Chapter 7- Training and Development

Scope of Training
· Term training is often used casually to describe almost any effort initiated by an org to foster learning among it’s members
· Development tends to be oriented more toward broadening an ind’s skills for future responsibilities

[bookmark: _GoBack]Strategic Approach to Training
· Goal of training is to contribute to org’s overall goals
· Close eye on their firm’s goals and strategies and orient their training accordingly
· Improve org performance, followed by development of leaders and aligning business and learning obj
· To ensure max impact possible
1. Needs assessment
2. Program design
3. Implementation
4. Evaluation

Phase 1: Conducting Needs Assessment
· Chief Learning Officer: high-ranking manager directly responsible for fostering employee learning and development w/i org
· Organizational Analysis
· Examination of environment, strategies, and resources of org to determine where training emphasis should be placed
· Economic and public policy issues influence corporate training needs as well
· Closely examine a firm’s resources – tech, financial, and human—available to meet company’s training obj
· To cope w/ budget constraints yet continue to meet their strategic imperatives, firms have become more focused on efficiently using their training budgets
· Task Analysis
· Process of determining what content of a training program should be on basis of study of tasks and duties involved in job
· Competency assessment: Analysis of sets of skills and knowledge needed for decision oriented and knowledge-intensive jobs
· Person Analysis
· Determination of specific inds who need training

Phase 2: Designing Training Program
· Should focus on 4 related issues: 
· Instructional objectives
· Desired outcomes of a training program
· Performance-centered obj, is widely used b/c it lends itself to an unbiased evaluation of results
· Trainee Readiness and Motivation
· Two preconditions for learning
· Trainee readiness refers to whether or not experience of trainees has made them receptive to training that they will receive
· Often desirable to group inds according to their capacity to learn
· Having them complete questionnaire about why they are attending training and what they hope to accomplish as a result
· Help employees understand link b/w effort they put into training and payoff
· Principles of Learning
· Giving full consideration to psychological principles of learning- characteristics of training programs that help employees gasp new material and makes sense of it in their own lives, and transfer it back to their jobs
· Goal Setting: 
· Focusing and motivating behavior extends into training
· Meaningfulness of Presentation:
· Material to be learned should be presented in as meaningful a manner as possible
· Modeling
· “A pic is worth a thousand words”
· Real life demonstrations and demonstrations on DVD, even pics and drawings
· Individual Differences
· Learn at diff rates and in diff ways
· Avoid delivering material in only one way
· Active Practice and Repetition
· Things we do daily become part of our repertoire of skills
· Given frequent opp to practice their job tasks in way that they will ultimately be expected to perform them
· In some cases, value of practice is that it causes behaviors to become second nature
· Whole-Vs.-Part Learning
· Most jobs and tasks can be broken down into parts that lend themselves to further analysis
· Determining most effective manner for completing each part then provides a basis for giving specific instruction
· Massed-Vs.-Distributed Learning
· Amount of time devoted to practice in one session
· Feedback and Reinforcement
· Can any learning occur w/o feedback? 
· Can come from self-monitoring
· Help inds focus on what they are doing right and what they are doing wrong
· Plays an important motivational role
· Behavioral modification: A technique that operates on principle that behavior that is rewarded, or positively reinforced, will be exhibited more frequently in future, whereas behavior that is penalized or unrewarded will decrease in frequency
· Verbal encouragement or more tangible rewards can help reinforce behavior firms desire of trainees over time as well as help them get over plateaus they might experience
· Spot rewards: Programs that award employees “on the spot” when they do something particularly well during training or on the job
· Characteristics of Instructors
· Desirable traits: 
· Knowledge of subject
· Adaptability
· Sincerity
· Sense of humor
· Interest
· Clear instructions
· Ind assistance
· Enthusiasm

Phase 3: Implementing Training Program
· Training Methods for Non-managerial Employees
· On the Job Training (OJT)
· A method by which employees are given hands-on experience w/ instructions from their supervisors or other trainer
· Common drawbacks: 
· Lack of a well-structured training environment
· Poor training skills on part of managers
· Absence of a well-defined job performance criteria
· To overcome these problems:
· Develop realistic goals and/or measures for each OJT area
· Plan a specific training schedule for each trainee
· Help managers establish a nonthreatening atmosphere conducive to learning
· Conduct periodic evaluations after training is completed to prevent regression
· Apprenticeship Training
· A sys of training in which a worker entering skilled trade is given thorough instruction and experience, both on and off job, in practical and theoretical aspects of work
· Cooperative Training, Internships and Gov Training
· Cooperative training: Training program that combines practical on-the-job experience w/ formal educational classes
· Internship programs: programs jointly sponsored by colleges, uni, and other orgs that offer students opp to gain real-life experience while allowing them to find out how they will perform in work orgs
· To increase effectiveness of internships:
· Assign intern to projects that are accomplishable and provide training as req
· Appoint a mentor or supervisor to guide intern
· Solicit project suggestions from other staff members
· Rotate interns throughout org
· Treat interns as part of org staff and invite them to staff meetings
· Establish a process for considering interns for permanent hire
· Classroom Instruction
· Blended training: use of multiple training methods to achieve optimal learning on part of trainees
· Programmed Instruction
· Particularly good for allowing inds to work at their own pace 
· Self directed learning—involved use of books, manuals, or computers to break down subject matter content into highly organized, logical sequences that demand a continual response on part of trainee
· Audiovisual Methods
· Teleconferencing and videoconferencing allow an instructional program to be transmitted to many locations simultaneously and trainees to interact w/ one another
· Web conferencing is used to conduct live meetings or presentations over internet
· Simulation Method
· Sometimes either impractical or unwise to train employees on equip used on job
· Emphasizes realism in equip and its operation at min cost and max safety
· Distinction b/w simulation and computer-based training has blurred
· E-Learning
· Learning that takes place via electronic media
· Just-In-Time Training: Training developed when and where they need it to do their jobs, usually via computer or internet
· Learning Management Systems (LMS)
· On-line sys that provides a variety of assessment, comm, teaching and learning opps
· Methods for Mgmt Development
· On-the-Job Experience
· Coaching
· Understudy assignments
· Job rotation and lateral transfers
· Special projects and junior boards
· Action learning
· Managerial staff meetings
· Planned career progressions
· Seminars and Conferences
· Useful for bringing groups of ppl together for training and development
· Case Studies
· Most appropriate when:
· Analytical, problem solving and critical thinking skills are most important
· KSAO’s are complex and participants need time to master them
· Active participation is desired
· Process of learning is as important as content
· Team problem solving and interaction are possible
· Mgmt Games and Simulations
· Games are now widely being used as a mgmt. development method
· Generally players-managers are faced w/ task of making a series of mgmt. decision affecting a hypothetical org 
· Effects that every decision has on each area w/i org can be simulated w/ a computer programmed for game
· Role-Playing
· Playing role of others, often a supervisor and a subordinate who are facing a particular problem
· Versatile teaching model, applicable to a variety of training experiences
· Can bring realism and insight into dilemmas and experiences 
· Behavior Modeling
· An approach that demonstrates desired behavior and gives trainees change to practice and role-play those behaviors and receive feedback
· Four basic components:
· Learning points
· Modeling
· Practice and role-play
· Feedback and reinforcement

Phase 4: Evaluating Training Program
· Criterion 1: Reactions
· Assessing participant’s reactions 
· Happy employees are more likely to want to focus on training principles and to utilize info on job
· Criterion 2: Learning
· See whether they learned anything
· Will help to determine their improvement
· Criterion 3: Behavior
· Transfer or training: effective application of principles learned to what is req’d on job
· Several approaches:
· Feature identical elements
· Focus on general principles
· Establish a climate for transfer
· Give employees transfer strategies
· Criterion 4: Results, or Return on Investment (ROI)
· “Bottom line” results
· Measure their training in terms of its ROI
· Benefits it derives from training its employees relative to costs it incurs
· ROI = Results/Training Costs
· Training costs incl direct and indirect costs of programs
· Measured in terms of how long it takes b4 benefits of training pay off
· Benchmarking
· Process of measuring one’s own services and practices against those of recognized leaders to identify areas for improvement
· Four step process:
· Plan
· Do
· Check
· Act

Additional Topics in Training and Development
· Orientation Training
· Formal process of familiarizing new employees w/ org, their jobs and their work units
· Reported benefits:
· Lower turnover
· Increased productivity
· Improved employee morale
· Lower recruiting and training costs
· Facilitation of learning
· Reduction of new employee’s anxiety
· Onboarding
· Process of systematically socializing new employees to help them go “on board” w/ an org
· Many new employees quit not b/c they are going through culture sock w/i their new orgs
· Videos and podcasts available to new hires b4 they even begin work
· Mission and goals of an org, w/ mini tour of its facilities, and interviews w/ current employees talking about what they like about org are featured
· Recruit coworkers to serve as volunteer “sponsors” or mentors for incoming employees
· Basic Skills Training
· Typical basic skills: 
· Reading, writing, computing, speaking, listening, problem solving, managing oneself/self-discipline, knowing how to learn, working as part of a team, leading others, etc. 
· To implement successful program:
· Explain to employees why and how training will help them in their jobs
· Relate training to employee’s goals
· Use a task-centered or problem-centered approach so that participants “learn by doing”
· Give employees feedback on their progress toward meeting their learning obj
· Team Training and Cross-Training
· Cross training: process of training employees to do multiple jobs w/i an org
· Rep shift from Henry Ford’s assembly line production to flexible production
· Ethics Training
· Top managers play a key role in terms of ethics training b/c employees take their cues from them and mirror their behavior
· Chief Ethics Officer: a high-ranking manager directly responsible for fostering ethical climate w/i firm
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