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Answers to the end of chapter review questions 
 
1. Explain the difference between vertical and horizontal alignment. 
 

Vertical strategic alignment (also termed vertical integration and external fit) is the 
process by which the HRD strategy, policies and plans are aligned with an 
organisation’s strategic goals and objectives. HRD interventions and initiatives are 
designed to support the organisation’s business strategy and strategic objectives. For 
instance, designing and implementing change management training to support a merger 
or acquisition strategy. In horizontal alignment (also termed horizontal integration or 
internal fit) the HRD function ensures that the HRD strategy, policies, plans and 
practices are consistent with the HRM strategy, policies, plans and practices. For 
instance, ensuring the set of competencies underpinning a management development 
programme is the same as that used for recruitment and selection. However, horizontal 
alignment goes beyond ensuring consistency between HRD and HRM. There is a need 
for a wider horizontal integration of organisational processes and activities: operational 
integration, intellectual integration, social integration and emotional integration (Ghosal  
& Gratton, 2005). 

 
 
2. Summarise the key challenges facing the HRD practitioner in developing a strategic 

approach to HRD. 
 

Changing organisational culture is probably the biggest challenge confronting HRD 
practitioners. It is much more difficult to change culture than to change strategy or 
structure. Achieving a learning (oriented) culture is highly problematic in an era when 
many of the control principles of scientific management still prevail in a wide range of 
organisational settings. Altering what Hamel and Prahalad (1996) refer to as 
‘managerial frames’ (which underpin how managers think and act) is difficult as it 
involves challenging some of the basic assumptions driving management behaviour. 
The ‘rewiring’ of senior managers in particular is critical to strategic HRD. Without it 
senior managers may continue to focus on the tactical role of training and development. 
To a great extent this determines the nature of other challenges the HRD practitioner 
may have to confront, including: employee apathy or cynicism, lack of resources, lack of 
access to relevant data and information, information overload, the consequences of 
‘bounded rationality’, lack of management understanding of learning, training and 
development processes (e.g. importance of validation and evaluation post-intervention), 
and so on. It is possible for a HRD practitioner to establish a level of credibility and 
influence that exceeds his/her hierarchical position if he/she is able to tackle many of 
these challenges effectively (commercial and political acumen being important 
competencies to possess in order to achieve this). 

 
 
3. What is the relationship between an organisation’s mission statement and business 

strategy? 
 

Mission statements have become a popular way of summarising and communicating 
an organisation’s strategic goals although they have been criticised as time-wasting 
distractions. The mission can be described as an articulation of how an organisation’s 
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vision of the future will be achieved. It sets out the principal goals and summarises key 
organisational values (e.g. ‘We always put our customers first’; ‘Our employees are our 
most important asset’; ‘Quality matters’). Subsequently, as part of the strategic 
planning process, objectives are identified which will enable the organisation to 
achieve its mission. These objectives represent the core of the business strategy. The 
business strategy is a plan that integrates an organisation’s vision, mission, goals and 
objectives and determines how resources will be used. This, in turn, influences the 
HRD strategy and then HRD policies, plans and practices. Some HRD functions adopt 
a HRD mission statement as well. 

 
 
4. What does RBV stand for and how is it relevant to human resource development? 
 

The resource based view is based on the assumption that organisations can develop 
human and technical resources that help the organisation secure competitive advantage 
but are difficult for competitors to imitate. The RBV focuses on the role of internal 
resources and organisational capabilities. These are intangible assets and represent 
something an organisation does well relative to competitors and from a RBV 
perspective it forms the basis of the organisation’s strategic direction. Organisational 
capabilities can also be described as an organisation’s core competence. The HRD 
literature has tended to associate core competence or capabilities with the concept of 
human capital and this underpins a wide range of HRD interventions (e.g. induction, 
skills training, management development etc). With the growth of interest in knowledge 
management attention has shifted to intellectual capital which embraces both human 
and social capital (the latter posing a different set of challenges for HRD practitioners). 

 
 
5. What are the implications of the business partner role? 
 

A business partner role for HRD reflects the extent to which the HRD 
function/practitioner is involved at a strategic level in helping to bring about fundamental 
changes to the organisation. The challenge for the HRD practitioner is to develop the 
competencies and credibility to be able to contribute to the strategic management 
process effectively. Not all HRD practitioners are able to convert such theory into 
practice. This is because different organisations have different perspectives on the role 
and purpose of HRD. The business partner role requires high level competencies in 
commercial and political acumen (in many ways the ability to ‘survive’ at a strategic 
level). Other key competencies include: technical expertise, facilitation and coaching, 
interpersonal, and problem solving. 
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