Lesson 2 – Chapter 1
Learning objectives
1. Understand meaning of performance management, training development & human resource development
a. [bookmark: _GoBack]Performance management – the process of establishing performance expectations with employees, designing interventions and programs to improve performance, and monitoring the success of interventions and programs
i. Helps improve performance
ii. Not a single event or training program
iii. Comprehensive process that involves various activities and programs designed to improve performance
b. Training – the acquisition of knowledge, skills, and abilities to improve performance in one’s current job
i. Short-term focus on acquiring skills to perform one’s job
ii. (Workshops)
iii. Learn to do current job better
c. Development – refers to the acquisition of knowledge, skills, and abilities required to perform future job responsibilities
i. Prepare individuals for promotions and future jobs
ii. Additional job responsibilities
iii. Extensive programs such as leadership development
iv. Seminars
v. Workshops
vi. Prepare employees for managerial careers
d. Human resource development – systematic and planned activities that are designed by an organization to provide employees with opportunities to learn necessary skills to meet current and future job demands
i. Training and development is part of this
ii. Main functions
· Training and development
· Organization development
· Career development
iii. The core of all three human resource development functions is learning
2. Describes the organization, employee & social benefits of training
a. Benefits to Organizations
i. Training and development can facilitate an organization’s strategy, increase effectiveness and improve employee recruitment and retention
ii. Strategy
· Survive and prosper = common goal
· Organizations  train employees  have knowledge and skills necessary to help organizations achieve their goals and objectives
· Link training to an organization’s strategy  training = strategic activity that operates with other programs and activities to achieve an organization’s strategic business objectives
iii. Effectiveness
· Trained employees  do better work, make fewer errors, require less supervision, have more positive attitudes, and have lower rates of attrition
· Produce higher-quality products and services
a. Positive effect on organization’s competitiveness and effectiveness
· Studies show that companies who invest more in training have higher revenues, profits and productivity growth
· Training and organizational effectiveness = positively related to human resource outcomes, organizational performance outcomes and to lesser extent financial outcomes
· Training = more effective than other interventions
iv. Employee recruitment and retention
· Training and development = effective tool for attracting and retaining top talent
· Training can be used to increase their attractiveness to prospective employees and to retain their current employees
· Number-one attraction and retention tool
· Failing to provide training opportunities = major disadvantage in attracting new employees and retaining them
· Many organizations offer extensive training and development opportunities to retain employees
b. Benefits to Employees 
i. Intrinsic Benefits
· Acquiring new knowledge and skills that enable them to perform their jobs better
· Positive effect on job behavior and performance
· Develop greater confidence or self-efficacy
· Increased usefulness and belonging
· Seek opportunities to use their new skills and abilities
· More positive attitudes toward their job and organization
ii. Extrinsic benefits
· Higher earnings as a result of increased knowledge and skills, improved marketability, greater security of employment and enhanced opportunities for advancement and promotion
· Laid off employees attend training programs to acquire the skills they need for new careers
3. Benefits to Society
a. Educated and Skilled population
i. Some organizations offer literacy and numeracy training for employees who did not obtain them through regular education
ii. Enables employees to function more effectively in their daily lives and therefore has a number of societal benefits
iii. Participation in organization-sponsored training programs = better management over personal lives
· Able to read instructions for assembling products and able to calculate bills and expenses
iv. More likely to find employment if laid off
b. Economy and standard of Living
i. Key to standard of living, incomes and overall prosperity = productivity and productivity growth
ii. Increasing productivity by improving the education and kills of the workforce
iii. Higher education  improved productivity  improved standard of living/economy
iv. Canadian government spends billions on education 
4. Discuss training & development in Canada
· In order to benefit from training and development, organizations must invest in it and provide their employees with training opportunities
· Canadian organizations are not the leaders when it comes to training investments
· 30% participate in job-related training (Canada)
· 25 hours of training a year
· Most training = professional, technical and supervisors (31 hours) 
· Non-technical (22 hours)
· Services (32 hours)
· Not-for-profit (30 hours)
· Wholesale/retail (22 hours)
· In the US  34 hours of training per employee per year
· Canadian Organizations under invest in training and development
· Lag on training per employee  relatively static over past decade
· Average investment in training as a percentage of payroll in Canada = 1.8% (2006) while in the US = 2.25 %
· US  40% more on training and development than Canada
· Plateau of training investments in Canada due to static numbers over past couple years
· Canadian companies may not be willing to invest much more in training and development
· Organizations don’t expect to increase spending on training and development
· Canada spends less on training and development than other countries other than the US as well
· 10 countries ahead of Canada
· Must increase spending in training and development
Quebec’s Training Law
· 1995, Quebec – passed the Act to foster the development of manpower training – making it the only payroll training tax in North America
· Law requires companies with payrolls of more than $1 million to invest a minimum of 1% of their payroll on government-sanctioned training or pay that amount into a provincial fund.
· Other countries have training laws too
· Objective of law: ensure that training investment is made by organizations to develop employees competencies and skills that will result in improved organizational productivity and performance
· 2008 – shows that law had a significant effect on the way Quebec firms organize and deliver training
· Substantial growth in adult learning and training over the last decade
· Findings of report
· Significant impact on the way firms in Quebec structure, organize and deliver training
· More companies are actively planning and implementing training programs for their employees
· Participation rate in workplace training in Quebec increased
· Fastest growth rate in Canada and closing the gap between Quebec and other provinces (Quebec is still slightly behind national average)
· Employers, governments, unions and community groups are working together to find ways to promote learning and training
· Problems
· No incentive for companies with less than $million on payroll
· Some Quebec-based multinationals spend between 8% and 10% of their payroll on training
· Small companies with fewer than 50 employees are often the most affected by the law and have difficulty meeting the requirements
· Some small companies just pay the 1%
5. Understand & explain the role of the environmental & organizational context of training & development
The Context of Training and Development
· Training and development are embedded within a larger environmental and organizational context as well as a human resource system 
· Not independent activities
· Human resource system is influenced by environmental and organizational factors
· Environmental factors such as legislation, the economic climate, competition, demographics and social values have an impact on organizations
· Competitor introduces lower-priced product  organization will decide whether to match the price or compete in other ways
· Strategic decision will affect costs, the ability to pay employees, or the necessity to train and reward employees for effective performance
· Events in and out of the organization and lead to the need for new knowledge, skills, abilities and training programs
· Changes in environment can lead to changes in organizations and human resources policies and practices
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The Environmental Context of Training and Development
· Global Competition
· Increased global competition has forced organizations to improve their productivity and the quality of their goods and services
· Improvements in the production process and quality initiatives = requirement to learn new skills
· Sending employees to other countries  must train them (cross-cultural training)
· Technology
· Profound effect on the way organizations operate and compete
· Technology  provides organizations with improvements in productivity and a competitive advantage
· Needs training
· Technology will lead to productivity gains only when employees receive necessary training to exploit the technology
· The Labor Market
· Impending shortage of skilled labor in Canada
· To deal with crisis – country will have to change its approach to education and training
· If organizations can’t hire people with necessary skills and knowledge, they will have to spend more on training in order to compete
· Federal government included $billion in its 2009 budget for training
· Change
· Technological revolution, increased globalization and competition have resulted in a highly uncertain and constantly changing environment
· Organizations must adapt and change
· Managing change  normal part of organizational life and training and development is almost always a key part of the process
· Involves training programs on the change process as well as training that is part of the change program
· xLaws, global competition, technology, demographics, labor market, economy, change, social climate  from study materials
The organizational Context of Training and Development
· Strategy
· One of the most important factors influencing training and development
· Help organization achieve its strategic objectives and gain a competitive advantage when it is aligned with an organization’s strategy
· Strategic human resource management (SHRM) – the alignment of human resources practices with an organization’s business strategy
· Training is strategic when it is aligned with business strategy and therefore enables an organization to achieve its strategic goals and objectives
· Training as well as other human resource practices must be designed to reinforce and support the strategy
· A strategic Model of Training and Development (chain reaction)
· Business strategy  HRM strategy  Learning and Training Strategy  training and Development Programs
· Structure
· Structure affects training and development
· Becoming flatter (fewer levels of management)
· Employees are being asked to perform tasks that were once considered managerial  must be trained in traditional managerial activities such as problem solving, decision making, teamwork and so on
· Dramatic structural changes (downsizing and reengineering)  to survive
· Culture
· Organizational culture – the shared beliefs, values and assumptions that exist in an organization
· Determines the norms that exist in an organization and the expected behaviors
· Often communicated to employees through training programs
6. Understand meaning of strategic human resource management (SHRM), strategic training & development & high performance work systems (HPWS)
a. Influences training
b. Should be aligned and linked to each other
c. Strategic human resource management (SHRM) involves two kids of linkages
i. Human resource practices should be linked to business strategy
ii. Human resource practices should also be linked to each other so they work together to achieve an organization’s strategy
d. Entire system is what is important not the individual human resource practices
e. Objective of human resource management is to attract, motivate, develop and retain employees whose performance is necessary for the organization to achieve its strategic objectives
i. Accomplishes through provisions of policies, guidelines, and practices such as human resource planning, recruitment, selection, orientation, training and development, performance appraisal, compensation and benefits, health and safety, and employment equity
f. High-performance work system (HPWS) – consists of an interrelated system of human resource practices and policies that usually includes rigorous recruitment and selection procedures, performance-contingent incentive compensation, performance management, a commitment to employee involvement and extensive training and development programs
g. High-performance work practices increase employees’ knowledge, skills, abilities, and motivation
i. Positive attitudes, lower turnover, and higher productivity  higher organizational performance
h. Each human resource function should be aligned with the others so they work together toward the organization’s strategic objectives
i. External factors influence an organization’s strategy, structure and the way human resources are managed, and these factors in turn influence the design and delivery of training and development programs
7. Discuss the Instructional systems design (ISD) model of training & development
· The Instructional system design (ISD) model – a rational and scientific model and the training and development process that consists of a needs analysis, training design and delivery, and training evaluation
· Streamlined version of an earlier model of instructional design known as ADDIE (analysis, design, develop, instruct/implement, and evaluate)
· ISD model begins with a performance gap or an itch
· Itch – something in the organization that is not quite right or is of concern to someone
1. If some part of the organization itches, or is not satisfied with the performance of individual employees or departments, then the problem needs to be analyzed
· Critical first step in the instructional system design model is a needs analysis to determine the nature of the problem and whether training is the best solution
· Needs analysis consists of three levels known as an organizational analysis, a task analysis, and a person analysis.
· Each level of needs analysis is conducted to gather important information about problems and the need for training
· Organizational analysis – gathers information on where training is needed in an organization; a task analysis indicates what training is required; and a person analysis identifies who in the organization needs to be trained
· Alternatives must be assessed before training is determined to best fix the problem
· If training is chosen, objectives – or measurable goals – are written to improve the solution and reduce the gap
· Needs analysis, consideration of alternative strategies and the setting of objectives force trainers to focus on performance improvement, not the delivery of a training program
· Training = one solution and not necessarily the best one to performance problems
· Needs analysis information and training objectives are used to determine the content of a training program
· Best training methods for achieving the objectives and for learning the training content must be identified
· After a training program has been designed and delivered, the next stage is training evaluation
· Needs analysis and training objectives provide important information regarding what should be evaluated in order to determine if a training program has been effective
· Did the training program achieve its objectives?
· What did employees learn?
· Did employees’ job performance improve?
· Is the organization more effective?
· Was it worth the cost?
· Training and development efforts  to improve employee performance and organizational effectiveness
· Important to know if employee job performance has changed and if the organization has improved following a training program
· The trainer has to decide what to measure as part of the evaluation of a training program as well as how to design an evaluation study
· Each stage leads into a subsequent stage, with needs analysis being the first critical step that sets the stage for the design and delivery and evaluation stages
· Feedback loops from evaluation to needs analysis and training design and deliver (figure 1.3)
· ISD model is considered to be the best approach for managing the training and development process, in reality man y organizations do not follow all of the steps of the ISD model
· Many organizations do not conduct a needs analysis, implement programs that are not well designed, and they do not evaluate their training programs
· Been challenging the usefulness of the ISD model
· Used correctly it remains the best approach
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Lesson 3
Chapter 2
1. Define organizational learning and describe a learning organization
Organizational Learning
a. Organizational learning  refers to the process of creating, sharing, diffusing & applying knowledge
1. Focuses on the systems used to create & distribute new knowledge on an org. wide basis
2. Dynamic process of creating & sharing knowledge
b. Traditional perspective of learning  strongly associated with training & development
1. Focuses on developing & improving employees knowledge, skills & abilities (KSA)
2. Key for org. learning  org. cant learn unless individual employees learn
c. Training of employees  focuses on current needs/deficiencies
1. Most effective  future is relatively stable & predictable
2. Today’s uncertain environment more than just train employees for current state  Learn how to continuously learn
3. Employees have a range of opportunities for learning
d. Survive & develop  org. must learn to manage by managing learning 
1. Capacity to learn & change, consciously, continually & quickly
2. Company’s knowledge  source of competitive advantage
a. Ability to learn faster than competition  sustainable competitive advantage
Learning Organization
· Learning Organization  org. that create, acquires, organizes, shares & retains information & knowledge
· Uses new information & knowledge to change & modify behavior in order to achieve objectives & improve effectiveness
· Established systems & structures  acquire, code, store & distribute important information  available to those who need it  when they need it
· Able to transform itself  acquiring & disseminating new knowledge & skills through org.
· Enhance capacity to learn, adapt & change culture
· Ability to make sense & respond to surrounding environment
· Learning results  continual improvements in work system, products, services, team work & management  successful org.
2. Explain the five disciplines and the principles of a learning organization
· 1990  Peter Senge published book  The Fifth Discipline: The Act & Practice of Learning Organization
1. Personal mastery people who are open to others & willing to learn on continual basis  learning mode
· Fundamental  org. learn only if the individuals in them learn
2. Building shared view development of a picture & vision of future that everyone can agree & be committed
3. Mental mode  images & assumptions that people have about themselves & world	
· Examine mental modes  be aware how it affects behavior
· Inhibit learning  people must understand them & hold them up to scrutiny
4. Team learning  learning takes place in teams through dialogue, discussion & thinking together  learn & act together
5. Systems thinking  integrates the others & has to do with viewing the org. as a whole being able to see & understand how its parts are interrelated
Principles of Learning Organization
a. Everybody is considered to be a learner  employees recognize the need for learning & actively involved in both formal & informal learning programs
b. Employees do not learn just by attending formal training programs
· Learning through informal mean  listening & observing others
· Learn from each other
c. Learning is part of change process  allows change
· People are open to learning  able t recognize the need for change
d. Continuous learning hallmark of learning org.
e. Learning is an investment in future employees & org. rather than an expense
3. Discuss the four key dimensions that are critical for creating and sustaining a learning organization
· The Conference Board of Canada 4 dimensions of learning org.
1. Vision clear vision of org. strategic, direction & business goals  learning is part of vision
2. Culture culture support risk taking, experimentation & learning
· Knowledge, information sharing & continuous learning  regular part of org. life
3. Learning dynamics  employees are encouraged & expected to manage their own learning & development
· Provided with formal & informal learning opportunities
4. Knowledge of management & infrastructure learn form own experiences & competitors, customers & experts
· Systems & structures that acquire, code, store & distribute info
4. Define knowledge and give examples of explicit and tacit knowledge
Knowledge in Organization
· Knowledge sum of what is known  body of truths, information & principles
· Critical resources for org. in the information economy
· Main resource used to perform work in org.
· Employees require new knowledge  improve products & services
· Org. require knowledge  change & remain competitive in today’s market
· Employee knowledge  synthesis of information  all facts, theories & mental representations
· Can be found in the minds of employees  transferred & stored in systems
· Knowledge is more than information
· Information has been edited, put into context & analyzed in a way that makes it meaningful & valuable to org.
· Grouped in 2 ways  explicit & implicit
· Explicit knowledge things that you can buy/trade  patents, copyrights or other forms of intellectual property
· Tangible asses can be normally codified or formalized
· Written into procedures  coded into databases & is transferred fairly accurately
· Tacit/ Implicit Knowledge knowledge learn from experience & insight
· Defined as institution, know-how, little tricks & judgment
· Used by employees  almost impossible to transfer

5. Describe the meaning and types of intellectual capital
Intellectual Capital
· Intellectual Capital org. knowledge, experience, relationship, process discoveries, innovations, market presence & community influence
· Source of innovation & wealth production
· Formalized, captured & leveraged to produce more highly valued asset
· Grows with use
· More than knowledge  more like intelligence
· Intelligence ability to create knowledge & includes ability to learn, reason, imagine, find new insight, generate alternatives & make wise decisions
Human Capital
· Human Capital knowledge, skills & abilities of employees
· Basic component of intelligence  ability to learn, reason & analyze
· Interpersonal skills  ability to communicate with others & work in teams
Renewal Capital
· Renewal Capital intellectual property  patents, licenses, copyright & marketable innovations including products, services & technologies
Structural Capital
· Structural Capital  formal systems & informal relationships  allow employees to communicate, solve problems & make decisions
· Set of structures, routines & information systems that stay behind when employees go home
· Represented by policies & procedures
Relationship Capital
· Relationship Capital org. relationship with suppliers, customers & competitors that influence how they do business
· Based on trust & integrity  source of competitive advantage
· Customer Capital value of org. relationships with its customers
· Subset of relationship capital
6.  Define knowledge management and explain how knowledge is acquired, interpreted, disseminated, and retained in organizations
7. Define informal learning and describe what organizations can do to facilitate it
8. Define communities of practice and describe what organizations can do to create them
Knowledge Management
· Knowledge Management  creation, collection, storage, distribution & application of complied know-what & know-how
· Value of knowledge occurs when it is available to those who need it  & when they need it
· Knowledge management/ infrastructure  systems & structures that integrates people, processes & technology
· Important knowledge is coded, stored & made available to members of an org. when they need it
· Conference Board of Canada  only 31% of respondents indicated that systems & structures exist to ensure important knowledge is coded
Knowledge Acquisition
· Companies acquire/ create new knowledge in many ways
· Environmental Scanning
· Most important way for org. to acquire information & knowledge  scanning the environment
· Tapping into both internal & external sources of information
· Establishing internal & external connections
· External sources other org., customers, industry watchers & marketplace
· Provide information on how to improve their practices, services & products
· Internal sources individuals, teams & department throughout an org. that might have information & knowledge that would be useful for others in org.
· Learning org. establish external connection through partnership  involve exchange of information
· Internal connections  include formation of cross-functional teams that meet to discuss changes in industry & marketplace
· Key  org. to establish both internal & external connections  acquire & share information & knowledge
· Formal Learning
· Involves activities & events that are planned & designed by org.  explicit goals & objectives
· Training & development  examples of formal learning
· Integral part of the knowledge-acquisition process in most org.
· Informal Learning
· Informal Learning learning that occurs naturally as part of work & not planned or designed by org.
· Spontaneous, immediate & task specific
· 70% of what employees learn * know about jobs  learned through informal process
· Employees have always learned without being formally trained
· Employees learn how to handle client problems by trail & error or form co-workers
· Learning occurs  employee returns form formal training session & teaches others what she has learned
· Org. beginning to discover importance & benefits of informal learning
· Given increasing pace of work & constant changes in technology  org. finding informal learning is more important than ever
· Not enough time for formal training
· E-mail most used method of informal learning  followed by accessing information from org. org. intranet
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· Communities of practice
· Company of practice  groups of people with common interests & concerns who meet regularly to share their experiences & knowledge
· Learn from each other & identify new approaches for working & solving problems
· Learning is social  people learn from each other while working together on job
· Etienne Wenger  3 characteristics define community of practice
1. Domain   domain of interest that is shared among members
2. Community  interaction, discussion, sharing & exchanging information & mutual assistance among members
3. Practice  practitioners with resources, experiences, stories & tools that use to solve problems
· Exist within a department in org. & across departments & regions  even include members from different org.
· Meet regularly face to face or use technology
· Effective method of learning  improve org. performance by driving strategy, generating new lines of business, solving problems, promoting the spread of best practices, developing skills & aiding recruitment & retention of talent
· Communities of practice are informal & self organized groups that form naturally  can be created, nurtured & fostered within org.
· Identify potential communities of practice that will enhance an org. strategic capabilities
· Develop an infrastructure to support communities of practice & allow members to share their expertise
· Asses the value of org. communities of practice
Knowledge Interpretation
· Mental models  deeply ingrained assumptions, generalizations or images that influence how we understand the world & how we take action
· Learning occurs when employees form their views of the org. & its environment  mental models
· New knowledge will not be accepted  cannot recognize & change our mental models
· Knowledge can be rejected  possibility high
· Effective way to develop shared mental models  establish teams
· Most valuable & innovative work related learning occurs in work teams  solving real problems
· Knowledge cannot be valued unless there is shared understanding of its importance
· Learning  social  teams work as teams they not only learn  develop common way of thinking about things & identity emerges
· Common perspectives  mental maps  important to the interpretation of the work environment & any lessons it contains
· New learning is difficult to accept  apply without this shared perspectives
Knowledge Dissemination
· Companies must design systems  ways of sharing knowledge so that others can improve their work practices
· Employees have always passed on new ideas by talking with each other
· Informal systems can be replaced by formal mechanism grounded in technology
· Information & communication technology (ICT)  allow increased codification of knowledge  transformation into information that can easily be transmitted
· Technology  employees can exchanges information
· Intranet  component of managing knowledge
Knowledge Retention
· Knowledge resides in minds of employees or in systems created to store knowledge
· Org. must build tools to quickly compile, store & retrieve this knowledge  intellectual inventory
· System has been designed to encourage it use, facilitate interaction
· Growth of interest in this area  cost of managing it has been significantly lowered through technology
· Capture & store knowledge in information systems for later use
· Some of these are highly structured databases
· Digitalized knowledge can be more easily & cheaply processed, indexed, searched, converted & transmitted
· Informal lists of lessons learned, white papers, presentations …
· More actively stored in discussion boards
· Not all knowledge repositories  based on computer technology
· Knowledge is tacit & not easily codified
· More traditional means of storing knowledge might include transcripts from strategic planning sessions  consultants reports in texts & multimedia
· Oral histories  capture knowledge
· Org. suffers the memory loss association with departures & downsizing

9. Describe the multilevel systems model of organizational learning
Organizational Level
· Consists of org. leadership, culture, vision, strategy & structure
· Leadership  top management needs to articulate a vision for learning & must support it
· Devote resources & time to development of learning org.
· Necessary for the org. to acquire information & distribute throughout the org.
· Create processes, practices, policies & structure  allow the acquisition, exchange  & distribution of information & knowledge throughout organization
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Group Level
· Group climate, norms, group dynamics & processes  nature of group tasks in terms of complexity & task independence
· Extent to which informal learning occurs will be influenced by groups culture & norms for learning
· Extent to which it is rewarded will be influenced by groups climate
· Groups that perform more complex tasks are more likely to realize the benefits of training & learning
· Group level factors  influence the extent to which learning occurs at the group level
Individual Level
· Employees must have formal & informal opportunities to learn
· Provide structured & formal training & development programs in order for employees to acquire new knowledge  & skills
· Employees must also be rewarded for learning & applying what they learn on the job
Multilevel Linkages
· Multilevel systems model of org. learning  shows how each level is connected to other levels
· Systems & processes that exist at the org. level influence the extent to which learning occurs at group level
· Group level factors influence learning at the individual level
· Multilevel systems approach to org. learning demonstrates  importance of level of the organization for learning

10. Explain how organizational learning and training and development are connected
· the organization for learning
Organizational Learning & Training
· Research conducted by Conference Board of Canada  positive relationship between learning org. & org, expenditures on formal training programs
· High learning org.  invest more in training & development  more effective training systems than low & medium learning org.
· Connection between training & development & org, learning
· Learning org. exceed other org. in terms of both training practices & expenditures
· Formal training  important & necessary for org. learning
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· Shows how design & delivery of training programs influence individual learning
· Individual learning leads to org. learning
Lesson 4
Chapter 3
· Define learning and describe learning outcomes
·  Describe the three stages of learning and Kolb’s learning styles
·  Describe conditioning theory and social cognitive theory and their implications for training and development
· Describe adult learning theory and its implications for training and development
· Define motivation and describe need and process theories of motivation and their implications for training and development
· Describe the differences between mastery and performance goals and between distal and proximal goals and their implications for training and development
· Define training motivation and discuss its predictors and consequences
· Describe the variables in the model of training effectiveness and how they relate to learning and retention
· Learning – process of acquiring knowledge and skills and a change in individual behavior as a result of some experience 
· Newly acquired behaviors
· Occurs  when one experiences a new way of acting, thinking, or feeling, finds the new pattern gratifying or useful, and incorporates it into the repertoire of behaviors
· Behavior learned  skill
· Fundamental issue  whether trainees have learned what was covered in a training program

Learning Outcomes

· Robert Gagne – developed the best known classification of learning outcomes
· Outcomes, according to Gagne, can be classified according to five general categories
· Verbal information  facts, knowledge, principles and packages of information or what is known as declarative knowledge
· Intellectual skills  concepts, rules and procedures that are known as procedural knowledge
· Procedural rules  govern many activities in our daily lives such as driving
· Cognitive strategies  application of information and techniques and understanding how and when to use knowledge and information
· Motor skills  coordination and execution of physical movements that involve the use of muscles (learning how to swim)
· Attitudes  preferences and internal states associated with one’s beliefs and feelings
· Learned and can be change
· Most difficult domain to influence through training
· Kurt Kraiger and colleagues developed a multidimensional classification scheme of learning outcomes that includes some additional indicators of learning
· Three broad categories of learning outcomes
· Each category  contains several more specific indicators
· Cognitive outcomes  quantity and type of knowledge and the relationships among knowledge elements
· Verbal knowledge (declarative knowledge), knowledge organization (procedural knowledge and structures for organizing knowledge or mental models), and cognitive strategies (mental activities that facilitate knowledge acquisition and application  metacognition)
· Skills-based outcomes  involves the development of technical or motor skills and includes compilation (fast and fluid performance of a task as a result of proceduralization and composition) automaticity (ability to perform a task without conscious monitoring)
· Affective outcomes  outcomes that are neither cognitively based nor skills-based and include attitudinal (affective internal state that affect behavior) and motivational outcomes (goal orientation, self-efficacy, goals)
· Training program  one or more learning outcomes
· Some outcomes associated with certain stage of learning process
· Training programs effect  depends on the objectives of the training program
· Different instructional events and conditions of learning are required for each of the learning outcomes

Stages of Learning

· Learning and the acquisition of new knowledge and skills occur over a period of time and in a meaningful sequence
· ACT theory  learning takes place in three stages that are known as declarative knowledge, knowledge compilation and procedural knowledge or proceduralization
· First stage of learning involves learning knowledge, facts, and information  declarative knowledge 
· Learning to drive car
· One must devote all of one’s attention and cognitive resources to the task of learning
· Can’t listen to radio or carry conversation and driving is poor and prone to errors here
· Second stage of learning  knowledge compilation (integrating tasks into sequences to simplify and streamline the task)
· Acquires ability to translate the declarative knowledge acquired in the first stage into action
· Performance  faster and more accurate
· Driving  go in car and start driving without thinking of every single thing you have to do
· Many individual tasks becomes one smooth sequence of tasks
· Performance is still fragmented
· Stalling car, rolling back on incline etc.
· Final (third) stage of learning is called procedural knowledge (the learner has mastered the task and performance is automatic and habitual)
· Task can now be performed without much thought
· Transition from knowledge acquisition to application is complete
· Little attention needed
· Drivert one’s attention and cognitive resources to toehr tasks such as conversing with passengers or talking on the phone
· Fast and accurate
· Little impairment even when attention is devoted to another task
· Resource-insensitive  changes in attention will not have much impact on performance
· Implications for training
· ACT  important implications for learning and training
· Recognizes the fact that learning is a stage-like process that involves three important stages
· Indicates that different types of learning take place at different stages
· Motivational interventions might be more or less effective depending on the stage of learning
· Goal setting  motivational theory with implications for training and development
· Can be harmful to learning during early stages
· Early stages of learning  cognitive ability is more important than motivational strategies

Learning Styles

· Differ in terms of how they prefer to learn or what are known as learning styles
· Learning style  the way in which an individual gathers information and processes and evaluates it during the learning process
· Function of the way he/she gathers information
· Way he/she processes or evaluates information
· Combination of learning modes  results in learning style
· CE (concrete experience) types (feeling)  people who prefer to learn through direct experience and involvement
· AC (abstract conceptualization) types (thinking)  prefer to learn by thinking about issues, ideas and concepts
· RO (reflective observation) types (watching)  prefer to process information by observing and reflecting on information and different points of view
· AE (active experimentation) types (doing)  prefer to process information by acting on it and actually ding something to see its practical value
· Kolb’s theory
· Converging  abstract conceptualization and active experimentation thinking and doing  problem solving 
· Diverging  concrete experience and reflective observation  feeling and watching  concrete situations from different points of view – different courses of action
· Assimilating  abstract conceptualization and reflective observation  thinking and watching  integrate information and ideas into logical forms and theoretical models
· Accommodating  concrete experience and active experimentation  feeling and doing  prefer hands-on experience and be involved in new and challenging experiences
· Implications for training
· Kolb’s theory  several implications for learning
· Recognizes that people differ in how they prefer to learn
· Person’s comfort and success in training depends on how ell the training approach matches their learning style
· Training programs should be designed with each learning mode as part of a sequence of learning experience

Learning theories

Conditioning theory

· B. F. Skinner
· Permanent change in behavior in response to a particular stimulus or set of stimuli
· Learning  result of reward and punishment contingencies that follow a response to a stimulus
· Basic idea  stimulus or cue is followed by a response, which is then followed by a positive or negative consequence
· Positively reinforced  strengthens the likelihood that the response will occur again and that learning will result
· Pigeon pecks a red dot and is given a pellet of food
· Reward = probably reoccurrence
· Negative reinforcement  removal of a stimulus after an act
· Alarm clock ringing  turn it off  noise stops (stimulus is removed)
· Negative reinforcement is not the same as punishment
· Punishment  one receives negative consequence for doing something undesirable
· Negative reinforcement  desired behavior is being learned and increased by a negative reinforcer that is removed when the desirable behavior occurs
· Use this when trying to influence employee behavior
· Linking desired behavior to pleasurable consequences is base don three connected concepts
· Shaping  the reinforcement of each step in a process until it is mastered
· Important for learning complex behavior
· Behavior modeling  rewarding trainees for the acquisition of separate skills performed sequentially
· Chaining  the reinforcement of entire sequences of a task
· Shaping  individual learns each separate step of a task and is reinforced for each successive step
· Learn to combine each step and perform the entire response
· Chaining
· Generalization  the conditioned response occurs in circumstances different from those during learning
· May learn through shaping and training but may not be able to perform the tasks in a different situation or outside the classroom
· The trainer must provide trainees with opportunities to perform the task in a variety of situations
· Implications for training
· Should be encouraged and reinforced throughout the training process
· Reinforced for attending training, learning the training material and applying it on the job

Social Cognitive Theory

· Learn by observing the behavior of others, making choices about different courses and action to pursue, and by managing their own behavior in the process of learning
· Not only form reward and punishment
· Cognitive processes such as imitation and modeling
· Social cognitive theory involves three key components
· Observation – observe actions of others and the consequences of those actions
· If person being observed is credible and knowledgeable, behavior is more likely to be imitated
· New recruits watch intense hours of the senior staff, they will then work the same long hours in the expectation that they will be rewarded with promotions
· Four key elements
· Attention  attend to the behavior 
· Retention  remember what they observed and encode it in their own repertoire so they can recall the skills
· Reproduction  must then try out the skill through practice and rehearsal
· Reinforcement  if reproduction results in positive outcomes, then the learner is likely to continue to reproduce the behavior and retain the new skills
· Self-efficacy  judgments that people have about their ability to successfully perform a specific task
· Observation may provide the observer with information necessary to imitate the modeling behavior but people do not always attempt to do things they observe
· Cognitive belief that is task-specific
· Skier’s confidence that he or she can ski down a steep hill
· Influenced by four sources of information
· Task performance outcomes
· Observation
· Verbal persuasion and social influence
· One’s physiological or emotional state
· Encouragement, observation, feelings of comfort can all bring the person to go down the hill
· Self-efficacy – shown to have strong effect on people’s attitudes, emotions, and behaviors in many areas of human behaviors
· Key factor in training
· Training increases trainees’ self-efficacy to perform a task, and self-efficacy is related to improved task performance
· Self-regulation  managing one’s own behavior through a series of internal processes
· Theory takes the position that an individual’s behavior is regulated by external factors such as rewards and punishments
· Suggests people can control and manage their own behavior through a series of internal processes
· Enable them to structure and motivate their behavior
· Internal processes  observing or monitoring one’s own behavior and behavior of others, setting performance goals, practicing new and desired behavior, keeping track of one’s progress and rewarding oneself for goal achievement 
· Related to cognitive, affective and behavior outcomes
· Important method of training
· Implications for training
· Important implication for the design of training programs
· Learning  improved  providing trainees with models who demonstrate how to perform a training task

Adult Learning Theory

· Adults like to know why they are learning something
· Practical implications
· Adults are problem-centered in their approach to learning and prefer to be self-directed
· Like to learn independently
· Motivated  intrinsic and extrinsic factors
· Adult learning theory known as Andragogy
· Andragogy  an adult-oriented approach to learning that takes into account the differences between adult and child learners
· Self-directed
· Problem-centered
· Takes into account the learner’s existing knowledge and experience
· Pedagogy  the traditional approach to learning used to educate children and youth
· Implications for training
· Important implications at every stage of the training process
· Design and instruction of training programs should be the joint responsibility of the trainer and trainees
· Adult learners  should have some input about the training they will receive as well as how it is designed

Theories of Motivation

· Motivation  the degree of persistent effort that one directs toward a goal
· Effort, how hard one works, persistence, or extent to which one keeps at a task, and direction, or the extent to which one applies effort and persistence toward a meaningful goal
· Extrinsic motivation  motivation that stems from factors in the external environment such as pay, fringe benefits, and company policies
· Intrinsic motivation  motivation that stems from a direct relationship between a worker and the task
· Self-applied and includes feelings of achievement, accomplishment, challenge and competence
· Theories of motivation  need theories or process theories
· Need theories  things that motivate people and the conditions in which they will be motivated to satisfy them
· Process theories  address the process of motivation and how motivation occurs
· Expectancy theory and goal setting theory

Need theories

· Maslow’s Need Hierarchy 
· Five sets of needs that are arranged in a hierarchy
· Most basic on the bottom
· Lowest to highest:
· Physiological  needs people must satisfy to survive
· Safety  security, stability and freedom from anxiety
· Belongingness  need for social interaction, companionship and friendship
· Esteem  feelings of competence and appreciation and recognition by others
· Self-actualization  involves developing one’s true potential as an individual and experiencing personal fulfillment
· People are motivating to satisfy their lowest-level unsatisfied need
· Basic premise  lowest-level unsatisfied need has the greatest motivating potential, which means that motivation depends on one’s position in the need hierarchy
· Alderfer’s ERG theory
· Three needs
· Existence needs  are similar to Maslow’s physiological and safety needs
· Relatedness needs  similar to Maslow’s belongingness needs
· Growth needs  similar to Maslow’s esteem and self-actualization needs
· How it differs from Maslow’s hierarchy of needs
· Not a rigid hierarch in which one must move up the hierarchy in a lock-step fashion
· Both theories  once a lower-level need is satisfied the desire for higher-level needs will increase
· ERG theory does not state that a lower-level need must be gratified before a higher-level need becomes motivational
· Motivation to satisfy relatedness or growth may come before one becomes motivated to satisfy existence needs
· ERG theory states  individuals unable to satisfy a higher-level need, the desire to satisfy a lower-level need will increase
· Maslow would say this is impossible
· Implications for training
· Highlight the fact that employees’ needs must be considered in the design of a training program
· Employees’ motivation to attend a training program, to learn the training material and to apply it on the job

Expectancy theory

· Energy or force that a person directs toward an activity is a direct result of a number of factors
· Expectancy  refers to an individual’s subjective probability that they can achieve a particular level of performance on a task
· If one will get an A or C in the class  first-level outcomes since they are a direct result of one’s effort or motivational force
· Instrumentality  refers to the subjective likelihood that attainment of a first-level outcome such as an “A” or “C” in this course will lead to attractive consequences that are known as second-level outcomes
· Consequences  intrinsic or extrinsic outcomes
· A in this course  job offer
· A in this course  sense of accomplishment
· Valence  refers to the attractiveness of the first – and second – level outcomes
· Attractiveness of a second-level outcome such as a job offer or a sense of accomplishment is simply one’s subjective ratings
· How would you rate the attractiveness of receiving a job offer?
· 
· (I x V of receiving job offer) + (I x V of experiencing a sense of accomplishment) 
· Will determine the valence or attractiveness f the first-level outcome
· One’s motivation  expectancy or probability of receiving an “A” or “C” grade must be multiplied by the valence of the first-level outcomes
· Force or motivational value for receiving an “A” or “C”
· Effort = Expectancy x (Instrumentality x Valence)
· People’s effort or motivation is a function fo their beliefs that they can achieve a particular level of performance (first-level outcome) and that this will lead to consequences that are attractive to them (the valence of the first-level outcome)
· Attractiveness of first-level outcome  probability that it will lead to attractive consequences
· Likely to be motivated to obtain “A” in this course if you believe that there is a high probability that you can get an “A” and you believe that getting an “A” will lead to consequences that are attractive to you
· Implications on training
· Trainees must believe that there is a high probability that they will be able to learn the training material and fulfill the training objectives (high expectancy)
· Learning the training material and using it on the job must result in consequences (high instrumentality) that are attractive to trainees
· Major implication  revolves around trainees motivation to attend a training program, to learn, and to apply what is learned on the job

Goal-Setting theory

· Based on idea that people’s intentions are a good predictor of their behavior
· Goals must be specific in terms of their level and time frame
· Lacking specificity  not motivational
· Goals must be challenging to be motivational
· Not be so easy that they require little effort, not too difficult that they are impossible to reach
· Goals must be accompanied by feedback so that it is possible to know how well one is doing and how close one is to goal accomplishment
· Goals must be accepted and must be committed too in order to be motivational
· Strong support for the motivational effects of goals
· High performance goals are not always the most effective
· Goal setting can be harmful during the declarative stage when trainees’ attention and cognitive resources are required to learn the task
· Whether the goal is distal or proximal
· Distal goal  a long-term or end goal
· Certain level of sales performance
· Proximal goal  a short-term goal or sub-goal
· Breaking down a distal goal into smaller more attainable sub-goals
· Individuals can evaluate their ongoing performance and identify appropriate strategies for the attainment of distal goal
· Important for complex tasks
· When distal goals are accompanied with proximal goals they have a significant positive effect on the discovery and use of task-relevant strategies, self-efficacy, and performance
· Implications for training
· Prior to a training program trainees should have specific and challenging goals for learning, and they should be provided with feedback during and after their training program so that they know if they have accomplished their goals
· Special attention needs to be given to the stage at which goals are set and the complexity of the task (declarative stage issues)

Goal Orientation

· Important characteristic of goals
· Two general types fo goal orientations
· Mastery goals  process-oriented goals that focus on the learning process
· Performance goals  outcome-oriented goals that focus attention on the achievement of specific performance outcomes
· Goal orientation  influence task performance as well as cognitive, affective, and motivational processes
· Type of goal set affects skill acquisition and learning
· Trainees who have mastery goals
· Higher intrinsic motivation
· Higher self-efficacy
· Higher metacognitive activity
· All related to learning and performance
· Goal orientation  stable individual difference such that some individuals have a preference for mastery goals while others have a preference for performance goals
· Mastery goal orientation  concerned with developing competence by acquiring new skills and mastering new situation
· Performance goal orientation  concerned with demonstrating their competence by seeking favorable judgments and avoiding negative judgments
· Mastery goals – important for learning  individuals need to acquire knowledge and learn strategies required to perform a task
· When learning is required rather than motivation, setting a difficult performance outcome goal has been found to be detrimental for performance
· Performance goals can distract attention from learning
· Implications for training
· Trainers should consider the goal orientation for trainees and the type of goals that are set fro training
· Mastery goals that focus on skill development appear to be particularly important for learning
· Especially for individuals who have performance goal orientation and need t be assigned learning goals
· High mastery goals appear to be especially important for challenging tasks and when new skills must be learnt
· Setting high performance goals for a task that is still being learned can be detrimental for learning
· Mastery goals should be set for learning and performance goals for motivation once learning ahs been achieved

Training motivation

· Training motivation  the direction, intensity, and persistence of learning-directed behavior in training contexts
· Training motivation predicts learning and training outcomes and is influenced by individual and situational factors
· Personality variables that predict training motivation include locus of control, achievement motivation, anxiety and conscientiousness
· Locus of control  people’s beliefs about whether their behavior is controlled mainly by internal or external forces
· Internal locus of control belief that the opportunity to control their own behavior resides within themselves
· Perceive stronger links between the effort they put into something and the outcome or performance level they achieve
· Higher levels of training motivation
· External locus of control belief that external forces determine their behavior
· High in achievement motivation or the desire to perform challenging tasks and who are high on conscientiousness  high training motivation
· High anxiety  lower training motivation
· Self-efficacy is also positively related to training motivation
· Job and career variables are related to training motivation
· High job involvement or degree to which an individual identifies psychologically with work and the importance of work to their self-image have higher training motivation
· Training motivation is important because it is related to a number of training outcomes
· Positively related to declarative knowledge and skill acquisitions 
· Implications for training
· Two things to ensure trainees’ training motivation is high
· Assess trainee motivation prior to a training program and ensure that trainees are motivated to learn
· Managers can try to influence the factors that predict training motivation

A Model of Training Effectiveness

· Model of training effectiveness that highlights the linkages between training and learning as well as between learning and individual performance and organizational effectiveness
· Acquisition of knowledge, skills and abilities to improve performance on one’s current job, and development refers to the acquisition of knowledge, skills, and abilities requires to perform future job responsibilities
· Personal factors that influence learning
· Cognitive ability  an individual’s basic information processing capacities and cognitive resources
· Cognitive or mental ability is similar to intelligence
· Individual’s basic information-processing capacities and cognitive resources
· Cognitive skills and psychomotor skills an individual possesses
· Cognitive ability is related to the ability to learn and to succeed on the job
· ACT theory in which it was noted that cognitive ability is particularly important during the early stages of learning
· General cognitive ability  strong predictor of learning, training success and job performance
· Especially good predictor of job performance on complex jobs
· Cognitive ability has been found too  predict declarative knowledge, skill acquisition and the application of trained skills on the job
· Training motivation is also a strong predict of learning and training outcomes
· Training motivation predicts declarative knowledge, skill acquisition and the application of trained skills on the job
· Trainees  internal locus of control and high need for achievement  learn more during training
· Model shows a path from learning to individual behavior and performance  called transfer of training and refers to the application of learning on the job
· Final path in the model is between individual behavior and performance and organizational effectiveness
· Indicates that employees’ behavior and job performance have an effect on organizational effectiveness
· Training effectiveness model shows how training and personal factors influence learning and retention

Lesson 5 – Chapter 10
Chapter 10  Transfer of Training
What is Transfer of Training?
· Transfer of Training  application of the knowledge & skills acquired in training program on the job & maintenance of acquired knowledge & skill over time
· Generalization use of learned material on the job
· Maintenance use of learned material on the job over a period of time
· Organizations concerned about training investments  knowing how much of what is learned in training changes in job & improved performance
· Trainees do NOT apply newly acquired knowledge  waste of investment
· Transfer positive trainees effectively apply new knowledge acquired in training
· Transfer zero not using new skills on job
· Transfer negative trainees are performing worse as result of training
· Types of situation in which trainees can apply what was learning in training
· Near Transfer  extent to which trainees can apply what was learned in training to situation that are very similar to those in which they were trained
· Far Transfer trainees apply what was learned to different situations form those trained in
· Difference between:
· Horizontal Transfer transfer of knowledge across different settings at the same level
· Vertical Transfer transfer from trainee level to org. level
· Extent to which changes in trainee behavior transfer to org. level outcomes
The Transfer Problem
· Studies reporting between 60 – 90% what is learned in training is NOT applied to job
· Trainees apply 62% what learned immediately after
· 44% after 6 months
· 34% after 1 years
· Many barriers have to do with factors in work environment & traced to trainees, managers & org.
· Lack of support from supervisor  big barrier
· Supervisor support  extent to which supervisor reinforces & supports the use of learning on job
· Most important factor for transfer along  with social support
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The Transfer of Training Process
· Tim Baldwin & Kevin Ford  well known model
· Transfer of training process can be understood  3 main factors
· Training inputs  trainee characteristic, training design & work environment
· Training outputs  learning & retention
· Conditions of transfer  transfer generalization & maintenance
· Trainee characteristic, training design & work environment  direct effect on learning & retention and generalization & maintenance
· Inputs effect outputs & conditions
· Learning & retention  necessary not sufficient condition for transfer
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Trainee Characteristics
· Trainee difference in these characteristics  help us understand why some trainees are more likely to transfer than others
· Importance of cognitive ability, training motivation, self-efficacy, job attitudes & personality traits  discussed in relation to learning & retention
· Trainees with higher cognitive ability, training motivation & self efficacy  more likely to transfer
· Trainees internal locus of control & high need of achievement  more likely to transfer learning
· Employees with higher job satisfaction, job involvement & org. commitment  learn & transfer
· Motivation to transfer  trainees’ intended effort to utilize skills learned in training to job
· Significant predictor of positive transfer
Training Design
· Design of training program
· Benefits of active practice for learning & retention can be maximized  incorporating practice conditions before & during training in design
Identical Elements
· Identical Elements providing trainees with training experiences & conditions that closely resemble those in actual work environment
· Transfer only occur if identical elements present in both training course & new situations
· Important for near transfer 
· Increase trainees’ retention of motor & verbal behavior
· Physical fidelity  making conditions of training program (surroundings, tasks & equipment)  similar to work environment
· Psychological fidelity  extent to which trainees attach similar meaning to training experiences & job context
General Principles
· General Principles teaching trainees the general rules & theoretical principles that underlie the use & application of particular skills
· Provides trainees with an explanation of theory & principles  behind a skill that they are learning how to perform
Stimulus Variability
· Stimulus Variability providing trainees with variety of training stimuli & experiences multiple examples of concept  practice experiences in variety of situations
· Trainees understanding of training material  strengthen by providing numerous examples
· Allow greater generalization of new skills 
· Prevents potential problems learning will be limited to narrow range of situations
· Incorporated into training program in number of ways
·  Using different models that vary in characteristics  gender & age
· Modeling different situations  different types of scenarios
· Using models with different levels of competence in performing training task
· Trainers increase stimulus variability  describing variety of situations & examples
· Asking trainees to discuss their own work experiences in relation to material
Work Environment
Pre-Training Environment
· Management actions prior to training programs send signal to employees about importance of training  extent to org. supports training
· If employees face constraints in job  lack of time, equipments
· Will NOT be highly motivated to learn  work environment prevent them from using new skills
Post Training Environment
· Events that occur after training program  influence transfer of training
· Amount of support provided by supervisor
· Supervisor support  training is key factor that affects the transfer process
· More supportive  more likely to be motivated & attend training to learn & transfer
Training Transfer Climate
· Training Transfer Climate characteristics in the work environment can either facilitate or inhibit the application of training on the job
· Strong transfer climate  exists cues that remind employees to apply training material on the job
· Feedback & rewards for applying training
· Supervisor & peer support  for use of newly acquired skill
Learning Culture
· Learning Culture culture in which members of org. believe that knowledge & skill acquisition are part of their job responsibilities  learning is important part of work life 
Facilitating & Improving the Transfer of Training
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Transfer of Training Intervention
Relapse Prevention
· Relapse Prevention  intervention that instructs trainees to anticipate transfer obstacles & high risk situation in work environment & develop coping skills & strategies to overcome
· Sensitizes trainees to the possibilities of relapse & immunizes them against obstacles in environment that might cause relapse
· Make trainees wait that relapse can occur  temporary slips are normal
· Relapse  trainees revert back to using old skills or pre training behavior
· Situations that might lead relapse  time pressure, deadlines, work overload, lack of tools, lack of opportunity to apply new skills
· Each barrier  trainees develop coping strategy
· Trainees who receive RP intervention  higher levels of course knowledge & transfer
· Improve trainees ability & desire to transfer
· Effective when transfer climate is not very supportive of training
Self-management
· Self-Management post training transfer intervention that teaches trainees to manage their transfer behaviors
· Teaching trainees to perform series of steps manage transfer behavior
· Steps include  anticipating obstacles, planning overcome obstacles, setting goals to overcome obstacles, monitoring progress & rewarding when goal achieved
· Result  greater skill generalization & higher performance on transfer tasks
Goal Setting
· Goal Setting Intervention interventions that instructs trainees about the goal setting process & how to set specific goals for the use of trainees skills on job
· Discussion of why goal setting important  definition of goals
· Description of goal setting
· Characteristics of effective goals
· Examples of how to use goal setting
· Discussion of how goal setting can be effective
· Following discussion  trainees develop own goal setting plan  indicates the steps they will take to achieve goals & date each step will be achieved
· Improve learning & extent to which trainees apply their newly learned skills
· Goal setting effective  enhancing transfer for trainees who work in supportive work environment
Post Training Supplements
· Post Training Supplements transfer intervention that take place on the job following training programs
· Include booster sessions, self coaching & upward feedback
· Booster Session extension of training program that involve a review of the training material
· Discussion of problems that trainees are having using their trained skills on the job & success stories
· Follow up activities  participant forums to share success stories
· Self Coaching trainees examine the extent to which they have engaged in trained behaviors & establish performance maintenance & improved goals 
· Upward Feedback  trainees receive data on the frequency with which they engaged in trained behaviors & written comments from subordinates on performance
The Transfer System
· Transfer System  all factors in the person, training & org. that influence transfer of learning to job performance
· 16 factors make up transfer system  represent important predictors of training  training ability, motivation & work environment
· learning & transfer system factors  influence transfer performance  influence org. performance
· Learning Transfer System Inventory (LTSI)  asses transfer system in org.
· Administered to trainees after training program  identify potential barriers in org.  determine the type of intervention to overcome barriers & facilitate transfer
· Recognize importance of systematic approach to transfer training 
· Org. able to diagnosis their transfer system, identify barriers & implement programs to eliminate barriers
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Lesson 6 – Chapter 4

What is needs analysis?

· Needs analysis  process to identify gaps or deficiencies in employee and organizational performance
· Foundation of training and development
· Most important step in training and development process
· Concerned  gap between actual and desired performance
· Formal process of identifying needs as gaps between current and desired results
· Placed in priority order based on the cost to meet each need versus the cost for ignoring it
· Identify performance gaps  solicit information those affected by performance problem
· Needs analyst  gathers information from key people in an organization about the organization jobs, and employees to determine the nature of performance problems
· Needs = required results – current results
· Goal  identify the differences between what is and what is desired or required in terms of results and to compare the magnitude of gaps against the cost of reducing them or ignoring them
· Thorough needs analysis  helps organizations prioritize its needs and make informed decisions as to what problems need to be resolved
· Helps identify the causes and solutions to performance problems


The needs-Analysis process

· Interrelated steps
· Starts with an itch or a problem
· If the performance problem is important  stakeholders are consulted and a needs analysis is conducted
· Step 1  concern
· Concern sometimes referred to as an itch or a pressure point
· Something that causes managers to notice
· Recognizing a shift in regular activities  increase in defective parts, accidents or complaints
· Sometimes comes from the external environment  legislation regarding employee relations is changed or the competition introduces a highly competitive service feature
· Step 2  Importance
· Determining if the concern is central to the effectiveness of the organization
· Must be aware of the strategic orientation of the organization
· Human resources must be linked with the strategic directions of the company
· Training strategy should support the organization’s efforts to achieve its goals
· Concern  cost implications of a problem
· Does current performance cost the company in lost productivity or dissatisfied customers?
· A concern is important if it has na impact on outcomes that are important to the organization and its effectiveness
· Step 3  Consult Stakeholders
· Involving stakeholders who have a vested interest in the process and outcomes
· At a minimum  top management should understand the rationale for the needs analysis 
· Training analysts must obtain agreement on why the needs analysis is being done and who will be involved
· All stakeholders must buy into the needs-analysis process to ensure that the data collection will resultin accurate information and that they have a vested interest in the success of the program
· Linking training plans to business strategy and the involvement of key stakeholders  dramatic improvements in customer satisfaction at IBM
· Step 4  Data Collection
· Most extensive and inovles the documentation of the concern through the collection of information from three levels of analysis
· Three levels of needs analysis are
· The organizational  provides information about its strategies and context and answers the question  where is training needed in the organization?
· The task  provides information about the tasks and the relevant knowledge, skills and abilities needed to perform selected jobs and answers the question  what knowledge, skills and abilities are required to perform the job effectively?
· The person or employee  provides information about an employee’s level of performance and answers the question  who needs to be trained?
· Overlaps among the three areas of analysis occur  each plays a distinctive role
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Needs-Analysis Outcomes

· Once a needs analysis has been completed  information has to be examined and interpreted
· Focus shifts to an understanding of the performance problem and the search for the most effective solution
· Needs analysis results  set the stage for the rest of the training and development process a lot of the time
· Helps determine if training and development is a good solution to performance problems or if some other intervention might be more effective
· Used to determine where training is needed in the organization
· What type of training is required and who in the organization should receive the training
· Needs-analysis information is also used to write training objectives and to design training programs
· Information from needs analysis  used in the development of measures for training evaluation
· Outcomes of the needs-analysis process revolve around determining the best solution to performance problems and how to proceed if training is to be part of the solution

Organizational analysis

· The study of the entire organization  its strategy, environment, resources, and context
· Understanding of each components  provide information not only for the identification of training needs, but also for the probability of the success of a training program
· Key to organizational analysis  finding out if a training program is congruent with an organization’s strategy, and the existence of any constraints as well as support for the delivery and success of a training program
· Helps identify potential constraints and problems that can derail a training program so that they can be dealt with prior to the design and delivery of a costly program

Strategy 

· Most organizations have a strategy that consists of an organization’s mission, goals, and objectives such as a dedication to quality or innovation
· Broad statement  goals and objectives for each department or unit  reflects organization’s plan for growth, adaptation, profitability and survival
· Human resource functions (training and development)  essential for the accomplishment of an organization’s strategy and objectives
· VPs and HR directors  involved in setting organizational strategies  human resource function has become more strategic
· Strategic human resource management (SHRM)  alignment of HR practices with an organization’s business strategy
· Strategic training  alignment of an organization’s training needs and programs with an organization’s strategy and objectives
· An organization’s strategy should indicate the type and amount of training required



Environment

· Environment is dynamic and uncertain
· New technologies, competitors, recessions, and trade agreements can profoundly affect not only the need for and content of training, but also employees’ receptivity to being trained
· Implications for training are especially being felt by accounting firms
· Sarbanes-Oxley Act  passed in US to protect investors from fraudulent accounting activities by corporations in the wake of high-profile scandals
· Organizations are conscious of the strategies of their competitors
· Training program can be a direct result of an organization’s attempt to establish a new market niche

Resource Analysis

· Resource analysis  identification of the resources available in an organization that might be required to design and implement training and development programs
· Training programs  costly and require considerable resources
· Human resource staff might not have the time required to design new training programs 
· Human resource staff might not have the time required to design new training programs
· A resource analysis enables an organization to determine if it has the resources required for a training and development solution or if another less costly solution will be better

Organizational Context

· Climate of an organization refers to the collective attitudes of its employees toward work, supervision, and company goals, policies, and procedures
· Training transfer climate  characteristics in the work environment that can either facilitate or inhibit the application of training on the job
· Strong training transfer climate is one in which there exist cues that remind employees to apply training material on the job, positive consequences such as feedback and rewards for applying training on the job, and supervisor and peer support for the use of newly acquired skills and abilities
· Strong predictor of training effectiveness
· Application of trained skills on the job
· Learning culture  a culture in which members of an organization believe that knowledge and skill acquisition are part of their job responsibilities and that learning is an important part of work life in the organization
· Help to determine if a training program is likely to be effective in an organization as well as whether a pre-training intervention might be required to improve the climate and/or culture prior to the design and delivery of a training program
· Important because  training is not likely to be effective in organizations where the climate for training transfer and/or the culture for learning are not strong
· Influence of training transfer climate and learning culture on training effectiveness  demonstrates importance of the role of the organizational context is for a training program’s success and the need to conduct an organizational analysis 
· Application on the job  has to do with organization’s transfer climate and learning culture  facilitate or hinder the implementation and success of a training program
· Once the strategy, environment, resources and context of an organization have been assessed, the information gathered can be used to determine if a training program is required to help an organization achieve its goals and objectives and if it will be successful
· Additional information is required about tasks that employees perform, employees knowledge, skills, and abilities and current level of job performance and task mastery
· Additional information can be obtained by conducting a task analysis and a person analysis

Task Analysis

· Task is the smallest unit of behavior studied by the analyst and describes the specific sequence of events necessary to complete a unit of work
· Task analysis  the process of obtaining information about a job by determining the duties, tasks, and activities involved and the knowledge, skills, and abilities required to perform the tasks
· Six steps involved in a task analysis
· Identify the target jobs
· Performance and discrepancy has been identified  focus shifts to the job level in order to determine which jobs are contributing to the performance problem and have a performance gap  more than a job title is required
· Obtain a job description
· Job description  statement of the tasks, duties and responsibilities of a job
· Large organizations  most positions have a description of the tasks and minimum qualifications required to do the job  not updated within year  consult with both the manager and several employees in the position to obtain a current listing of tasks and qualifications  contain major duties, knowledge, skills, and abilities required to perform the tasks
· After job description --. List of duties should be reviewed with subject-matter experts, mangers and job incumbents in interviews or focus groups  then will develop a list of tasks to be performed  knowledge, skills, and abilities needed to perform the tasks  list of necessary tools, software, or equipment and an understanding of the conditions under which the tasks are performed  result looks like job description with job specifications
· Downside --. Critics argue that jobs change too rapidly and these lists are quickly out of date
· List of job competency  competency  a cluster of related knowledge, skills and abilities that forms a major part of a job and that enables the job holder to perform effectively -> behaviors that distinguish effective performers from ineffective performers
· Can be knowledge, skills, behavior or personality traits
· Goal is to develop competencies that are teachable  if associated with effective performance, we can use them as a base to increase the effectiveness of an employee’s on-the-job work behavior
· Job competencies instead of job descriptions
· 
· Develop rating scales to rate the importance of each task and the frequency with which it is performed
· Rating scales must be developed in order to rate the importance of each task as well as how often a task is performed
· Tasks that are more important need to be identified (for effective performance)
· These ratings are important for determining the content of a training program and for identifying what employees must do in order to perform a job effectively
· Survey a sample of job incumbents
· Job incumbents as well as supervisors and subject-matter experts provide task importance and frequency ratings
· Questionnaire and structured interview and observation of employees performing their jobs  used to rate the importance of tasks and the frequency with which they are performed

· Analyze and interpret the information
· Once the tasks have been identified and the importance and frequency ratings have been made, the information must be analyzed and interpreted
· Usually involves some elementary statistical analyses to identify those tasks that are the most important and most frequently performed
· Comparisons between groups may reveal additional important information
· Job incumbents may rate their own performance highly, while their managers may feel that employees are not working up to standard
· Provide feedback on the results
· Employees and managers might not be aware of the need for training, it is important to provide small groups of managers and employees with feedback about the responses to task analysis
· Encourages employees to talk about areas of strengths and weaknesses and to propose solutions to problems
· Result of a task analysis should be information on the key task requirements for certain job categories and the associated job specifications
· Limitation of a task analysis, however, is that it emphasizes observable behaviors rather than mental processes, and it assumes that the tasks are performed by individuals rather than groups
Cognitive Task analysis
· Cognitive task analysis  set of procedures that focuses on understanding the mental processes and requirements for performing a job 
· Differs from conventional task analysis
· The mental and cognitive aspects of a job rather than observable behaviors like typing or driving that are the focus of a traditional task analysis
· Cognitive task analysis  describes mental and cognitive activities that are not directly observable
· Useful in complex, dynamic jobs and jobs that have high-stakes outcomes
· Identifies important elements of job performance  decisions, cues, judgments, and perceptions that are important for effective job performance and are usually not identified by a traditional task analysis
Team Task analysis
· Team task analysis  an analysis of tasks as well as the team-based competencies (knowledge, skills, and attitudes) associated with the tasks
· Assessment of team-based competencies associated with the tasks is also required
· Teamwork competencies include  how to communicate, interact, and coordinate tasks effectively with team members
· Main objective  identify the key team competencies required for the tasks of the job, which will be used to write training objectives and to design a training program
· Many differences between traditional and team task analysis
· Main difference  team task analysis must identify the interdependencies of the job as well as the skills required for task coordination  team task analysis must also identify the cognitive skills that are required for interacting in a team
· Team task analysis  focus on knowledge of task specific goals  knowledge of task procedures, strategies, and timing; knowledge of team members’ roles and responsibilities; inter-positional knowledge; and knowledge of teamwork
· Can be conducted through the use of individual and group interviews a review of existing documents, observation, questionnaires, and by examining past important events
· Team and cognitive task analysis identify the tasks an employee must be able to perform and the knowledge skills and abilities required

Person Analysis
· Third level of needs analysis focuses on the person performing a job
· Person analysis  process of studying an employee behavior to determine if performance meets the work standard
· Standard --. Desired level of performance  ideally the quantifiable output of a specific job
· How well does the employee perform the task
· Who, within the organization, needs training?
· What kind of training do they need
· Three step process to answer questions
· Define the desired performance
· Establish standards for performance  norms will be important in the needs analysis during training and in evaluating the effectiveness of training  determine the standard or acceptable level of task performance
· Comparison of each employee’s performance level against the standard in order to identify discrepancies and the need for training
· Determine the gap between desired and actual performance
· Comparison is made between the standard level of performance and each employee’s performance
· Employee performance data  obtained from performance appraisals, work samples, observation, self-assessments of competencies and formal tests
· Identify the obstacles to effective performance
· When gap exists between standard and actual  necessary to determine the cause or source of the gap
· Results from deficiencies in execution, in knowledge, in skills, or in abilities
· Sometimes  worker does not know standard or not being rewarded for meeting the standard
Determining Solutions to performance Problems
· Variety of potential barriers to effective performance
· Only lack of knowledge and skills suggest training solutions
· Solution to performance problems  not always training
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· When there is a performance problem  manager must first describe the problem and decide if it is worth spending time or money to correct
· If it is then:
· First  consider some basic solutions or quick fixes
· Are the work expectations, standards and goals clear?
· Does the employee have adequate resources
· Is the outcome of the employee’s performance visible and known to the employee
· If no  make expectations, standards and setting goals clear, provide necessary resources and provide performance feedback
· If it cannot be solved by “quick fixes”  the analyst must attempt to determine the cause of poor performance by asking additional questions about the environment
· Sometimes undesirable performance is rewarded  employees getting paid for each unit produced
· You might find that employees are very good at producing lots of defective units
· If they get paid for each unit produced  will produce as many as possible disregarding quality
· High volume should not be rewarded if quality is desired
· Next issues  whether or not rewards are linked to effective performance
· Sometimes when an employee does something good, the manager says nothing, on the assumption that the employee is being paid to do the work
· Good performance that is not rewarded will eventually disappear
· Contingency management  practices based on the belief that every act has a consequence and if the consequence is a reward then the act will be repeated
· No consequence or the consequence is something negative or punishing, the action will not be repeated
· By analyzing rewards and punishments, managers might realize that they are asking for safe procedures but punishing those who slow down production
· The determination of what constitutes effective performance, and the management of reinforcement for achieving it, is a far more powerful instrument of change than a training program
· Contingency management  if it does not solve the problem  next step is to consider whether or not there is a genuine skill deficiency 
· The key to getting at this issue is to ask a critical question: could the employee perform the task if his or her life depended on it?
· Yes  could perform the task if their life depended on it  say no to training
· Other solutions  lower expectations  simplify the task or perhaps transfer the employee to a job that better fits his or her knowledge and skills
· Remove any other obstacles in the environment
· Training will not be good when the environment is the cause of poor performance
· Environmental obstacles  might involved a lack of authority, inadequate tools or technology, conflicting responsibilities, work overload and so on
· Removing and replacing with supportive environment might be best solution to performance problems
· If there exists a genuine skill deficiency and the person does not have the potential to change, then replacing the person might be the only solution
· The person does have the potential to change, then consider training as a potential solution

When Is Training the Best Solution?
· Training is just one solution for managing performance problems
· Not always effective because the environment does not support the change in behavior and performance
· Has to consider feasibility and practicality for each solution as well as its overall potential to solve the problem
· Needs analysis  if it reveals that the tasks are not frequently performed, they are not critical and that perfection is not required, then performance-improvement solutions such as job aids and on-the-job training might be more appropriate
· Even if training is determined to be the best solution, the costs and benefits of training must first be estimated
· What is the cost of the training?
· What are the benefits to training?

Needs-analysis methods
· Information for a needs analysis and where it comes from
· Many methods and techniques for conducting a needs analysis
· Steadham  developed a useful summary of nine basic needs analysis methods
· Observation
· Questionnaires
· Key consultation
· Print media
· Interviews
· Group discussion
· Tests
· Records and reports
· Work samples
· Some are better than others in terms of response rate, quality, usefulness of data and costs
· A combination of the closed-ended survey and focus-group interviews provided the most practical, useful and cost-effective information
· Best method, depending on time and money, the experience of the analyst and the nature of the response
· Surveys are one of the most often used methods of needs analysis due to their low cost and the ability to collect information from large numbers of respondents

Needs-Analysis Sources
· There are many sources of needs-analysis information
· Some retail stores assess the competence of their sales staff through the use of professional shoppers who rate sales performance against established standards
· This is usually referred to as self-assessment
· Self-assessment has its benefits and its limitations
· Expressions of needs include feelings or desires and may have no relation to performance
· Several studies  found weak relationships between employees’ self-assessment of performance and managerial assessments

Obstacles to Needs-Analysis
· Given the importance of needs analysis in the training process, you might wonder why this is the case
· Understanding what these obstacles are is important because if you are aware of them then you can also learn how to overcome them
· Trainers often claim that they are not rewarded for taking the time to conduct a needs analysis
· Managers prefer action over analysis  training resources used to train employees
· Managers even have their own agendas, such as rewarding employees by sending them to exotic locations for training, and therefore resist any attempt to redefine training needs
· Time can also be a constraint
· Time is increasingly becoming a concern  thorough needs analysis can take months to complete, and yet employees need to be trained and back on the job in a matter of weeks or even days
· The cost, time and rigor necessary for doing a thorough needs analysis means that many organizations will simply not do one
· Conducting some data collection and analysis, rather than having no information at all will almost always result in a better training program
Lesson 7  Chapter 5: Training and Design
· In order to stay competitive and ensure that employees have the knowledge and skills to perform their jobs, companies regularly need to design new training programs.

Training Design Activities
1. Write training objectives
2. Decide to purchase or design a training program
3. Create a request for proposal (RFP) to purchase training services and programs
4. Determine the training content
5. Decide on the training methods
6. Incorporate active practice & conditions of practice into the training program
7. Consider design elements for active learning if adaptive expertise is required

1) Training Objectives: A statement of what trainees are expected to be able to do after a training program (expected outcome of training).
· Describe the knowledge & skills to be acquired
· Emphasis of training is usually learning, on-the-job behaviour and job performance. Learning involves the process of acquiring new knowledge, skills and attitudes while performance involves the use of these new skills, knowledge and attitudes on the job
· Training objectives usually refer to the acquisition of knowledge &/or skills + behaviour on the job
· Important link b/w the needs-analysis stage and the other stages of the training and development process.

Purposes of Training Objectives
Trainers
1. Trainees can be assessed prior to training to determine if they have mastered any of the objectives. Depending on the results, trainees can either omit certain sections of a training program or undertake additional training to master the prerequisites.

2. The selection of training content and methods is simplified by objectives. The choice of content and methods will be guided by the need to achieve certain objectives.

3. Learning objectives enable trainers to develop measures for evaluation and to determine how to evaluate a training program and how to calculate the benefits of a program.

Trainees
4. Objectives inform trainees of the goals of a training program and what they will be expected to learn and do at the end of a training program.

5. Objectives allow trainees to focus their energies on achieving specific goals, rather than waste energy on irrelevant tasks or on trying to figure out what is required of them.

6. Objectives communicate to employees that training is important and that they will be accountable for what they learn in training.

Managers
7. Objectives communicate to managers, professional groups, and others what the trainee is expected to have learned by the end of a training program and what the trainee should be able to do.

8. Management and supervisors know exactly what is expected of trainees and can reinforce and support newly trained knowledge and skills on the job.


Writing Training Objectives
· Involves more than making lists of behaviour verbs such as “recognize” and “evaluate.”
· A training objective should contain five key elements of the desired outcome as follows:

1. Who is to perform the desired behaviour? 
· Employees & managers are the easiest to identify
· In a training situation more accurate descriptors might be “all first-level supervisors,” “anyone conducting selection interviews,” or “all employees with more than one month of experience.” 
· The trainer is not the “who,” although it is tempting for some trainees to write, for example, that the trainer will present 5 hours of info on communication. The goal of the instructor is to maximize the efficiency with which all trainees achieve the specified objectives, not just present the info.

2. What is the actual behaviour to be employed to demonstrate mastery of the training content or objective? 
· Actions described by words like “type,” “run,” and “calculate” can be measured easily. 
· Other mental activities such as comprehension and analysis can also be described in measurable ways.

3. Where and, 4., When is the behaviour to be demonstrated & evaluated (i.e., under what conditions)? 
· “during a 60-minute typing test,” “on a ski hill with icy conditions,” “when presented with a diagram,” or “when asked to design a training session.” 
· The tools, equipment, info, and other source materials for training should be specified. Included in this list may be things the trainee may not use, such as calculators.

5. What is the standard by which the behaviour will be judged?  
· Is the trainee expected to type 60 words per minute with fewer than three errors?

EXAMPLE containing all 5 elements: 
The sales representative (who) will be able to make 10 calls a day to new customers in the territory assigned (what, where, when), and will be able to generate three (30%) sales worth at least $500 from these calls (how, or the criterion).

· Training objectives should closely resemble task analysis
· A training objective that reads like an actual job behaviour is more likely to be approved, learned, and used on the job.

When the 5 elements are included in a training objective, the final written objective should contain 3 key components:

1. Performance: What the trainee will be able to do after the training (work behaviour the trainee will be able to display)

 2. Condition:  The tools, time, & situation under which the trainee is expected to perform the behaviour. In other words, where and when the behaviour will occur.

3. Criterion: The level of acceptable performance (standard/criteria against which performance will be judged)

2) Purchase-or-Design Decision
· In many cases, it is more economical for an org to purchase these materials, packaged in a professional format, than to develop the materials themselves, which in many cases will be used only once or twice.
· Most orgs form alliances w/ educational institutions, community colleges, or private organizations that specialize in developing & delivering basic skills training programs
· Orgs are particularly likely to purchase training programs that do not require organization-specific content and are of a more generic nature. (ex: sexual harassment training)
· Advantages of packaged programs: high quality, immediate delivery, ancillary services (tests, videos), potential to customize the package to the organization, benefits from others’ implementation experience, extensive testing, and often less expense than internally developed programs
· Advantages of in-house programs: security & confidentiality, use of the org’s language, incorporation of the org’s values, use of internal content expertise, understanding of the specific target audience & org, and the pride and credibility of having a customized program
Purchase Decision Factors
· Cost of each alternative (cost–benefit analysis would be necessary to determine the best option)
· Time and expertise to design a training program?
· HR has no in-house expertise = purchase
· HR doesn’t have enough time to design a program = purchase
· Time is also a factor in terms of how soon the org wants to begin training
· Need or desire to begin training as soon as possible = purchase. 
· No of employees who need to be trained & extent to which future employees will require training
· Small #  not worthwhile to design a new training program
· Large # now and in the future  design a new training program in-house 

· Purchasing can involve buying particular training materials such as a video package or buying an entire training program that is specially designed for the org. 
· Orgs can also purchase off-the-shelf training programs (already designed) & contain all the materials required to deliver a training program. 
· A consultant could be hired to design and deliver a training program or it can be delivered by people w/in the org once a consultant has designed it.

When an org decides to purchase a training program, it needs to begin the process of finding a vendor or consultant who will be able to design and/or deliver the program. Requires an RFP.

3) Request for Proposal (RFP): A document that outlines to potential vendors & consultants an org’s training & project needs.
· Vendors & consultants can then review the RFP and determine if they are able to provide the products & services required by the organization and if they should prepare a proposal and bid on the job. 
· The org must then evaluate the proposals it receives and choose a vendor that can provide the best solution and is also a good match for the org.

RFP should provide detailed info about the org’s training needs & the nature of the project. Will often include:
· Pre-qualification checklist.
· Detailed description of the opportunity.
· Description of the company and its culture.
· Scope of the project.
· Detailed statement of work.
· Detailed instructions on how to respond to the RFP.
· Schedule for the entire RFP & selection process with milestones.
· Basis of the award.
· Definition of the level of service required.
· Request for additional information.
· Confidentiality agreements.

· Creating an RFP is an important step in searching for a vendor  requires the org to describe its most critical training needs & the nature of the training solution required.
· This will help to ensure that the organization purchases what it really needs and also communicates the training needs and required project to stakeholders and potential vendors.
· Failure to prepare a detailed RFP can result in an org purchasing a program that it really does not need and at a much higher cost than necessary. 
· It is also important that an org determine the extent to which a vendor’s products & services match its needs for training services & products.

An Effective Request for Proposal (RFP)
· Have a clear vision of your overall learning strategy. There must be a master strategy that is based on the primary needs of the various departments involved.
· Create proper scope for the project. Set a budget and align the most critical needs with project requirements.
· Develop a vendor pre-qualification checklist. Write a pre-qualification checklist before writing the RFP so that vendors can quickly decide if they can provide the required products & services. The checklist should have between 10-20 items & indicate the qualifications for the most critical needs.
· Create a vendor scorecard. Create a scorecard to grade vendors before writing the RFP to ensure that you request the necessary info in the RFP. The evaluators should rate each item on the scorecard on a scale of 0-5.
· Use a template. Use a template to create the RFP if one exists in the org. Even one used for non-training purchases can be helpful in creating an RFP.
· Don’t overstate the positive or understate the negative. Be candid about the project so vendors can adequately determine their suitability for it.
· Design a request-for-information questionnaire. The questionnaire should be designed to obtain additional info about a vendor’s products, services, experience, and background. Most of the questions should be directly related to the needs of the project and the vendor’s ability to provide a solution that meets the org’s needs.
· Allow sufficient time for responses. Provide at least two to three weeks for most standard projects so that vendors can carefully analyze the requirements and prepare a detailed response.

4) Training Content
· Crucial stage as the training content must be based on the training needs & objectives.
· A trainer will have a good idea about the required training content from the needs analysis and training objectives. (Another reason why it’s important to conduct a thorough needs analysis prior to designing a training program).
· As well, employees’ current levels of knowledge & skills can be compared to the org’s desired levels as indicated by the performance goals or objectives. The gap between the 2 represents the org’s training needs & the required content of a training program.
· In some cases, the required training is legislated, (Workplace Hazardous Materials Information System -WHMIS), which requires that workers in certain occupations receive training on the potential hazards of chemicals in the workplace and emergency procedures for the clean-up and disposal of a spill
· Subject-matter expert (SME): A person who is familiar with the knowledge, skills, and abilities required to perform a task or job.
· EX: to determine the content of a training program on sales techniques, one might consult with experienced salespersons, consultants, or managers.

5) Training Methods 
· Can be arranged into a number of different categories: active vs. passive methods, one-way vs. two-way communication, informational vs. experiential.
· Training methods occur on the job  (coaching & performance aids), off the job (classroom w/ an instructor), technology to deliver training (computer-based training, e-learning)
· These methods differ in terms of effectiveness for teaching different types of training content & learning outcomes.
· Learning & retention are best achieved through the use of training methods that promote productive responses from trainees
· Productive responses: The trainee actively uses the training content rather than passively watches, listens, or imitates the trainer
· Training methods that encourage active participation during training also enhance learning.
· The objectives of a training program and the training content should determine the most appropriate training methods.

Blended training: The use of a combination of approaches to training such as classroom training, on-the-job training & computer technology

Active Practice

Practice: Physical or mental rehearsal of a task, skill, or knowledge in order to achieve some level of proficiency in performing the task or skill or demonstrating the knowledge

Active practice: Providing trainees with opportunities to practice performing a training task or using knowledge being learned during training. (Training programs should include opportunities for active practice)

Conditions of practice: practice conditions that are implemented before and during training to enhance the effectiveness of active practice and maximize learning and retention

Prepractice Conditions
1. Attentional advice: Providing trainees with information about the task process and general task strategies that can help them learn and perform a task.
· Helps focus trainees’ attention on task strategies that can aid learning and performing a task as well as generalizing what is learned in practice to other situations in which the strategies can be applied.

2. Metacognitive strategies: Ways in which trainees can be instructed to self-regulate their learning of a task.
· Ex: Thinking out loud, self-diagnosing weaknesses, posing questions to yourself during practice
· Metacognition: A self-regulatory process that helps people guide their learning and performance
· Monitoring  identifying the task, checking & evaluating one’s progress and predicting the outcomes of that progress
· Control  decisions about where to allocate one’s resources, the specific steps to complete a task, the speed and intensity to work on a task, and the prioritization of activities
· Can be taught to trainees prior to training so they can self-regulate & guide their own learning & performance during practice sessions

3. Advance organizers: Activities that provide trainees with a structure or framework to help them assimilate and integrate (organize) info acquired during practice.
· Ex: Outlines, text, diagrams, graphic organizers
· Useful for learning highly complex and factual material and for low-ability trainees.

4. Goal orientation: The type of goal that is set during training
· Mastery goals  focus trainees’ attention on the learning process & skill acquisition (more effective)
· Performance goals  focus attention on the achievement of specific performance outcomes.

5. Preparatory information: Providing trainees with info about what they can expect to occur during practice sessions (e.g., events & consequences) so that they can develop strategies to overcome performance obstacles
· Useful for learning to perform stressful tasks where the ability to cope and overcome obstacles is critical for task performance.

6. Prepractice briefs: Sessions in which team members establish their roles and responsibilities and establish performance expectations prior to a team practice session (especially for fast-paced & stressful tasks).

Conditions During Training
1. Massed or distributed practice: How the segments of a training program are divided and whether the training is conducted in a single session (massed) or is divided into several sessions with breaks or rest periods between them.
· Material learned under distributed practice = retained longer, resulted in higher performance
· Learning a new skill or little to no experience = distributed is better

2. Whole or part learning: Whether the training material is learned & practiced at one time or one part at a time.
· Whole learning  when trainee has high intelligence, practice is distributed, the task organization of the training material is high, & task complexity is low, consists of a # of closely interrelated tasks
· Part learning  When the task is composed of relatively clear & different parts or sub-tasks.

3. Overlearning: Continued practice even after trainees have mastered a task so that the behaviour becomes automatic.
· Effective way to train people for emergency responses or for complex skills in which there is little time to think in a job situation
· Important for skills that employees might not need to use very often on the job.
· Automaticity: the performance of a skill to the point at which little attention from the brain is required to respond correctly

4. Task sequencing: Dividing training material into an organized and logical sequence of sub-tasks.
· A trainee will learn each successive sub-task before the total task is performed.

5. Feedback and knowledge of results: Providing trainees with info & knowledge about their performance on a training task (should be provided to correct performance).
· Feedback lets trainees know if they are effectively performing the training task. This enables them to correct mistakes and improve their performance. 
Positive feedback can help build confidence and strengthen trainees’ self-efficacy.
· Positive feedback can be reinforcing and stimulate continued efforts and learning. 
· Feedback is necessary for trainees to know if they have attained their goals and if they need to revise them or set new ones
· To be most effective, feedback should be accurate, specific, credible, timely, and positive.

How to Give Training Feedback
 Feedback during training can be very effective for learning and changing behaviour if the feedback is perceived as being constructive rather than critical.
· Timing. Try to provide the feedback immediately after the behaviour or performance is observed.
· Be specific.  Don’t say, “You moved the arm wrong,” but, “You have the arm tilted at 30 degrees.”
· Correct performance. After discussing what was incorrectly done, provide guidance & demonstrate the correct performance (“You had the arm tilted at a 30-degree angle; you will find it easier or quicker to tilt it 90 degrees.”)
· Reinforce correct performance. Provide positive feedback & reinforcement following correct performance: “Good, you have the right 90-degree angle.”

Active Learning and Adaptive Expertise

Routine expertise: The ability to reproduce specific behaviours in similar settings and situations
· Not always sufficient or effective for more complex jobs that often involve novel, unstructured, ill-defined, and changing task demands and work environments

Adaptive expertise: the ability to use knowledge and skills across a range of tasks, settings, and situations

Active learning: an approach to training that gives trainees control over their own learning so that they become active participants in the learning experience
· Promotes an inductive learning process in which the learner discovers rules, principles, and strategies for performing a task on their own through exploration and experimentation. 
· Traditional approaches to learning are deductive because they transmit knowledge to the learner and provide more guidance and structure on how and what to learn.
· Effective for developing adaptive expertise. 
· A key reason for the effects of active learning is the development and use of metacognitive strategies

Exploratory/discovery learning: Trainees are given the opportunity to explore and experiment with the training tasks to infer and learn the rules, principles, and strategies for effective task performance

Proceduralized instruction: provides trainees with step-by-step instructions on how to perform a task and the rules, principles, and strategies for effective performance.

Emotional control: a strategy to help trainees control their emotions during training, (important given that active learning can provoke stress and anxiety that can hinder learning and performance)
 
Error-Management Training (EMT): explicitly encouraging trainees to make errors during training & to learn from them. 
· Can be done by providing trainees with only basic info or minimal instructions about how to perform a task they are learning. 
· As a result, trainees need to try out different approaches when practicing a task, which means that they will make a number of errors along the way. 

Error-avoidant Training: trainees are given detailed step-by-step instructions on how to perform a task so they are less likely to make errors, (if they do the trainer intervenes and corrects them).

Characteristics of EMT:
1) Trainees are provided with only basic training relevant info and introduced to various problems, which they are invited to explore and solve on their own (active exploration). Thus, trainees are provided with little guidance & active exploration is encouraged. Because they have insufficient info they are very likely to make errors.
2) Because making errors can be frustrating, trainees are told to expect errors and to frame them positively. Thus, making errors is encouraged during training.

Error-management instructions: Statements that emphasize the positive function of errors (instructions that errors are a necessary and natural part of learning)
· Trainees are told that they should make errors and learn from them. 
· Reduce the negative effects of errors and enable trainees to be open to learning from error feedback

Reasons Error Training can improve learning and performance:
· Errors inform trainees of knowledge and skills that need improvement and what they should focus on. 
· Errors force trainees to develop thoughtful strategies and a deeper processing of info, which leads to mental models of how to perform a task. 
· Errors can lead to greater practice because trainees tend to practice those things they have not yet mastered.
· Errors force trainees to learn “error-recovery strategies,” which means they are better able to respond to and correct errors, which can lead to improved performance. 
· Errors lead to greater exploration because people often want to find out why an error has occurred.

· EMT is effective for post-training performance, not for performance during training
· EMT was found to be particularly effective on the performance of tasks that require adaptive expertise or what are known as adaptive tasks (tasks that differ from those worked on during training and require different solutions) than for tasks that require routine expertise or analogical tasks (tasks that are similar to those worked on during training). 
· EMT was most effective when it was accompanied with error-management instructions. It is the combination of active exploration and error-management instructions that results in more positive training outcomes of EMT

Model of Training Effectiveness
[image: ]In addition to training, trainees’ cognitive ability, training motivation, self-efficacy, personality, & attitudes influence trainee learning & retention; learning & retention then lead to individual behaviour & performance; & individual behaviour & performance influences org effectiveness. Based on what you have learned in this chapter, we can add training design to the model. 

Lesson 8 – Chapter 6: Off-the-Job Training Methods

Instructional methods: techniques used to convey the training content within a training program, such as lectures, discussions, or role-plays.
· Usually take place in a classroom or formal setting
· This chapter describes the most common instructional training methods presented in order of degree of trainee involvement, from passive to active

Off-the-Job Training Methods
1) Lecture Method: A training method in which the trainer organizes the content to be learned and presents it orally with little trainee involvement
· Unidirectional flow of info from the instructor to the trainee

Advantages: 
· Large amounts of info can be transferred to large groups of trainees in a relatively short period of time, at a minimal expense. 
· Key points can be emphasized and repeated. Trainers can be assured that trainees are all hearing the same message, which is useful when the message is extremely important, such as instructions or changes in procedures. 
· Useful as a method to explain to trainees what is to follow in the rest of a training session. EX: used to highlight the key learning points of a video or role-play.

Drawbacks:
· While useful for the acquisition of declarative knowledge and immediate recall, it is not as effective for the development of skills or for changing attitudes 
· All trainees are forced to absorb info at the same rate. 
· Trainees are also forced to be passive learners with little opportunity to connect the content to their own work environment, or to receive feedback on their understanding of the material.
· To overcome these disadvantages, trainers often include time for discussion, questions and answers, and other opportunities for trainee involvement.

Tips for Trainers
· The trainer should begin a lecture with an intro to the topic and inform trainees about what they will know and/or be able to do or accomplish by the end of the lecture.
· The trainer must then present the content or body of the lecture. Either through previously gained knowledge or the ability to research a topic, the trainer will gather and arrange info in a logical manner.
· No more than 6 major points should be presented during each half hour of a lecture.
· The delivery should be punctuated with a variety of supplementary material or exercises. ex: Stories, case incidents, graphics, humor, trainee presentations, videos, and question-and-answer sessions.
· Conclude the lecture with a summary of the key learning points followed by some time for Q&A

2) Discussion Method: Two-way communication between the trainer and trainees as well as among trainees.
· Group discussions facilitate the exchange of ideas and are good ways to develop critical thinking skills
· Social & interpersonal skills are also enhanced
· Not effective with large numbers of people (many remain silent or unable to participate)

Purposes of Group Discussion: 
1. It helps trainees recognize what they do not know but should know.
2. It is an opportunity for trainees to get answers to questions.
3. It allows trainees to get advice on matters that are of concern to them.
4. It allows trainees to share ideas and derive a common wisdom.
5. It is a way for trainees to learn about one another as people

Tips for Trainers	
· Most effective when the trainer can convince group members that a collective approach has some advantage over individual approaches to a problem (trainer should create a participative culture at the beginning of a training program & get trainees to buy into the process as an activity that is interesting & useful)
· Comments tend to be addressed to the trainer. Best to reflect the questions or comments back to the trainees. Positive reinforcement is critical. When the group strays off topic, the trainer gently refocuses the discussion, supporting the participation while changing the substance.
· Ensure that one trainee does not dominate the discussion. Trainees can be given roles that change with each discussion— scribe, presenter, and discussion leader. Keep groups small (4-6).
· Trainers dealing with groups of mixed educational backgrounds must be aware of reading speed and literacy problems.
· Groups should be assigned a well-defined, easily understood task, one that is doable within the allotted time frame. 

3. Audio-visual methods: Various forms of media that are used to illustrate key points or demonstrate certain actions or behaviours.
· Video = used to illustrate how to behave in a certain situation, to demonstrate effective & ineffective behaviours.
· Slides highlight important parts of a lecture or discussion, allowing trainees to remember key points.
· Advantage  the ability to control the pace of training.

Tips for Trainers
· Before a video is shown, the trainer should discuss the learning objectives and the key points, and instruct trainees to pay particular attention to certain key parts.
· Slides should not overwhelm trainees with info and they should be easy to read and follow. Too much info or print that is too small and difficult to read can undermine their usefulness.

4. Case study: A training method in which trainees discuss, analyze, and solve problems based on a real situation.
· To encourage open discussion and analysis of problems and events
· Objectives: 
· Introduce realism into trainees’ learning.
· Deal with a variety of problems, goals, facts, conditions, and conflicts that often occur in the real world.
· Teach trainees how to make decisions.
· Teach trainees to be creative and think independently
· The qualifications of both the trainees and the trainer affect the ability to analyze cases and to draw conclusions.
· Space and time dimensions are important. Trainees need time to analyze cases properly.
· Case studies and discussions work best in an open and informal atmosphere
· Cases may be written in various styles, presenting either single problems or a number of complex, interdependent situations. 
· May be concerned with corporate strategy, organizational change, management, or any problem relating to a company’s financial situation, marketing, human resources, or a combination of these activities. 
· Describe the org’s difficulties in vague terms, while others may state the major problems explicitly.
· Do not always have to be in written form (audio-visual techniques used too). 

Tips for Trainers
· Should be a real organizational situation, not a made up one
· Case should be written by more than one person (more realistic, reduces bias)

5. Case incident: A training method in which one problem or issue is presented for analysis.
· Advantages: short so trainees can read the during the session & time won’t be taken up by differences in reading speeds, trainees can use their own experiences
· Disadvantage: some trainees are bothered by the lack of background material

Tips for Trainers
· Trainees can be divided into groups to discuss the case incident & answer questions. The trainer then has each group spokesperson present their answers. This process can then lead into a general group discussion.
· Another approach: have the trainees read the case incident & then discuss it as a group (useful when an example is needed to illustrate a specific point)

6. Behaviour modeling: A training method in which trainees observe a model performing a task and then attempt to imitate the observed behaviour.
· Based on social cognitive theory & observational learning
· One of the most widely used and researched training methods. 
· Been used to teach interpersonal skills (supervision, negotiation, communication, and sales, motor skills, supervisory skills).
· Based on 4 general principles of learning:
· Observation (modeling)
· Rehearsal (practice)
· Reinforcement (reward)
· Transfer

Tips for Trainers
· Model used should be someone with whom the trainee can identify and who is perceived as credible.
· Ensure that trainees are provided with opportunities to practice the observed behaviour, receive feedback on their performance of the task, and are motivated to use the new behaviour on the job.
· Reinforcement of newly acquired skills on the job ensures their repetition and continued application

Implementing Behavioural Modelling Training
1. Describe to trainees a set of well-defined behaviours (skills) to be learned.
2. Provide a model or models displaying the effective use of those behaviours.
3. Provide opportunities for trainees to practice using those behaviours.
4. Provide feedback and social reinforcement to trainees following practice.
5. Take steps to maximize the transfer of those behaviours to the job.

7. Role play: A training method in which trainees practice new behaviours in a safe environment.
· Emphasis on doing & experiencing
· Method most useful for acquiring interpersonal & human relation skills & for changing attitudes
· Limitations: unlike behaviour modelling, trainees are not shown exactly what to do and how to behave. Result = some trainees might not be successful and might even display incorrect behaviours

Phases
1) Development – role play must be carefully developed to achieve its objectives
· Usually involves scenario with 2 actors. 
· Scenario provides info on time, place, roles, encounter & instructions on what each role player should do
2) Enactment – trainees are provided w/ role-play info & scenarios & are assigned roles
· Trainees can develop empathy for others and learn what it feels like to be in a particular role
3) Debriefing – participants discuss their experiences and the outcomes of their role play. Correct behaviours are reinforced and connections with key learning points and trainees’ jobs are made
· Should last 2-3 times longer than enactment

Tips for Trainers
· Trust has to be established and an open and participative climate is necessary
· The trainer can reinforce risk taking and use mistakes as learning opportunities
· Extremely important for the trainer to draw out the incorrect and correct behaviours during the debriefing phase.

8. Games: Activities characterized by structured competition that allow employees to learn specific skills.
· Tend to have rules, principles & a system for scoring
· Tend to focus on the development of problem-solving, interpersonal, and decision-making skills
· Some games are simple & focus on a particular functional area (Marketing, HR, Finance), others are more complex & try to model an entire org
· Incorporate many principles of learning  learning from experience, active practice, and direct application to real problems.
· Used to enhance the learning process by injecting fun and competition, generating energy, and providing opportunities for people to work together
· Disadvantages: possibility of learning the wrong things, a weak relation to training objectives, and an emphasis on winning, losing sight of the importance of learning

Tips for Training
· At the beginning, the trainer should state the learning objective so that trainees don’t just focus on winning the game but understand what they will learn
· Roles of players must be clearly defined
· Should be as realistic as possible & be a meaningful representation of the kind of work that participants do (otherwise they won’t be taken seriously)
· Be well planned & prepared

9. Simulations: Operating models of physical or social events designed to represent reality.
· Models or active representations of work situations, simplified to a manageable size & structure, designed to increase trainee motivation, involvement & learning
· Used when training in the real world might involve danger or extreme costs
· Ex of simulations: Medicine, maintenance, law enforcement, emergency management, military, aviation
· Equipment simulators: Mechanical devices that are similar to those that employees use on the job
· Can also be used to develop managerial and interpersonal skills (solve problems, make decisions, interact w/ stakeholders)
· Used to train employees involved in emergency response work (firefighters, police officers)
· Disadvantage: expensive to develop & stage

Tips for Trainers
· To be effective, simulations should have
· Physical fidelity: The similarity of the physical aspects of simulation (equipment, tasks & surroundings) to the actual job
· Psychological fidelity: The similarity of the psychological conditions of the simulation to the actual work environment

10. Action learning: A training method in which trainees accept the challenge of studying and solving real-world problems and accept responsibility for the solution.
· Provides trainees with opportunities to test theories in the real world
· Majority of the time spent in action learning is dedicated to the diagnosis of problems in the field
· Work is always done in groups
· Applying theoretical knowledge in the field

Tips for Trainers
· Must be challenging and deal w/ real organizational concerns
· Some training in group skills to enable collaboration might be necessary
· Learning process should be monitored and the trainees held accountable for their proposed solutions

What Training Method is Best?
· No best way to answer this question
· The more highly involved the trainee in the learning process and the more the training situation resembles the job, the more likely that transfer to the job will occur
· Ex: On-the-job training, one-on-one training, simulations, role plays, behaviour modeling, self-study, case studies, multimedia
· A combination of these methods = even greater transfer
· Case study  more effective for problem solving skills
· Computer-based  knowledge retention
· Role play  changing attitudes & developing interpersonal skills
· It is important to realize that the effectiveness of a training method depends on the training objectives and learning outcomes




Factors to consider when choosing a Training Method
· Cost & Resource availability  A training method might be extremely effective for achieving a program’s objectives but it might be too costly to implement
· On-the-Job Application
· Trainer Skill and Preferences  Trainers might be more skilled at using some methods than other and might have a personal preference or using some methods
· Trainee Preferences & Characteristics  trainees w/ different learning styles are likely to prefer different training methods & will differ in terms of what training methods will maximize their learning

Aptitude-treatment interaction: When a training method has differential effects on trainees with different aptitudes (more effective with some than others)
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Blended Training: The use of a combination of approaches to training such as classroom training, on-the-job training, and computer technology
· Allows participants to learn in ways that work for them
· Allows multiple learning outcomes
· Increases the possibility that the training will be applied on the job


GREEN WTF???/ NEED TO KNOW???
BLUE  ALREADY KNOW
YELLOW  NEED TO KNOW

Lesson 9 – Chapter 7 

On the Job Training Methods

On The Job Training (OJT) Methods
· Most common method of training  on the job training
· Training method in which trainee receives instruction & training at his workstation from supervisor or experienced co worker
· United states army formalized the concept during world war 2
· Approaches to OJT
· On the spot lecture  gather trainees into a groups  tell them how to do the job
· Viewed performance/ feedback watch person @ work & give constructive feedback 
· Following Nellie  supervisor trains senior employee  in turn trains new employee
· Job aid approach job aid followed while trainer monitors performance
· Training step  training systematically introduces the task
· Sequence following planned sequence  on spot lecture, gather trainee into groups, tell them how to do the job
· OJT useful for small businesses  limited investment needed to conduct training
· 43% of small/ medium sized org  informal training methods
· 45% use both informal & formal
· OJT most misused  not well planned or structured
· Most people assigned task of training  not given proper training to be a trainer
· Employees do not have the proper skills to be effective trainers  NOT familiar with learning skills  practice, feedback & reinforcement
· Poor employees teach undesirable work habits & attitudes to new employees
· Traditional ways of doing things  passed on to new employees  existing problems with behaviors & attitudes will persist
· Trainers are worried that newly trained employees will take over their jobs
· Trainers abuse position making training do all dirty work  trainee might not learn important skills
· OJT time consuming  employees feel penalized when they cant earn as much  spend time training
· Results in training  inconsistent, inefficient & ineffective
· When carefully planned & structured  can be highly effective & efficient method of training
Job Instruction Training
· Structured approach to on the job training  Job instruction training
· Formalized, structured & systematic approach to OJT
· 4 steps  preparation, instructions performance & follow up
· Behavior modeling trainees observe a model performing a task & attempt to imitate observed behavior
· Trainers demonstrates task performance on the job  provides trainee with opportunities to practice  trainer provides feedback & reinforcement
· Observation, rehearsal, reinforcement & transfer
· Preparation Step (PIPF)
· Trainer breakdowns the job into small tasks  prepares all equipment & supplies  allocates time frame to learn each task
· Develop communication strategy that fits trainee & find out what the trainee already knows
· Trainer needs to understand  background, capabilities, & attitudes of trainees
· Natures of tasks to be performed  choosing technique
· Second part:
· Putting trainee at ease  trainers must remember that trainee might be apprehensive
· Small talk  appropriate to relax the trainee & set tone for training
· Guaranteeing the learning  trainer needs to guarantee to the trainee that learning is possible
· Simple statement  trainee now know that it is possible to learn & trainer has the ability to teach
· Building Interest & Showing Personal Advantage
· Trainee might be apprehensive/ not understand the effect if training will have on quality of their work
· Pointing out personal gains helps create interest  training will lead to something positive  opportunity to rewards
· Once appropriate reward found  employees respond positively
· Preparation step will identify those who are not responding
· Trainer is responsible for meeting measurable objectives  important to evaluate likelihood of corporation among trainees  individual remedial action can be taken
· Instruction Step
· Telling, showing, explaining & demonstrating  task of the trainee
· Trainee  perform task  positioned slightly behind/ beside trainer  job is viewed from realistic angle
· Show the trainee how to perform job
· Break job into manageable tasks  present only as much that can be absorbed  individuals learn at different speeds
· Why & how
· Point out possible difficulties
· Repeat & explain key points in more detail
· Safety important
· Show how job fits larger system
· Why job important
· Why key points are more important than others
· Allow trainee to see whole job again
· Ask questions to determine level of comprehension
· For all steps  repeat & be patient  encourage questions
· Performance step
· Trainee performs task under trainer’s guidance & trainer provides feedback & reinforcement
· Each task is learned in similar way  until whole job can be completed without error
· Ask trainee to perform less difficult parts of job
· Ensure initial success
· Do NOT tell how ask questions
· Ask trainee to explain steps
· Allow trainee to perform entire job
· Suggest improvements where nec.
· Provide feedback on performance
· Reinforce correct behavior
· Follow up step
· Trainer monitors trainees performance  keep track of trainees performance & provide support & feedback
· Trainer  leave the trainer to work alone  indicate when & where to find if help needed
· Tips for trainers
· Job instruction training  should NOT be managed differently from other types of training
· Should be integrated with other training methods
· Ownership must be maintained even when consultants used
· Trainers must be chosen with care & trained properly
· Must want to be trainers & good communication skills
· Patience & respects of difference in ability to learn
· Set initial mood of learning
· Suitable individuals found  should be trained & recognized & rewarded for training others
· Recognition, chance to add variety to work, prospect of promotion  help make experience worth while for employee
Performance aids
· Performance aids device that helps am employee perform their job 
· Signs, trouble shooting aids, instructions in sequence, special tool, flash cards
· Reasoning behind the use of performance aids  requiring the memorization of sequences & tasks can take too much training time
· Useful when performance is difficult, executed infrequently, done slowly & consequences of poor performance are serious
· New employees can be on job more quickly
· Routine trouble shooting & repair response  done more rapidly & less frustration
· Employees who are placed in position  must react very quickly  cannot only rely on memory
· Tips for trainer
· Designing visual performance aids  help employees remember key information  all skills of graphic artist needed
· Ease in reading, space between letters, color, bold, symbols & graphic language  used to communicate more effectively
· Designing training program  important to consider how performance aids might save time & money
· Performance aids  work even better with technology
· Electronic performance support system
Job Rotation
· Job Rotation training method in which trainees are exposed to different jobs, functions & areas within org.
· Broaden individual knowledge & skills by providing multiple perspectives & areas of expertise
· Used as part of on going career development program employees who are destined for management position
· Doing variety of tasks  & observing performance of others
· Individual will be supervised by superior who is responsible for training
· Effective means for cross training employees  training employees to perform each other’s job  anyone can step in & perform tasks
· Provides greater flexibility for organization  allows employees to learn & use more skills
· Effective method  training employees who need to learn variety of skills
· Research shows  supportive
· Improvement of knowledge & skills  career benefits (job satisfaction, career advancements & higher salary)
· Tips for trainer
· Disadvantage  employee does NOT spend enough time in department on an assignment
· Might not have sufficient time to get up to speed & complete assignment  result in frustration
· Needs to be carefully planned & structured  trainees receive sufficient exposure to make it worthwhile learning experience
· Assignment should be tailored to each individuals training
· Job rotation  part of larger training programs & integrated with other training methods > coaching & mentoring
Apprenticeships
· Apprenticeship  training method that combines on the job training & classroom instruction
· Primary method of training skilled trades workers in Canada
· Classroom training  takes place in community college  technical training & compromises a relatively minor portion of apprenticeship programs
· Regulation & administration of programs & certification taken care by provinces
· Federal government works with provinces through Canadian Council of Directors of Apprenticeship (CCDA)
· Support development of skilled workforce & facilitate interprovincial mobility of skilled trades
· 1950  Interprovincial Standards Red Seal Program  facilitate interprovincial mobility of skilled workers throughout Canada
· Apprenticeship must be trained & supervised by 1 qualified tradesperson (journeyperson)  pass provincial government examination to earn certification
· Regulated through partnership with government, labor & industry
· Apprenticeship focused on collective training needs of specific occupation within broad industrial categories
· System is highly dependent on employers  must be willing to sponsor apprenticeship & provide on the job training component  many Canadian industry are NOT willing to do
· Do not see the benefits  returns on investments are realized much sooner than believed
· Tip for Trainers
· Increasing demand for skilled tradesperson in Canada  
· Registration has increased in years
· Number of people completing apprenticeships  changed very little
· Canada’s aging population  many skilled workers headed for retirement
· Facing growing skill shortage in many industrial sectors
· Youth interest & entry in apprenticeship  decline
· Not all Canadians participate fully in apprentices  efforts need to be made to encourage minority groups to pursue apprentices
· Several provinces  implemented programs to encourage women to skilled trades
Coaching
· Coaching  one-on-one individualized learning experience in which a more experienced & knowledgeable person is formally called upon to help another person develop the insights & techniques pertinent to accomplishment of their jobs
· Very popular in many org. today
· Effective in enhancing skills & improving performance 
· Effective for helping people apply what they learned in classroom on the job
· Planned use of opportunities in work environment to improve/ enhance employee strength & potential
· Weaknesses  considered only if they prevent the employee from functioning
· Process revolves around an agreed upon plan & set of objectives developed mutually by employee & coach
· Work environment is the training laboratory
· Transfers, special assignments, vacation replacements & conference speaking engagement  potential coaching opportunities
· Formal infrastructure  attached to firms appraisal  must be in place for the system to work
· Coaching process begins with dialogue  between coach & employee  objectives defined
· Coaching opportunities  identified by mutual examination of the environment
· Long term plan with evaluation or measurement procedure
· Process is fitted into the employee’s career development goals & part of org. long term strategies
· Employee performs agreed upon objectives & reports to coach  formally & informally  annually & semi-annually
· Discuss results of current programs & plan next round of activity
· Research  highly affective for individual & organization
· Improve working relationships & job attitude  increase rate of advancement & salary increase
· Tip for trainers
· Employee & coach must trust each other  on going dialogue & feedback
· 2 way process that often requires extra effort & risk taking
· Coach build trust & understanding  employees will want to work with them
· Coach is able to relate to the person they are coaching
· Coaching should be used  broader process of learning
· Coaching  expensive & time consuming  important to determine if they are accomplishing what they are suppose too
Mentoring
· Mentoring  senior member of organization takes personal interest in career of junior employee
· Plays 2 role
· Career support  mentoring activities that include coaching, sponsorship, exposure, visibility, protection & provision of challenging assignments
· Psychosocial support  mentoring activities that include being a friend who listens & counsels, who accepts & provides feedback & role model for success
· Organizations now recognize mentoring  valuable employee development tool & have begin to formalize mentor relationships by implementing formal mentoring programs
· Focus on career development of junior employee
· Can help accelerate career progress of under represented groups  transmit culture & values to newer managers pass on accumulated wisdom of seasonal leaders
· Highly effective for those who are mentored & their organization
· Tips for trainer
· Roles & expectation of the mentor & protégés are clear & well understood
· They agree on how often they will meets, what topics they will discuss & what careers will be part of protégé development
· Several areas of concern
· Choice of mentor  mentor must be motivated to participate in program & make sufficient time available to protégé
· Knowledgeable about how organization really works
· Voluntarily
· Procedure needs to be in place allow either party to cancel arrangement without too much loss of face or fear of retaliation
· Matching mentors & protégé  hostility from men when women network with one another  make women reluctant to take on the mentoring role
· Important for the relationship to remain confidential
· Both mentor & protégé  input into matching process has been found to be related to perceived program effectiveness
· Training  mentors & protégé both need training
· Involve the opportunity to share experiences about mentoring
· Training of protégé  part of induction process  concerned with demonstrating org. Commitment to mentoring  setting appropriate expectations for the mentoring relationship
· Structuring the mentoring relationship set out time limits on the relationship & specify minimum levels of contact
· Goals, projects, activities & resources are spelled out
· Individual level that the process can most easily be broken down
· Signal sent by derailed mentoring  delaying assignments & meeting, poor meeting location & infrequent contact 
· Mentoring programs  must receive continued support from management
· Some benefits & incentives to those who participate as mentors in mentoring programs
Off the Job training methods
· Advantages
1. Trainer can use wide variety of instructional training methods 
· Tailor training program to the needs & preferences of trainees
· Able to choose combination of methods that will most likely be effective  given the objectives & content of training program
2. Trainer able to control training environment
· Comfortable, free of distraction & conducive of learning
3. Large number of trainees can be trained at once
· More efficient 
· Disadvantages
1. Much more costly than on job training
· Cost associated with the use of training facility, travel, food …
· Such cost can be eliminated through technology
2. Training takes place in different environment then work
· Difficult to transfer training
On the Job Training Method
· Advantages
1. Cost much lower
2.  High Likelihood of application of training on the job
· Application more direct & immediate
· Disadvantages
1. Noise might make it difficult for trainees to hear or understand the trainer
· Trainer might be interrupted & called dot solve a problem
2. Trainees being trained on actual machine  potential for damage on expensive machines
3. Disruption of service/ slowdown of production
· Slower service & potential for error
· Reduction in productivity, quality & service
4. Safety issues associated with use of equipment Compromise safety
Combination Off and On Job Training
· Most important is mixing & combining methods to best suit particular training need & objective
· Best approach  mix different methods of training 


Lesson 10 – Chapter 8

What Is Technology-Based Training?

· Technology-based training  refers to training that involves the use of technology to deliver it  web-based training  computerized self-study  satellite or broadcast TV and video-, audio-, or teleconferencing  training that involves the use of technology to deliver courses
· Traditional training  training that does not involve using technology to deliver courses  classroom training with live instructor  non-computerized self-study  textbooks or workbooks
· Know the terms used to describe the different types of technology-based training
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Computer-Based Training

· Computer-based training  training that is delivered via the computer for the purpose of teaching job-relevant knowledge and skills
· Text, graphics, and/or animation and be delivered via CD-ROMs, intranets, or the internet
· E-learning  refers to the use of computer network technology such as the intranet or internet to deliver information or instructions to individuals
· Not include the use of CD-ROMS
· Different  instructor-led or self-directed

Self-Directed Learning

· Can involve an instructor or facilitator who leads, facilitates, or trains online
· Computer-based training that is instructor-led known as  instructor-led training or ILT
· Instructor-led training (ILT)  training methods that involve an instructor or facilitator who leads, facilitates, or trains online
· Sometimes highly involved instructors
· Sometimes a course or program involves self-study and the instructor is available for answering questions and providing assistance
· Main advantage of computer-based training  can be initiated and controlled by the trainee  self-directed learning
· Self-directed learning (SDL)  process in which individuals or groups take the initiative and responsibility for learning and manage their own learning experience
· Seek out necessary resources to engage in learning
· Assess their own needs  use variety of organizational resources to meet needs  helped with evaluating the effectiveness of meeting their needs
· Increasingly popular because traditional methods of training lack the flexibility to respond quickly to dramatic and constant organizational change 

Asynchronous and Synchronous Training

· Computer-based training can be
· Asynchronous
· Synchronous
· Asynchronous training  training that is pre-recorded and available to employees at any time and from any location
· Posting of text, information or instructions on a website
· Graphics, animation, audio, and video  multimedia program
· Combined with simulations, interactive exercises, tests and feedback can result in a much more engaging and active learning experience
· Greater involvement
· Synchronous training  training that is live and requires trainees to be at their computer at a specific time
· Basic  chat sessions  trainees log on at the same time and participate in a discussion of some topic
· More sophisticated  trainees from various locations log in to the training at a set time and receive instructions from a trainer who facilitates a discussion, shows slides, and answers trainees’ questions and provides feedback
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Electronic Performance Support Systems

· Common form of asynchronous training
· Electronic performance support system (EPSS)  computer-based system that provides information, advice, and learning experiences to improve performance
· Several types of support  assisting, warning, advising, teaching, and evaluating
· Information to help solve work-related problems
· Goal of EPSS  provide aid performance and learning at a time it is needed
· EPSS  saves in deliver time and reduced costs in updates
· Information is accessed only when it is needed
· Only the information that is needed is given
· No information overload
· Useful for high-turnover jobs, like hotel staff, and tasks that are difficult, performed infrequently and must be performed perfectly
· Recent development  online reference tools that are available to employees to refresh their memories about work-related tasks or to provide them with instant help on how to perform a task
· Goes to site  downloads information, or short video  can get it from wherever they are


Video and Web Conferencing

· Common method of synchronous training
· Video conferencing  linking an expert or trainer to employees via two-way television and satellite technology
· People at two or more locations are able to see, hear and speak with one another  permitting simultaneous meetings in different locations
· Bring in expert from another location
· Hold meetings with staff working in various locations
· Communicate corporate information that needs to be rapidly disseminated
· Scotiabank uses this
· Added benefit to employees  opportunity to learn about what their fellow employees around the country are doing and to share ideas and best practices
· Helps with a sense of cohesion
· Sometimes difficult in large and geographically diverse organizations
· Disadvantage  less personal attention is given to trainees  can be fixed by having a facilitator on-site or by allowing for interactive questioning while training takes place
· Additional ways to hold training conferences and seminars
· Web conferencing  live meeting or conference that takes place on the internet
· Webinar  a seminar that takes place live over the Web
· Presentation, lecture, workshop  interactive by allowing participants to ask and answer questions
· Preferred over seminar -> reduced costs (no rental of room, travel or catering)
· Webcast  live or recorded video or audio broadcast over the internet
· Presentations
· Web conferencing and webinars  used for meeting and seminars, respectively

The Design of Computer-Based Training Programs
· Technology  medium for delivering the training
· To maximize learning and retention, training programs should include active practice and conditions of practice
· Games, simulations and role plays
· Stores, customizing and personalizing the training, human interaction and feedback
· Games  useful for engaging trainees with realistic and entertaining experiences  improve trainee learning and performance by increasing the appeal of e-learning  encourage trainees to practice  facilitate the discover of patterns and relationships in the training material  some involve multimedia 
· Computer simulation  provides trainees with hands-on training for a particular task  designed to replicate on-the-job experiences by providing trainees with opportunities to practice and master knowledge and skills in an interactive environment
· Role Plays  used with computer-based training programs  Rogers  interactive customer-service training program for sales representatives that includes online role playing
· Stories  stores and narratives have also been used in e-learning in order to engage trainees  abstract and dry materials can be livened up with stories that involve dialogue and characters  characters  similar to trainees and learning can occur as characters solve problems in the story  Sprint and Volvo
· Customization  involves tailoring instructional elements to meet trainee preferences and needs  increase trainee satisfaction with the training and improve learning  Hewlett-Packard  differences in e-learning preferences indicate that one type of e-learning program is not likely to meet the needs and preferences of all employees
· Personalization  Structuring the program so that trainees feel they are engaged in a conversation with the program  achieved by using conversational rather than formal language in the on-screen text and audio recordings
· Human Interaction  extent that trainees are able to interact with the instructor and each other during a training program  potential problem for computer-based training  lack of face-to-face interaction with an instructor and other trainees  feelings of isolation and less motivation  human interaction in the design of computer-based training programs  built into computer-based programs using e-mail exchanges, chat rooms, discussion boards and group projects  more interaction between instructor and trainees  higher motivation  more positive attitudes toward learning and improved learning outcomes
· Feedback  important that feedback be provided to trainees  learn more than trainees who don’t receive feedback  incorporated into computer-based training  simple prompt indicating that an answer to a question is right or wrong or execution of another program segment in which trainees are routed through a complex maze of reviews and reinforcements based on their response and answers  incorporated into simulations and role plays as well  choose from options how to respond to different customers

Customer-Based Training: Advantages and Disadvantages 

Advantages
· Trainees 
· Greater flexibility
· Do not have to take courses when they are scheduled or wait until a group of trainees are ready to take the course
· Just in time
· Do not have to leave work to attend training  can even learn while they are at home or away from work
· Greater control over their learning (learner control)
· Learner control  Trainee control over the content, sequence and pace of training  enter and leave training as they choose  progress at own pace
· Self pacing  trainees can work on training tasks as quickly or as slowly as they want
· Have some control over instructional elements of a program  sequence of instructional material, the content of instruction and amount of instruction during training
· Not as shy online as they are in classroom
· Issues or difficulties during training  less likely to feel embarrassed about their pace or performance and they don’t have to admit to not knowing something
· More comfortable online than in a classroom
· Most beneficial  convenience of being able to learn whenever they want or need to, and to do so from any location they have access to a computer  just-in-time training
· Geographic flexibility  major advantage
· Organizations
· Can ensure that all trainees receive the same training regardless of where they are situated
· Standardization and consistency to employees worldwide
· Many locations  lead to differences in content, delivery and effectiveness that is why we use this type in order for standardization and consistency
· Large number in short amount of time
· No limit to how many can be trained and not constrained by number of instructors available or the need for classroom space
· Track employees performance on learning exercises and tests
· Important for mandatory and completion, certification, or attaining a certain level of performance is legally mandated
· Accident or lawsuit  employer can provide legal documentation for proof of competency levels and training completion
· Reduce liability
· Greatest advantage  reduction in the cost of training as a result of the elimination of the cost of travel, training facilities, hotel rooms, meals, trainers, and employee time off from work while travelling and attending training
· Savings are quite significant reported by some companies


Disadvantages
· Trainees
· Less interpersonal contact and interaction with other trainees
· Learning preferences and styles  if a trainee prefers to receive training in a classroom with a trainer and other trainees then computer-based training would disadvantage that employee
· Non-computer literate  feat the change to technology
· Temporary problems --. Low-threat opportunity to allow trainers to test the technology  place the learning stations in the classroom
· Become standard way of providing training, particularly for the current generation which is comfortable with computers and technology
· Organizations
· Some employees will be uncomfortable with computers and might resist training
· More likely for older workers  less experience using computers
· Major disadvantage  cost of development, especially for sophisticated multimedia programs
· 200-300 hours of design and development time to produce 1 hour of instruction
· Full-motion color-and-sound courseware cost  $200,000 for 30 hours of instruction
· High development (initial) cost  once developed there is the potential for considerable cost savings given the elimination of variable costs
· Computer-based training has the potential to be less costly than classroom training once the program has been developed
· Most likely the case when there are large numbers of employees over geographically dispersed areas  and it is frequently repeated

How Effective Is Computer-Based Training?

· People have claimed it is more effective than classroom instruction
· Provides greater variety of instructional methods that are tailored to individual needs and preferences for learning
· Greater learner ease, control, flexibility and immediate feedback
· More cost-effective method than face-to-face instruction
· Research  conflicting results
· Some found classroom instruction to be more effective and others found no differences
· Results  computer-based training was 6% more effective than classroom instruction for declarative knowledge
· Both methods equally effective for teaching procedural knowledge
· Trainees were equally satisfied with both training methods
· Effectiveness of computer-based training or declarative knowledge  depends on number of things
· First  computer-based  more effective for older while classroom was more effective for younger  computer-based was not any more effective for employees or college students
· Second  computer-based  more effective than classroom when the instructional methods (lecture, video, textbook…) were different  computer-based training and classroom instruction were equally effective when the instructional methods were the same
· Important findings  computer-based training found to be more effective than classroom instruction because the instructional methods differ (variety)
· Computer-based training was 11% more effective than classroom instruction for teaching declarative knowledge when different instructional methods were used
· Instructional methods  more important for learning than the media used to deliver the training
· Third  computer-based training was more effective than classroom instruction only when trainees were able to choose the training method
· When they were not able to choose  classroom instruction was 10% more effective
· Preexisting differences between trainees who choose a computer-based program compared to those who choose classroom instruction and these differences might be the reason why computer-based training is more effective than classroom instruction
· Computer-based  more effective  greater learner control and training included practice and feedback
· Especially when classroom did not provide practice or feedback
· Both more effective when practice and feedback were available
· Computer-based training was more effective when the length of the training program was greater
· Computer-based  reduction in time to completion
· Only when trainees have experience using the technology
· No experience  maybe longer
· Final issue 
· Ability to use computers and their attitudes and motivation toward computer-based training
· Greater computer literacy and computer self-efficacy  more willing and able to learn
· Some will learn more in classroom setting and should not be forced into computer-based training programs
· May require basic computer training to improve their computer skills and computer self-efficacy before participating in a computer-based training program
· Employees may not take or complete training programs that are optional or have little impact on them
· More likely to complete computer-based training program when there is an incentive for doing so  accountability or program content is job-relevant and useful
· Positive responses to computer-based training programs

Future of Technology-Based Training

· New model of learning  Social constructivism  an approach to learning that emphasizes interactive learning environments
· Learn from instructors, participants learn from each other and instructor learns from participants
· Web-based instruction  well suited for fostering interactive learning environments
· Web 20  Internet tools that enable the sharing and creation of knowledge
· Can create and distribute knowledge an collaborate with others in the process
· Blog   website that constrains commentary and information on a subject
· Can include text, video, and audio as well as links to other individuals’ blogs
· Wiki  webpage or collection of webpages in which users share, contribute and modify information on a topic
· Wikipedia  internal Wikis within companies  relevant information to be obtained on-demand and training material to be constantly revised and updated
· Podcast  short audio or video recording that can be downloaded and played on a mobile device such as an iPod or cell phones
· Mobile learning  The use of mobile or portable technologies across locations
· Popular trends
· Used to deliver short videos or small amounts of information
· Mobile employees can stay current and up to date with the latest knowledge and information
· New trends suggest the use of technology for training continues to advance
· Advantages and benefits outweigh the disadvantages 
· Main issues  how best to use and design technology-based training and how to blends technology with more traditional training methods to make it most effective for trainee learning, retention and transfer
· Classroom methods of training will not go away, it will be combined with technology based methods
· Most training organizations today in Canada and the United States is in the classroom
· For trainers  important issue  when to use technology-based training and when it is most likely to be effective
· Consider  training objectives, desired learning outcomes, training content, design factors, and trainee characteristics
· Some types of skills  soft skills, psychomotor skills, team skills, more traditional methods of training will still be necessary and perhaps even more effective than technology-based training methods
· Most experts agree that technology-based training will never completely replace traditional classroom or face-to-face training methods

Lesson 11 (Ch 11) – Training Evaluation

Training programs may be launched for a number of reasons: 
· They may be used to improve competencies (e.g learning new software)
· Modify attitudes (e.g., preparing a manager posted to an international assignment)
· Modify behaviours (e.g., leadership training

Training evaluation: A process to assess the value (worthiness) of training programs to employees and orgs
· Designed to assist decision-making about training programs (Should they cancel it? Modify? How?)
· Analyzes data collected from trainees, supervisors, others familiar w/ the trainees & job context
· Using a variety of techniques, objective & subjective info is gathered before, during & after training to provide the data required to estimate the value of a training program
· NOT a single procedure. Continuum of techniques, methods & measures that informs management about the value of training programs
· Simple procedures (ex: asking participants how much they enjoyed the program)
· Elaborate procedures  (ex: assessing how much of the trained skills trainees apply on the job (transfer of training), how much performance improved resulting from training effort
· Depend on the specifics of the training situation & decisions that need to be made as a result of that evaluation.

Why Conduct Training Evaluations?
· Understaffing is chronic, constraining the amount of time available for training
· Critical that employees and orgs not waste time & resources on unprofitable training programs.
· Training evaluation is therefore of value to:
· Assist managers in identifying the training programs most applicable to employees and to assist management in the determination of who should be trained.
· Determine the cost benefits of a program and to help ascertain which program or training technique is most cost-effective (see Ch 12).
· Determine if the training program has achieved the expected results or solved the problem for which training was the anticipated solution.
· Diagnose the strengths and weaknesses of a program and pinpoint needed improvements.
· Use the evaluation information to justify and reinforce the value and credibility of the training function to the org
· Most orgs DO evaluate their training programs

Barriers to Training Evaluation  Employers may not conduct training evaluations because they are:
· Perceived to be too complicated to implement
· Too time consuming
· Too expensive
· Not demanded by top management
· Difficult to isolate effects of training among other variables that may have an effect on the employees/org
1) Pragmatic Barriers to Training
· Evaluating training programs requires knowledge about research design, measurement & data analysis
· Principles, techniques, & procedures involved in training evals are logical & straightforward, & most can be easily implemented.
· Training evals require that info (objective &/or perceptual measures) about trainees be gathered from the trainees, their supervisors, &/or co-workers subordinates &/or customers. (Sometimes collected before & after training as well as after trainees return to the job).
· Valuable training & job time as well as money needs to be diverted to these data collection and analysis tasks  many managers hesitate or are unable to tax the organizational resources for the purpose of evaluation. 
· With the advent of modern IT (e.g., Web-based questionnaires and computerized work-performance data) the disruptive impact of data collection can now be seriously eased.
2) Political Barriers to training
· Evals are conducted when there is pressure from management to do so.
· In the absence of pressures, many training managers would rather forgo it
· Risk in conducting eval = may demonstrate that part or all of a training program is ineffective
· Conflict of interest (person conducting program is also evaluating effectiveness)

Types of Training Evaluation
· Most training evals focus on the impact of a training program on trainees’ perceptions &, to a much lesser degree, behaviours. 
· Perceptions = assessed through questionnaire measures. Behavioural = combo of techniques (self-reports, observation, & performance data).

1. The data collected: Evals differ with respect to the type of info gathered & how that is accomplished
a. Most common training evals rely on trainee perceptions at the conclusion of training, more sophisticated evals analyze the extent of trainee learning & post-training behaviour of trainees
b. Psychological forces that operate during training programs & that impact outcome measures such as learning and behaviour change
c. Info about the work environment to which the trainee returns
· ex: measures of training transfer climate & a learning culture have been developed
· Programs that rank highly on these dimensions tend to be more effective on others

2. The purpose of the evaluation
a. Formative evaluations: Provide data about various aspects of a training program that are of special interest to training designers and instructors
· Designed to help evaluators assess value of the training materials & processes 
· Key goal  identifying improvements to the instructional experience (clarity, complexity & relevance of the training contents, how they’re presented and the training context)
b. Summative evaluations: Designed to provide data about the worthiness or effectiveness of a training program (ex: Cost-benefit analyses)
· Economic indices are important for these evals

Descriptive evaluations: Provide info that describes the trainee once he/she has completed a training program
· What has the trainee learned in training? Are they more confident about using the skill? Is it used O-T-J?

Causal evaluations: Provide info to determine if training caused the post-training behaviours
· Require more sophisticated experimental & statistical procedures

Models of Training Evaluation  Specify the info (variables) that need to be measured in training evaluations & their interrelationships.

(1) Kirkpatrick’s Hierarchical Model: The 4 Levels of Training Evaluation
· A training program is “effective” when:
· Level 1: Trainees report positive reactions to a training program (Reactions)
· Level 2:  Trainees learn the training material (Learning)
· Level 3: Trainees apply what they learn in training on the job (behaviours)
· Level 4: Training has a positive effect on organizational outcomes (Results)
· Levels are arranged in a hierarchy. Each succeeding level provides more important info than the previous
· All levels are positively related to one another & each level has a causal effect on the next level
· Ex: positive trainee reactions  trainee learns more  behavioral display of new skill at work  impacts org effectiveness
· Orgs adopted he model because it makes good sense to managers & trainers, has a clear & simple systematic framework for assessing training

Critique of Kirkpatrick’s Model
· Has greatly demystified training evaluation and provided an impetus for research
· Criticism  validity of the hierarchical aspect of the model (would be valid if a + correlation exists among the 4 levels) which is not the case (correlations b/w levels are small or non-existent)
· Doesn’t affect the effectiveness of the Kirkpatrick model for conducting summative evals (global payoff = main interest)
· No matter the relationships among levels, there is intrinsic value in assessing whether the training program leads to learning (L2), results in payoff to the org (L4) or is boring (L1)
· Relying on this model can prove a handicap in formative evals where the goal is to use the results to improve training effectiveness
· Criticism  When something “goes wrong” w/ a training program (e.g., low transfer) the model doesn’t indicate the specific nature of the problem or what to do about it
· Ex: As the relationship b/w learning and behaviour is small, improving L1 or L2 is unlikely to improve transfer levels
· Criticism Lack of precision in the outcomes (what is meant be L2-learning?)
· Criticism  Kirkpatrick requires all training evals to rely on the same variables and outcome measures
· One model does not fit all in training eval situations
	
 (2) COMA Model: training eval model that involves the measurement of Cognitive, Organizational, Motivational & Attitudinal variables (important for the transfer of training)
· Instead of relying exclusively on reaction and declarative learning measure, measures 4 categories of variables by questionnaires administered before & after training session
· Training eval should:
· Assess the degree to which trainees have mastered the skills (C)
· Accurately perceive that the organizational environment (including peers & supervisors) will support & help them apply the skills (O)
· Are motivated to learn and to apply skills on the job (M)
· Have developed attitudes & beliefs that allow them to feel capable of applying their newly acquired skills on the job (A)
· Improves upon Kirkpatrick model in 3 ways:
· Integrates in the reaction questionnaires a great number of measures (the COMA variables)
· The measures added ARE causally related to training success
· Defines new variables w/ greater precision
· Relatively new, limited focus (to analysis of the factors that impact transfer only), does not specify how training evals should be conducted

· Cognitive variables  refer to the level of learning that the trainee has gained from a training program. 
· Declarative & procedural learning might be measured
· Procedural = more strongly related to transfer
· Organizational environment  refers to a cluster of variables that are generated by the work environment and that impact transfer of training
· Includes the learning culture, the opportunity to practice & degree of support provided to trainees once they return to the job
· Motivational  refers to the desire to learn & transfer on the job what was presented in training
· Powerful & persistent influence on the transfer of training. 
· COMA suggests that training motivation (measured at onset of the program) & motivation to transfer (measured immediately after) both be measured
· Attitudinal  refer to individuals’ feelings & thinking processes. 
· Attitudes = self-efficacy, perceptions of control & expectations about self & the environment

(3) Decision-Based Evaluation Model (DBE): a training evaluation model, developed by Kurt Kraiger, which specifies the target, focus, and methods of evaluation
· Specifies the variables to be measured (like the other 2 models), BUT ALSO
· Identifies the target of the evaluation (what do we wish to find out from the evaluation?)
· Identifies its focus (what are the variables we will measure?). 1 or more.
· Suggests methods that may be appropriate for conducting eval (surveys, job sample info, etc.)
· Improvement over other models because 
· Unlike Kirkpatrick, DBE Identifies & ties the specific variables that should be measured in the evaluation (focus) depending on the chosen target.
· Unlike COMA, DBE is general to any evaluation goals (targets), not just transfer of training
· Only model that also specifies the types of methods that can be used for an evaluation
· Flexible (no “one best way” for training evaluation, doesn’t compel measurement of single set of variables for all evaluations)



Targets for the Evaluation
1. Trainee change
· Specify “focus” of the change: Are we interested in assessing the level of trainee changes w/ respect to learning behaviours, or to the psychological states (such as motivation & self-efficacy)?
· Each evaluation could include 1+ foci
· Once the focus/foci are selected, the model suggests the appropriate data collection method
2. Organizational payoff
3. Program improvement

 All 3 models require that for each training course people with specialized skills develop the evaluation measures and questionnaires & analyze/interpret the data.
· Can limit the use of these evaluation models for only those orgs that do possess such resources

The Main Variables Measured in Training Evaluation
	Variable
	Definition
	How Measured

	Reaction
	Trainee perceptions of the program &/or specific aspects of the course
	Questionnaires, Focus groups, interviews

	Learning
	Trainee acquisition of the program material. Declarative learning is knowing the info. Procedural knowledge is being able to translate that knowledge into a behavioural sequence
	Declarative learning  Multiple choice or True-False tests 
Procedural learning  Situational and mastery tests

	Behaviour
	On-the-job behaviour display, objective performance measures
	Self-reports, supervisory reports, direct & indirect observations, production records

	Motivation
	Trainee desire to learn and/or transfer skills
	Questionnaires

	Self-efficacy
	Trainee confidence in learning and/or behaviour display on the job
	Questionnaires

	Perceived and/or anticipated support
	The assistance trainees obtain and/or expect
	Questionnaires

	Organizational perceptions
	How trainees perceive the org’s culture and climate for learning and transfer
	Standardized questionnaires

	Organizational results
	The impact of training on organizational outcomes
	Organizational records



Training Evaluation Variables
1) Reactions  Trainee opinions & attitudes about a training program measured immediately following training
· Typically survey-type questions in which trainees indicate their answers on a rating scale.
· Questions may focus on the trainees’ overall reactions to a training program and/or specific elements of a program (e.g., instructor)
· Immediate post-training reaction measures are somewhat useful because
· They are easy to collect & analyze and are understood by managers & employees
· Provide trainers with immediate feedback on their course
· Trainees who have had a chance to comment on a program & make suggestions for improvements might be more motivated to transfer their learning
· They are an easy and convenient mechanism for also measuring the dimensions of the LTSI and COMA Model
· Utility reactions: Reaction measures that assess the perceived usefulness of a training program
· EX: How much of the course content can be applied in your job? 1 = None, 2 = Little, 3 = Some, 4 = Much, 5 = All
· Affective reactions: Reaction measures that assess trainees’ likes and disliked of a training program
·  EX: How satisfied were you with the content of the program? 1 = Not at all satisfied, 2 = Not satisfied, 3 = somewhat satisfied, 4 = satisfied, 5 = very satisfied

2) Learning
· Declarative learning: Refers to the acquisition of facts and info and is by far the most frequently assessed learning measure
· Objectively scored  Only 1 correct answer possible
· Subjectively scored  Several answers acceptable (essay questions)
· Procedural learning: Refers to the organization of facts and info into a smooth behavioural sequence
· More strongly related to transfer of training
· Rarely measure (complex development process)
· Can include simulations conducted in realistic situations (ex: Pilot in a virtual reality airplane)
· Learning measures vary in terms of when they are administered.
· 1) Immediate post-training knowledge (immediately after training program)
· 2) Knowledge retention (some time after training program)
· 3) Behaviour or skill demonstration (during the training program)

3) Behaviour  display of the newly learned skills or competencies on-the-job (transfer of training)
· Arguably the most important of all training effectiveness criteria
· Behaviour data collection should take place only after the trainee has become comfortable with the newly acquired skills and has had opportunities to demonstrate them on-the-job.
· Behaviour can be measured using 3 approaches:
· Self-reports: Trainee indicates if and/or how often they have used the newly trained behaviours on the job
· Most frequently used, problems w/ accuracy (but may be valid)
· Observations: Others observe & record whether &/or how often the trainee has used the newly trained behaviours on the job (typically supervisors, sometimes trainers, subordinates or clients)
· Important that the measure focus on specific behaviours (how many times has trainee used new machine) instead of general (has trainee applied new skill on the job)
· Production indicators: Trainee’s objective output is assessed through productivity records, such as sales or absenteeism (ex: sales performance)
· Not always the best as it might not lead to accurate conclusions (external influences)

4) Motivation
· Training Motivation
· Motivation to transfer the skills on the job
· The principle is that trainees will be motivated to apply the training when they attach importance to the end result of training (valence), that the attainment of that end result leads to positive consequences or avoids negative ones (instrumentalities), and that applying the training is likely to lead to the desired end result (expectancies).
1. Valence: How important is it that absence be reduced in your work group? 
2. Instrumentality: If you reduce absence what would be the consequences (positive or negative)for you? 
3. Expectancy: If you did apply the behaviours taught in training, how likely is it that absence levels would drop?

Motivation = Valence x Instrumentality x Expectancy

5) Self-efficacy  beliefs that trainees hold about their ability to perform the behaviours that were taught in a training program
· Assesses a person’s confidence in engaging in specific behaviours or achieving specific goals
· Measured relative to a specific behavioural target
· Measures vary but most tend to focus on assessing trainees’ level of confidence for performing specific tasks & behaviours
Method 1  People rate the likelihood of obtaining a certain result followed by ratings of the confidence they have in obtaining that result. Ex: Are you likely to obtain 50%; 60%; 70%; 80%; 90%; 100% on an exam on training evaluation?” (Yes/No response to each option). Next, the person rates how confident they are about obtaining the grade for each “Yes” response. The question might read: “How confident are you that you can obtain that grade?” (0 = Not confident at all, 10 = Totally confident)

Method 2  lists the key behaviours demonstrating transfer and asks trainees to rate each on a confidence scale, such as: “How confident are you that you will obtain at least 70% on the training evaluation exam?” totally confident to not at all confident.
6) Perceived and/or Anticipated Support  the support provided to trainees as they return to work is a very important component of transfer and training effectiveness.
· Perceived support: refers to the degree to which the trainee reports receiving support in his or her attempts to transfer the learned skills
· Anticipated support: refers to the degree to which the trainee expects to be supported in his or her attempts to transfer the learned skills.
· Specific questions can be designed to include the source of the support (e.g., supervisor, co-workers, or the organization) and the support (perceived or anticipated) in applying the training content in general and/or in transferring specific aspects of the training program.
· The greater the discrepancy between anticipated and actual supports, the lower the transfer.

7) Organizational Perceptions
· Researchers have designed scales to measure perceptions of the transfer climate and a learning culture
· Transfer climate  can be assessed via a questionnaire
· Consists of a number of questions that identify 8 sets of “cues” that can trigger trainee reactions that encourage or discourage the trainee to transfer the skill  goal cues, social cues, task & structural cues, positive feedback, negative feedback, punishment, no feedback, and self-control.
· Trainees are asked questions about training-specific characteristics of the work environment, such as “In your organization, supervisors set goals for trainees to encourage them to apply their training on the job” (1 = Strongly disagree, 5 = Strongly agree).
· Learning Culture  questions measure trainees’ perceptions, beliefs, expectations, and values with regard to individual, task, and organizational factors that support the acquisition and application of knowledge, skill, and behaviour.

8) Organizational Results  results focus on the effects of training on the organization rather than on the trainee: How has the organization benefited from the training program?
· Results criteria are considered to be the “ultimate” criteria for training evaluation and may include such measures as turnover, productivity, quality, profitability, customer satisfaction, accidents, etc.
· Hard data: Results that are assessed objectively
· Difficult to obtain, not relevant sometimes
· Soft data: Results that are assessed through perceptions and judgments
· Include the perception of work climate, feelings and attitudes, and difficult-to-measure skills like decision making
· In some cases it is difficult or impossible to adequately assess the impact of training directly so insteadddd….
· Return on expectations: the measurement of a training program’s ability to meet managerial expectations

Data Collections Designs in Training Evaluation: The manner in which the data collection is organized and how the data will be analyzed
· More sophisticated training eval data collection designs can detect effects of training in precise ways.
· All data collection designs compare the trained person to something.
· Trained people with untrained people
· The same people before and after training
· Each trained person to an absolute standard
· Non-experimental designs: When the comparison is NOT made to another group of (untrained) people
· Do not establish if trainee learning and behaviours were caused by the training program
· Easy to organize and practical for use in organizations
· Experimental designs: When the trained group is compared to another group that does not receive the training and when the assignment of people to the training group and the untrained group is random
· More complex but they do provide evidence of causality (more than quasi because one is able to have more confidence that any changes in trainees’ learning and behaviour are due to the training)
· Quasi-experimental designs: When the trained group is compared to another group that does not receive the training but when the assignment of people to the training group and the untrained group is not random
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· Training evaluation designs: The process by which evaluation information is gathered
· A, B, C = non-experimental designs (employees who are trained are not compared to untrained employees)
· D, E, F = causal models that compare trained and untrained people and, depending on trainee assignment, they may be experimental or quasi-experimental.
· G (Internal Referencing Strategy) = a hybrid design that permits some of the conclusions made by the causal designs (D, E, F) while collecting data exclusively from trainees.
· All training outcome measures may be used irrespective of the training evaluation design chosen: affective, cognitive, or skill-based as well as reactions and behaviours
· The choice of an evaluation design has less to do with the measures collected but much more to do with the inferences or decisions required about the training program relative to the original aims of the program.

Non-Experimental Design
 Design A: THE POST - ONLY DESIGN
· Simplest and most common training evaluation data collection design
· Data are gathered once after training and only from those who have completed training
· Each trainee is compared to a pre-determined criterion of success and training is considered “effective” when the trainees meet that standard of proficiency.
· Examples: exams in a college course on “organizational training,” a course for new drivers, and the basic training program administered to new telephone operators.
· Strength: Simplicity
· Drawbacks: cannot indicate if the trainees changed (e.g., trainees may have been proficient before training) or if the achieved outcome is a result of training (their observed proficiency may have been “caused” by some other experience coincidental to training).

 Design B: The Single Group Pre-Post Design
· Comparison is made to the trainees themselves prior to training (to assess changes in trainees)
· This is the second most frequently used evaluation design
· Drawbacks: not possible to know if the differences resulted from training, events other than training may have caused the difference. Other drawbacks include history, testing, and maturation effects

 Design C: The Time-Series Design
· Relies on “objective” measures of job performance that can be collected without disturbing the employee
· Requires several data collection points before and after training (the pre-post design requires only one pre- and one post-measure)
· Training is considered effective when there is a clear, evident, and stable difference between pre- and post-performance.
· Advantage over pre-post test model = use of several measures
· Allows the evaluator to test if post-training improvements are persistent and stable over time.
· The quality of the conclusions depends on the number of times data are collected.

Experimental and Quasi-Experimental Designs
 Design D: THE  SINGLE -GROUP  DESIGN WITH  CONTROL /COMPARISON  GROUP
· Simplest quasi-experimental or experimental design
· Post-training data are collected from both trainees as well as a group of people who were not trained. 
· Effectiveness is inferred when those trained obtain higher scores on the training outcome than the untrained group. 
· Possible to state with considerable confidence that the training program caused the higher outcomes obtained by the trained group. 
· We have greater confidence in this conclusion when the design is experimental (because random assignment ensures that both groups are initially equal). However, the statistical properties of randomness will equate the groups only when the number of people involved is large. This latter restriction is important because many training programs in organizations are administered to a limited number of people. When assignment to groups cannot be randomized (as is typical in organizational settings) the design becomes quasi-experimental and it cannot be categorically stated that the groups



 Design E: THE  PRE -POST  DESIGN WITH  CONTROL /COMPARISON  GROUP
· Data are gathered from trainees both before and after training.
· Simultaneously, data are also gathered from an untrained group. 
· Allows one to examine the two most important questions about training programs: “Did the trainees change?” and “To what degree was the training program responsible for that change?” 
· Training effectiveness is inferred when pre-post changes are greater for the trained group. 
· Drawback: rare are the cases where random assignment and multiple measurements can be conducted.

 Design F: THE TIME -SERIES  DESIGN WITH  CONTROL /COMPARISON  GROUP
· Identical to the time-series design C except that data are simultaneously gathered from a comparison group. 
· This additional group allows for stronger conclusions about changes as well as about the role that the training intervention played in creating that change. Take for example the course on “selling earthquake insurance” described above (see design C). Suppose that shortly after the course is offered, an earthquake does occur. Selling earthquake insurance is likely to become a lot easier and all salespeople, whether or not they had taken the training, would show a marked increase. Had we not had a comparison group, we would have falsely concluded that the training program was responsible for the pre-post changes.

A Hybrid Model
 Design G: THE  INTERNAL  REFERENCING  STRATEGY 
· It does not need a comparison group so it can’t be considered an experimental design. 
· Generate some of the inferences produced by experimental or quasi-experimental data collection systems. 
· Developed by Haccoun and Hamtiaux for use in those frequent cases where a causal inference is required but a control or comparison group is not available.
· It assesses change from pre- to post-training and estimates if training caused the difference observed without the use of an external comparison group. With this design, it is the outcome measure itself that forms the basis of the comparison.
· The heart of this technique = careful construction of the pre-test and the post-test measures. Two types of test items—“relevant” and “irrelevant but germane”—are constructed. Relevant items are those that test the knowledge and behaviours that are covered in a training program. Irrelevant but germane items are those that could have been included in a training program but were not. For example, in testing the effectiveness of this chapter for teaching evaluation designs, one could ask questions about the time-series design. One could also ask questions about the interrupted time-series design.
· Questions testing your knowledge of time-series design would be “relevant” because the topic is covered in this chapter. Questions testing your knowledge of the interrupted time-series would be “irrelevant” because the chapter does not cover this design but “germane” because the interrupted time-series is a legitimate evaluation design that could have been included. Comparisons are then made between pre-post differences on the relevant and on the irrelevant but germane items. If the program was effective, the pre-post differences on the relevant items should be greater than the pre-post differences noted on the irrelevant but germane ones. This design is a practical and superior alternative to the pre-post design and it can be used for a variety of learning, behaviour, and job performance outcomes

Understanding Pre-Post Differences

Suppose we wish to evaluate this chapter’s effectiveness in teaching training evaluation. We select a pre-post design in which knowledge is measured with a multiple choice test administered on the first day of class (pre-test) and again on the last day (post-test). The results show that the students greatly improved their test performance: the average score of the students on the post-test is significantly higher than the pre-test scores. Can it be concluded that reading this chapter caused this gain in knowledge? Before jumping to conclusions, you should consider four alternative explanations:
1) History or Time  Events in the environment that coincide with this course and that have nothing to do with it may, in fact, have caused pre-to-post changes. For example, the class may have done better because many students saw a PBS program on training evaluation that was aired the week before the final exam.
2) Maturation  People mature and change over time. As the students are taking this course they are also taking other courses. Even if none of the other courses deals explicitly with training evaluation, they may have helped the students develop higher levels of reasoning and critical thinking skills. This growing general competence may translate into better performance on the post-test.
3) Testing  Taking the pre-test may have made it easier for students to perform better on the post-test. Some students may have remembered some of the questions asked on the pre-test, while others may have gained a better “feel” for the kinds of questions that are asked. Hence, post-test performance may be due, at least in part, to mere experience of being pre-tested.
4) Mortality  Whereas most students who enroll in a course stay until the end, it is almost always the case that some students drop the course. Those who remain in the course and from whom post-test info will be available may be systematically different from those who dropped the course–they may be more interested in the subject matter, more motivated, more able than those who leave, and/or have more time to meet the course demands. These students may very well show large improvements in learning, shifting the average class performance on the post-test upward.



Lesson 12 – Chapter 12

· Costs and benefits of training programs
· Calculate benefits in monetary terms
· Information on costs and benefits  important part of training evaluation process
· ROI  Level 5

Training and the Bottom Line

· Measuring trainees’ reactions, learning, behavior and organization results
· Show improvement in employees’ knowledge, on-the-job behavior and organizational outcomes
· What about the cost of the program  what if it is very expensive?
· Effectiveness of a training program also depends on its costs and benefits
· Management will like if the training program have improved customer satisfaction  managers will be even more interested to know the financial value of an improvement in customer satisfaction
· Costing  complex and time consuming
· Something’s are not quantifiable  job satisfaction, communication techniques  no dollar value
· Increasing pressure  human resource and training professionals  demonstrate financial value of the programs
· Organizations  want to know return on their training investment
· Demonstrates value of training program to organization and management but also justifies the training function’s share of the budget and improves its credibility
· Members of organization  will be more likely to see training and development as an investment rather than a cost  less likely to be slashed during economic downturns
· Financial information about benefits of training programs  human resource and training professionals on an equal footing with other functions in an organization

Training and the Bottom Line in Canadian Organizations

· Most training programs in Canada are evaluated at Level 1 (trainee reactions)  4% are evaluated at Level 5  investment evaluation  Conference Board of Canada
· In order to calculate the effect of training on the bottom line  one has to first calculate the costs and benefits of training

Costing Training Programs

· Costing  process of identifying all the expenditures used in training
· Important procedure in design and evaluation of a training program
· Calculation of cost of a training program  assignment of various costs to a number of meaningful categories
· One approach  categorizes the costs of training according to the stages of the training process  cost of needs analysis, training design, delivery and evaluation  listed on a costing work-sheet  calculate and compare the cost of each stage as well as the total cost of a training program
· See table 12.1  big table
· Another approach  categorize the costs according to the nature or kind of cost  uses the following five costs categories  direct costs, indirect costs, development costs, overhead costs and trainee compensation costs

Direct Costs
· Costs that are directly linked to a particular training program
· Trainers’ salary and benefits, equipment rental, course materials, instructional aids, food and refreshments, and the cost of travel to and from the training site  would not be incurred if training program were cancelled

Indirect Costs
· Costs that are not part of a particular training program per se but they are expenses required to support training activities  clerical and administrative support, trainer preparation and planning, training materials that have already been sent to trainees, and the cost of marketing training programs  will be incurred if training program were cancelled  cannot be recovered


Development Costs
· Costs that are incurred in the development of a training program  cost of doing a needs analysis, the cost of developing training methods (videotapes), design of training materials, cost of evaluating a training program

Overhead Costs
· Costs incurred by the training department but not associated with any particular training program  costs required for general operation of the training function such as the cost of maintaining the facilities (heat, lighting) and equipment and salaries of clerical and administrative support staff  portion must be allocated to each training program

Trainee Compensation Costs
· Costs of the salaries and benefits paid to trainees while they are attending a training program  cost of replacing employee while they are being trained  employees must be paid while they are not working  cost of training program

Training Costs at Wood Panel Plant	
· Three problems to solve
· Improve the quality of wood panels  experiencing 2% rejection rate each day due to poor quality
· Wanted to lower the number of preventable accidents  higher than the industry average
· Wanted to improve the housekeeping of the production area  poor and cause of some of the preventable accidents
· Solution
· Train supervisors in performance-management and interpersonal skills
· 48 supervisors and 7 shift superintendents and a plant manager  3 day behavioral-modeling skill-building training program
· Objective  teach supervisors how to discuss quality problems and poor work habits with employees, recognize improvements in employee performance, to teach employees on the job and to recognize employees for above-average performance
· Cost
· Five categories
· Total cost  $32,564 or $582/trainee
· Direct costs  $6,507
· Indirect costs  $1,161
· Development costs  $6,756
· Overhead costs  $1,444
· Compensation costs  $16,696
· Might need to modified to suit an organization’s unique circumstances
· Identify main costs  don’t worry about labels assigned to them
· Trainer  how to design a costing approach that has credibility within an organization and will be accepted by management
· Two purposes 
· Can be used to prepare a budget for a training program and to compare and contrast the costs of different programs
· Which training program to adopt
· Can be used along with benefit information to calculate a training program’s net benefit, benefit-cost ratio (BCR), and return on investment (ROI)

Comparing the Costs of Training Programs
· Costing  necessary for budgeting and reporting purposes  necessary to determine the relative costs of different training alternatives
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· Complete analysis  program costs are combined with an estimate of the value of the program (performance value) to the organization
· See example page 368-370 if you don’t understand (with graphs)
· This type of cost comparison analysis is useful for determining the costs of training programs and making sound choices and budgetary allocations  decision should not be made without an estimate of the benefits likely to be received under each system

The Benefits of Training Programs
· Can be calculated in monetary or non-monetary terms
· Monetary terms  cost-effectiveness evaluation  comparison of the monetary cost of training to the benefit of training in monetary terms
· Might be some important benefits of a training program that are not monetary benefits  cost-benefit evaluation  comparison of the cost of training in monetary terms to the benefits of training in non-monetary terms
· Non-monetary  described as results or Level-4 evaluation criteria  include organization outcomes such as the rate of turnover, absenteeism, customer satisfaction and so on
· Such benefits  have financial effect on performance of an organization even though they might not be described in monetary terms
· Training program  expected to reduce the amount of scrap in the production of a product  cost-benefit evaluation would indicate how much the training program cost and the amount or percentage reduction in scarp
· Cost-effectiveness evaluation would calculate the monetary value of the reduction in scrap
· How benefits are calculated  depend on training situation, management needs and data available

Benefits of Project Manager Training Options
· When the Benefits Calculation Worksheet is completed, a different picture emerges
· First – do a cost-benefit evaluation by comparing the cost of each option to the non-monetary benefit of the estimated reduction in turnover
· Follow example  page 372
· Net benefit  estimated value of the benefit minus the cost of the training program
· One simply subtracts the cost of a training program from its financial benefit
· Benefit-cost ratio (BCR)  benefit divided by the cost of the training program  example  374
· Another way to determine the financial return of a training program is the calculation of the return on investment or ROI

Return on Investment (ROI)
· Most popular approach for determining the benefits or return of a training program is the ROI
· Accenture example  found that for every dollar invested in training, there was a return of #3.53 or an ROI of 353%
· Return on investment (ROI)  Comparison of the cost of a training program relative to its benefits that involves dividing the net benefit by the cost of the training program
· 86% of responding organizations from an HR survey done by Workforce Management magazine have formally or informally measured the ROI of training
· Many companies in Canada still do not calculate the ROI  only 4% of training programs are evaluated at the investment level  Conference Board of Canada
· To help companies learn how to calculate the ROI of their training programs  new program called Investing in People is providing Canadian organizations with methods and tools to assess the impact of their training investments
· Calculation of ROI involves dividing the net benefit (benefits – cost of the program) by the cost of training program: 
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Go to page 376 to see examples of ROI for Project Manager Training Option, Wood Panel Plant Supervisor Training Program and a comparison

Utility Analysis
· Typical training evaluation study the performance of a training group is compared to an untrained or control group that did not receive the training in order to determine how effective the training program was fro learning, a change in behavior, or job performance
· Results  may show significant difference between the two groups  does not indicate the dollar value associated with the change or improvement in learning, behavior, or job performance
· Utility analysis  can do this and it is another approach for determining the costs and benefits of a training program
· Utility analysis  A method to forecast the financial benefits that result from human resource programs such as training and development
· What is the difference in job performance between employees who are trained and those who do not receive training
· Sometimes referred to as the effect size
· The larger the effect size  the more effective a training program will be and the greater the utility
· Second key factor  standard deviation of the job performance in dollars of untrained employees
· Has to do with how much of a difference there is in the job performance of untrained employees and the monetary value of this difference
· Standard deviation of job performance in dollar terms is an important factor because in jobs in which the contribution of individual employees is widely different, an effective training program will improve the performance of a greater number of employees and will, therefore, result in larger dollar gains
· Individual contributions are relatively similar  effective training program is less likely to result in larger dollar gains
· Necessary to estimate the standard deviation of job performance of untrained employees to make estimates of utility
· Several approaches  asking supervisors to provide an estimate of the dollar value of performance  larger the standard deviation of job performance of the untrained group the grater the utility of a trained group
· Third factor  number of employees trained
· More employees who are trained, the greater the utility
· Fourth factor  expected length of time that the training benefits will last
· Longer the effects of training will last, the higher the utility of a training program
· Utility  equal to the multiplication of all these factors minus the cost of the training program (cost per employee x number of employees trained
· Following formula is used to estimate the utility of a training program
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· Example  to increase number of toys produced in a toy factory, training program is implemented and 50 plant employees attend
· Compared to a group of workers who do not attend the training program, the performance of the 50 trained employees Is found to be twice as high  produce 100 toys per day compared to 50 produced by untrained workers
· Effect size  2
· Standard deviation of job performance of the untrained employees is $100
· Expected length of time that the training will last is estimated to be 5 years
· Cost of training program is $300 per employee
· Using formula:
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· Expected utility of the training program for the 50 employees trained is $35,000
· Amount might be grater if the training program lasts longer than 5 years or if the untrained employees learn how to improve their performance by working with and observing the trained employees
· BCR  dividing utility by total cost  ($35,000/$15,000 = 2.33)
· ROI  dividing the net benefit by the total cost of the program  ($35,000 - $15,000/$15,000 = 1.33)

Break-Even Analysis
· Break-even analysis  finding the value at which benefits equal costs and utility s equal to zero
· Can be done for any of the terms in the utility equation
· Most meaningful to conduct a break-even analysis fro the effect size or the standard deviation
· What is the break-even effect size?
· Can be calculated by dividing the cost of the training program ($15,000) by the multiplicative function of the other factors: (N)(T)(SDy) or (50)(5)(100)
· Calculations are as follows

	[image: ]


· Break-even analysis can be very useful because it helps reduce the uncertainty associated with the estimates of the various parameters used to calculate utility
· Extent that the break-even effect size is far below the actual effect size used to calculate utility, the greater the confidence once can have in the results

The Credibility of Benefit Estimates

· Not an exact science  ROI, utility, and costs/benefits of training programs
· Assumptions and judgments have to be made when estimating the monetary benefits of a training program
· Process works  if managers and clients accept the assumptions
· Estimation of benefits  inexact procedure  trainers should be concerned about professional credibility
· Credibility  major issue in cost-effectiveness evaluation and the data must be accurate and the process believable
· Despite the appearance of quantitative rigor, virtually all but the simplest cost-effectiveness evaluations are dependent to a greater or lesser extent on some assumptions and expert opinion
· Trainers  must ensure clients and management agree on the cost factors and the measurement and estimation of benefits
· Management and clients must perceive benefit estimates as credible, believable and acceptable
· Critical  trainers find out what management deems to be most important in terms of the benefits and expected results and whenever possible obtain cost estimates from management
· Helps to use internal and external experts to assist in making benefit estimates  familiar with the situation and are likely to be seen as credible by management
· Estimates might also be obtained form other sources that are close to the situation, such as trainees and other supervisors


Lesson 13 – Chapter 13

· Organizations offer many different types of training to their employees

Orientation Training

· Orientation training  programs that introduce new employees to their job, the people they will be working with and the organization
· Formal orientation and training programs  main method used by organizations to socialize new employees
· Most organizations provide some type of orientation for new employees
· 100 major British organizations  majority  new hires were provided with formalized, off-the-job induction training within 4 weeks of entry
· Standardized programs that were designed and conducted in-house human resource practitioners
· Employees who atted orientation training have been found to be more socialized in terms of their knowledge and understanding of the organization’s goals and values, history and involvement with people
· Higher organizational commitment as a result of their grater socialization
· Effective orientation programs  shape corporate culture, increase new employees’ speed-to-proficiency, and lower turnover

Essential Skills Training

· Essential skills  skills required for work, learning, and life
· Necessary and a foundation for learning other skills and abeing able to adapt to workplace change
· Government of Canada and other agencies  9 types of essential skills
· Reading text
· Document use
· Numeracy
· Writing
· Oral communication
· Working with others
· Continuous learning
· Thinking skills
· Computer use
· Required for most occupations and in one’s daily life
· Many essential skills are known as literacy skills
· Literacy  the ability to understand and employ printed information in daily activities, at home, at work and in the community – to achieve one’s goals, and to develop one’s knowledge and potential
· Conference Board of Canada --. 42% of all Canadians 16-65 score at the lowest literacy levels and are only semiliterate
· 4.7 million Canadians score in the upper Level 2 and low Level 3 range and their limited literacy skills pose a significant challenge to their workplace performance and success
· 58% of Canadians can read well enough o meet most day-to-day requirements
· Increasingly clear  organizations must provide workforces with essential skills training if they are to compete and survive in a global and high-tech workplace
· Without skills training  other programs and initiatives will not succeed
· Essential skills training  training programs that are designed to provide employees with the essential skills required to perform their job and adapt to workplace change
· Implemented essential skills training  improvements in productivity, efficiency, and quality, along with, decrease in absenteeism and the number of workers’ compensation claims made, and an improvement in cross-cultural communication and morale
· Advantages for employees
· Improve skills
· Improve self-esteem
· Improve confidence
· Improves chance of remaining employed
· Employees who have had skills training  more likely to remain employed and promoted
· Canadian organizations  spend very little on essential skills
· Employees improve essential skills  more likely to learn new job-related skills more quickly and accurately, make fewer mistakes, work more efficiently, and be less resistant to change
· Literacy  critical to productivity, which in turn is essential to Canadian competitiveness and prosperity
· New immigrants tend to need essential skills training

Technical skills Training

· Technical skills training  training in specific job skills that all employees need to perform their jobs
· Manufacturing firms  training for specific job skills is the most frequent type of training provided
· Changes in workplace that has happened over the past 2 decades
· Increased global competition  find new ways to stay competitive and survive  adopting new technologies and redesign work arrangements and systems  employees undergo considerable amount of technical skills upgrading and training
· More apparent in manufacturing sector  low-skilled employees have had to become highly skilled employees to keep their jobs and for their organizations to survive

Information Technology Training

· Information technology training  training programs that focus on the use of computers and computer systems
· Key factor in the successful implementation of information systems technology
· Technological failures in the workplace  often result of training issues rather than the technology
· Introductory computer training programs in which trainees learn about computer hardware and software, or application training in which trainees are instructed on specific software applications to be used with in the organization
· Upgrade in computer systems  application training required
· One of the most common types of information technology training is computer software training
· Computer software training  training programs that focus on how to use a specific computer software application
· Been shown to increase trainees’ ability to use the system and their motivation to use software

Health and Safety Training

· Costs of work-related injuries and illnesses are on the rise and present a serious threat to employees and their organizations
· Safety training  one of the most important ways to deal with accidents before they occur by educating employees in safe work methods and techniques
· Should be trained on how to recognize the chemical and physical hazards in the workplace so that they are prepared and capable of taking corrective action in the event of an accident
· Workplace Hazardous Materials Information System (WHMIS)  legislation to ensure that workers across Canada are aware of the potential hazards of chemicals in the workplace and are familiar with emergency procedures for the cleanup and disposal of a spill
· Important component employee training
· Training  to identify WHMIS hazard symbols, read WHMIS supplier and workplace labels, and read and apply the information on material safety data sheets (MSDS), which outline the hazardous ingredient(s) in a product and the procedures for the safe handling of that product
Quality Training

· Many organizations have implemented quality programs to remain competitive
· One of the most popular ones  total quality management (TQM)
· TQM  systematic process of continual improvement of the quality of an organization’s products and services
· TQM  involves teamwork and customer focus
· TQM  training function in a pivotal position, as the process often requires significant changes in employees’ skills and the way employees work
· TQM advocates  Emphasize the importance of training and development
· TQM training  involves team training as well as training in the use of statistical tools that are used for problem-solving and decision-making processes

Team Training

· Team training  training programs that are designed to improve the functioning and effectiveness of teams in areas such as communication and coordination
· Bottom and Baloff  training is an attempt to improve a group’s process through the use of interventions targeted at specific aspects of the process such as effective communication
· Group processes  focus of team training  team members must perform group tasks  often must receive technical training to become multi-skilled
· Team training focuses on two general types of skills
· Task-work skills  skills that are required to perform the team’s tasks
· Teamwork skills  skills that team members require in order to interact, communicate, and coordinate tasks effectively with other team members
· Both types must be included in team training programs
· Recommended  team members first master task-work and technical skills before they are trained on teamwork skills

Sales Training

· Different set of skills in today’s competitive sales environment
· Knowledge about products
· Being designed to upgrade sales professionals’ skills and help them deal with new competitive challenges
· Relationship-based sales training
· Trained to develop more strategic and complex relationships with clients, and create relationships across client functions
· Trained to become knowledgeable about their customers’ business needs, and to develop customized sales strategies
· Instead of selling a commodity  integrated teams of people form sales, support and service are learning to sell solutions that combine support and service agreements

Customer-Service Training

· Organizations with strong commitment to customer service invest heavily in training their employees
· Informal or formal
· Informal training  involve pairing new hires with the organization’s best employees in terms of customer-service behavior and philosophy
· Formal training  depends on the type of service business that an organization is in and its service strategy
· Must be tailored to an organization’s strategy and characteristics as well as its customers
· Service employees  must have the ability and motivation to perform effectively
· Cannot hire people with required abilities or motivation, you must be able to train them
· Companies with superb customer service are successful because of their commitment to training
· Best service  most training

Sexual Harassment Training

· Sexual harassment  unwelcome sexual advances, requests for sexual favors, and verbal or physical conduct of a sexual nature that is a condition of employment, interferes with work performance, or creates a hostile work environment
· Most effective way for organizations to prevent sexual harassment is to develop sexual harassment policies and procedures for filing complaints and to provide training programs that educate employees about sexual harassment and the organization’s policies and procedures
· Definition of what constitutes sexual harassment is not always clear or understood  training is important

Ethics Training

· Diversity training  training that focuses on difference in values, attitudes, and behaviors, of individuals with different backgrounds
· Objectives  increase awareness and understanding of cultural diversity, and to improve interaction and communication amojng employees with different backgrounds
· One of the most widely used strategies for managing diversity  dramatic rise in the last decade
· 3 main objectives
· Increase awareness about diversity issues
· Reduce biases and stereotypes
· Change behaviors to those required to work effectively in a diverse workforce
· Change people’s attitudes by creating an awareness of diversity and an understanding of differences in values and behaviors
· By creating awareness and understanding of these differences  people will change their behavior and overcome any stereotypes they might hold
· Another approach  change behaviors
· Learning new behaviors that might then lead to changes in attitudes
Education programs as one of the best strategies for managing diversity  diversity experts
· Training’s focus  increasing awareness of what diversity is and why it is important  providing skills required to work effectively in a diverse workforce  providing application strategies to facilitate the use of diversity awareness and skills to improve work performance, interactions, and communication
Cross-Cultural Training

· Companies send employees on assignments	 in foreign countries
· Cross-cultural training  training that prepares employees for working and living in different cultures and for interactions with persons from different backgrounds
· Critical factor in success of cross-cultural training is training rigor
· Training rigor  the degree of mental involvement and effort that must be expanded by the trainer and the trainee in order for the trainee to learn the required concepts
· Also refers to length of time spent on training
· Major types of cross-cultural training[image: ]
· High degree of rigor  interactive language training, cross-cultural simulations, and field trips
· Moderate degree of rigor  role plays, cases, and survival-level language
· Lowest in terms of training rigor  lectures, films, books, and area briefings
· More rigorous  require trainees to be much more active and involved in practicing cross-cultural skills
· Degree of cross-cultural training rigor required depends on three dimensions
· Cultural toughness  how difficult it is to adjust to a new culture  generally speaking, cultural toughness will increase the greater the difference or distance between one’s own culture and the foreign culture
· Communication toughness  unction of the extent to which the expatriate will have to interact with the locals of the host country  frequent interactions  level of communication toughness will be high, more rigorous communication training will be required
· Job toughness  how difficult the tasks will be for the expatriate compared to what he/she is used to doing new area and the demands of the job will be different and require new responsibilities and challenges, degree of job toughness will be greater  will requires more rigorous job-specific training
· As the three levels increase  type of cross-cultural training required will need to be more rigorous
· Need follow-up or in-country cross-cultural training in the host country
· Research  effective for enhancing one’s success on overseas assignments and is related to adjustment and performance
· Effectiveness  depends on a number of factors  timing of the training and the cultural differences between one’s own country and the assignment country

Lesson 14 – Chapter 14
Management Development
· Best way to distinguish a successful organization  management team
· Development skills required of successful managers  very serious
· Developing managers  most important, complex & difficult of the challenges that trainers face today
· Major issues facing major org.  Baby Boomer generation reached retirement age
· Org. must recruit & develop high potential individuals (bench strength)  who will talk over leadership position
What is Management? IF WE DON’T KNOW THIS I DON’T KNOW WHAT WE KNOW
· Management  process of getting thing done, efficiently  & effectively, through and with other people
· Orchestrate what other people do
· Roles  interpersonal, informational & decisional
· Function of roles  controlling, organizing, planning & leading
· Management development & managerial skills & competencies  learnable & should be nurtured & developed through training & experiences
· Development experiences  occur on & off job with instructional systems that are informational & experiential
Management Development VS Employee Training
1. Manager are effective  those they manage are effective
a. Managers work mainly through other people
b. Management development training programs  strictly technical
i. Focus on development of people skills  considered to be difficult
2. Training design techniques tend to be different
a. Training for managers tends to be  experiential & informational
3. Work of management is more influenced by individual managerial preferences & personalities  training must take into account important individual differences
4. Management development  longitudinal & gradual process  complex skills & competencies required of managers are built  with experience & training
5. Incompetent managers  catastrophic effect on entire org. ability to survive
a. Management development  different than employee training  unique strategic significance
What is Management Development?
· Management Development  complex process by which individuals earn to perform effectively in managerial roles
· Managers are responsible for delivering tangible results  while tending to unforeseen problems & obstacles of all types  all within the current org. Context characterized by change
· Diverse & international workforce, technological change, competition, tie frame & efficiency  make managers job more complex
· Successful adaption to difficult reality  required extensive managerial skills
· Skills  require strengthening & updating to remain effective  mission of management development
Is Management Development Important?
· Management development (multi billion dollar business)  one of most important application of training in org.
· Per capita training expenditure  greater for managers than any other employee
· Corporate expenditure of management training $45 billion annually
· $12 billion executive education
· 1/4th  university business school
· Development of mangers  prudent business investment
· Manger define org.  most responsible for its financial & psychological health
· Responsible for ensuring that the org. function effectively & efficiently
· Management purpose to define these objectives & ensure they are achieved
· Org. invests more heavily in managers & in their development  theirs is pivotal role in org.
Management Development & Leadership
· Fundamental roles that managers play in org  interpersonal, informational & decisional
· Core for main functions of managers  controlling, organizing, planning & leading (COPL)
· Leadership  individual qualities & behaviors that define & shape the direction of the org. & inspire others to pursuer that direction in the face of obstacles & constraints
· Adopting to the global economy & competitive pressures  ever increasing levels of resiliency & flexibility
· Flexibility  requires that people at all levels of org.  adapt their job behavior in response to changing requirements on their jobs & context in which they perform
· Managers need to posses knowledge, skill, attitude & behavior  that allows them to foster in people they manage attitudes & behaviors that are conducive to the attainment of individual & org, goals
Core Managerial Roles
· THIS GUY! Henry Mintzberg  analyzed management from the perspective of the managers day to day activities
· Broke the activities in 3 roles interpersonal, informational & decisional
Interpersonal Roles
· Interpersonal roles  relationship manager develop with other people  provide significant help to the attainment of group goals
· Manager is org. personal  provides leadership & liaises with others both within & outside unit  goal of securing information that is used for goal attainment
· Figurehead Participate in routine, social & legal context as representative of group managed
Informational Roles
· Managers must monitor environment  accumulate information pertinent to the attainment of goals
· Reciprocates by assuming role of disseminator of information  informing others about the unit & informing the unit about relevant development accruing outside unit
· Spokesperson  informing others & selling them on the plans, values & goals of the unit
Decisional Role
· Managers must make decision about people, goals & means to achieve goals
· Entrepreneur  Moving the unit in direction that take advantage of opportunities
· Shifting he activities of the group to reduce threats
· Manager allocates resources  choosing from competing proposals & projects to those that will receive additional funding & personnel  including those curtailed & discontinued
· Downsizing or staff expansion  Resource allocation decision
· Manager  is called upon to be negotiator  bargaining with others in the environment to acquire the resources required to meet planned goals
· Interaction with external environment, or internally
· Trouble shooter  reacting to unanticipated & unplanned environmental event that can severely disrupt the unit
Managerial Functions
· Monitor the work processes & progress toward goal attainment, allocate resources & task, establish what should be done & how and maintain motivation & deal with those who do work
Controlling
· Activities of the org. & its members that monitored  ensure that they contribute positively to attainment of org. goals & objectives
· Establishing mechanism to monitor & resolve performance gaps _> address any constraints & problems
Organizing
· Accomplishment of org. goals required the efforts of diversity of units  each composed of many individuals
· Major activities  identified & components of these tasks assigned to units & individuals
· Manager’s job  establish systems that ensure  efforts are efficiently & effectively coordinated & organized
Planning
· Defining direction toward  efforts of individuals are to be directed
· Defining objectives & developing goals to be met in org. & departments which manager is responsible for
· Specific of the planning tasks depend on the nature of managerial responsibility
· Lowest to the higher levels of org.  objectives become broader
Leading
· Critical people oriented function of management
· Influencing the actions of others  actions are coordinated to produce desired outcomes  managers require people skills
· Management responsible  obtaining & keeping employees committed to their goals
· Facilitated when employees believe goal attainment is important, individual efforts will make a difference in goal attainment
· Kouzes & Posner  successful role model  inspiring a shared vision, by challenging the status quo & encouraging others to do the same & by recognizing the contributions of others
· Managers must provide support to employees 
· Assist them in development of new skills & act as coaches 
Management Skills
· Skills  set of actions that individuals perform & that lead to certain outcomes
· 2 types of approaches  used to identify the skills required of managers
· Extensive experience with management to infer the skills needed to be effective mangers  proposed mechanism by which they can be developed
· Place higher emphasis on empirical research to guide their prescriptions
· Classical empirical techniques for identifying these skills  conduct surveys on managers
· Managers rate the importance of many potential skills & statistical analyses are conducted to identify those skills & competencies  distinguish successful manager 
· Example of research studies
· 52 successful mangers questioned appeared more successful in a number of ways
· Building power & influence, communicating, managing conflict, decision-making…
· 166 group interviews with 830 US managers who were less successful managers
· Cameron & Tschirhart   asked large sample of managers working 150 org. to identify important skills & competencies required of managers
· Human relation skills  providing supportive communication & team building
· Competiveness & control
· Behaviors that foster individual entrepreneurship & innovativeness
· Order & rationality
· People side of management  subsequent salience for management development cannot be underestimated
· Most important aspect of management  interacting, communicating & dealing with other people  peers, subordinate, superiors, customers & public
· Superior people skills specific type of intelligence  Emotional Intelligence
Emotional Intelligence OMG
· Most human interaction  emotional component & success of these interaction often depends on how well emotion is managed
· Heavy responsibility of management role  deal with their own emotional issues & pressures
· Managers must develop skills in managing their own emotional & understating those of others
· Emotional intelligence  skills in managing own & other emotions
· 5 set of skills that foster better understanding of oneself & effective interaction with others
· Self awareness  being aware & understanding one’s self & emotions when interacting with others
· Self control  managing & regulating own emotions that arise during encounters
· Motivation or drive  channeling emotions & energies in support of one’s goals
· Empathy -. Reading & recognizing emotions of others & responding appropriately
· Interpersonal skills  manage interaction in effective manner  understanding, integrating & managing emotions  Your & theirs
· EI believed to be learned & changeable
· Through appropriate management development & training  emotional intelligence can be modified & improved
· EI  involves people oriented skills labeled as soft skills
· Tends to develop indirectly  enhanced skills in dealing with others
· Training in EI  involves group & individual activities  role play, assessments & practical exercise all intended to enhance self management & empathy
· Managers with higher emotional intelligence  more effective & successful than managers with lower levels of EI
· Emotional intelligence  found to be much more important that IQ in predicting manager success
Models of Management Skill Development
· Model of management  basic blue print that identifies steps to be included in development programs
· There are many models of management  share 4 commonalities  more chance of success when they include the following
· Initial skill assessment  identifying where people are
· Skill acquisition  learning & identifying basic principles associated with specific skills
· Skill practice  developing procedural learning by integrating principles into behavioral actions
· Skill application on the job  applying learned principles in job situations
1. Skill assessment  identify skill level of manager before development
a. Identify strength & weakness that managers hold relative to specific skills to be trained  help managers become aware
b. Contributes to building self awareness  people must recognize need for development before it can start
c. Contributes to training motivation
d. Identify learning & basic behavioral style that mangers hold  help translate personal preferences into practice & behavior that are appropriate for work context
e. Established through self-administered standardized validating questionnaire _. Short, easily administered & scored 
f. Critical in managerial development  development is gradual process where improvement in skills is main objective
i. Need to practice skills before mastered
ii. Skill assessment before & after development  make managers see degree of improvement
g. Helping managers see improvements  motivation 
2. Skill learning  learning form the core of intervention is central & focus of all training programs
a. Require managers to learn how to recognize the need for skill in diverse number of circumstances
i. Include group discussions  help each other discover opportunity fir application that may exist on job, obstacles & tactics to surmount obstacles
b. Help manager learn managerial principles  can be integrated with personal styles & applied to condition they are likely to meet
c. Include lectures & presentations that outline reasons for training  principles that will guide future actions
3. Skill practice  practice is key in learning how to do most things well
a. Practice of learned skills serves 3 purposes
i. Reinforcement of learning  helps shift learning from declarative to procedural learning stage  manager integrate with own style
ii. Enhance manager belief in their ability to perform skill  development of self- efficacy  fell more confident
iii. Skill practice can take on a variety of forms  role plays, simulations & videotaped behavior with feedback  maintaining interest & motivation
4. Skill application on the job  transfer process 
a. Manager establish specific plans for application on job
b. Once on the job  org. support in form of follow up, coaching & reinforcement  required to ensure managers transfer newly learned skills
c. Usually under pressure  very easy & tempting to relapse on old ways
d. If relapse  post training intervention 
Error Training for Management Development
· Traditional models (TIMS)  see errors are undesirable
· Errors are inevitable when mastering new content  error management training (EMT)
· Allowing & encouraging trainees to make errors
· Found to be more effective if trainee  generalize learning to a new task
· Job require problem solving skills
· Trained managers must be able to use new skills flexibly to a variety of contexts  adaptive expertise
Content of Management Development Programs
Conceptual Skills
· Problem solving & decisions making skills  manager required to make myriad of decisions essential to have the skill to do so
· March & Simon  most people feel uncomfortable making decisions  adopt solutions to problems that are not optimal but adequate
· Contemporary decision making program designed to avoid such tendency
· Definition of problem
· Generation of alternative solutions
· Evaluation & selection of a solution
· Implementation of solution & follow-up
· Actual training program require introductory lesson
· Planning skills  requirement of management  clarification & specification of goals the manager wishes to achieve
· Manager taught to scan environment  ensure plans are relevant & high rate of being successful
· SWOT analysis
· Bases on analysis  manager taught to translate SWOT into action in order to establish strategies & tactics required for implementation
· Plan  evaluated
· Performance management & goal setting skills review, assess & manage performance of units & people in them
· Assessing performance of people & establishing goals & direction for future performance  yearly process
· Some people need to be reviewed regularly  motivating employees to improve performance
· Goal setting  goals should be string motivational effects & important mechanism for managing own performance & of others
· SMART goals  specific, measurable, achievable, relevant & timely
Technical Skills
· Skills acquired in university programs
· Technical skills can be further developed through targeted training courses & workshops
Interpersonal skills
· Communication  most of manager time involves gathering & disseminating information from environment to people in unit 
· Managers must communicate expectations & give feedback
· Communicating effectively  managers are taught to recognize own biases & styles in hearing & speaking with others
· Managers need to understand their frame of reference  knowing where they came from
· How their interpretations of what they hear & communicate are affected by their values
· Trust of others
· These in turn affect
· Selective listening  hearing what you want to hear
· Filtering  telling only what others want to hear
· Effective communication
· Congruency  message sent is in line with own action
· Clarity  using language that appropriate to listener
· Comprehension  solicit feedback form listener
· Managing conflict  invariably competing for resources with other managers & involved in managing competition & conflict between employees
· Conflict can be described 2 way
· Interpersonal  2 co-workers dislike one another
· Issue based  people may have conflicting views on problem
· If conflict not managed  create big problems for whole org.
· Managing conflict 
· Avoidance  ignoring it
· Accommodation  giving in
· Forcing  getting your way
· Compromise  providing each party with something they want
· Collaboration  finding solution together that gives parties what they both want
· Ultimate conflict resolution outcome  not always possible
· Different style of managing conflict depends on situation
· Managers are taught to recognize & choose best decision
· Require managers to pay attention to emotions
· Treat parties with respect
· Listen to other party & ensure you understood
· Share needs & feelings
· Managing stress  scope, time pressure, difficulties, responsibilities & ambiguities of managerial life THIS IS FOR YOU NINA
· Stress reaction in context of work  responses to events that may find their source in work itself & org.
· Role conflict  having contradictory task demands
· Role ambiguity  not knowing what to expect
· Stressor that impact work  may find source in non work events
· Managers need to recognize stress reaction  in themselves & people they manage
· 2 basic ways to deals with stressor
· Change environment by removing stressor
· Learn to cope with & manage stressor efficiently  bets way
· Most people experience stress  unaware of it
· Recognize signs of stress  know when one is in fact experiencing stress
· Initial skill assessment phases  help recognize stressor
· Stress related training programs rely on typical informational & experiential techniques
Methods of Management Development
· Management training programs  strongly informational & focused on principles & application of skills being taught
· Lectures, readings, informative videos & group discussion  structured around these principles & concrete application constitute of major elements in management training programs
· Informational, principals based approach  important in managerial development
· Understanding & integrating principles taught that different managers can correctly apply them  in manner that is appropriate to themselves & workgroup situation
· Helping managers adapt principles & techniques in conformity with personal style  requires effort of the learned & motivation
· If managers do not see training program useful  will not likely apply to work
· Experimental learning  learning experiences that include skill practice exercises that actively engage & involve the learner 
· Activities likely to be more intrinsically motivating
· Feedback, role plays, active exercise & simulations 
· 1 hands on practice builds procedural knowledge
· integrate newly learned skills
· 2 experiential learning is favored contributes to managerial self efficacy  important for learning transfer
· many short term programs  informational
· development programs are fully experiential  providing few if any formal informational components  outdoor wilderness
· general approached to management development…
Management Education Program
· Management education  types of activities that are typically conducted by colleges or university  develop broad range of knowledge, principles & abilities relevant to managerial role
· MBA  usually people with job experience return to school to move up with org.
· General education in management  highly informational  may include experiential learning
· Management education program  role play, game simulations & modeling
Management Training Programs
· Management training  training program involves activities & experiences designed to develop specific applicable managerial skills 
· Focus on specific topics or particular skills
· Outdoors wilderness training  organized around a series of outdoor tasks that expose individuals to physically & psychologically demanding activities  trainees have little experience
· Accomplishment of task requires self reliance  teamwork, communication & development of trust
· Help enhance individual skills  improve ability to function collaboratively
· Research shows  training appears to be affective on very wide set of skills  self efficacy
· Training program developed in house by training groups or with external consultant
· Usually short duration & delivered by internal staff
On the Job Management Development
· Program designed to provide individual with managerial learning experiences on the job
Job Rotation
· Job rotation  exposing individuals to different areas & experiences throughout the org.
· Acquiring new skills on working on different projects & interacting with new people
· Learn about the org.
Coaching
· Coaching  one on  one individualized learning experience  more experiences & knowledgeable person is formally called upon t help other person develop insights & techniques pertinent to the accomplishment of job
· Goal oriented
· Coaches may be external or internal to company  depending on budgets, coaching goals & org. context
· Coaches specialize in specific sector
· David Peterson  great coaches are goal oriented, challengers & person focused
· Goal oriented  great listeners & empathize with the learner  interest in helping people achieve goals
· Challengers  feel the mood state of learner  know when to listen & when to challenge believe & thinking of learner
· Person focused _> focus efforts & attention to learner
· Do not try to impose on views on learner  helping learned based on own previous knowledge
· Development pipeline
· Insight
· Motivation 
· capabilities
· Real work practice
· Accountability
· Coaches face # of challenges
· Must gain trust of learner  discretion & honesty key behaviors  developing trust will make it easier for the feedback to be considered constructive
· Coach have responsibility to motivating learner to continue with the application of new skills
· Building self efficacy _> helping managers got through obstacles




Lesson 15 – Chapter 15: Training Trends and Best Practices

The Role of Training Professionals
· Trainers have begun to move out of the training department to work with management to solve organizational problems and create learning opportunities that support the organization’s strategy.
· Movement and evolution of the trainer from a staff employee to a strategic business partner.
· While many training professionals still spend most of their time designing and delivering training programs, they are increasingly becoming more involved in strategic functions such as facilitating organizational change, managing organizational knowledge, career planning, and talent management
· A recent study conducted by the American Society for Training and Development (ASTD) on the areas of expertise and competencies expected of training and development professionals identified four key roles for training professionals: learning strategist, business partner, project manager, and professional specialist.
· These four roles are part of the ASTD competency model for learning & performance and the foundation for its professional certification program.
· The certification program covers the nine areas of expertise found in the middle tier of the model.
· The training and development function is also expected to transform into a learning & performance strategic function. 
· It will focus more on results rather than activities and it will be integrated into the business of the organization at a strategic level; learning will be embedded into the jobs that individuals perform
· Training functions will become performance consulting centres & training professionals will become performance consultants
· Performance consultant: Responsible for providing solutions to performance problems
· The role of the trainer is increasingly shifting from training to learning.
· The role of the trainer is to facilitate and create learning opportunities throughout the org, and to help orgs manage the transition to a learning organization.
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Outsourcing Training and Development

Outsourcing: The use of an external supplier to provide training and development programs and services YAY WE KNOW THIS
· Purchasing rather than using in-house
· Reasons to outsource:
· Provides orgs with access to specialists who have expertise in a particular training area.
· External vendors can provide a greater variety of training programs more efficiently and less expensively than in-house training departments
· Use of external vendors can often result in trainees being trained and back on the job much faster than designing a new training program in-house
· Time saving, cost saving, increase in compliance & accuracy
· Results of outsourcing:
· Increased performance and improvements in the design and delivery of training, and training professionals report a high level of overall satisfaction with their training suppliers
· Risks: Loss of control, situations where the vendor does not understand the organization’s culture, loss of in-house expertise, and increased vulnerability that can result in harmful consequences for an organization
· Trusting relationship b/w org and its external vendor is important for a successful outsourcing relationship
· Positive outcomes associated with outsourcing have been found to be higher when there is frequent vendor–client interaction, when contractual agreements are explicit, when there is greater trust in the vendor, and when the organization’s primary motivation for outsourcing is quality improvement

Ethics of Training and Development
· Ethics: Systematic thinking about the moral consequences of one’s actions and decisions on various stakeholders
· For training professionals, ethics involves following a set of standards and principles in the design, delivery, and evaluation of training and development programs.
· Training professionals must adhere to a set of ethical principles that guide their behaviour and they must serve as role models of proper ethical conduct to the rest of the organization.
· Big ethical issue = refusal of employees from attending a training program, (can result in workplace discrimination and human rights complaints). The Canadian Human Rights Act at the federal level, as well each of the provincial human rights codes, governs human rights issues that can be invoked when an employee is denied training

Trends in Training and Development
· Just-in-Time Learning: The capability to provide learning and training opportunities when they are needed and where they are needed
· Trainers often don’t have much time to design and deliver training programs
· Employees increasingly need to obtain new knowledge & skills immediately

Ethical Guidelines for Training Professionals
1. Voluntary consent: Trainers should not implicitly coerce unwilling or skeptical participants into self-revealing or physical activities.
2. Discrimination: Age, sex, race, or handicaps shouldn’t be used as barriers to determine who receives training
3. Cost effectiveness: Training activities should be based on demonstrated utility, should show a demonstrated benefit vis-à-vis costs, and should not be undertaken simply to spend a training budget.
4. Accurate portrayal: Claims for the benefits of training need to be accurate; training should be consistent across time and trainers; training materials should be appropriately depicted.
5. Competency in training: Teaching methods that don’t work (ex: talking down to audiences) should be avoided
6. Values: Trainers should believe in the value of what they teach.

Scenario-Based Learning

How can trainers accelerate learning? scenario-based learning (SBL) is an instructional method in which trainees solve carefully constructed, authentic job tasks or problems that are derived from experts. While solving the problems, they are carefully guided to learn the associated concepts, procedures, and heuristics of expert performers. A program at PricewaterhouseCoopers for employees who have reached the level of manager or partner, called “Managing Complex Relationships,” has seasoned employees describe scenarios in which they had to deal with difficult relationships. Participants discuss how they would handle the situation in small groups and then find out how the senior employee handled the situation. Participants learn about complex relationships and how to handle them before they experience them. SBL works best for training on non-routine tasks that involve judgment and decision making and for trainees who have some relevant job experience. In one study of Air
Force technicians, 25 hours of scenario-based e-learning that simulated multiple electrical equipment failures raised the expertise of two-year technicians to the same level as 10-year veterans. A study on medical students found that learning was better among those who received online scenarios compared to students who received traditional training.
Thus, when trainers need to compress years of experience into a few hours of training, SBL is one approach to consider. SBL can be successfully implemented in face-to-face or e-learning environments.

Rapid e-Learning
· Trainers increasingly must redesign training programs and find creative ways to make up for the reduction in content by assigning more pre-course readings, using more job aids following training, creating more on-the-job training opportunities, and using technology to deliver part or all of some training programs.
· Rapid e-learning refers to developmental software that allows organizations to develop e-learning more quickly and easily and at a lower price than conventional e-learning development tools.
· The software uses a template approach to develop courses and easy-to-use interfaces that guide trainers through the course development process

Learning Management Systems (LMS): software to manage and track training activities in an org
· These are sophisticated systems that track and report administrative activities of training such as enrollment and completion of programs as well as training results. A LMS allows organizations to integrate and organize all of their training data and programs. LMSs are also used by employees to access Web-based training programs and materials in their org. 
· The most sophisticated LMSs have many features  assessments, course catalogues, communication tools, and individual learning plans.
· Main benefits: increased efficiency of tracking, reporting, and delivery of e-learning. 

Lifelong learning: approach to learning that recognizes that learning takes place throughout a person’s life and involves all aspects of one’s life including the workplace, personal development, the community, and physical well-being.
The Canadian Council on Learning has developed a measure called the Composite Learning Index (CLI) to measure Canada’s progress in lifelong learning.
· Learning to know  development of skills and knowledge needed to function in the world (e.g., literacy, numeracy, critical thinking, and general knowledge).
· Learning to do  applied skills that are often required for occupational success (e.g., computer training).
· Learning to live together  developing values of respect and concern for others, social and interpersonal skills, and an appreciation of the diversity of Canadians.
· Learning to be  learning that contributes to the development of a person’s body, mind, and spirit (e.g., personal discovery and creativity).

Main Reasons Training Programs Fail
1. Lack of Alignment with Business Needs  not linked to business and organizational needs.
2. Failure to Recognize Nontraining Solutions  Training is often implemented with the intention of improving a performance problem even though it is not always the best solution.
3. Lack of Objectives to Provide Direction and Focus
4. The Solution Is Too Expensive. Although a training program’s ROI is an important measure of effectiveness, a negative ROI does not mean that a training program has failed. There are often many intangible benefits of training programs that add value to an organization.
5. Regarding Training as an Event  When training is treated as a separate/isolated event
6. Participants Are Not Held Accountable for Results  When employees are only expected to attend a training program without any responsibility for what they learn or do after training, they are not likely to show any change in behaviour or improvement in job performance.
7. Failure to Prepare the Job Environment for Transfer  Barriers in the job environment can undermine the success of an otherwise effective training program.
8. Lack of Management Reinforcement and Support  If management does not support, encourage, and reinforce the use of new knowledge and skills on the job, training programs will not be effective.
9. Failure to Isolate the Effects of Training. It is difficult to demonstrate that changes or effects in employees and the org are due to a particular training program and not something else. Failure to isolate the effects of training might leave some wondering about the need and value of training and development.
10. Lack of Commitment and Involvement from Executives. Training and development programs are doomed to fail without the commitment and involvement of senior executives.
11. Failure to Provide Feedback and Use Information about Results  Training programs cannot be improved & are not likely to reach their expectations if various stakeholders do not receive feedback & info about training results 

Training Design Factors that Facilitate Learning and Transfer
For training to be effective, trainees must meet four criteria. They must be ready to learn and be motivated, they must learn the content of the training program, and they must transfer the training on the job. The following training design factors have long been recognized as important for enhancing learning and transfer.
1. Trainees must understand the objectives of the training program. The purpose and outcomes expected should be explained and understood.
2. Training content should be meaningful. Examples, exercises, assignments, concepts, and terms used in training should be relevant to trainees.
3. Trainees should be given cues that help them learn and recall training content. This can be done using diagrams, models, key behaviours, and advanced organizers.
4. Trainees should have opportunities to practice. Many of the instructional methods described in the text can be used (e.g., role play, games, simulations).
5.  Trainees should receive feedback on their learning. This can come from trainers, observers, video, or the task itself.
6. Trainees should have the opportunity to observe and interact with other trainees.
7. The training program should be properly coordinated and arranged.
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Barriers to the Transfer of Training

« Immediate manager does not support the training.

+ The culture in the work group does not support the training,
+ No opportunity exists to use the skills.

+ No time is provided to use the skills.

+ Skills could not be applied to the job.

+ The systems and processes did not support the skills.

+ The resources are not available to use the skills.

+ skills no longer apply because of changed job responsibilitis.
« Skills are not appropriate in our work unit.

~ Did not see a need to apply what was leamed.

+ 0ld habits could not be changed.

+ Reward systems don't support new skills.
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TRANSFER OF TRAINING ACTIVITIES BEFORE TRAINING

Management

+ Decide who should attend training,

+ Meet with employees prior to training to discuss training programs (e, WIIFM).

+ Get employee input and involvement in the training process.

« Provide employees with support for learning and training (e.g, release time to prepare
for training).

Trainer

« Ensure application of the ISD model.

« Make sure that trainees and supervisors meet and discuss the training.
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« Find out supervisor and trainee needs and expectations.

« Make sure that trainees are prepared for the training.

Trainees

« Find out about training programs prior to attendance.

+ Meet with supervisor to discuss the training program and develop an action plan.

« Prepare for the training program.
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TRANSFER OF TRAINING ACTIVITIES DURING TRAINING

Management

+ Participate in training programs.

« Attend training programs before trainees.

« Reassign employees’ work while they are attending training.

Trainer

+ Incorporate conditions of practice, adult learning principles, and other learning
principles (e, identical elements) in the design of training programs.

+ Include content and examples that are relevant and meaningful to trainees.

« Provide transfer of training interventions at the end of the content portion of a training.
program (e, relapse prevention, self-management, goal setting).

+ Have trainees prepare and commit to a performance contract for the transfer of trained
skills on the job.

Trainees

- Enter a training program with a positive attitude and the motivation to learn.
« Engage yourself in the training program by getting involved and actively participating.
+ Develop an action plan for the application of training on the job.
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TRANSFER OF TRAINING ACTIVITIES AFTER TRAINING

Management

« Ensure that trainees have immediate and frequent opportunities to practise and apply
what they learn in training on the job.

- Encourage and reinforce trainees’ application of new skills on the job.

+ Develop an action plan with trainees for transfer and show support by reducing job.
pressures and workload, arrange practice sessions, publicize transfer successes, give
promotional preference to employees who have received training and transfer, and
evaluate employees' use of trained skills on the job.

Trainer

+ Stay involved in the training and transfer process by conducting fild visits to observe
trainees’ use of trained skill, provide and solict feedback, and continue to provide
support and assistance to trainees.

Trainees

+ Begin using new knowledge and skills on the job as soon and as often as possible.

+ Meet with supervisor to discuss opportunities for transfer.

+ Form a “buddy system’ or a network of peers who also attended the training program.

+ Consider high-risk situations that might cause a relapse and develop strategies for
overcoming them and avoiding a relapse.

+ Set goals for transfer and use self-management.
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FIGURE 4.1
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TABLE 4.3

Barriers to Effective Performance

HuUMAN

TECHNICAL

INFORMATION

STRUCTURAL

Lack of knowledge

Lack of skills

Lack of motivation

Counterproductive
reward systems

Group norms

Poor job design

Lack of tools/equipment

Lack of standardized
procedures

Rapid change in technology

Ineffective feedback

lll-defined goals/objectives

Lack of performance
measurements

Raw data, not normative or
comparative data

Resources sub-optimized

Informal leaders

Overlapping roles and
responsibilities

Lack of flexibility

Lack of control systems

Organizational political
climate
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TABLE 6.2

Choosing a Training Method

METHOD Is EFFECTIVE FOR THE . . .

Use oN
TRAINING OBJECTIVES' CosTs* THE JOB3

Method Knowledge Skills Attitudes Dev$ Admin$ Transfer
Lecture yes no no low  low low
high  low med

low low low

Video yes no

yes.
yes.

Discussion no no
Behaviour modelling no yes no  high  high high o
Role play no yes med  med high

Case study yes med med  low med

Case incident med med med  med med

Games no med med  med

Simulations yes yes no  high  high

Tech-based training yes yes no  high low

" Determine the training objective and match the training methods to that objective
2 Consider the costs of the method (development and administration) and its potential benefits

G

/
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TABLE 8.1

Major Types of Technology-Based Training

Internet: A loose confederation of computer networks around the world that is connected
through several primary networks

Intranet: A general term describing any network contained within an organization. It refers
primarily to networks that use Internet technology

Extranet: A collaborative network that uses Internet technology to link organizations with
their suppliers, customers, or other organizations that share common goals or information
CD-ROM: A format and system for recording, storing, and retrieving electronic information
on a compact disc that is read using an optical drive

Electronic performance support system (EPSS): An integrated computer application that uses
any combination of expert systems, hypertext, embedded animation, and/or hypermedia
to help a user perform a task in real time quickly and with a minimum of support by other
people

Electronic simulation: A device or system that replicates or imitates a real device or system
Multimedia: A computer application that uses any combination of text, graphics, audio,
animation, and/or full-motion video

Teleconference: The instantaneous exchange of audio, video or text between two or more
individuals or groups at two or more locations

Television (cable, satellite): The transmission of television signals via cable or satellite
technology
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TABLE 8.2

The Benefits and Limitations of Self-Directed Learning

BENEFITS

Trainees can learn at their own pace and determine their desired level of expertise

Trainees build on their knowledge bases and training time may be reduced; trainees learn
what is relevant to their needs

Trainees become independent and acquire skills enabling them to learn more efficiently
and effectively, reducing dependence on formal training

People can learn according to their own styles of learning

LIMITATIONS

Trainees may learn the wrong things or may not learn all there is to know; one suggestion
to remedy this problem is to negotiate a learning contract with specific learning objec-
tives and performance measures

Trainees may waste time accessing resources and finding helpful material; the trainer
could become a facilitator, directing employees toward useful resources

SDL takes time—the employee has to learn active knowledge-seeking skills, has to acquire
knowledge-gathering skills, must learn to tolerate inefficiencies and mistakes; the trainer,
too, must learn to give up a power base and move from expert to helper
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TABLE 11.5

Uses and Limitations of Non-Experimental, Quasi-Experimental,
and Experimental Training Evaluation Designs

Non-experimental designs cannot provide causal information (except for the Internal
Referencing Strategy). Hence, such designs can't be used to infer the quality of the
training program. However, they are most practical and can provide useful
information when the evaluator has an external standard against which post-training
performance can be compared and when demonstrating that training caused that
proficiency does not matter.

[Experimental designs estimate the degree to which a training program has caused
trainee proficiency. They are used to establish if the training program should be
eliminated or expanded to other parts of the organization. The downside is that
‘experimental designs are more difficult to use in organizational settings.

Quasi-experimental designs provide indications of cause but the proof is not
defintive. However, because they do not require random assignment they are
‘generally more accessible to organization. Hence, quasi-experimental designs may
be appropriate when experimental designs cannot be used and when the training
manager is willing to live with some risk.
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FIGURE 11.2
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AU = (T)(N)(d)(SDy) = (N)(C)
where

AU = utility, or the dollar value of the program

T = the number of years the training has a continued effect on
performance

N = the number of people trained

d, = the true difference in job performance between the average
trained and untrained employee in standard deviation units
(effect size)

SDy = the standard deviation of job performance in dollars of the

untrained group

C = the cost of training each employee
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AU = 5(50)(2)($100) — 50($300)
AU = $50,000 — $15,000
AU = $35,000
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TABLE 13.2

Types of Cross-Cultural Training Programs

+ Environmental briefings about a country’s geography, climate, housing, and schools.

+ Cultural orientation to familiarize expatriates with cultural institutions and the value
systems of the host country.

+  Cultural assimilators that use programmed learning approaches to expose persons of
one culture to the concepts, attitudes, role perceptions, and customs of another culture.

+ Language training.

+ Sensitivity training to develop attitudinal flexibility.

+ Field experience such as visiting the country where one will be assigned to see what it
is like to work and live with people in a different culture.
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FIGURE 15.1

ASTD Competency Model
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Differences between Formal and Informal Learning

FAcTOR FORMAL LEARNING INFORMAL LEARNING

Control The control of learning rests The control of learning rests
primarily in the hands of thel primarily in the hands of the
organization learner

Relevance Variable relevance to participants  Highly relevant and need-specific
because it is not tailored to the to the individual
individual

Timing There is usually a delay in that what  What is leamed tends to be used
is leamed is not immediately used  immediately on the job
on the job

Structure Highly structured and scheduled  Usually unstructured and occurs

spontaneously
Outcomes Tends to have specific outcomes ~ May not have specific outcomes
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A Multilevel Systems Model of Organizational Learning
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