UC Berkeley
UC Berkeley Previously Published Works

Title
Human Resource Development in Construction Industry

Permalink
https://escholarship.org/uc/item/9xq0s3kq

Author
Neyestani, Behnam

Publication Date
2014

eScholarship.org Powered by the California Diqital Library

University of California


https://escholarship.org/uc/item/9xq0s3k6
https://escholarship.org
http://www.cdlib.org/

Human Resource Development in
Construction Industry

Behnam Neyestani

Introduction

Human Resource Development (HRD) is the domain that performs core
function in an organization for the advancement of personal and professional skills,
knowledge and abilities of employees. Human resource development includes such
opportunities as employee training, employee career development, performance
management and development, coaching, mentoring, succession planning, key
employee identification and organization development. HRD has the key role in
improving knowledge and skills on human resource in any organization. HR
professionals are very important for the organization. The main target of human
resource development is on fostering the workforce so that the company as well as

employees can achieve their work goals and objective to maximum satisfaction.

The companies implement a planned development of human resources needed
for the company to grow and actively support their employees in the voluntary
development of their skills with the aim of achieving growth for both the company

and our employees.
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Nowadays, managers believe that the employees are the most important
management resources. Managers are aiming to achieve growth for both the
company and employees by actively supporting the growth of each individual
employee and developing human resources who are equipped with skills and
experience required to work at the organization. Managers approach human resources
development from the three areas such as:

1) Planned Human Resource Development which is to implement planned
development to foster and secure the human resources needed to achieve

the management vision (e.g., growth strategy, business continuity, creation of

corporate culture);

2) Skill Development which is tasked to develop on individual employees their

skills and increase their market value, and;

3) Career Development which is a continuous lifelong process of developmental
experiences that focus on seeking, obtaining and processing information
about self, occupational and educational alternatives, life styles and role
options support medium to long-term career development and promote
growth toward employees' ideals.

According to Figure 1, HRD aims to promote comprehensive education
incorporating the perspectives of training system, On-the-Job Training (OJT),

medium to long-term career path development of human resource systems to

support these programs.
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Figure 1: Human Resources Development Model

Organizations have many opportunities for human resources or employee
development, both within and outside of the workplace. Human Resource
Development can be both ceremonial as well as casual ranging from classroom
training sessions and college course and an organizational scheduled change effort to
casual mentoring of subordinates by their superiors. Organizations that intend to
grow and become sophisticate utilize an extensive portion of their resources in
human resource development.

Human resource development is directed towards changing an organization
and everyone associated with it from within, in order to gain advantage over its
competitors and ultimately achieving great amount of success. It also caters the
need for employee talent and skill development within an organization. Talent and

skills development are important components of Human Resource Development.
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Equipping employees with technical skills that are required to perform specific tasks
with soft skills such as leadership, communication, time management and others
actually enhances the performances of these individuals and ultimately benefits
the organization in the long run. This also adds to employee satisfaction, as learning
something new boosts up their energy level and not only makes them better
employees but rather better human beings.

More and more companies are acquainting themselves with concepts
of talent development or training and development from HRD. Talent development
accumulates a vast array of elements such as organizational development, training
and development, career development and the workplace management and etc. There
is an increasing need for individuals to take charge of the development of their own
learning and careers for a variety of reasons and also there is an increasing rate of
change of the organizations and in the knowledge and skills. Top management and
executives need to genuinely realize the strategic importance of HRD as a value-
added source for sustained competitive advantage. Human resource managers who
were in charge of the design and implementation of the business development
needed to focus on the corporate business vision and long-term growth strategies

to get more productivity and profit for their companies.

There are numerous factors affecting employee's performance and productivity
in construction site and generally these factors are manifested to affect in the
construction at large. There are also several factors that influence employee’s
performance and productivity in construction company. “Productivity improvement in

construction is best understood when the construction process is visualized as a
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complete system” (Dozzi and AbouRizk, 1993), as shown in Figure 2, the system is

made up of the construction project.

Construction Project System
Machine Planning, Scheduling, Developing, Maintenance, Checking

Materials Scheduling, Procurement, Handling and Site Layout

Method Planning, Scheduling, Developing, Controlling

Improved Improved Improved
HR: organizational financial

- Human Performance: Performance:
Resource Knowledge,
Development gy, Productivity Profit and
(HRD) Ability and and Idicator (RIO,
Attitude Non-financial ROA, ROE)

of employee performance

Figure 2: Modified Framework Improvement of Firm Performance

in Construction
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According to Figure 2, the construction system can be described as an PO
(Input, Process, Output) system. There are four elements in Input (Machine,
Materials, Methods, Manpower) of this system and Manpower is the most
important factor among them and the organization can use and consume properly
other factors are left by promoting and improving HR or manpower, and human
resource development is the main way to achieve this target (improving HR). This
system shows the stages of improving HR by HRD through construction project

system HRD can cause improving step by step firm performance in construction

company, these stages are included:
1. Improvement of HR outcome: Improved knowledge, ability, skills,
employee’s behaviour;

2. Improvement of organization performance outcome: Non-financial
performance (employee’s satisfaction, time, absence, change of

organization culture, increasing revenue);

3. The increase of productivity and finally;

4. The increase of financial outcome: improved profitability.

Finally, improvement of skills and behaviour of employees help change both
employees and companies in a good situation. Clearlyy, HRD can generate more
efficiency for staffs and the company toward improving employee’s performance
and the company productivity. Much researches into HRD were concerned with the

effectiveness of training on the companies and employees.
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This study tried to find and realize all factors which are caused by
HRD on productivity and employee's performance in construction industry, for
getting this aim the researcher used recent local and foreign studies about the
impact human resource development on productivity and employee’s performance in
construction companies. HRD can be both ceremonial as well as casual ranging
from classroom training sessions and college courses, and an organizational
scheduled change effort, to casual mentoring of subordinates by their superiors.
Organizations that intend to grow and sophisticate utilize an extensive portion of
their resources in Human Resource Development which is directed towards
changing an organization and everyone associated with it from within, in order to
gain advantage over its competitors and ultimately achieving great amount of success.
It also caters the need for employee talent and skill development within an

organization.

Talent and Skills Development are important components of human resource
development. To equip employees, alongside technical skills that are required to
perform specific tasks, with soft skills such as leadership, communication, time
management and so on and so forth actually enhances the performances of these
individuals ultimately benefiting the organization in the long run. This also adds to
employee satisfaction, as learning something new boots up their energy level and not
only makes them better employees but rather better human beings.

These more and more companies are acquainting themselves with
concepts of talent development or training and development. Talent development

accumulates a vast array of elements such as organizational development, training
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and development, career development and workplace management and etc. It is said
that during the 21% century more organizations will be focusing on talent
management and development. Human resource development as a process occurs

within employees and organizations:

1) Training and Development (TD): The development of human expertise for the

purpose of improving employee's performance;

2) Organizational Development (OD): Empowering the organization to take

advantage of its human resource capital;

The companies should improve continually employee’s skills and attitude to

ensure enforcing optimal performance in the workplace.

Training and Development in Construction Industry

Nowadays, organizations know proper training needs to establish a
proper system. Training is referred to as a systematic approach to learning and
development to improve individual, team, and organizational effectiveness (Goldstein
and Ford 2002). Training is the systematic development of the attitude and skill
behavior pattern required by an individual in order to perform adequately a given
task. “It is also the systematic modification of behavior through learning which
occurs as a result of education instruction development and planned experiences”
(Oliseh, 2005). Training tried to change the behavior of the employee in the work
place to increase employee’s skills according to standard which exists in the

company. The organizations usually implement training when they want to change
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process of manufacturing or service, training for new skills gives opportunity for
better career paths (within the company or in the labor market), higher income and

employability.

Manpower training and development has the key role in improving knowledge
and skills on human resource in any organization. HR professionals are very
important for the organization. Training can bring them at par with the organization's
goals and attuned with the industry trends is necessary. The companies should
improve continually employee’s skills and attitude by training and manpower
development to ensure enforcing optimal performance. As shown in Figure 3,
manpower training and development can change and improve the level of ability and

attitude of the employees in the workplace.

New Employees Motivated and
Comitted
Training Employees
Unskilled
and .

Employees Skilled

Manpower Employees
Development

Potential Competent
Managers Managers

Figure 3: Input-Process-Output (IPO) of Manpower Training's Model
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Also, training and manpower development undoubtedly lead employee to
better productivity through improved technical and managerial skills and better
morale within the workforce. The creation of a culture of training and manpower
development within an organization confirms within the minds of staff that they are
worthy part of the construction company. The culture of an enterprise is one of the
hardest aspects to manage; staff training and manpower development have the power
to change organizational culture for the better situation in construction company.
According to David (2008) “Many managers understand the value of a skilled
workforce, many companies fail to realize the benefits that minimal improvements in
employee skills by training can make in an organization”. According to many
studies, implementation of training system in company can improve some factors in
the company such as performance improvement, increased productivity, increased
profit, improved satisfaction of employees, increased employee moral and increased

revenuc.

As shown in Figure 4, the effectiveness of training and manpower
development can improve the job satisfaction, technical skills, enhancement of
salary and change the company culture to a proper level that company can compete
with other companies as well as owners or contractors or HRM expected. These
changes can help to increase and improve profit, productivity and employee’s

performance in a construction company.
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Top management

1.Improved moral
& job satisfaction.

2.Change of
company culture. Increased
: Productivity
Traning and ' 3.Improved and Profit
Manpower Middle technical skills &
Development management workplace's
performance.

4 Enhancement of

‘ revenue.
Operational staff

Figure 4: Detailed Relationship Between Training System and Productivity

According to Training Magazine (2004), when senior executives were asked
the most important training initiatives, 77% cited aligning learning strategies
with business goals; 75% cited ensuring learning content meets the workforce
requirements; and 72%, boosting productivity and agility in the companies.
So, most managers know training has had significance for company
improvement. Doubtlessly, training and manpower development has important
role on series of factors which can nicely enable to increase productivity in the
workplace. “The results indicate that employee's training is one of the
functions that consistently over the years are perceived as having
considerable room for productivity improvement” (Arditi and Mochtar, 2000).
The companies need to have a proper system for the implementation of

manpower training and development, as using Instructional System Design
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(ISD) and Instructional Design (ID) in the construction companies that are able
to know and design a good instructional system in projects, it is necessary to
establish this intellectual education system for companies to get most benefit

from training.

Training Needs Assessment in Construction Training

Before the implementation of the training system the managers must be able to

know their employee’s needs concerning training. And “training needs are initially

identified by reviewing regulatory requirements and existing training programs,
and/or conducting a needs analysis” (Yoder,1993). According to Chang and Chiang
(2011) TNA (Training Needs Assessment) is a process of confirming the knowledge
and technology necessary for achieving organizational goals, and it is necessary to
provide the employees through training, and which training should be provided”. This
process must continuously effort to find the existing needs of the organization
concerning training to achieve organizational development goals. This analysis for
training needs is usually included: The three levels are organizational level,

operational and individual level.

According to Warshauer (1988), a good TNA provides the following benefits
such as: 1) increasing the commitment of the management to enable participants to
participate in training and development continuously; 2) increasing the visibility of
training functions; 3) elaborating critical organizational issues; 4) making the best

use of limited organizational resources; 5) providing training courses and Training
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design ideas; 6) providing employees with knowledge and skills for performing their
duties; 7) helping an organization find the goal of performance, and; 8) improving

employee relations and morale.

Training system in any organization and industry must be strictly emphasized
to know its aims concerning employees then when the organization could know it
by analyzing training needs, so the organization can be able to go to the next level of

training system after knowing what its mission is.

Design, Development, Implementation, Evaluation and Financial Assessment of

the Training System

The design phase conceptualises the project, the phase involves learning
objectives, assessment tools, exercises, content, subject matter analysis, learning
sequence and media asset selection. Design is an important part of a training
manpower development in HR because after analyzing the training needs of
employees, the organization must be able to plan a proper system to achieve the aims
of the organization. Then the company can realize which way and designed program
is an opportunity for employees and target company. According to Yoder (1993) the
design of training includes:

1. Self-paced instruction: This is any form of instruction that does not

require the presence of an instructor at the training setting. However, feedback must

be provided;

2. On-the-job training (OJT): This relates to formal training on the job. A
worker becomes experienced on the job over time due to modification of job behavior

at the point of training or acquisition of skills;
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3. Classroom: training presented to groups of various sizes, typified by
stand up lecture, seminar, or group interaction. Classroom instruction works well for

presentation of fundamental and basic theoretical knowledge, and;

4. Laboratory/Workshop: training that emphasizes hands on practical

experience in a controlled environment.

This step establishes the development of current job descriptions and
standards and procedures. Job descriptions should be clear and concise and may
serve as a major training tool for the identification of guidelines. Once the job
description is completed, a complete list of standards and procedures should be
established from each responsibility outlined in the job description. This will
standardize the necessary guidelines for any future training. Also, the development
phase involves the creation of the learning objects or course based on the completed
storyboards. According to Yoder (1993) training methods selected should be based
on the objectives and settings for the course, training methods are techniques of

communicating instructional material to trainees.

These materials are references, info packs, case studies, movies, games, and
other visual aids. This is also a great time to ensure that feedback from previous
sessions is included. If the attendees are bored, they will not stay engaged with the
facilitator. If attendees are disengaged, they will absorb less knowledge. Keep them
engaged with activities such as trivia questions, interactive exercises, and group
discussions. It is a proven fact that engagement raises knowledge retention. The

developers create and assemble the content assets and the programmers build the
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functions and integrate the assets, testers complete User Acceptance Testing (UAT)
and debugging occurs. Project variations are applied and the release occurs after

approval.

The implementation phase involves the development of documentation, user
guides and training manuals. The documentation covers the course curriculum,
learning outcomes, navigation, assessment and learning tools. This process is one of
the important parts of training system and it must be delivered properly to employees.
According to Yoder (1993), activities of implementation are:

1. Conduct training: If specified in the training development and

administrative guide, trainees should be pretested to ensure that they are adequately

prepared. Trainee performance should be monitored and evaluated during training;

2. Conduct in training evaluation: During training, data should be
collected for subsequent use in evaluating and improving training program
effectiveness.  Evaluation information is collected from test performance data,

instructor critiques and trainee critiques, and;

3. Document training: The documentation of training includes preparing,
distributing, storing, controlling, and retrieving records and reports that address the

training program and trainee participation.

The evaluation of training usually exists through each stage of training
system. According to the Model of the Training Process, from first to the last part, this
system has satisfied well the organization concerning its needs. An evaluation model
for Project Management Training Programs is necessary to administer the training
system according to aims of project management for promotion of HR in construction

industry, and evaluation must have achieved three main objectives (Sharon, 2009):
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1) Assess if intended learning and development objectives have
been met, and;

2) Continuous improvement of learning and development, and; 3) Assess

whether resources are used wisely.

The Evaluation Phase consists of two parts: formative and summative.
Formative evaluation is present in each stage of the ISD process. Summative
evaluation consists of tests designed for domain specific criterion referenced items
and provides opportunities for feedback from the users. All system outputs are a
direct reflection of inputs, processes, and adjustments. The training process is no
different. If the outputs of the program are less than desired, then changes to the
program may be necessary. Companies should establish a systematic evaluation
process to enhance the effectiveness of the training (Warshauer, 1988). The evaluation

of the program should occur in two phases (Yoder, 1993):
1) Immediately after the program, and;
2)  Some period later (for instance 6 months).

The evaluation performed immediately after the program serves to correct
urgent training issues such as incorrect data. This is also the time to concentrate on
instructor techniques. The later evaluation determines whether the training enhanced
employee and/or company performance. Figure 5 depicts the different phases and
their relationships, training delivery methods consist of the techniques and materials
used by trainers to structure learning experiences. Rapid prototyping involves the

process of receiving continual or formative feedback while instructional materials are
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being developed. Rapid prototyping develops learning experiences in a continual
design-evaluation process, known as the spiral cycle. The iterative approach means

that courses are continually improved as the cycle continues (Sharon, 2009).

Need analysis

4

Design

Development

A

Implementation

Evaluation

Figure 5: Model of the Training Process

The organization can assess its training system by some methods such
as Kirkpatrick Model and Financial Assessment of training (ROI, ROE). One of the
methods to assess training system is through the Kirkpatrick Model which described
a series of articles on training evaluation by Donald Kirkpatrick in the 1960’s where
he identified four stages of evaluation. Despite its age, Kirkpatrick’s  model

continues to be used in contemporary research which includes:

2014 PAGE 17



1) Reaction; 2) Learning; 3) Behavior, and; 4) Results.

Reaction of Kirkpatrick's Model was mostly concerned with the level of the
learner's happiness with the learning program” (Rossett and Kendra, 2001). What
this stage really needs is to ensure that the performance intervention (learning
program) actually conforms to the individual requirements. “If the managers cannot
convince employees that they need to learn the new tasks (motivation), then they
probably never learn to perform correctly or once they complete the learning
program” (Rossett and Kendra, 2001). They will probably not put their newly
learned skills and knowledge to full use. Thus, the individual needs are the

foundation of the Four Needs (Rossett and Kendra, 2001), as shown in Figure 6.

What
organization
need will be

achieved

What must be
performed

What must be learned and what
tools do they need

Motivation to learn and perform

Figure 6: Kirkpatrick’s Model
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Financial Assessment is a useful way to assess training system in construction
companies and can be used as an instrument to know improvement of productivity
indirectly by computing of ROI or other methods of financial assessment. On the
other hand, the measurement on investment can give us accurate information such as
increases in levels of customer satisfaction, increase in productivity, time saved,

improved teamwork and enhanced organization commitment (Sharon, 2009).
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