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The traditional approach to employment conditions in the civil service has been fundamentally chal-
lenged by the implementation of public management reforms and the change in status of personnel associ-
ated with it. These fundamental changes call for a significant transformation of the human resource function 
in general and human resource development (HRD) responsibility in particular. Therefore, the article seeks 
to develop and substantiate the theoretical model of the human resource development system in the context of 
public management reform. The model is based on the strategic approach to HRD. It presents a systematic 
approach to the HRD system and can not be implemented in a piecemeal manner. The research revealed that 
the primary concern of HRD should be the establishment of strong linkages with the strategic goals of the 
organization and the development of a work environment which facilitates learning.  
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Introduction 

The traditional approach to employment condi-
tions in the civil service has been fundamentally 
challenged by the implementation of public man-
agement reforms and the change in status of per-
sonnel associated with it. Public employment is 
threatened by losing the advantages that for a long 
time characterized its specific attractiveness includ-
ing job security, a less stressful pace of work, ca-
reer opportunities and so on [9; 19]. Duties are be-
coming multifaceted and very complex: they may 
encompass policy advice, management of human, 
financial and other resources, the provision of criti-
cal services and others [46]. Meeting these chal-
lenges requires a unique combination of know-
ledge, skills, attitudes and effective human re-
source development systems, as well as policies 
and strategies to nurture these competencies.  

In this context, HRD is seen as having the poten-
tial to accommodate current changes in employment 
relations in the public sector and to ease the shift to-
wards more position-based systems. Civil servant 
commitment to the organization can be strengthened 
by offering learning opportunities and encouraging 
greater self-develop-ment among employees.  

Therefore, there is a need for significant trans-
formation of a HRD system, which would be able 
to generate new competencies and develop a learn-
ing culture in the government institutions, creating 
particular opportunities for civil servants to de-
velop and enhance the necessary capabilities and 
encourage greater self-development opportunities 
to facilitate an effective implementation of public 
management reforms. 

The HRD function has been extensively re-
searched by many foreign and Lithuanian scholars. It 
has been investigated from different perspectives, 
including the examination of dominant paradigms, 
roles and status of HRD and as well as the link be-
tween business strategy and HRD [2; 3; 10; 13; 
37;41]. Importantly, several Lithuanian scholars have 
carried out extensive researches in different areas of 
HRD, for instance focusing on HRD strategies [6], 
analyzing development trends and models of HRD 
[25; 36] and evaluation of HRD efficiency [24]. 
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However, despite extensive research in the area 
of HRD, the scientific discussion requires singleness 
and a more systematic approach. Various studies ac-
knowledge the potential of HRD to leverage and fa-
cilitate the implementation of reforms; however, the 
theoretical and practical nature of these relationships 
receives amazingly scant attention [26]. 

Therefore, the key scientific problem addressed 
by this article is the lack of a consistent theoretical 
perspective and a systematic approach to the HRD 
system. In this context, the key question is what 
are the essential characteristics of the HRD sys-
tem, which would enable the development of ap-
propriate competencies and behaviour to facilitate 
the implementation of wide reaching public man-
agement reforms?  

A comprehensive analysis of the scientific litera-
ture was carried out for the theoretical exploration of 
the problem. Specific attention was paid to theoretical 
and empirical research carried out in the fields of 
public administration and management, human re-
source development and sociology.  

The article is organized into five main sections. 
Thus, the first sections deals with the theoretical 
background for the understanding of the context of 
public management reforms. The second section pre-
sents analysis of different theories and perspectives of 
HRD. The third section analysis the specific charac-
teristics of HRD system especially critical for the 
public sector environment. The fourth section pre-
sents and discusses the theoretical model of the HRD 
system in the context of public management reform. 
In the fifth part the concluions are presented.  

1. Theoretical context of public management 
reform 

Over the last two decades, public management 
has undergone substantial changes in both developed 
and developing countries. Public sector reforms have 
focused on the efficiency of governments seeking to 
transform traditional bureaucratic system of public 
administration to market oriented, results–driven sys-
tem of public management. The role of the state was 
to be reduced and what remained was to be subject to 
enhanced political direction, increased managerial 
discipline and greater responsiveness to citizens [1]. 
There was a call for “reinventing“ government on the 
basis of a market economy [32] and it has become 
common to talk about the emergence of the new 
model of public administration - New Public Man-
agement - as a collection of ideas and practices that 
emphasize competition between service providers, a 
new mix of state and market under provision of 

collectively financed services, decentralization, 
freedom of choice for citizens, and more respon-
sive management [18].  

In this article the term “public management re-
form” is used to describe different reform efforts re-
lated to modernization of public administration. Pub-
lic management reform is an developing phenomenon 
with diverse and complex body of ideas and prac-
tices. In terms of comprised elements, tools and tech-
niques, public management reform provides a “shop-
ping basket” from which reformers can choose ac-
cording to the local conditions and priorities. Many 
authors such as Pollitt and Bouckaert [34], Hood 
[18], Aucoin [1], Osborne and Gaebler [32] have 
described and categorized different trajectories of the 
reforms which can be grouped into four key areas, 
such as (1) Introduction of market mechanisms (the 
move from service delivery to its regulation, the crea-
tion of quasi markets, and outsourcing); (2) Devolu-
tion of authority (the move away from hierarchical 
structures to devolved management structures, ac-
companied by devolved budgets and HRM; increased 
managerial autonomy and the establishment of agen-
cies); (3) Performance management (the move from 
inputs in management and the budgeting processes 
towards outputs and outcomes); (4) Civil service re-
form and decentralization of human resource man-
agement.  The fourth area, because of its relevance to 
this article will be discussed in more detail. 

Decentralization of human resource man-
agement. In order to carry out the above mentioned 
reforms successfully there is a need not only to 
guarantee legally correct application of laws and 
various reform strategies, but to ensure that compe-
tent and professional civil servants are in place that 
are able to lead and implement the envisaged re-
forms. Individualization of civil service arrange-
ments and decentralization of HRM/HRD responsi-
bilities are seen as a way of overcoming the ineffi-
ciency and rigidity in the public sector and are ex-
pected to offer flexibility and responsiveness needed 
for effective administration of public agencies [7]. 
According to Osborne and Gaebler [32] the author-
ity should be pushed downward in the organiza-
tional hierarchy as much as possible, so that manag-
ers within individual agencies would be “empow-
ered” to run their organizations more effectively.  

Thus, agencies and departments assume fuller 
authority over core HR functions, such as recruit-
ment, selection, training and development, classifi-
cation, compensation and promotion. Under such 
an approach, control activities are conceded for a 
more proactive and involved function of HR and 
the central personnel agency is called to shift from 
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its customary control orientation to a new consult-
ant or adviser role [7; 21]. Furthermore, there is a 
move towards individualization of civil service 
arrangements related to the selection process, the 
terms of appointment, termination of employment, 
pay and performance management.  

However, despite of the efforts to improve 
HRD function in the context of ongoing reforms 
the following challenges remain and are empha-
sized by different authors [13; 17; 28]. For in-
stance, lack of systematic approach and very frag-
mented and reactive nature of the training and de-
velopment function, poor alignment of training and 
development with institutional strategies and per-
formance appraisal systems, as well as  the inabil-
ity of HRD specialists to assume a strategic role in 
addressing organizational problems, other.  

Thus, it is evident that current approaches to 
HRD are insufficient to ensure the development of 
a new set of competences of civil servants and to 
create an enabling environment within government 
institutions that enhance the organization’s capac-
ity to take on large scale learning process associ-
ated with major cultural and procedural change 
[22] brought by public management reforms.  

Therefore, the next section will discuss differ-
ent perspectives of HRD in order to better under-
stand the role of HRD and its possible contribution 
in contemporary organizations. 

2. The strategic role of human resource      
development in the context of public          
management reform 

HRD has derived its conceptual basis from three 
broad areas of organizational theory, economics and 
psychology [37]. Based on Garavan et al. [12] the 
psychological perspective promotes motivation, 
learning and ownership issues. It tackles the issue of 
a psychological contract which is attempting to con-
ceptualize the employment relationships using no-
tions of expectations, perceptions and obligations. 
Organizational theory focuses on organizational 
learning processes and change. It also deals with the 
establishment of a learning organization. The eco-
nomic dimension emphasizes investments in human 
capital and focuses on resource-based theories.  

Hence a universally accepted definition of HRD 
is non-existent, several scholars have attempted to 
define HRD or identify its essential elements. The 
concept of HRD is used to convey different mean-
ings, including those that frame HRD as a synonym 
for training and development [44]. For the purpose of 
this article HRD is defined as a process of facilitating 

long-term work related learning capacity at an indi-
vidual, group and organizational levels through struc-
tured and unstructured learning and non-learning 
activities to enhance organizational performance.    

The „learning organization” and “performance” 
can be named as key perspectives to discuss HRD, 
however, we are in consent with Simmonds and 
Pedersen [39] that the future of HRD lays in the need 
to take into account and encompass the inextricably 
interrelated paradigms. In addition to that the princi-
ples of systems theory tell us that no one element of a 
system can be viewed separately from other elements. 
Intervening in only one element of the system with-
out creating congruence in other parts of the system 
will not lead to systemic change. Therefore even if 
HRD is increasingly concerned with facilitating the 
learning of individuals, teams and organizations as a 
key to the organizations sustainable competitive ad-
vantage the success of HRD policies will be meas-
ured by its impact on business performance.  

The strategic approach to human resource de-
velopment. The fact that the employees today can be 
the competitive advantage of a company has influ-
enced the interest in strategic HRD questioning how in 
such an unstable environment, the HRD profession can 
contribute strategically to the success of an organiza-
tion, through development of its employees. Strategic 
HRD has become an important component of HRM as 
a means to improve performance and organizational 
effectiveness [20]. According to McCracken and Wal-
lace [29] strategic HRD comprises the creation of a 
learning culture, within which a range of training, de-
velopment and learning strategies both respond to cor-
porate strategy and also help to shape and influence it. 
Similarly, Burgoyne [5] and Walton [44] emphasize 
HRD provision which is conscious and proactive 
rather than unplanned; it focuses on the maturity of 
HRD provision to reflect organizational growth and 
clearly envisages that HRD interventions are valuable 
only to the degree that they facilitate the organization 
in achieving its goals. Based on the presented defini-
tions we can say that the strategic HRD is a means to 
improve organizational performance through the 
establishment of strong HRD links with organiza-
tional goals and strategies as well as the strategic 
leveraging of learning and development processes to 
generate and enhance appropriate behaviour and 
competencies of an organization.   

The strategic HRD approach maintains a strong 
focus on adopting a learning organization perspective 
and the application of the learning approach to strat-
egy, as well as the shift away from individual con-
cepts of training and development towards more inte-
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grated concept called learning. McCracken and Wal-
lace [29] emphasize the importance and interrelation 
with the learning culture and Horwitz [20] suggests 
that a key focus of strategic HRD is the creation of a 
learning environment and structural design which 
promotes learning and development for performance 
improvement and competitiveness. Key characteristics 
of strategic HRD discussed by different authors are the 
following: HRD is proactive in shaping organizational 
strategy and it is well integrated with HRM, HRD spe-
cialists have innovative and strategic roles and facili-
tate change, line managers assume responsibility for 
HRD and top managers are committed to HRD. The 
cost effectiveness evaluation is taking place and the 
organization has become strategically mature in HRD 
terms and a strong learning culture is in place.  

3. Specific characteristics of HRD system   
critical for the public sector environment  

It is evident that general management and or-
ganizational concepts and practices applied in the 
private sector can have a valuable application in 
government; however unique aspects of the gov-
ernment context must be also taken into account. 
Therefore, besides important characteristics of 
HRD system discussed in section 2 several addi-
tional characteristics especially critical for the pub-
lic sector environment need to be emphasized:  

1. The analysis has confirmed that the civil ser-
vice is an extremely complex system consisting of 
diverse range of organizations with varying business 
objectives and operational requirements. Jurisdic-
tional boundaries and numerous authorities, laws, and 
political interests complicate decisions about where, 
when and how government institutions operate. The-
refore, a well articulated national policy in the area of 
HRD, communicated through different policy docu-
ments and especially through the HRD strategy is 
critical to ensure coordination and coherence within 
the complex government system, including the dis-
persed HRM/HRD function. Strategic and consistent 
government policy in the area of HRD should also 
facilitate the development of a supportive environ-
ment and ensure political commitment to HRD 
throughout the process of reform.  

2. The type of civil service system might also in-
fluence the ability of the HRD system to generate, 
sustain and develop necessary competencies. In order 
to adequately react and respond to the changes in the 
process of implementation of public management 
reform it is necessary to ensure sufficient flexibility to 
manage the civil service as required by the evolving 
civil service environment. A traditional, career based 

civil service is seen as less able to deliver necessary 
competencies and provide the required flexibility 
than a position based system [8; 31].  

3. It is important to consider the fact that gov-
ernment institutions are very much rule bound or-
ganizations [35]. Even if, in the process of public 
management reform, there is a tendency to simplify 
the rules and introduce more flexible human resource 
management policies, it is still evident that formal 
rules and established procedures play an important 
role in governing the activities of civil servants. 
Therefore, it is important to make sure that different 
rules and procedures do not limit the successful func-
tioning of the HRD system. Clarity of the roles en-
trusted to the HRD specialists and access to various 
other business units and departments and formal rela-
tionship among departments and units may also fa-
cilitate or impede communication. The position of the 
HRD function in the institutional hierarchy, it is also 
an important factor to consider.   

4. Different models of HRD quite often do not 
take into account the external environment of organi-
zations, which might have a significant influence on 
HRD policies and practices. The importance of the 
environmental context is especially crucial for gov-
ernment institutions, since they often are more open 
than other organizations and to certain types of envi-
ronmental pressures and constraints [35]. For instance, 
technological developments continually influence the 
operations of government agencies and they must 
struggle to keep up with advances in IT, communica-
tions and others. This requires the development of new 
skills and knowledge. Demographic trends may pro-
ject an increasing percentage of women and an aging 
workforce in government institutions, which requires a 
special approach to HRD policy and practice. More-
over, changes of the political elite might significantly 
influence the policy related to HRD and divert finan-
cial resources to other priority areas. Predominant val-
ues, attitudes, beliefs, social customs and the socializa-
tion process in the country might have considerable 
influence on HRD implementation strategies and the 
learning methods to be applied. Different interest 
groups such as civil service training institutions and 
professional unions might also influence the devel-
opment and implementation of HRD policies.  

4. Theoretical model of human resource     
development system  

In a period of such rapid organizational change 
as discussed in the first section, the consequences, 
challenges and changes related to contracting out, 
decentralization, and empowerment mean that civil 
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servants need to be more flexible and undertake 
continuous learning rather than periodic training 
[30]. Hence, this calls for significant transforma-
tion of the HRD system to reflect the demands of 
public management reform by creating a learning 
competence or capacity within the government 
institutions to generate new knowledge and facili-
tate learning on a continuous basis. 

Based on the discussion above we can con-
clude, that HRD system will be perceived as having 
strategic value in the context of public management 
reform, only if it has the capability to develop a 
supportive environment for learning, where there is 
a clear connection between HRD and the strategic 
goals of the government institutions, which in turn 
has been aligned with objectives of public man-
agement reform. Consequently, institutional strat-
egy of the government institution needs to be ex-
pressed in the behavioural terms and implemented 
through the strategic HRD system, which facilitates 
learning and generates appropriate behaviours and 
competencies needed to implement the goals of 
public management reform and does this on a con-
tinues basis.  

Therefore, the suggested theoretical model of 
HRD system presented in the Figure 1 is based on 
the strategic HRD approach promoted by number 
of scholars such as Garavan T.N, Heraty N., 
McCracken M. and Wallace M, Wognum A.A.M, 
Hockey J, Kakabadse A., Kakabadse N., Luoma M. 
and others. It integrates two main perspectives – 
learning and performance. The model has been 
built on the premise that strategic HRD is a pre-
requisite for the learning culture to emerge and for 
the learning organization to develop. Strategic 
partnerships between key stakeholders – HRD spe-
cialists, line managers and civil servants – are also 
central for strategic HRD to emerge. 

Proposed theoretical model of strategic HRD 
system defines strategically matured government 
organization in HRD terms, which has the capac-
ity to learn and diffuse knowledge effectively 
and where HRD is shaping organizational strat-
egy. HRD is not anymore limited to training, but 
extended to facilitating and supporting learning 
processes within an organization focusing on 
different forms of learning, including informal 
and incidental learning [4]. Learning is regarded 
as a normal part of everyday work and working 
is seen as a rich source of learning.  

HRD shaping the mission and goals of the gov-
ernment institution is at the core of the model. If 
HRD reaches the position of being able to shape 

organizational strategy, then, we can argue, it will 
be in the position to shape organizational culture.  

The model proposes to divide the process of 
strategic HRD into three stages – formulation, im-
plementation and evaluation. The first stage is the 
formulation of the institutional strategy, which is 
shaped and influenced by HRD. The second stage 
is implementation of HRD systems based on the 
HRD strategy aiming to generate appropriate be-
haviours and competencies. The final stage is 
evaluating and reviewing the effectiveness of HRD 
strategy. It is a holistic and dynamic model and the 
three stages are closely interlinked. 

Each stage has enabling characteristics, which 
are crucial to facilitate the process of strategic HRD.  
Presence or absence of these characteristics would 
influence the level of HRD maturity in government 
institutions and would anticipate the success of im-
plementation of Public Management reform. As pre-
sented in the model, the enabling characteristics are 
attached to each of the three stages, assuming that 
particular set of enabling characteristics have a bigger 
influence at a particular stage. At the same time, it is 
evident that enabling characteristics are important and 
have a significant influence on the entire HRD system. 

HRD policies are not implemented in the isolated 
public administration environment. Based on Hall 
[14] environmental context plays a crucial role in 
institutionalization processes in organization. Values, 
goals and procedures become strongly established not 
because managers choose them as a most efficient 
means, but in most cases as a result of environmental 
influences and exchanges. Consequently, various 
external factors very much influence HRD strategies 
and systems, and needs to be taken into account. 

Socio-economic challenges are confronting 
governments and posing serious questions about 
the sustainability and integrity of key aspects of 
public sector human resource systems. Prominent 
among these challenges with direct impact on HRD 
policies are demographic shifts and trends in labour 
migration, technological and market changes, qual-
ity of tertiary education and changes in the gov-
ernment policies may also force additional training 
to be considered [35; 43]. 

The impact of an aging population on human re-
source policy and practices in the public sector 
maybe significant, but the effects vary according to 
the circumstances of different countries. An aging 
civil service may require the introduction of new suc-
cession-planning measures, such as greater attention 
to upgrading the skills and increasing the promotion 
opportunities [33]. 
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Figure 1. Theoretical model of strategic HRD system to facilitate implementation of public management 
reform (Source: Offered by the author) 

The formulation stage “HRD shaping institu-
tional strategy” provides a ground for the strategic 
HRD to emerge. At this stage the institutional Strat-
egy (hereafter - the Strategy) is formulated, where the 
desired behaviours (capabilities) have been identified. 
These capabilities are translated into learning objec-
tives that serve as assignments for HRD [26]. HRD 
strategy aims to set a scene within which policies 

related to learning and development of people are 
agreed and which displays specific routes to be fol-
lowed in order to achieve the Strategy.  

HRD role is proactive in shaping and responding 
to the Strategy [29]. The relationship between the 
Strategy and HRD are reciprocal and mutually en-
hancing. The leadership recognizes HRD specialists 
as business partners and provides them with avenues 
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to be proactive. HRD specialists are actively involved 
in the process of development of the Strategy and are 
able to consult leadership and senior management 
about various policies and practices that are followed 
and the changes that are necessary for effective im-
plementation of the Strategy.   

Based on Figure 1 the enabling characteristics 
are classified into policy and legal and cultural, 
specifically. 

Supportive national policy in the area of HRD is 
essential to ensure coherence and coordination within 
the system and provide guiding principles for the 
implementation of HRD policy in the decentralized 
human resource management environment. Impor-
tantly, it confirms the importance given to the devel-
opment of human resources in the overall national 
development context.  

The model of civil service influences development 
and implementation of HRD policies and strategies. 
Traditional, career based civil service system limits 
flexibility of HRD policies. In career based systems 
civil servants are hired usually based on university 
degree, academic credentials and/or civil service ex-
aminations. It is characterized by limited possibilities 
of lateral entry and a strong emphasis on career de-
velopment. The system with other structural charac-
teristics (position based) is more flexible and resem-
bles an employment tradition in the private sector. In 
this model the focus is placed on selecting the most 
suitable candidates for each position.  

In order to facilitate implementation of public 
management reform, it is essential for integrated 
strategic planning system to be in place linking 
different strategic planning documents/strategies 
(national, sectoral, cross-sectoral) into coherent 
planning system and most importantly integrating 
public management reform strategy into the plan-
ning framework in a way that its objectives are 
reflected in the institutional strategies of the central 
and local government institutions. 

HRD policy is “owned” and appreciated by the 
leadership in the sense that they are actively in-
volved in the development and are committed to 
the implementation of the HRD policies and strate-
gies [27]. This means that HRD is lead rather than 
simply supported by senior management [15]. Sen-
ior management together with HRD staff is ac-
tively involved in the scanning of the environment, 
and external opportunities and threats are analyzed 
specifically in HRD terms. 

HRD role is proactive in shaping the develop-
ment of institutional strategies [29]. HRD special-
ists are involved not only at the implementation 
stage of the Strategy development, but also in the 

formulation stage of the development of the Strat-
egy, namely they are members of the strategic 
planning team. As the organization becomes more 
mature, HRD is coordinated in support to opera-
tional outcomes, moving from simply playing a 
part in implementing organizational strategy, to 
helping to shape it. The most mature organizations 
have learning processes which actually enhance the 
nature and quality of institutional strategy. 

The second stage “Existence of strategic part-
nerships” , it is that of implementing HRD strategy. 
HRD strategy provides a frame for the implementa-
tion stage to happen. It identifies a set or a se-
quence of learning objectives and utilizes the 
HRD’s function expertise in delivering learning 
experiences and interventions to generate appropri-
ate behaviours and competencies essential for the 
Strategy implementation, which is aligned with the 
goals of public management reform.  

At the centre of the implementation system are 
the strategic partnerships between the key stake-
holders, which help to achieve the strategic role of 
HRD. Based on the strategic maturity approach 
[29] discussed in the section 1.2.2  the primary 
partnerships are between the HRD specialist (as an 
internal consultant) and the rest of the organization, 
namely, line and senior managers and HRM spe-
cialists. The most important partnership is that be-
tween HRD specialists and senior management. 
They should work together as a true business part-
ners to contribute towards environmental scanning, 
the formulation of the institutional strategy and the 
shaping of organizational culture. It is essential for 
all stakeholders to have clear understanding of the 
various roles played by the others.  

The enabling characteristics of this stage are 
classified into structural, cultural and operational. 

Relevant organization of HRD function deals with 
the staffing pattern of the HRD, the roles entrusted to 
the HRD personnel, the access to various other busi-
ness units and reporting structure within the govern-
ment institution.  Reporting structures, layers of hier-
archy in the organization and formal relationship 
among the various departments may facilitate or im-
pede communication and cause a lack of alignment of 
various functions for strategy implementation.  

Institutional policy related to HRD should be 
clearly outlined in the by-laws of the institution 
and in line with national policy recommendations 
regarding the HRD. It should provide guidelines 
regarding the situations in which the HRD can in-
tervene in the organizational functioning and the 
scope of changes that it can make there.  



 33 

Supportive learning environment is also very im-
portant at this stage. In a period of rapid change re-
lated to the implementation of public management 
reform the consequences of the challenges and 
changes mean that civil servants will have to be more 
flexible and undertake continuous learning rather 
than periodic training. The facilitation of learning and 
development can only take place in a supportive envi-
ronment, where there is a clear link between HRD 
and institutional strategy and learning is embedded 
into the life of the government institution. 

HRD is one, but pivotal part of a wider package of 
HRM activities; it is well integrated with HRM activi-
ties, to the extent that they are seen as one and the 
same [30]. Required competencies and behaviors are 
generated by HRD but it is crucial to sustain and rein-
force them with the help of other domains of HRM – 
selection, appraisal, rewards and communications [26].  

HRD specialists are treated as organizational 
change consultants. There is a shift away from the 
situation where training is a primary responsibility 
of the HRD specialists and HRD becomes shared 
responsibility of line management, employees and 
the HRD specialists [4]. 

HRD specialists have innovative and strategic 
roles and facilitate change. They are strategic part-
ners in the organization, and core learning facilita-
tors to oversee existing learning initiatives and pro-
actively initiate new development processes sup-
portive of the organization’s strategy [23]. HRD 
specialists are proactive rather than simply reactive 
and see themselves in a central and strategic rather 
than peripheral and operational role [11]. 

Partnerships with line managers in the area of 
HRD are important.  It is considered to be critical that 
actual HRD activities are carried out by line managers, 
while HRD specialists provide assistance and advice 
[16]. This should help to close the gap between indi-
vidual and organizational performance and in that way 
to improve the quality of HRD interventions [13]. 
HRD activities are increasingly devolved to line man-
agers they are expected to assume greater responsibil-
ity for developing their subordinates. For instance, it is 
expected of them to perform assessments and need 
analyses, work on development plans for their staff, 
motivate employees for learning and manage a work-
place as a place supportive for learning. In this context 
line managers need to have sufficient knowledge and 
skills in the area. Additionally, it is vital that line man-
agers and HRD specialists work in partnership on both 
operational and strategic issues.  

The final stage of strategic HRD system “HRD 
effectiveness evaluation”. Evaluation of HRD inter-
ventions should take place, addressing whether stra-

tegic objectives and needs of the government institu-
tion have been met and whether individual and organ-
izational performance has been improved through 
learning interventions. This also includes cost effec-
tiveness evaluation. Based on Swanson et al. [41] “the 
HRD profession is woefully behind in reporting its 
economic contribution”. Evaluation can be used to 
influence the perception of effectiveness of HRD spe-
cialists or the resource allocation based on perform-
ance. Evaluation should also provide a mechanism 
with which to secure champions of HRD amongst 
senior managers, line managers and HRM specialists. 
If senior management can see HRD specialists as 
business partners because they speak the same lan-
guage and can prove that their contribution is worth-
while, then strategic HRD, as argued by McCracken  
and Wallace [29; 30], will emerge and develop.  

The enabling characteristics for the evaluation 
stage are formalization of the evaluation process 
and a scope of evaluation. A higher level of formal-
ization of the evaluation will strengthen the process 
in terms of content and regularity of the feedback. 
This also will facilitate the planning and provision 
of necessary financial and human resources to carry 
out the evaluation. The scope of the process deter-
mines the extent to which the effectiveness and level 
of strategic integration of the HRD systems is to be 
evaluated. If the level of strategic integration is not 
properly evaluated than it may take much longer to 
identify the gap between strategy and practices or 
the mismatch between practices. 

5. Conclusions 

1. Having performed thescientific analysis of 
the theoretical bases and of the trends and chal-
lenges brought by public management reforms it 
was concluded that traditional approaches to HRD 
are insufficient to ensure the development of a new 
set of competences of civil servants and to create 
the enabling environment within government insti-
tutions that enhance the organization’s capacity to 
take on large scale learning processes associated 
with major cultural and procedural changes intro-
duced by public management reforms. Thus, there 
is a need for a significant transformation of the 
HRD function, creating particular opportunities for 
civil servants and government institutions to de-
velop and enhance the necessary competencies and 
behaviour to facilitate the implementation of wide 
reaching public management reforms. 

2. The research revealed that the primary concern 
of HRD should be the establishment of strong link-
ages with the strategic goals of the organization and 
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the development of a work environment which facili-
tates learning. Therefore, in this article, a strategic 
HRD has been defined as a means to improve organ-
izational performance through the establishment of 
strong HRD links with organizational strategies and 
goals as well as the strategic leveraging of learning 
and development processes to generate and enhance 
appropriate behaviour and competencies. 

3. On the basis of theoretical analysis of different 
approaches to HRD a strategic model of HRD has 
been suggested. It is based on the strategic approach 
to HRD. The model presents a systematic approach to 
the HRD system, where due importance is given not 
only to each stage, but also to each linkage. There-
fore, the model can not be implemented in a piece-
meal manner and requires a systematic approach, 
which should be built on the following provisions: 1) 
HRD system is perceived as having strategic value in 
the context of public management reform, only if it 
has the capability to develop a supportive environ-
ment for learning, where there is a clear connection 
between HRD and the strategic goals of government 
institutions, which in turn has been aligned with the 
objectives of public management reform; 2) strategic 
HRD is a prerequisite for a learning culture to emerge 
and for a learning organization to develop. Once stra-
tegic HRD is a reality, a learning culture must also be 
in place. One element cannot exist without the other. 
Strategic partnerships between key stakeholders – 
HRD specialists, line managers and civil servants – 
are central for strategic HRD to develop; 3) HRD is 
no longer limited to training, but extended to facilitat-
ing and supporting learning processes within an or-
ganization focusing on different forms of learning, 
including informal and incidental learning [4]; learn-
ing is regarded as a normal part of everyday work and 
working is seen as a rich source of learning; 4) 
evaluation and feedback is vital for any process of 
strategic HRD. It helps in establishing self-correcting 
mechanisms in the process. The evaluation stage will 
also help in demonstrating HRD successes and in-
crease the credibility of the HRD function. 
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Jurgita Šiugždinien÷ 

Žmogiškųjų išteklių vystymo modelio parengimas ir pagrindimas 

Santrauka 

Šiame straipsnyje pateikiamas teorinis žmogiškųjų išteklių vystymo sistemos modelis parengtas atlikus iš-
samią žmogiškųjų išteklių vystymo teorijų ir požiūrių analizę. Išsamios žmogiškųjų išteklių vystymo teorijų ir 
požiūrių analiz÷s, atsižvelgiant į viešojo valdymo reformos kontekstą ir reikalavimus, pagrindu pasiūlytas teo-
rinis žmogiškųjų išteklių vystymo sistemos modelis yra holistinis, dinamiškas modelis, susidedantis iš trijų 
glaudžiai susijusių etapų (formulavimo, įgyvendinimo, vertinimo). Jis remiasi strateginiu ir sisteminiu požiūriu 
į žmogiškųjų išteklių vystymą, t.y. negali būti įgyvendinamas fragmentiškai. Nustatyta, kad žmogiškųjų išteklių 
vystymo sistema gali būti vertinama kaip turinti strateginę reikšmę viešojo valdymo reformos kontekste tik tuo 
atveju, jei ji geba sukurti palankią mokymuisi aplinką, kai žmogiškųjų išteklių vystymas yra susietas su strate-
giniais valdžios institucijų tikslais, atspindinčiais viešojo valdymo reformos uždavinius. 


