HRD areas; Training and
Development, Organization Development and Career Development (McLagan, 1989, p.6).
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Table 2 : New or Changed Roles of German HRD practitioners (n=62)
Category Frequency Percentage

1. Roles of ASTD 31 40.8
2. Roles inside Human Resource area 10 13.2
3. Roles outside Human Resource area 15 19.7
4. Potential new HRD roles 20 26.3

(missing O)
Tntsal RA* Inn n
(* respondents could name more than one role)

Roles in category 1. Roles comparable to the role of INTraucroa/FAatrrAroR and the role of HRD
MANAGER were mentioned both six times. The NEEDS ANALYST was mentioned four times, the
RESEARCHER and ORGANIZATION CHANGE AGENT both three times. Roles comparable to the MARKETER,
HRD MATERIALS DEVELOPER and PROGRAM DESIGNER were mentioned twice. ADMINISTRATOR, CAREER

ADVISOR and EVALUATOR once.
Roles in category 2. In this category, five times roles from the area of EMPLOYEE ASSISTANCE were

mentioned, two times roles from the HR RESEARCH AND INFORMATION SYSTEMS area and two times the
area SELECTION AND STAFFING.

Roles in category 3. The roles mentioned in this category were management roles, other then the
HRD MANAGER (seven times) and marketing roles outside the HRD area (six times).

Roles in category 4. In this category two groups of roles were mentioned. The first group was named
'MERCHANT' and the second 'Comm'.

The role of Merchant seems to be a combination of elements of four ASTD roles, the MARKETER,
HRD MANAGER, ADMINISTRATOR and EVALUATOR and some new elements needed to 'run a business'.

The role of COACH differs from the ASTD role of hantucrort/FAcairmat The role of
INSTRUCTOR/FACILITATOR stresses on presenting information, directing structured learning experiences,
and managing group discussions and group process. A CoACH, according to the seven respondents that
mentioned it as one of their roles, 'accompanies' an individual or group to a common goal.

Roles that Jobs consist of

The respondents were asked to mark the main roles that their job consist of. Four roles were mentioned
by at least 50% of the respondents (n=170). These are the roles of the NEEDS ANALYST, the
ORGANIZATION CHANGE AGENT, the INSTRUCTOR/FACILITATOR, and the PROGRAM DESIGNER.

The main roles appear to differ per role on which most working time is spent on. As table 3 shows,
121 of the 170 respondents spend most of their working time as haraucroa/Faciurrxrat The main
roles of this group correspond with the main roles of the whole group respondents. To get a impression
whether there is a difference between jobs performed internal and external, the group that spends most
time as INSTRUCTOR/FACILITATOR was split up. Internal are those practitioners employed by an
organization which core business is not training and development. External are the independent
practitioners and practitioners employed by training and development organizations. The division of the
group that spends most of their working time as Instructor/Facilitators, in external and internal working,
learned that the role of ORGANIZATION CHANGE AGENT is named by 80% of the external (n=76) and by
37.5% of the internal instructors (n=40) (Five instructors could not be assigned to being internal or
external working, they were left out of this analysis).

In the group that spends most working time as ORGANIZATION CHANGE AGENTS(W10), AT LEAST
50% OF MARKED THE FOLLOWING FOUR ROLES; MARKETER, INSTRUCTOR/FACILITATOR, ORGANIZATION

CHANGE AGENT and HRD MANAGER. The group that spends most working times as MARKETERS (n4)
named also four roles; MARICETER, NEEDS ANALYST, ORGANIZATION CHANGE AGENT and
INSTRUCTOR/FACILITATOR. The main roles of the group that spends most time as HRD MANAGERS (n-3)
are, NEEDS ANALYST, INSTRUCTOR/FACILITATOR, ORGANIZATION CHANGE AGENT and HRD MANAGER.

The group spending most working time as PROGRAM DESIGNERS (n5), have the following main roles,
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NEEDS ANALYST, HRD MATERIALS DEVELOPER, INSTRUCTOR/FACILITATOR and PROGRAM DESIGNER. The

other roles are not included because of the low number of respondents with these roles as role that takes
most of their working time.

Table 3 Role that takes most time (n=170)
Role Frequencies Percentage

Instructor/Facilitator 121 71.2
Organization Change Agent 10 5.9
Marketer 8 4.7
HRD Manager 8 4.7
Program Designer 6 3.5
Administrator 3 1.8
Developer of HRD material 4 2.4
Researcher 2 1.2
Merchant 2 1.2
Needs Analyst 0 0.0
Individual Career Advisor 0 0.0
Evaluator
(missing )

0 0.0

The role that takes up most of the working time doesn't need to be the most important role in a job.
There can be a role that has for instance more impact According to 37.6% of the respondents (n4),
the role that takes most working time is at the same time their most important role. For 48.2% of the
respondents (n-32) the role that takes most working time is not their most important role. This difference
is not significant (Z(n=146)=1.41, 2-Tailed P=.1594). No most important role was mentioned by 24
respondents (14.1%).

As most important role, the role of INSTRUCTOR/FACILITATOR was named most often (32.4%),
followed by the ORGANIZATION CHANGE AGENT (14.1%). Other roles than the ASTD roles were
mentioned together 17 times (11.3%).

As role that would gain importance in the near future, the role of ORGANIZATION CHANGE AGENT was
named most often (25%).

Outpists. Compared to the other roles, the role of INsutucroR/FAcarrAioR is overrepresented (121
of the 170 respondents). The outputs of the total group of respondents are dominated by this one role. For
this reason no table will be presented with outputs of the German HRD practitioner in general. The next
tables present the outputs that German Instructor/Facilitators realize and the competencies required
according to this group.

The criterion for assigning outputs to a the role of Instructor/Facilitator was that at least 70% of this
group (n=121) realizes the specified output (see table 4). The same criterion for assigning outputs and
competencies to a role were used in the survey of the University of Twente in 1992 (de Rijk, Mulder &
Nijlot 1994; van Ginkel, Mulder & Nijhot 1994). To get more insight into differences between internal
or external working Instructor/Facilitators, the group was split up. The division showed differences for
five of the outputs (marked with *) that were assigned to the role Instructor/Facilitators based on the
results of the whole group.

Less than 70% of the external instructors realize the output 'Information on Future Forces and
Trends'. Less than 70% of the internal instructors realize the outputs 'Group Awareness of their own
Group Process' and 'Concepts, Theories, or Models of Development or Change'. According to more then
70% of the internal instructors, ' Individuals with new Knowledge, Skills, Attitudes' and 'Facility and
Equipments Selection' belong to the outputs of their role. Of the output 'Individuals with new Knowledge,
Skills, Attitudes' should be said that the percentages, 68.4% for the external instructors and 70.0% for
the internal instructors, are very close to each other and near to the criterion of 70%.
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Table 4 Outputs realized by German Instructor/Facilitators

Total
(n=121)

MTh%

Extern Intern
(n=76) (n=40)

Behavior Change from a Counseling/Advising Relationship 94.2 96.1 90.0
Presentation of Material 94.2 94.7 92.5
Feedback to Learners 88.4 90.8 85.0
Facilitation of Group Discussions 86.8 85.5 87.5
Facilitation of structured Learning Events 86.0 85.5 90.0
Transfer of Development or Career Planning Skills to the Learner 82.6 89.5 75.0
Instructor/Facilitator Guides 80.2 75.0 90.0
On-site Programme Support and Staff Management 77.7 72.0 85.0
Concepts, Theories, or Models of Development or Change 76.0 78.9 67.5*
Resolved Conflicts for an Organization or Groups 76.0 78.9 72.5
GroupMembers' Awareness of their own Group Process 75.2 80.3 67.5*
Functioning Equipment 74.4 72.4 82.5
Individual Action Plans for Learning Transfer 72.7 76.3 72.5
Information on Future Forces and Trends 71.1 69.7 75.0*

<70%
Individuals with new Knowledge, Skills, Attitudes 69.0 68.4 70.0*
Facility and Equipment Selections 55.2 47.4 70.0*

Competencies. For the competencies a criterion has been used that at least 50% of the group thinks
that the competence is very important (see table 5). For each of the competencies the level of mastery for
an excellent performance in the role was added. For those competencies a division of instructors in two
groups, gave only a difference in one competence. According to 68.4% of the external instructors,
Negotiation Skills is a very important competence, only 42.5% of the internal instructors thinks the same.

Table 5 Competencies demanded from German Instructor/Facilitators (n=121)
demanded levelt 50%

Feedback Skill 84.5 advanced
Observing Skill 84.5 advanced
Performance Observation Skill 81.0 advanced
Coaching Skill 80.2 advanced
Adult Learning Understanding 79.3 advanced
Presentation Skill 76.7 advanced
Questioning Skill 76.7 advanced
Training and Development Theories
and Techniques Understanding 75.9 intermediate
Relationship Building Skill 75.0 advanced
Objectives Preparation Skill 75.0 advanced
Group Process Skill 74.1 advanced
Self - Knowledge 70.7 advanced
Intellectual Versatility 64.7 intermediate
Negotiation Skill 59.5 intermediate
rompetenry TrIentifiratinn drill S9 S intermediate

Comparison between the German and the American Role Profile of the Instructor/ Facilitator.
The eleven ASTD roles are fictional groupings of outputs. To each of these roles belongs an unique list
of outputs. The outputs of the German Instructor/Facilitator were compared with the outputs of the
ASTD Instructor/Facilitator.
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The comparison between the competencies demanded from the German Instructor/Facilitator and
the same ASTD role, shows a substantial resemblance (table 7).

Table 6 Outputs German Instructor/Facilitator and ASTD Role
Outputs Instructor/facilitator German Role ASTD role
Presentation of Material
Functioning Equipment
Concepts, Theories, or Models of Development or Change
Facilitations of structured Learning Events
Feedback to Learners
Test Delivery and Feedback
Transfer of Development or Career Planning Skills to the Learner
Facilitation of Group Discussions
Behavior Change from a Counseling/Advising Relationship
Resolved Conflicts for an Organization or Groups
Information on Future Forces and Trends
On-site Programme Support and Staff Management
Facilitations of Media-Based Learning Events
Instructor/Facilitator Guides
Group members' Awareness of their own Group Process
Individuals with new Knowledge, Skills, Attitudes.
Learning Environment
Individual Action Plans for Learning Transfer

Table 7 Competencies demanded from Instructor/Facilitator
Competencies German role ASTD role

Technical
Adult Learning Understanding
Competency Identification Skill
Objectives Preparation Skill
Performance Observation Skill
Subject Matter Understanding
Training and Development Theories

and Techniques Understanding
Interpersonal

Coaching Skill
Feedback Skill
Group Process Skill
Negotiation Skill
Presentation Skill
Questioning Skill
Relationship Building Skill

Intellectual
Self-Knowledge
Intellectual Versatility
Observing Skill

x

Conclusions

Despite the preliminary character of the data some conclusions can be made at this stage. Most of the
conclusions only involve the role of Instructor/Facilitator and should be interpreted carefully.

New or changed Roles. The data don't give enough support to conclude that there are new or
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changing roles in HRD. Still, 36.5% of the respondents had the impression that their job contained
something more than the eleven ASTD roles. This is partially explicable because HRD practitioners
function within the larger field of the Human Resource Management and the boundaries around HRD are
not always clear. Besides this, the two potential new roles of the Merchant and the Coach remain. For
both roles no reliable role profile could be compiled because of the low representation. Therefore no
judgment can be made whether they are new roles or not Further, roles were mentioned as being new,
while comparable to the existing ASTD roles. This might indicate that the role definitions of the ASTD
roles do not harmonize (or do not harmonize anymore) with the German roles.

Roles of German HRD Practitioners. The role of Instructor/Facilitator was mentioned most often
as role that takes up most working time and was part of all the combinations of roles that were found.
According to McLagan (1989), competencies determine the roles and range of outputs that a person can
perform. Jobs that include roles with dissimilar competencies require people with a broad range of
competencies. The role combinations found in this survey point in this direction. The role of
Instructor/Facilitator was often combined with the roles of Organization Change Agent, Needs Analyst,
and Program Designer, roles that according to McLagan require few similar competencies. The jobs of
external working Instructor/Facilitator seem to be broader than the jobs of internal working
Instructor/Facilitator.

Comparison between the ASTD role of the Instructor/Facilitator and the German Role The role
profile of the Instructor/Facilitator, the only role profile that could be established, shows great similarity
in required competencies but large differences in outputs compared to the ASTD profile. The German
role profile shows a broad but very traditional role.
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