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ABSTRACT , :
/- staff development, one of the nine main functions in
personnel management, is not an isolated function..Administrators
“with whom the ultimate responsibility for personnel management rests,
determine the extent to which the personnel and staff development
spec1a11sts can be utilized..The staff development spe01allst has

“three major roles, as identified .by Leonard Nadler in "Developing

Human Resources": learning specialist,: consultant, and administrator. .
While these roles are largely the same for the personnel specialists
responsible for the othexr personnel management functions, subrcles
‘may vary and competenc1es are necessarily diffexent..Conditions in an
organization 1mportant in developing effective training programs
include several mentions of personnel, programs, and budget. .An added

. condition is a strong, continuous, and well-defined ‘working

relationship existing between live managers and staff people'
responsible for personnel management functlons.,(SC)
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vhonored to b oon vour progran foday for three reasons: TFirst,

T omscognize thabt vouw rogresont some of Uhe finest and wost dedicated

il

Ceneiiesstonal neonle this mation can provide.  Your presence lere for this
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apility and vour dovotinn to the gound ideals of Fxtension education. You
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are en important group and literally standing in fer several thousand

o
Y]
2 A . - . : ¢ . .
g Q fellow Extension workers. for whom you provide leadership, support, and
assistance.
Second, I am pleased to be with you because of the rich memories it
. . “- oot i ' . B X . .v .
stirs within me. Aboub twenty-five vears ago I begen my career in the
Cooperative Extension Sexvice. JTt.was there and then that I began what has
become a deep and abiding intevest In the growth and development of vecple.

mhe staff developmenf and personnel managemént'speCEalists were:ﬁy'first
.cdntacts.inlCooparative Extensicn. It was thé inductioﬁyorientation
conduc;éd by staff developmént‘leadérs.that set ﬁhe framework and iaid,
he Eopndatioh for bﬁilding a career in ﬁxtensibﬁ'éné é belief-in infoimal
adult.ééuéation. | o o IR S o .
’Third;‘i yént ﬁo‘shégg wfth.you sbme thoughtsi@ﬁ £hé.importamt and
.ufgent need férlé{viaﬂle st;ff;developmept and personnelbmanagemghﬁ effort.

a

¢all it staff training, personnel developinent, research and training,

. R . \

Remarks bv Dr. C.
Development, LS-U
Fanama City, Flox

A. Williams, Deputy Administrator., -Program and Staff
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SDA, at Comprehensiveé Personnel Management Conference,
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family tree. You may'know that John Doe is related to you, but is he your

7Y waca apd salary administration: 8) job descriptions; and 9) st of

el

T

research and developmer't, juwwan devolepment, oxr whatever name vou find

desivable Tovr vour location -- the coporiunities . .and. potentialities for

strengtnening Extension proyrams are grzab. Dealing with crises and
. - r P .

problems of social relations, gualily of thé environment, and technological

obsolescence which deepen wround us demands creative innovations, new
methods, improved - -strategies, and relevant tecbnologics. The responsi-

VoL

pility for leadership in these areas must restffirmly with those of us who

- are leaders ih personnel and staff devalopment.

_f”I’want to speék to you. about Eﬁe'relationship of staff development to

i

Vallekiis

persdnnel'management. .Staff development and personnel manaqemént are
closely related -- as most of'ypu‘would probably be gquick to agfeeu-HBut
explaining -exactly how they are related is a tougher question;-ohe that's

not' covered in any text books. It's a little like trying to trace your

. second cousin or your -third cousin? _ .

Simply défining_staff déveiopmenéiand peréohnel manégement'won’t help-

us much, either, because definitions are so susceptible to argument. And

- no officialﬂdefiniéions have been formulaﬁedy since thésé_tWo fie1ds:ao not

“belong to. any wéll—defined,_agreed—upon academié disciplihe,

‘Maybe the best way to approach the proBlem is on a functional basis...
_ c . AR _ _ : _ -

I see nine'main functions involved in personnel management: 1) performance,

SN 5 . L : AP L
-evaluation; 2)-recruitment, selectlon, and placement; 3).manpower forecastiny;

4) labor relations; 5) pérsbnnel.records‘and‘reports;'6).employee béhefits;“

o

£
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First, let's look at how the total personnel nanagement job fits into

the overall orgaenizational environment.. The liné manage)r, of course, is

5 oA

of the functions. For many reasons,

\

dltinutely xe

however, includirg the varving amounts of sitaff support available, each

manager will cavesy out these functions in a different way.

Scome Ex sicn organizations have an extensive support staff for one

or more of theze personnel management functions. Others wmay have only one

Or two support statf members who are responsible for all nine personnel

management Tunctions. .

Regardless of staff numbers, howevér, certain relationships evist--
or ought to exist--among these nine functions. Since staff development is '
" our main concern here today, let's usc it as a basis for discussing these

functional relaticonships.

. -

Staff develooment is not carried on in isolation -- separate and apart

from Extension's educational programing mission. Neither are the other -

eight fuhctions. All are interdeperdent  with each other and with the

educationalrprbgraming function. How well dﬁe_is performed affects the
degree to which the others are meaningful and productive.’
“Take Sam Jones as an example. le is an accountant in your budget

dcﬁartment. His performance evaluation shows that he is not doing-a

.

satisfactory job because his previous training didn't prepare him to handle -

the recent changes instituteq in your accounting syétem. Shouldn't this
be a guide for what sorts of.tralnqu_may,be necessary for Sam -and others

through the staff development pregram in the near future?.
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"And then suppose that vou foresee a groatly increcased neecd for

esticide spe in tie next few years to help cope with

/

changiﬁg'envjronmcntal standards. Or vou realize that, 20 percent of your

-
7

zlists on your ste

staff will re: age scon. Does the process stop with the

crealizaticrn of the mahpower noeds? OFf course not. You probably will

communicate thosa needs to those responsible for recruitment, selection, and -

placement, and for staff development.

0

These two [llustrations amplify the importance of closc cooperation

and open communication between the personnel specialists and the staff

development specialists as they work wifh'line manageﬂéﬁt._ How well these
two spebialists are able to help will'depénd‘on how well the personnel

management support functions are coordinated and integrated.

‘The basic responsibilities of the personnel specialist and the staff

development specialist are very similar. Those of you in administrative-

supervisory positions may have wondered what these responsibilities are,

.

or ought to be. And those in staff support positions may have raised the.

same questions.
it .
One document presents a clear set of guidelines in response to this

question as it pertains to staff development personnel. The 1968 National .

r
v

Policy Statement on Staff Ttaihing.and Developﬁent cites four overall
responsibilitics:
~-to confer wi.h and advise administrators and others on objectives,

policies, and procedures for. staff training and development in

Extension,

CERIC .. S
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~-to provide‘l;adership in initiating, planning, coordinating,
implomanting, and evaluating t;ajning for Extension personnel)

--ta develop effcctive processés for ipfbrﬁing_étaff 0E ﬁrofeésional
_i@gqovemenf oppértunigiés apd foi.counseliﬁg'with Lﬁdividual staff
menbers ip‘dévelpping prdfcssional impro&ement‘dpportunitigs} and

e p "~—to serve asié préblom—solving conzultant to thé managemént df

tﬁe Extension_organiZétidnfm

Leonard Nadler, in his book entitled "Developing Human Resources,"

suggests that the human resource (or staff) development specialist has

three major roles: learning specialist, consultant, and administrator.

. The learning specialist role includes three subroles: instructor,
¢urriculum builder, and methods and materials developer.

A consultant role encompasses four subroles: advocate, expert,

stimulator, and change agent.

The administrator.has ﬁour subroles: proféssional-d¢§eiopment of the
staff deriopment peréonnei} supervisiqn:qf §ﬁ§6ing prograﬁs; maintaining
relationships with managemént, and arranginé for facili£ies,and'fihaﬁce;

Thé‘ioiesfofﬁyhe;personﬁel specialists responsible.fof‘tﬁe 6thér eight
functgans_really ére.not ény diffefént {roﬁ the thfee méjor'roles of the
staff aeveloﬁmeﬁ; égeéialist idéntifie& hy Nadler.l Bu£ becausexthe subroles
may véry, the ;bmpetepcies'neédedﬂfpr a persoﬁnel“specialist are not the sane

‘iag those nééded forﬂa staff dévelopment speciaiist. )
While.éne may’notﬁtﬁihk'of the persénnel.speciaiist as-a.learping
speéiélisf,jho.dofiﬁitely'muSt have a comﬁand of certain sbeciélty areas,

o

\
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and placasent; manpower foreocasting; -records

wage and salary administration; and job descr

X

{

The personnel specialist will use these

role witl' line managemant. His subroles here

expert, stimulator, and change agent.

Those giving leadership to personnel management functions do have an

LOng; recrultment, selection,

and reports; eaployee benefits;

iptions.

competencies in a consultant

would be the same: advocate, .

administrative role, which may inciude developing the competencies of the

personnel management staff, supervising personnel management activities;

finance.

The ECOP policy points out nine conditions within an organization which

.maintaining relationships with management, and arranging for facilities and

dre extremely important in the development of effective training proqramé.

Note the number of times that these conditions mention personnel, programs,

and budget. The nine conditions are:

”

,

1) Administrative sﬁpport to create an'érganiZational.climate in

which staff members can grow and ‘develop in their work,

2) © A budgetary commitment for, resources

training personnel can be creative.

S

and materials so that

f . .

3). A recognition of the impdrtance of 'staff training and éevelop4

ment prior to implementation of aew programs and/or activities.

4) An awareness that persons assigned responsibility in staff

training and development should be képt fully informed of



8)

FER -4

and inv91vgd.zn major nﬁjqrﬁm-dccisioﬁs ;n order to design
training pyoqrams.commansurate with pfogram emphasis or
divection.

Professional Titles f&r training and development personnel:
which are commenéuhate‘with théir responsibilities and which
help othexs undcrstand their responsibilities and roles.
Cleérly—&efinsd pogition descriptions for staff training and
developnontc pgr;qnnel.v

Effective proqeautes for planning, implementing, and evaluating

staff training and development programs.

‘A recognition of the significance and role of induction

training, inservice training, and graduate study in a total

. ' o /
program of staff trainingy and develgopment.
An awareness of ‘the importance of a total training program_

which would include a balance between the behavioral sciences

qﬁd the biological and physical sciences. -

I am adding a 10th conditibn to this list which I believe is extremely

'imﬁortant for effective staff devélopment programing:

--A strong, continuous, and well—defined-Workihg relationship

N

must exist between the line managers-—and the staff people.
restnsible for personnel'ﬁanagement functions:. . The larger the

staff,'the more impqrtant this relationshipvbecomes.

Cne crucial aspect of this relationship needs to be emphasized and

clearly understood -- the dav-to-dav and the ultimate responsibilit&ffor all

ERIC
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of these functions rests with the line manager. Support staff arc

precisely. that. While they may give leadership to ideas; advise the line
staff on decisions; handle routine procedures. and detalls; help ths line

managers coerform more cffectively; and develop hetter methods, all ultinate

decisions rest with line manageument.

 So much for the relationship between the staff supgort persennel and

the line managers. Now let's?{focus more specifically on the relationships
¥ )

among pexéonnel manaqemggﬁlstaff:
‘At thi; poiﬁt,-i£ becomes clear that it }svprobably unrealistic to

expecf.one peréon to handle all nine,funétiéns. -Aé Iupointed:out éarlier,

for example, a staff developménf specialist needs qﬁité_diffefenficompetencies

than otﬁér pérsonnel specialigts.f‘

<

Expecting an individual to maintain a high level of professioﬁal

competence in each of the nine personnel managment functions is unreasonable.
.J believe it is also uhqeasonable'to expect line management to keep up-to-

“date and fully knowledéeable about all these functions.. Addhto'thisvthe

laws and policies relating to equal employment opportunity and civil rights;

and the enormity of the responsibility becomes apparent, as does the need

fox, close cooperation.

How can we tie all this ‘togeth2r? Maybe scme examples will help. As
a technical consultant to line managewent, the personnel specialist may
_provide one-to-one assistance in the eight peiscunel and management function

areas. If the adininistrators decide that several staff members need to

improve their persomnel management abilities, the personnel specialist and
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the staff develoument specislist may woxl togcther to develop some in-

service educsciz. for them, : ¥

Personnel specialists can help line managers determine ways to

assess present manpower capabilities and project future manpower nceds.
: : _ € _ . !

If this is deone in cooperation with the staff development specialist, he

can help develop, needed staff competencies on a long~range basis.

The reccrds and reports the personnel specialist accumulates on

individual staff members provide a valuable source of information for the
e A 5 : -

&

staff development specialist. " They help him see.what skills and competencies

are being’brought into the organization with the hiring of new personnel.
Less direct relationship exists.between the two specialists in the

L

arcas of cmployee benefits and wage and salary administration. The arecas

" where close cooperation is needed most are performance evaluation; labor.

relations; recruitment, selection, and placement; manpower forecasting}

and job descriptions#

~In élosing; I leave you with this thought. Whether you are a

personnel specialist, a staff deveiopment-specialist, or‘an. administrator,

you have a responsibility for personnel manégement, How well the personnel

‘management functions are performed is not the ione responsibility of any

one staff'grbup =~ it must be a team effort.

The ultimate responsibility for personnel management rests with

.

administrators. Rut support staff,'whether'they are personnel specialists
. . . [} A . . . :

or staff development spccialists, ‘must provide dynmnié.andvprogressiye

+

fathines to

Tordarahin and

i

hose adninistrators,

-



O

ERIC

Aruitoxt provided by Eic:

:withlthem;

Staff development shotld ncet be an isolated function of personnel

" managemcut, just as the total personnel maragement support function should -

not be isolated from administrative functions. Those of you in supervisory
positions will detormine - the extent to which the personnel and. staff

developient specialists can be useful members of the team.

At the end of this conference you q;e'likely to. ask: Where-do'&e'gq

fed -

from here? How will we keep our ideals from groWiﬁg‘cold and unachievablé?
What can we do to translate tﬁese ideals into realism = action? These are
questions of the highest importance to ‘all of us. ©Now is the time to deal
The p;esent is so important because it is the'oply time we really have.

The past is hiétory,,but the present is opportunity. There are some

. alternative courses of action, each with its consequences, we can Lake:

-~ We can do nothing. - . i

~— We can ruin either the past or the present by looking at them

with the wrong attitude.
e -

-— We can live so0 much in the past that we-miss our.preseﬁt"
opportunity.

.

~=- We can allow the habits of the pést to make.the present a

‘carbon copy of what we are or have been.-

OR --,

We can move boldly ahead to make the best possiblé_qse of the
combined competendfesrof staff development and personnel

:

manacsmont specialists.
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I want to oonclude & I began by saving that you represent & great
resource of leadr-ship for Cooperative Extersion. This is the tims in
which our lLiighs:o rosources and competencics can come to their best
erxpressions iox more than egual to the problems of the present.
’ KAKKKA KK KR hI kK
rxkkkkkhkkkkkkkkk
hkARKkkhkhhkdk
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