Week 3: Learning Theory & Training Design

What is Learning?
Learning is the process of acquiring capabilities to permit a corresponding change in behaviour
Capabilities (a/k/a Competencies): 
· Knowledge (declarative, procedural, metacognitive)
· Behavioural Skills  (motor, interpersonal)
·  Affective (attitude, goal orientation, self-efficacy)
How do people Learn?
1. Conditioning Theory
2. Social Learning Theory
3. Need Theories
4. Goal-Setting Theories
5. Expectancy Theory
6. Adult Learning Theory
7. Information Processing Theory
1.Conditioning Theory
The Conditioning Process
Stimulus
Events or cues in the environment attract our attention
 Behaviour
A response or set of responses
Consequences
Positive reinforcement; negative reinforcement; punishment; Extinction; 

2. Social Learning Theory

1.Observation: People learn by observing other persons (role models).  Credible (knowledgeable, personable) models have a more persuasive impact on self-efficacy.
2. This self efficacy judgment is about whether one can successfully learn & apply one’s knowledge and skills
-It contributes to learning by providing the confidence to persevere in the face of obstacles. 
-Sources of self efficacy info come from (in descending order of impact): 
-Experience (“enactive mastery”), 
-Observation (“vicarious learning”), 
-Verbal persuasion & physiological/emotional state.
3. Self Mgmt - When the observer recognizes that the models’ behavioural skill is reinforced/rewarded, the observer tends to repeat those behavioural skills.
So what are some take-aways from this theory?
The consequence (reinforcement or other) doesn’t have to happen to YOU
You can learn from what has happened to other role models you consider credible (helps if you identify with them in some way)
Credible models are more plausible, & make it easier to persevere because you’re more likely to believe what will and won’t work (at least, in the types of situations presented)
In summary: Observation of Behavioural models can build your self-efficacy (& self-efficacy helps you to persevere & “self-manage” in challenging situations)

3. Need Theories (Motivational)

A need is a deficiency that a person is experiencing at any point in time.

4. Goal Setting Theory  
· Specific goals 
· Challenging (but feasible)
· Provide feedback
· Requires Goal Commitment
· Participation in goal setting

5. Expectancy Theory 
This theory pulls together aspects of social learning theory, goal-setting theory & the need theories
It suggests that learning is most likely to occur when employees have appropriate
1. E-P EXPECTANCY: Have self-efficacy that they can learn the content of the program (from social learning theory)
2. P-O EXPECTANCY: See learning as instrumental to valued outcomes (from the need theories).
3. PERFORMANCE GOALS: Set specific learning goals (goal-setting theory)

6. Information Processing Theory 

This theory stresses recognition of internal cognitive constraints when providing training content. E.G. : 
· Expectations must be clear
· Working Storage (“RAM”) is limited
· Relation to existing concepts facilitates long-term storage
Coding/Retrieval of training content is facilitated by external cues

7. Adult Learning Theory 
· Bring a wealth of experience
· Want input into (& rationale for) learning objectives/methods
· Like to know how a training program will help with their problems
· Preference for Problem-Centred Learning

“Take Aways” of how the Learning Theories inform instructional design

1. Involve adult trainees in setting their measurable learning objectives (& in how they should learn, e.g., Choose deliverables)
2. Make use of trainees’ prior experience
3. Create opportunities for Observation 
4. Create opportunities for Practice 
5. Provide Feedback (valued consequences)

Applying the Learning Theories: Creating Measurable Training Objectives

Goal-setting theory assumes that behaviour results from a person’s conscious goals and intentions. 

Basically, creating objectives means re-working the needs analysis info into Learning Objectives
There are 3 components of training objectives:
Performance Outcome: a statement of the behaviour that the employee is expected to learn to do.
· This is the goal, as per goal-setting theory, and it needs to be constructed in accordance with goal-setting principles) Namely: 
· Specific, challenging goals result in better performance than vague, unchallenging goals.
· Participation in goal setting is helpful in many cultures low in power-distance
Criterion/Standard: a specific statement of the quality /  level of that performance that is acceptable (the standard by which performance will be judged)
· It’s a behavioural elaboration of the performance outcome. 
· This helps the performance outcome objective to be measurable (and when it is measurable, it is able to be a source of feedback)
· It doesn’t necessarily need to be quantified in terms of widgets produced,  it could be a checklist of behaviours that produce a cumulative score (e.g., Serving a customer effectively means doing A, B, C, and D, or at least A-C inclusive)
· Conditions: a statement of the conditions under which the trainee is expected to perform the desired outcome. 
· EG, by whom, where, & when
· Include the tools, equipment, information, and other source materials that will need to be used AND any tools that may NOT be used (e.g., cell phone, calculator)
Applying the Learning Theories: Create appropriate “Pre-Training Intervention”
1. Attentional Advice: Flag Familiar Starting Points
2. Advance Organizers: Provide a Roadmap
3. Mastery Goal Orientation: Easy does it
4. Metacognitive Strategies (for self-regulation)
5. Preparatory Info: (For relapse prevention within training)
Applying the Learning Theories: Creating appropriate “Conditions of Practice”

These “Conditions of Practice” address how to effectively chunk material DURING training (regardless of specific training method chosen):
1.Massed vs Distributed (spaced) Practice  (“timing”)
-Massed is cramming with no rest in between practice (e.g., In a single session, vs. Distributed (In multiple smaller sessions with breaks in between, like a semester)
-Memory loss after cramming/massed is much greater; whereas distributed practice is retained longer & leads to greater performance
2.Whole vs Part Learning (“Digestion of Complexity”)
-Whole: All the material to be learned is taught at once
-Works mainly when the task is simple, the trainee is highly intelligent and practice is distributed
-Otherwise, if the task can be divided into logical parts, it’s best to learn and practice one part at a time, then put it all together
-But the best strategy depends on the trainee and the task
-E.g., piano learning might be learned best one hand at a time
-E.g. Learning T&D by learning each stage in the process of the overall instructional design model
3. Task Sequencing (“Organization of Parts”)
Gagne argued that practice isn’t enough for learning to occur, the distinct sub-tasks must also be organized in a logical sequence to enable the trainee to learn each successive sub-task before the total task is performed
Implication for your end-of-term seminars: Don’t ask trainees to apply knowledge (e.g., to mini case studies) before you’ve addressed the basic concepts that equip them with that knowledge
Overlearning (When auto-pilot is needed)
-Learning something until the behavior becomes automatic and requires negligible attentional resources. Very useful if actual performance situation likely to be highly stressful. 
-Giving continued opportunities for practice even after trainees have mastered the task (E.g., 1st aid)
-Helps with retention for both cognitive and physical tasks, although the benefits dwindle to half after 19 days & to nil after 5-6 weeks (that’s overkil

Applying the Learning Objectives: Creating Appropriate “Conditions of Practice”

Adaptive Expertise is needed when “routine expertise” is not good enough
-“routine expertise” refers to learning to reproduce specific behaviours in similar settings and situations, ( i.e., “analogical tasks) 
- But routine expertise is not good enough in complex / volatile situations  where the job involves novel, unstructured, ill-defined, or changing task demands and work environment (e.g., Just like in sustainable innovation for new product development! )
-In such cases, our conditions of practice must include Self-directed “active learning”:
1.Exploratory/Discovery Learning
-Guide trainees to a task but give trainees very  little guidance about HOW to do it
-Given the variety in real-world tasks they will encounter, guide trainees to a VARIETY of different tasks
-For each task, encourage them to hit-and-miss until they figure it out through experience (In other words, the learner is provided with unstructured opportunities to discover, inductively, rules, principles and strategies for performing a task on their own). 
2. Emotion Control (Metacognitive strategies to regulate learning)
-To encourage them in this manner, it helps to frame errors in a positive light by using EMT (described further below). This helps  trainees control their emotions during training, which is important because inductive/exploratory learning can be very anxiety-provoking (particularly if it runs counter to the trainee’s preferred learning style)
-EMT can teach them to manage self-critical, negative thoughts and resultant negative emotions by increasing positive thoughts & self-statements
EMT = Error Management Training
-Could also be called EMF (Error Management Framing). Basically just involves encouraging trainees to make errors and frame the errors as instrumentally useful (learn from errors during practice)…. A bit like a hyper-supportive version of learning mastery orientation, but with respect to on-the-job learning 
-It Is most effective for post-training performance rather than performance during training; for this reason, it is a matter of debate whether it fits best under “condition of practice” within training, or as a post-training transfer of training technique (more detail on next slide)

Applying the Learning Theories: Promoting “Transfer of Training”

-Appropriate application of theories of transfer to the conditions of practice
-Use of Self-Management strategies to prepare the trainee for “real world” post-training challenges

Use Self Management (to inoculate against transfer obstacles)
Self-management is a person’s attempt to control certain aspects of decision making and behaviour.
It involves:
1. Scanning the situation
2. Applying conditioning theory to yourself

What Individual Differences Influence Learning?

Adult training motivation, which influences an individual’s willingness and capability to learn, is in turn influenced by:
1. Job Attitudes (i.e., job involvement, job satisfaction, and organizational commitment)
2. Individual Differences 
a.  Self-efficacy, 
b. personality characteristics 
· Locus of control
· Achievement motivation
· Anxiety
· Conscientiousness
c. cognitive ability 
d.  learning styles, 

What individual differences influence learning: Learning Styles:

Convergers and Divergers work in opposite ways:
·  The Diverger likes to gather info by experiencing a concrete examples and then working reflectively /  inductively up from that to appreciate the higher theoretical principle(s) that might be behind it
· The Converger prefers a top-down process: The converger likes to gather info in the form of ideas (e.g.,  an intuitive theory ) and then deductively work down to converge on a concrete experiment to see if/how it applies
Accommodators, (despite their pleasant-sounding name), can be a bit challenging to learn with IF you’re a more introverted assimilator type who prefers to learn independently by sorting things out in your mind.
·  This is because accommodators are very interpersonally dependent/interactive in their concrete trial/error approach to learning (They can put you through the wringer of their own trial/error mistakes until they get it; the people around them are effectively “learning tools”)
Implications for Training Design
· Know your audience is a good rule for this reason
· I know we haven’t discussed training methods at length yet, but which kind of methods might be fine for an assimilator but not an accommodator? Or visa versa? And which approach to methods mighty you need to consider for a trainee group that has a wide variety of learning styles?
· What are the implications of these trainee differences for the person-level needs assessment process? (Hint: Think of your own projects this semester)

To Purchase or Create Training?

Purchase If:
-Cost-Benefit Analysis Warrants it
-Would only use the training a couple of times for a small number of employees now and in the future
-The training needed is very generic (cheaper for experts to provide it-economies of scale)
-E.g., Remedial basic skills are needed  (form alliances with educational or private organizations)
-E.G. Generic skills (not requiring org’l-specific content) are needed
-E.g., Sexual harassment training
-HR Staff don’t have the time/expertise to design/deliver a training program
-Short lead time 
-(e.g., Poor Human Resource Planning leaves you with fewer genuine choices here if you’re opening a new subsidiary overseas in the next 2 months and the business strategists didn’t give much notice to, or involve, the HR strategists)
-The training does NOT require org’l specific content
- (e.g., reference to org’l values, like in an orientation program, is rarely outsourced)
-Use of org’l specific jargon and/or expertise is not required
-Deep understanding of the trainee/target audience’s work-related needs are not required
      -Pride/credibility of having a customized program is not important
· Confidentiality/Security are NOT a concern
In-Between Option
· You design the training, but purchase some materials (e.g., Videos, case studies) for it

To Purchase or Create Training?
1. Clear, candid vision of needs
2. Scope 
· Budget aligned with needs
3. Vendor pre-qualification checklist 
· 10-20 items of products/services desired
4. Questionnaire to request additional vendor info 
· Experience, other products, etc
5. Vendor Scorecard
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