Human Resources: Chapter 7

Training and Development 

The scope of training:
· Training:
· Tends to be narrowly focused and oriented toward short term performance concerns
· Casually describes almost any effort initiated by an organization to foster learning among its members
· Development:
· Effort that is oriented more towards broadening an individuals skills for future responsibilities 
· Training and Development:
· Combination of activities organizations use to increase the skill base of employees

	
	Training
	Development

	Focus
	Focus
	Future 

	Use of work experiences
	Low
	High

	Goal
	Preparation for current job
	Preparation for changes

	Participation
	Required
	Voluntary


*Table not in textbook

Strategic model of training: Figure 7.3 in textbook
[image: ]
Broad perspective: goal of training is to contribute to the organizations overall 

Phase 1: Conducting the needs assessment
Chief learning officer:
· A high-ranking manager directly responsible for fostering employee learning and development within the organization

Needs assessment should be done systematically by utilizing three types of analysis:
Organization analysis 
· Explanation of the environment, strategies, and resources of the organization to determine where training emphasis should be placed (broad forces that influence a firms training needs)
· What are the goals? Tells you the kind of training you should be focusing on
· The training should revolve around the strategic initiatives of the organization
· Other factors that influence the way work is done and what skills are needed include technological change, globalization, and quality improvements
· Restructuring, downsizing, or undertaking new employee empowerment/teamwork initiatives also impact training 
· Economic and public policies
· Org analysis also involves examining a firm’s resources (technological, financial and human) available to meet training objectives
· Availability of potential replacements and time required to train them is also important 
· Firms focus on efficiently using their training budgets, rigorous org analysis to plan carefully where they will spend training dollars “do more with less”
· Can also outsource training programs or parts of it by purchasing  “off-the-shelf” course materials rather than develop their own
Task analysis
· The process of determining what the content of training program should be on the basis of a study of the tasks and duties involved in the job
· Involves reviewing the job description and job specifications to identify activities performed in a particular job and the KSAOs needed to perform them
· First step: 
· List all the tasks and duties of the job 
· Second Step:
· List the steps performed by the employee to complete each task
· Third Step:
· Once job is understood, the type of performance required (ex: speech, recall, discrimination, manipulation) along with skills and knowledge needed, can be defined. 
· Can determine the skills and knowledge needed by questioning skilled jobholders and/or reviewing job descriptions. 
· All this info helps trainers select program content and choose the most effective training methods 
· Competency Assessment: 
· Analysis of the sets of skills and knowledge needed for decision-oriented and knowledge-intensive jobs 
· Goes beyond description of the traits an employee must have, captures elements of how those traits should be used within an orgs context and culture
· Firms are finding that employees need more flexible sets of competencies to perform in a superior way
· When jobs involve more teamwork employees need to be flexible and adjust their behaviour as needed
· What are duties and responsibilities employees have and need to have
Person analysis
· Determination of the specific individuals who need training and those who do not
· Helps organization avoid mistake of sending all employees into training when some do not need it 
· Helps managers determine what prospective trainees are able to do when they enter training so that the programs can be designed to emphasize the areas in which they are deficient
· Some use performance appraisals as input for person analysis, although it tells you who is not meeting expectations, but it does not tell you WHY.  
· Ex as to why it is important to know WHY: if performance deficiencies are due to ability, training is a good option. If it is due to poor motivation or factors outside employees control, training is not the answer.
· Ultimately, mangers must sit down with employees and talk about areas for improvement so they can jointly determine best suited developmental approaches 

Phase 2: Designing the training program:
· Design of training program should focus on 4 issues in training design: 
1. The trainings instructional objectiveness
2. The readiness of trainees and their motivation
3. Principles of learning
4. Characteristics of instructors 
Instructional Objectives:
· Desired outcomes of a training program
· Skills or knowledge to be acquired and/or attitudes to be changed
· Based on the info from the needs assessments
· Performance centered objectives most common, unbiased, precise evaluation of results ex: in team setting, performance objective is that employee will be able to perform the different jobs of their team members within 6 months

Trainee Readiness and motivation:
· Trainee readiness:
· Whether or not the experience of trainees has made them receptive to the training that they will receive, need to have background knowledge and skills to absorb what will be presented to them
· Trainee motivation:
· Org need to help employees understand the link between the effort they put into training and the payoff
· Why is training important? What will happen if it does not occur? What is in it for the individual employee?
· Allow employees to undergo training in areas they want to pursue can be very motivating, so can enlisting employees to train other employees
· Strategies for creating a motivated training environment
· Use positive reinforcement 
· Eliminate threats and punishments
· Be flexible 
· Have participants set personal goals
· Design interesting instruction
· Break down physical and psychological obstacles to learning 

Principles of learning
· Goal setting
· Motivate, learn/achieve and outcome
· When you explain the goals/objectives to trainee the level of interest, understanding, and effort directed toward the training is likely to increase 
· “Road map” of course/program, its objectives and learning points
· Meaningfulness of presentation
· Trainees will be better able to learn new info if they can connect it with things that are already familiar to them
· Ex: use colourful examples to which trainees can relate, this makes the material meaningful
· Arrange material so that each experience builds on preceding ones 
· Modeling
· Demonstrating a desired behaviour
· Increases salience of behavioral training 
· Many forms; real life demo, demos on DVD, pictures, drawings, 
· Modeling wrong behaviour can be helpful in showing employees what not to do
· Individual differences
· Remember that people learn in different ways and at different rates
· Ex: visual learners learn through pictures and diagrams, while verbal learners absorb info best trough spoken or written words
· Accommodate different learning styles in a variety of ways 
· Avoid delivering in only one way is the key
· Can also help to break larger groups into smaller groups 
· Active practice and repetition
· Learning that involves doing, allow individuals the practice of doing it 
· Frequent opportunities to practice their job tasks in the way that they will be expected to perform them
· Value of practice is that it causes behaviour to become second nature, can forget about the distinct behaviours and focus on the subtleties of how they are used
· Whole vs. Part learning
· Learn as a whole or cut down into separate parts, depends on the complexity of the training tasks 
· Consider the nature of the task to be learned, if it can be broken down successfully it should be broken down to facilitate learning, otherwise leave it as a whole unit
· Mass vs. Distributive learning:
· Amount of time devoted to practice in one session ex: 5 two hour periods or 10 one hour periods?
· Most cases spacing out the training will result in faster learning and longer retention  principle of distributed learning 
· Feedback and Reinforcement 
· Can come from trainees, self-monitoring, or from trainers and fellow trainees
· Helps individuals focus on what they are doing right and what they are doing wrong 
· Important motivational role, ex: training progress can be plotted on a chart commonly referred to as “learning curve”
· When no progress occurs it is straight horizontal line called “plateau”, can occur due to reduced motivation or discouraged when new task is not performed well
· Behaviour modification:
· Technique that operates on the principle that behaviour that is rewarded, or positively reinforced, will be exhibited more frequently in the future, whereas behaviour that is penalized or unrewarded will decrease in frequency
· Managers can use relatively simple rewards to encourage desired behaviour ex: words of encouragement and feedback
· Verbal encouragement or tangible awards (prizes, awards, ceremonies) help reinforce behaviour firms desire of trainees over time and help them get over plateaus
· Encouragement most effective when given immediately
· Spot Rewards:
· Programs that award employees on the spot when they do something particularly well during training or on the job ex: cash, gift card, time off, anything else employee values


Characteristics of Instructor: (KASSI ICE)
· Knowledge of the subject
· Employees expect trainers to know their job or subject thoroughly. 
· Expected to demonstrate that knowledge
· Adaptability to the speed of the group 
· Since some people learn faster than other, they should be able to match the instruction with the trainee’s learning ability 
· Sincerity 
· Employees appreciate sincere trainers
· Trainers need to be patient with trainees and demonstrate tact in addressing their concerns
· Sense of humour
· Learning can be fun; very often a point can be made with a story or anecdote
· Interest
· Good trainers have a keen interest in the subject they are teaching
· Interest is readily conveyed to trainees  
· Individual assistance 
· When training more than one employee, successful trainers always provide individual assistance
· Clear instructions 
· Training is accomplished more quickly and retained longer when trainers give clear instructions
· Enthusiasm 
· Dynamic presentation and a vibrant personality show trainees that the trainer enjoys training 
· Employee tend to respond positively to an enthusiastic climate
**For trainers to be most successful, organizations should reward managers who prove to be excellent trainers**

Phase 3: Implementing the training program
Choosing the instructional method depends on:
· Nature of the training
· Types of trainees 
· Organizational extent of training 
· Importance of training outcomes 
Training methods for nonmanagerial trainees:
On-the-job training
· Method by which employees are given hands-on experience with instructions from their supervisor or other trainer
· Manager/supervisor can build relationship with new employee
· Often poorly executed, common Drawbacks:
· Lack of a well-structured training environment
· Poor training skills on the part of managers
· The absence of well-defined job performance criteria
· To over come the problems:
· Develop realistic goals and/or measures for each OJT area
· Plan a specific training schedule for each trainee, including set periods for evaluation and feedback
· Help managers establish a nonthreatening atmosphere conducive to learning 
· Conduct periodic evaluations after training is completed to prevent regression
· Ensures employees have adequate guidance before taking on responsibilities of their own
Apprenticeship training:
· System of training in which a worker entering the skilled trades is given thorough instruction and experience, both on and off the job, in the practical and theoretical aspects of the work
· Video: chef, learns all the time, always being challenged, type of training really depends on the job
· Typically involve cooperation between orgainzationslabour unions, industrygovernment or organizationslocal school systems
· Can be available in other industries (telecommunications, arts, health fields)
· Apprentice generally paid 50% of skilled journey workers wage, increases at regular intervals as skills increase 
· Once complete, apprentice becomes certified journey-level worker earning a full pay or more
Cooperative training, internships and governmental training
· Coop: Training program that combines practical, on-the-job experience with formal educational classes
· Term cooperative training usually used in connection with high school and college programs 
· Internship program: programs jointly sponsored by colleges, universities, and other organizations that offer students the opportunity to gain real-life experience while allowing them to find out how they will perform in work organizations
· Orgs benefit with students through their new ideas, energy and eagerness to accomplish their assignments
· Can earn credits on basis of successful job performance/fulfillment of requirements
· Steps to increase effectiveness of internship:
· Assign projects that are accomplishable and provide training as required
· Appoint a mentor/supervisor to guide them
· Solicit project suggestions from other staff members
· Rotate interns throughout org
· Treat interns as part of the organizational staff and invite them to staff meetings 
· Establish process for considering interns for permanent hire

Classroom instruction
· Enables maximum number of trainees to be handled by minimum number of instructors
· Blended learning:
· The use of multiple training methods to achieve optimal learning on the part of trainees (lectures, demos are combine with films, dvds, computer instruction)
· Number one training method 
Programmed instruction (self directed learning)
· Books, computer program, break down subject matter content into highly organized logical sequence that demand a continual response on the part of the trainee. 
· Allows individuals to work at their own pace 
· Presented with small segment of info, then must answer a question, if it is correct they move on and if it isn’t further explanation is given and they must try again
· Incorporates a number of the established learning principles discussed earlier
· Training is individualized, trainees are actively involved, and feedback is immediate
Audiovisual method
· Video recordings to illustrate steps in a procedure
· Trainers and trainees can view on the spot recordings to receive immediate feedback (ex: golf player records swing then watches it)
· CDs and DVDS to access any segment of the instructional program
· Teleconferencing and Videoconferencing allow instructional program to be transmitted to many locations at once
· Web conferencing for live meetings or presentations over the internet (two-way)
· Webinar (one-way) speaker to audience
Simulation methods
· Can be unpractical to train employees on the equipment used on the job (ex: doctors or nurses, high tech mannequins can simulate heart ailments, trauma, neonatal problems, allowing trainees to practice without endangering the patient)
· Training employees to operate aircraft is another example 
·  Distinction between simulation and computer-based training has blurred. 
E-Learning 
· Learning that takes place via electronic media 
· Web/computer based training and social network, delivery of content via the internet, intranets and extranets, mobile devices, DVDs CD-ROMs, MP3 players, virtual classrooms found in gaming platform second life
· Saves money on training costs
· Engaging for learners
· Transforms the learning process by:
· Bringing the training to employees, and not the other way around, more efficient and cost effective 
· Just in time training: training delivered to trainees when and where they need it to do their jobs, usually via computer or the Internet. Alleviates boredom trainees experience during full blown training courses 
Learning Management Systems:
· Combine e-learning, employee assessment tools, and other training functions into electronic learning management systems built for them by software vendors
· Using software managers can assess skills of employees, register them for online courses, deliver interactive learning modules to them directly to their desktops, evaluate/track progess, and determine when they are ready to be promoted
· Does not eliminate need for needs analysis 

Methods for management development:
On-the-job experiences:
· Presenting managers opportunity to perform under pressure and to learn from their mistakes, methods include:
· Coaching: continuing flow of instructions, comments, and suggestions from the manager to subordinate (similar to mentoring)
· Understudy assignments: groom an individual to take over a mangers job by providing experience in handling important functions of the job 
· Job Rotation and lateral transfers: provide, through a variety of work experiences, the broadened knowledge and understanding required to manage more effectively
· Special projects and junior boards: an opportunity for individuals to study current org problems, make decisions, and work on new initiatives 
· [bookmark: _GoBack]Action learning: training method whereby trainees work full-time on projects with others in the org then discuss with them the aspects that went right/wrong, Can be combined with classroom instruction, conference, and other types of blended learning 
· Planned career progressions: utilize all of these different methods to provide employees with the training and development necessary to progress through a series of jobs requiring higher and higher levels of knowledge and/or skills 
Seminars and conferences
· Useful for bringing groups of people together for training 
· Used to communicate ideas, policies, or procedures, also good for raising points of debate or discussing issues that have no set answers or resolutions. 
· Used when attitude change is a goal
· Outside seminars and conferences often conducted jointly with universities and consulting firms 


Case studies
· Used in classroom situations, using documented examples, participants learn how to:
·  Analyze (take apart) and synthesize (put together) facts
· Become conscious of the many variable on which management decisions are based
· Improve their decision-making skills 
· Most appropriate when:
· Analytical, problem solving and critical thinking skills are most important 
· The KSAOs are complex, participants need time to master them
· Active participation is desired 
· Process of learning is as important as content 
· Team problem solving and interaction are possible 
Management games and simulations 
· Players-managers are faced with the task of making a series of management decisions affecting a hypothetical organization 
· Effects that every decision has on each area within the org can be simulated with a computer programmed for the game 
· Not always computer based 
Role-playing
· Playing the roles of others , often a supervisor and a subordinate who are facing particular problem such as a performance problem
· Helps participants understand and cope with others 
· Used widely in training managers to handle employees issues relating to absenteeism, performance appraisal and conflicts 
· Effective role playing takes planning, instructors should do the following:
1. Make sure members of group have gotten to know each other first 
2. Realize that volunteers make better role-players
3. Prepare the role-players by introducing specific situation
4. Prepare the observers by giving them specific tasks (like evaluating the role-play and offering feedback once it is over)
5. Guide the role play enactment through its little errors since it isn’t scripted
6. Keep it short 
7. Discuss the enactment, prepare billeted points of what was learned
· Brings realism and insight into dilemmas and experiences that otherwise might not be shared 
Behaviour modeling 
· An approach that demonstrates desired behaviour and gives trainees the change to practice and role-play those behaviours and receive feedback 
· Four basic components:
1. Learning points: at start of instruction, the essential goals and objectives of the program are enumerated. In some cases, the learning points are a sequence of behaviours that are to be taught. Ex: learning points might describe the recommended steps for giving employee feedback
2. Modeling: Participants view videos in which a model manager is portrayed dealing with an employee in an effort to improve his or her performance. The model shows specifically how to deal with the situation and demonstrates the learning points 
3. Practice and role-play: trainees and participants in extensive rehearsal of the behaviours demonstrated by the models. The greatest percentage of training time is spent in these skill practice sessions 
4. Feedback and reinforcement: as the trainees behaviour increasingly resembles that of the model, the trainer and other trainees reinforce the behaviour with praise, approval, encouragement and attention 
· Helps managers better interact with employees, administer discipline, introduce changes and increase productivity 

Phase 4: Evaluating the training program:
· Measuring effectiveness:
· Reactions
· Assessing participants reactions 
· Can give insights into the content and techniques they found most useful, can crititque the instructors or make suggestions about participant interactions and feedback 
· What were the goals? did you achieve them? Ask the employees, would you recommend to other? Suggestions to improve program? Should org continue to offer it?
· Positive reactions are not a guarantee that the training was successful
· Learning 
· See whether they learned anything from the training 
· Test knowledge and skills on trainees before and after the program will help determine their improvements 
· Behaviour
· Much of what is learned in training program never gets used on the job because trainees do not demonstrate behaviour change back on the job
· Transfer of Training: effective application of principles learned to what is required on the job 
· To maximize the transfer of training, managers and trainers can take several approaches:
· Feature identical elements: having conditions in the training program come as close as possible to those on the job 
· Focus on general principles: when jobs change or the work environment cannot be matched exactly, trainers often stress general principle behind the training rather than focus on rote behaviour, helps trainees learn to apply the main learning points to varying conditions on the job
· Establish a climate for transfer: trained behaviour is sometimes not implemented because old approaches and routines are still reinforced by other managers peers and employees. Managers need to support, reinforce, and reward trainees for applying the new skills or knowledge
· Give employees transfer strategies: give strategies and tactics for dealing with their transfer environment. One approach is relapse prevention, teaches individuals how to anticipate and cope with the inevitable setbacks they will encounter back on the job. Identify high risk situations that jeopardize transfer and develop coping strategies
· Results, or return on investment 
· Should measure training in terms of ROI, but many don’t 
· Sometimes referred to as the utility firm gets for its training dollars. 
· ROI refers to benefits derived from training its employees relative to the costs it incurs 
· Benefits include higher revenues generated, increased productivity, improved quality, lower costs, more satisfied customers, higher job satisfaction, and lower employee turnover 
· Questions HR managers should try to answer as they calculate a training programs benefits:
· How much did quality improve because of the program?
· How much has it contributed to profits?
· What reduction in turnover and wasted materials did the company get after training?
· How much has productivity increased, and by how much have costs been reduced?
· Use sales data, financial and HR data, and employee surveys and control group data to answer the questions 
· ROI= Results/Training costs
· Training costs= expenses related to training including direct costs of program (materials, employee travel and meals, meeting site costs, trainers’ salaries) and indirect costs (participants salaries and productivity they will lose while they are attending the training)
· Shouldn’t obsess too much because the benefits from training can be intangible or take a long time to appear 

Additional topics in training and development:
Organization-wide training programs
· Orientation training
· Orientation: the formal process of familiarizing new employees with the organization, their jobs, and their work units
· Training= what, how. Orientation= why 
· Influence employee attitudes about the work they will be doing nd their role in the organization. Benefits include:
· Lower turnover
· Increased productivity 
· Improved employee morale
· Supervisor plays most important role
· Supervisor should inform the work group when a new worker is joining the unit, recruit mentors
· Mentors provide practical help and indicate the norms nuances and culture of the org, vital to socialization of new employee
· Checklist for orientation:
· Introduction to other employees
· Outline of training
· Expectations for attendance, conduct, and appearance
· Conditions of employment ex: hours, pay period
· Explanation of job duties standard and appraisal criteria
· Safety regulations
· List of the chain of command
· Explanation of the orgs purpose and strategic goals 
· Onboarding
· Onboarding: the process of systematically socializing new employees to help them get on board with an organization
· Makes people feel like they are a part of the org
· Helps retain hires and avoid culture shock
· Recruit workers as volunteer sponsors or mentors 
· Basic skills training
· Reading 
· Writing 
· Computing
· Speaking
· Listening
· Problem solving
· Managing oneself/self discipline
· Knowing how to learn
· Working as part of a team
· Leading others 
· To implement basic and remedial skills management managers should:
· Explain to employees why and how the training will help them in their jobs
· Relate the training to the employees goals 
· Respect and consider participants experiences and use these as a resource
· Use a task centered or problem centered approach so that participants learn by doing 
· Give employees feedback on their progress towards meeting their learning objectives 
· Team and cross training
· 
· Ethics training 
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