A conceptual framework for understanding the learning processes
integral to the development of responsible management practice.

Abstract-*

Purpose

This paper examines responsible management practice and the learning processes
that underpin its development. It presents a conceptual framework to highlight the
relationship between the learning experience of the individual and their capacity to
develop responsible practice.

Design/methodology/approach

This conceptual paper synthesises knowledge from studies of how managers learn
for ethical and responsible practice. A scoping review of peer-reviewed academic
papers was conducted using key search terms that included “responsible

”

management learning” (RML), “ethics”, “Human Resource Development (HRD)”,
‘responsible management (RM)”, “responsible leadership (RL)” and “work-based
learning”. Analysis resulted in development of a conceptual framework of responsible

management learning processes.
Findings

The review of studies concerned with how individuals learn to manage ‘responsibly’
identified a range of learning processes that are necessary for the development of
responsible practice. These learning processes are presented in a conceptual model
that offers insights for the design of HRD interventions. Learning for responsible
practice is presented as occurring in learning spaces where the learner/ manager
experiences a combination of learning processes. These are found to include
situated, social and experiential learning that is ‘transformative’, potentially
‘troublesome’, and ‘reflexive’ such that learners develop responsible values and
practices.

Originality/value

The paper contributes to the field of management development by focusing on the
intersection between what is known about how individuals learn for ethical and
responsible practice and the implications for work-based learning pedagogies.

The paper will be of interest to HRD professionals tasked with fostering a
responsible and ethical culture within organisations.

Keywords: responsible management practice, responsible management
learning, human resource development, workplace learning




1. Introduction.

As organisations increasingly seek to operate responsibly there has been
progressively more interest in the development of responsible management practice.
‘Responsible management practice’ focuses primarily on the individual manager’s
work practices that lead them to manage responsibly.

One stream of research interest has been in how to develop responsible practice at
the level of the individual manager.

This has given rise to a body of studies focusing on responsible management
learning (RML). Given the maturity of this literature, it is timely to synthesise the
insights to advance understanding about how individuals learn for responsible
practice. Much of the RML research has focused on management education’s
contribution to the development of responsible management practice, with few
studies focusing on workplace learning for responsible practice, with the notable
exception of Hauser (2020).

The motivation for this article comes from recognition that how managers as
individuals learn to be responsible within the workplace is a ‘hugely under-
researched and under-theorized field’ (Cullen, 2020 p. 766). This conceptual paper
advances the application of learning theory to responsible management
development in work settings. It has significance for the design of learning and
development provisions within the workplace, drawing attention to how the learning
opportunity afforded by HRD interventions affects the individual’'s development of
responsible management (RM). This is important because it suggests that not all
learning opportunities and methods offered by organisations support the learning
processes underpinning RML.

This paper’s aim is to identify, by a systematic examination of the literature, the
nature of the learning processes that enable managers to develop their responsible
practice. This enables development of a conceptual model providing insights into
how individuals learn for responsible practice, and the implications for the design of
learning approaches.

Given that HRD is the area of practice within organisations that fosters long term
opportunities for learning and development at the level of the individual, group and
organisation, the insights provided in this paper orientate HRD professionals to the
design of interventions which can stimulate the learning processes identified. This is
timely given that HRD’s contribution to developing responsible practice is widely
recognised (Preuss et al., 2009; Garavan and McGuire, 2010; Blakeley and Higgs,
2014; Jang and Ardichvili, 2020; Kreismann and Talaulicar, 2021). There is
agreement that HRD can develop responsible practice through, amongst other
things, providing opportunities for learning that supports ethical organisational
cultures and communities of responsible practitioners (Ardichvili, 2013; Mackenzie,
Garavan and Carbery, 2012; Blakeley and Higgs, 2014).

The importance of organisationally sponsored HRD interventions and the importance
of workplace learning have also been recognised in respect of developing

2



‘responsible management’ (Hatcher, 2002; Foote and Ruona, 2008; Preuss et al.,
2009; Garavan and McGuire, 2010; Anderson et al., 2014; Blakeley and Higgs,
2014; Hauser, 2020; Jang and Ardichvili, 2020). However, the insights from such
studies have not yet been synthesised into a framework. This article contributes to
theoretical and practical knowledge of the learning processes required for developing
of RM.

The central question addressed is: What are the learning processes that enable
individuals to develop responsible management practice?

To address this question, the paper is organised into the following sections. Section
2 outlines the methods employed. Section 3 offers the theoretical background to the
paper. It reviews the literature on responsible management that appertains to how
individuals learn and develop responsible management. Subsection 3.1 examines
what constitutes being a ‘responsible manager’. 3.2 focuses attention on the role of
HRD in providing individual learners with learning occasions that develop
responsible practice. Section 3.3 reviews studies that examine the learning
processes required for individual responsible management learning. This conceptual
analysis leads to a conceptual framework that assimilates the findings on RML and
directs attention to the type of learning that supports the development of responsible
practice, and as such provides guidance to HRD practitioners tasked with developing
RM. Section 4 discusses the implications for HRD research and practice.

Methodology

This section communicates the key methodological considerations that led to this
conceptual paper. Following Jaakola (2020) consideration was given to the
theoretical framing where theories and concepts relating to the ‘focal phenomena’,
responsible management learning’ were selected and analysed. These were
identified through a careful review of relevant literature. This was identified via a
search of peer-reviewed, English language journals within institutional databases
subscribed to by a large UK university. These included Business Source Ultimate,
Complementary Index, APA Psyclnfo, Science Direct, ERIC, Academic Search
Ultimate, Emerald Insight. Most sources were from journals in the fields of general
management, CSR and ethics, organisational behaviour, training and development
and management education. The article search focused on the years 2000-2022 and
included primary research and review papers. Papers were excluded if they were not
accessible and did not focus on the ‘focal phenomenon’ (Jaakola, 2020) of RML. 58
publications were of direct relevance, with 18 papers being deemed particularly
insightful.

A scoping of the literature appertaining to RML was conducted using terms including,
but not limited to, ‘responsible management learning’, ‘responsible management
practice’, ‘responsible leadership development’, ‘learning for responsible practice’
and ‘learning for ethical practice.” Papers were rejected if they did not focus on
individual learning processes. An iterative and incremental review of the resulting
literature pool revealed an important conceptual underpinning and theme, namely a
focus on the learning processes that resulted in RML.



18 papers focused on the significance of the learning experience to individuals
developing responsible practice with a particular focus on the process by which the
learning occurred (Table 1). These papers were analysed for their role as ‘lenses’
into how managers learn about responsible practice. Papers were deemed ‘relevant’,
and then subjected to detailed analysis, when they focused on identifiable learning
processes. In addition, papers were included where the learning process was
deemed to be effective, or had the potential, to support the RML.

Jaakola (2020) talks of the importance of conceptual papers making the ‘chain of
evidence’ clear, that is the association between concepts. An inductive analysis of
the key papers, with a focus on identifying the salient learning processes provided a
particular set of knowledge about how learning for RM occurs (section 3.3). These
enabled development of a set of propositions (1- 8) that offer purchase on the
learning processes underpinning the core concept, RML. These give rise to the
conceptual model ( fig 1) identified in section 3 delineating what is known about the
salient features of individual learning that support the development of RM practice. It
also revealed limited studies of RML in work-based learning, the majority examining
RML in educational settings.

To verify the extent of workplace learning for responsible practice, a second search
was conducted of the HRD literature using combinations of the search terms ‘HRD’,
‘management development’, ‘training’, ‘learning’ with ‘CSR’, ‘ethics’, ‘sustainable’
and ‘responsible practice’. This revealed few studies (5 papers) that examine
empirically or conceptually the potential of HRD interventions for developing
responsible practice and all paid limited attention to the learning processes
underpinning the intervention, and the individual process.

3.0 Theoretical background.

It is now accepted that organisations and those that work within them must act in
morally responsible ways, but understanding just what this entails is problematic,
both for academics, organisations, and practitioners. The concept of responsible
management (RM) has emerged as a unifying concept.

3.1 Responsible management practice: what does it entail?

‘Responsible management’ and ‘responsible leadership’, although broad in their
conceptual description have emerged to offer explanatory insight into those
management practices that encompass ethical, corporate social responsibility (CSR)
and sustainability practices at the micro, meso and mega levels (Voegtlin et al.,
2012; Laasch et al., 2020).

Recent studies use a practice-based conception of responsible management placing
the manager at the centre of moves towards organisational responsibility and
recognising the situated, social nature of responsible management (Chapple et al.,
2020; Gheradi and Laasch, 2021). At the level of the individual manager the focus
has been on values, behaviours, and competences, even emotions that predispose
them to behave responsibly (Laasch et al., 2022; Laasch and Moosmayer, 2015;
Carmeli et al., 2017; Osagie et al., 2018). This has included the possession of
certain virtues, and traits (Crossan et al., 2013) where personal qualities, such as
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moral integrity led individuals to manage responsibly (Bass and Steidimeier,1999)
and develop through a progressive understanding of ‘who to be’ and ‘how to be’
(Erikson and Cooper, 2019).

Being ‘responsible’ entails demonstrating accountability for one’s actions: being
moral and trustworthy (Cunliffe, 2009) and exhibiting care-driven values (Carmeli et
al., 2017). It requires being able to identify ‘right-wrong’ decisions and not being
irresponsible (Nonet ef al., 2016), being an ‘activist’ not ‘abdicator’, (Carrington et al.,
2019), and challenging morally suspect practice (Hibbert and Cunliffe, 2015). It thus
entails ‘doing good’ (Waldman and Galvin, 2008) and ‘what is right’ rather than just
avoiding ‘doing harm’.

Responsible management is associated with managing positive relationships with
key individuals and groups (Maak, 2007; Doh and Quigley, 2014), often portrayed as
sustainable and honourable relationships with stakeholders. This can entail
collaborative relations and social partnerships, sometimes across industry sectors
and with NGOs (Rondinelli and London, 2003). Responsible management is thus
found to be relational where expert knowledge is shared, embedded in daily
practices and within communities (Figueiredo et al., 2021). It is increasingly
conceived as a situated and social practice (Laasch and Gherardi, 2019) that
depends on relationships which can cross professional, organisational and industry
boundaries. Whilst a particular focus has been on managers and leaders in senior
positions (Maak and Pless, 2006; Waldman and Balven, 2015) it is expected of all
managers per se (Hiekkataipale and Lamsa, 2017).

A conceptual, but also practical problem for managers seeking to act responsibly is
the differences amongst organisational members in their understanding of what
‘being responsible’ may entail. Senior executives may exhibit responsibility to
shareholders and institutional investors (Waldman and Galvin, 2008) and may even
view responsible management as abiding by efficient market rules and behaviours,
whereas middle and lower-level managers may identify with the interests of
employees, peers, and customer groups. Therefore, responsible management
requires the capacity to make sense of, and reconcile, divergent interests and
perspectives (Maak and Pless, 2006; Doh and Quigley, 2014; Pirson, 2020).

The above section has examined what constitutes a responsible manager.
Proposition 1: Responsible managers demonstrate identifiable personal qualities
such as a moral and responsible mindset, the capacity to recognise and engage in
principled behaviours and practices.

3.2. Developing responsible managers within organisations

Within organisations it is Human Resource Development (HRD) practices that
determine the organisational interventions supporting workplace learning.

Whilst HRD’s role in enabling individuals to make responsible choices across all the
organisations operations is acknowledged (Ardichvili, 2013; Jang and Ardichuvili,
2020) there appears to be limited attention to how HRD programs within workplace



settings develop responsible practice, the exception being Hauser’s (2020) focus on
ethics and compliance programmes.

Proposition 2: HRD professionals seeking to enable RML require a holistic
understanding of the learning processes through which individuals develop
responsible practice.

Proposition 2 is attended to in the following section where a review of the literature
on RML processes provides insights into how individual managers ‘learn’ to be
responsible.

3.3 Theoretical framework: the importance of learning processes for the
development of responsible managers.

In this section the dominant contributions, themes, and commonalities within-the
literature on RML provide the landscape for discussion of the key learning processes
for which responsible management development (RMD) interventions need to be
designed for. This review is timely, given that studies of how organisations and
managers learn responsible practice within workplace settings are of increasing
interest (Hauser, 2020; Cullen 2020).

Studies interested in RML at the level of the individual are examined to understand
the nature of learning that develops the capability of the individual to be responsible.
This leads to the derivation of a conceptual model (Fig 1) that conveys the learning
processes underpinning RML.

Table 1 is offered as illustrative of the literature that informed the development of the
paper. Table 1 identifies studies that focused on the learning experiences of
individual learners within educational settings are included as they focus on the
processes by which individuals learn responsibility.

It should be noted that, although the paper’s focus is primarily on individual learning,
this is understood as “the kernel for the growth of collective learning” (Swart and
Harcup, 2013, p. 339).

[Insert table 1]

Proposition 3: A review of research literature on RML identifies the learning
processes by which individuals develop responsible practice. Existing studies
suggest the development of responsible management capabilities is mediated by the
learning processes an individual experiences.

The following sub-sections synthesise and organise the learning processes that
analysis of the literature (table 1) identifies as important to how individual learners
develop responsible practice. Based on this review propositions 4-7 are drawn in
respect of the nature learning for responsible management. The propositions emerge
through the research process that identified distinctive characteristics to the learning
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process for RML and offer a framework for understanding how RML occurs. Fig 1
seeks to outline these key processes within one framework.

3.3.1- ‘Knowing’ what is ‘responsible’

Learning is traditionally recognised as a process of knowledge acquisition, sharing
and construction (Kraiger et al.,1993; Antonacopoulou, 2006).

Whilst Doh and Quigley (2014) suggest responsible leaders “serve as an internal
advocate and carrier for knowledge flow and distribution” (p.265), they find the link
between responsible leadership and knowledge sharing is under-researched. So too
is the nature of knowledge required by a ‘responsible’ manager. Laasch et al. (2022)
identify ‘knowledge’ as one of six competence domains for responsible management.

Montiel et al. (2020) builds on Hibbert and Cunliffe’s (2015) work on facilitating
learning about responsible practice through ‘threshold concepts’, suggesting that
responsible practice requires managers to acquire new realms of knowledge and
patterns of knowledge. These change managers’ ways of thinking, orientating them
towards previously unknown ways of understanding responsible practice. Montiel et
al. (2020) finds 33 threshold concepts that group into six important knowledge areas
for responsible practice: stakeholder dynamics, emotional agency, value creation,
ecological connection, altruism pitfalls and management reinventions.

Hibbert and Cunliffe (2015) identify a knowledge-practice gap recognising that
knowledge of responsible management does not necessarily result in managers
engaging in responsible conduct. Dzhengiz and Niesten’s (2019) study of
competences for environmental sustainability offers insight into the learning
processes through the concept of ‘absorptive capacity’ where learners must be
motivated to assimilate and use new knowledge.

Proposition 4: HRD interventions need to facilitate the absorption, sharing and
embedding of relevant workplace knowledge for responsible practice.

3.3.2 Learning to discern the ‘moral rules-in-use’, ‘troublesome knowledge’
and transformative learning

‘Transformative learning’ is learning that entails “a deep structural shift in the basic
premises of thought, feelings, and actions. It is a shift of consciousness that
dramatically and permanently alters our way of being in the world” (O’Sullivan and
Morrell, 2002, p.18). ‘Transformative learning’ has been the subject of research
interest with respect to sustainable business practice & development (Balsiger et al.,
2017) and responsible management learning (Hibbert and Cunliffe, 2015).
‘Transformative learning’, is seen as important if values and beliefs, work practices
and priorities are required to change, or divergent stakeholder and wider societal
expectations are to be responded to.

One of the reasons for interest in Mezirow’s (2003) notion of ‘transformative learning’
is his suggestion that ‘principles of judgement’ develop. This moral position is
“achieved through reasoning which focuses on the particularity of differences in
points of view” (Mezirow, 2003, p.623). This suggests that opportunities for



transformative learning will provide managers with the means, when working with
key organisational members and stakeholders, to work out what the responsible
action entails and to change their practices.

As Rion (1990) asserts, the difficulty for the responsible manager is discerning what
is morally right whilst facing a constant and rapid flow of interrelated decision
processes that require action. Responsible management therefore requires
managers to be capable of recognising the moral and ethical implications of their
practice. Responsible managers need to continually “ascertain which moral rules-in-
use apply in given situations. Such assessments are always complex and often
intuitive” (Jackall,1988, p.600). They require learning to differentiate between
irresponsible and responsible actions (Hibbert and Cunliffe, 2015) which can be
difficult (Parkes and Blewitt, 2011).

Mezirow (1991, p.15) suggests that individuals would not usually “examine the pre-
suppositions upon which habits of expectation are predicated” unless they face
‘disorienting dilemmas’. These are occasions where an individual’s understanding of
the world does not fit with their situation or experience, such that they must question
their conventional practice. ‘Managing responsibly’ will create situations where the
conventional ways in which managers operate will be challenged. For example, the
conventional economic premise of the primacy of shareholder value may need to
change to acknowledge multiple stakeholder interests. As Hibbert and Cunliffe
(2015) suggest, such ‘troublesome’ situations provide opportunities for learning,
particularly about occasions of management irresponsibility. Their paper reveals the
importance of establishing “space for emotion and confusion” in order that
“responsible managers can identify what is troublesome in their own practice”
(p-179). Although Hibbert and Cunliffe (2015) suggest this within an educational
setting, it is a valuable point that has relevance for learning in the workplace,
implying the need for organisations to offer opportunities for learning that is
transformative, and to support learners as they face potentially disorientating
transformations.

Proposition 5: HRD interventions for developing RP should recognise the
transformative nature of RML within a liminal space that may be disorientating for the
learner.

3.3.3 Learning by reflection and reflexive practice

Central to ‘transformative’ learning is the capacity for learners to engage in both
reflective & reflexive practice. Recent work has identified its importance in guiding
moral practice and responsible management (Hibbert and Cunliffe, 2015; Hedberg,
2017). Sunley and Coleman (2016) and Hedberg (2017), examining management
development for responsible management within educational settings, argue for the
development of managers as ‘reflective practitioners’ because reflection increases
moral attentiveness, awareness of moral issues and ethical expertise.

As Hibbert and Cunliffe (2015) suggest, “morally reflexive individuals question
existing practices (their own and others) and understand the responsibility this brings
in terms of acting to change situations” (p.185). This might lead to a rejection of
current organisational practices and, as Reynolds and Vince (2016) suggest, may



entail asking questions that are unpopular, unwelcome, and painful. However, this
questioning of one’s own and organisational practices can lead to generative
learning through ‘radical-reflexivity’ (Allen et al., 2019).

Hedberg (2017, p.520) points to collective reflection as important to the development
of moral expertise, behaviour, and moral courage. Collective reflection enables
parties to “explicitly discuss and understand social cues and moral constraints, and
ultimately change moral intuition through deliberative reason”. This is to find
reflection is not just an individual process, but a collective learning process.

Proposition 6: HRD interventions for developing RP should support morally reflexive
and reflective learning.

3.3.4 Social learning.

It is increasingly recognised that responsible leaders and managers work with and
through a network of others, including stakeholders (Pless et al., 2012; Doh and
Quigley, 2014; Voegtlin, 2016; Osagie et al., 2018). Indeed, responsible
management is unlikely to be achievable unilaterally or without consultation, as it
relies on interactions with other organisational members who also have moral
agency. It is achieved “in social processes of interaction,” that create the conditions
for employees to behave in responsible ways (Maak and Pless, 2006). Whilst the
social nature of responsible practice is recognised, developmental perspectives
fostering occasions for collective learning appear rarely in the literature on
responsible management learning. However, Garavan et al. (2010) identify HRD’s
role in facilitating social learning processes that support stakeholder framing and
analysis of complex CSR and CS issues.

Implicit in an acknowledgement that learning is social and occurs through
interactions with others is recognition that reciprocal or mutual learning can occur
(Gheradi et al., 1998). This acknowledges the joint achievement of shared
understanding and knowledge, perhaps suggesting a convergence of learning, a co-
construction. Benn et al. (2013) supports this notion of co-evolution of learning within
communities of practice for sustainability. This points to the importance of shared
sensemaking as a means for parties to learn what constitutes responsible practice.
Fougére et al. (2020), examining RML in service level agreements, illustrates the
importance of reciprocal learning that occurs across professional and organisational
boundaries.

Young (2006), in a paper on global justice, presents ‘responsibility’ through a ‘social
connectedness model’. Her focus is on the notion of ‘shared responsibility’ which she
explains as ‘personal responsibility for outcomes, or the risks of harmful outcomes,
produced by a group of persons and shared between them’. She proffers that
“sharing responsibility means, in part, that agents challenge one another and call
one another to account for what they are doing or not doing” (Young, 2006, p.130).
This allows managers to understand the values and moral position of others,
exposing them to different ways of thinking and acting. This ‘collective reflection’
provides a means to ‘change moral intuition’ which in turn can lead to ‘mindful ethical
behaviour’ (Hedberg, 2017, p. 520).



Proposition 7: HRD interventions for developing responsible practice should enable
situated and social learning where the focus is on shared responsibility.

This section, through examining the nature of learning for responsible practice, leads
to a conceptual model (Fig 1.) that portrays the learning conditions suited to the
development of responsible practice.

The study finds learning for responsible practice entails knowledge acquisition and
application, which is sometimes troublesome. It occurs through reflexive practice, is
transformative and often social. For HRD professionals seeking to enable RML this
orientates them to the importance of HRD interventions providing these learning
processes.

Proposition 8: It is possible to identify specific learning processes that enable
development of RML and are relevant to the choice & design of HRD intervention.
Absence of these reduce the potential of an HRD intervention to support RML

3.4 Development of a conceptual framework

In this section a conceptual model of learning processes that enable RML is
introduced (fig 1). The framework synthesises the key learning processes that
underpin successful development of responsible management practice revealed by
analysis of the literature. These are the learning processes that management
development programs should facilitate if they are to have the best chance to
develop responsible behaviours. As such the conceptual model integrates insights
into how managers learn for responsible practice into one holistic framework.

The theoretical anchor to the model is adult learning theory (Yang, 2004). This
accepts the utilisation of different learning theories, individually or together, and
supports an integrative approach.

[ Insert fig 1]

4. Discussion and Implications

This paper responds to an absence of attention, within the HRD and management
development literature, to how managers develop responsible practice. The paper
brings together intersections in the literature on RML to identify the individual
learning processes that enable the development of responsible management.

Its contribution to knowledge is to highlight the pivotal role of learning processes in
developing responsible management practice. The conceptual model provides
comprehensive insights into the nature of the learning experience by which RML
occurs. The model has implications for the design of HRD interventions used to
develop responsible management practice. Delineating the processes by which
learning occurs suggests the importance to HRD practitioners of creating appropriate
learning climates. The insights into the nature of learning are important for both
direct and indirect HRD interventions.
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4.1 Implications for RML research

This paper, by examining what is known about learning for responsible management
offers a step toward the development of a unified and stronger understanding of
what learning for responsible management practice entails. It achieved this by
demonstrating commonalities in the existing research on RML and developing these
into conceptual streams enabling better comprehension of the range of learning
processes that underpin RML.

There has been limited attention to the learning processes of individual managers,
so this paper contributes to studies of RML by directing attention to their learning
experience.

4.2 Implications for HRD research

HRD scholars can make a valuable contribution to the responsible management
development agenda given their knowledge of learning theory. Research that
examines learning for ‘responsible practice’ within ordinary work practices is lacking,
despite the importance of workplaces as sites of RML.

This paper begins to develop a pedagogy for learning that directs attention to the
capacity of HRD initiatives to facilitate learning for responsible practice. Given that
studies exploring how HRD interventions provide the appropriate learning conditions
and processes are noticeably absent, this is an area for future research.

As a conceptual paper the model has not been empirically tested. Future research
might empirically test the conceptual framework by investigating the learning
opportunities provided by different types of HRD interventions, and their
effectiveness in enabling managers to develop their responsible work-based
practices. Exploratory research would be an appropriate research design

given that the learning processes for RML are underexplored. The research should
examine HRD interventions within organisational, as opposed to educational settings and
focus attention on relationships between the learning processes and learning outcomes
such as moral mindsets and behaviours. The focus would be on the individual and how
they learn RM, with attention to participants’ own insights into the learning environment
and processes. The research should be longitudinal to examine the transformational
impact of the learning experience and if, when and how managers applied the
responsible practice lens in workplace situations.

At times the concepts of ‘responsible management’ and ‘responsible management
learning’, given their breadth and nebulous nature, were difficult to handle
conceptually. Further research could usefully explore the implication of this for both
researchers and managers.

Finally, very few empirical studies were found in management settings, which
suggests that grey literature and professional practice sources, which were not used
in the review, could be insightful in respect of HRD’s role in enabling RML.

4.3 Implications for HRD practice
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HRD practitioners have an important role in developing responsible management
practice in organisations by their choice of HRD interventions. Not all HRD
interventions are likely to provide the learning conditions required for the development
of ‘responsible practice’.

This paper draws HRD professionals’ attention to the experience of how individuals
learn for RM, highlighting the important influence of the learning processes afforded
by work-based learning intervention design.

The conceptual framework (fig 1) suggests an integrative and holistic approach to
learning, and, as a such, a new model for HRD practice. This contributes to HRD’s
body of knowledge in respect of the type of learning that HRD interventions can
engender. It suggests an important role for HRD in facilitating and supporting the
process of learning. It provides insight into the type of learning that HRD
interventions would need to offer. It suggests those interventions that facilitate deep,
personal, situated, and transformative learning experiences have the potential to be
more effective in developing responsible practice. Enabling RML will not occur
through the surface-level learning of methods such as instruction.

The conceptual framework of learning processes that underpin RML provides an
organising structure for carrying out development interventions for RM highlighting
the significance of the individual’'s developmental experience and the need for their
engagement with, identifiable learning processes.

There are organisational implications that arise from the type of learning found to
develop responsible practice, for example, facilitating managers’ skills and
awareness of how they learn by developing reflective practice and supporting
developmental/collaborative networks that examine existing workplace practices.

HRD professionals will need to recognise the importance of supporting an
individual’s learning for responsible practice, given that it may entail questioning
existing practice and confronting troublesome knowledge, such as recognising where
areas of irresponsibility exist. This support may take the form of reflective logs,
mentoring and communities of learnings, but it may also have implications for wider
HR practices such as line management support, reward, and performance
management.

Currie and Knights (2003) suggest that stimulating managers to reflect critically may
be challenging because these are not skills normally required of their role. They also
suggest that many managers may be more interested in building their careers than
examining their social and environmental responsibility. Reflection may result in
‘transformative learning’, which Hibbert and Cunliffe (2015) suggest can result in
feelings of vulnerability and insecurity as managers are required to shift their world
view. This can encourage defensive routines and, at worst, withdrawal from the
programme. Hibbert and Cunliffe (2015) talk of “the pain associated with questioning
habitual ways of thinking and acting” (p.179). These are ongoing work relationships;
they are not classroom simulations or reflections within an education setting, and as
such they cannot be allowed to fail. Therefore, organisations will need to find ways to
recognise and reward engagement with the responsible agenda.
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A limitation of the study is that the learning processes offered by the different HRD
interventions are not examined, this provides opportunities for further research.
Further studies might examine how particular HRD interventions can be used to
facilitate learning processes that support and develop RM. Given different
development options expose learners to different learning processes, it may be that
coaching and mentoring programmes are more suitable, as opposed to approaches
centred on imparting knowledge, such as classroom-based interventions.

5.0 Conclusion

This paper finds that the literature on learning for responsible management reveals
identifiable learning processes that have the potential to transform both managers’
mindsets and practice. This suggests the importance of designing HRD interventions
within organisations that support and facilitate moral development, through
opportunities for critical reflexivity and transformative learning.
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