Week 4: Training Methods

What Should a Lesson Plan Cover?

1. Training objectives (& trainee selection - if applicable)
2. Instructor selection 
3. Time allocation (inc any lunch/coffee breaks)
4. Classroom/Location info 
-IF it changes from lesson to lesson
5. Equipment & Seating requirements
-IF these, too, change from lesson to lesson
6. Trainee materials (supplies and handouts)
· Depends on your methods

Off-the-Job Training (eg. Classroom, e-learning, simulations, team training)
Advantages
· Wide Variety
· Controlled Environment
· Utility for Group Training
Disadvantages
· Potential Transfer and Trainee Issues
· Cost
· Trainee Issues
On-the-job Training Methods (coaching, performance aids)
Advantages
· Lower cost
· Greater fidelity increases likelihood of transfer to the job
Disadvantages:
· Distractions in work environment during training
· Potential safety issues (eg. Damage/.injury of self or others when training on actual equipment)
· Disruption of service, or slow down of production, during training
· Unprepared trainer (transmits bad habits/attitudes)

Types of OFF-the-job methods
Presentation / Lecture method: 
· Pros/cons? How to improve on the cons?
More Experiential Methods include:
-behaviour modelling
-role plays
-case studies
-simulations
-(business games, Self-directed E-learning)



Simulations
A simulation represents a real-life situation.
Trainees’ decisions result in outcomes that mirror what would happen if on the job.
Simulations are used when training in real world might involve danger or extreme costs (because developing a simulation isn’t cheap either)
They are used to teach:
-production and process skills
-management and interpersonal skills.
-Can be conducted in person (e.g., with successive handouts) or electronically. When electronic, they share the advantages of e-learning (*e.g., they can be used by any employee anywhere there is internet access.)
Tips for Design:
-Physical fidelity: similarity of physical aspects of the simulation to actual job
-Psychological fidelity: similarity of psychological conditions of the simulation to actual work environment
-Always follow up with a debrief
BRANCHING STORY – could be very low-tech …a bit like life itself!
BUSINESS GAMES (could be as simple as interactive spreadsheets for finance simulations or could involve more sophisticated game-based groupware). They  are often used for management skill development
-mimic the competitive nature of business
-require trainees to gather information, analyse it and make decisions. This can be done manually or electronically
-Tend to focus on development of problem-solving, interpersonal skills, and decision-making skills (helps to build expert judgment)

Really Off-The-Job Training-Adventure Learning for Teams
Structured outdoor activities (e.g., outdoor & wilderness training training).
Best suited for developing personal growth skills related to group effectiveness:
· self-awareness
· problem solving
· conflict management
· risk taking.
To be successful:
· exercises should match objectives
· Careful debrief must follow

E-Learning

Technology offers a more dynamic learning process for trainees  because
Content is rich (multimedia), can be made to appeal to diverse learning styles (but not all, if face to face connection is needed but not provided)
Links increase learner motivation for content 
	PRESENTATION: discovering ideas and applications using hyperlinks to resource materials.
Online Collaboration & Sharing Provides greater interaction between trainees and trainers
BEHAVIOURAL MODELLING: exchanging ideas with other learners & with experts; 
Delivery methods for instruction are primarily learner-driven, online using the internet
ENACTIVE MASTERY: working on virtual team projects, where trainers are more coaches and resource persons. This also reduce the costs associated with delivering training.
Admin of Feedback (for progress assessment) is fairly quick (& private)
Another Benefit of E-Learning for Trainees is:  Flexibility and convenience (Trainees learn at home or away from work OR EVEN ON THE JOB, in a JIT APPROACH; So E-Learning is like a BRIDGE between OFF the job & ON the Job.  It allows trainees to progress at own pace (without shame); Available all the time (“just-in-time training”; Greater control over learning)
Other Benefits of E-Learning for Organizations: Consistency, Cost Savings & Quickness (All trainees receive the same training; Large numbers can be trained in a short period, at multiple sites across the globe with fewer trainers involved; Can track trainees performance; useful for legal documentation; Increase efficiencies and cost savings
When is Tech-Based Training most effective? 
· Not as effective for learning soft skills, psychomotor skills, or team skills
· Not as effective for learning complex material, is more effective for cognitive learning of less complex material
HOW TO DESIGN LEARNING MODULES TO BE USER-FRIENDLY ?
· Keep it Short/Concise, with content that doesn’t overload trainees, and web pages/screens that are not confusing
· Keep each instructional segment self-contained, with smooth transitions between instructional segments
· Take care to prevent trainees from clicking on links where they may learn wrong things or learn incompletely  (e.g., Waste time accessing and finding material, thereby raising costs)
· ADDITIONAL TECH CONSIDERATIONS INCLUDE:
·  Ee’s must have access to, and basic competency with the needed technology ( tech support could be provided to supplement this, but  the IT specialists would need to have confirmed system requirements can be met beforehand)
· Trainees are suitably motivated (because they’re going to have to do a lot of it on their own!) 
· Make trainees and their managers accountable for course completion & learning
· Allow Trainees to opt to learn only that which is relevant to their job

E-Learning Delivery Methods
1. Email, blogs, websites 
2. Online referencing/ Hyperlinks can be made available to click on for additional information.
Hyperlinks are links that allow a trainee to access other websites that include printed materials, as well as communications links to experts, trainers and other learners.
3. Testing Assessment (e.g., CQ)
4. & 5. Online distance learning 
· is used by geographically dispersed organisations to provide information about new products, policies, procedures and skills training, and expert lectures to field locations.
· features two-way communications between people (albeit possibly partially asynchronous, like in BB Learn)
· involves two types of technology
· Teleconferencing (lectures)
· individualised training based on personal computers.
· A Learning management system (LMS) is a technology platform that helps you manage, deliver and track learning activities (e.g.., Blackboard Learn).
· Learning portals (or online learning centres/CoPs) an be used for a variety of training programs and to access online classes.  They provide, via e-commerce transactions, access to training courses, services and online learning communities from many sources.
6. Expert Systems, Electronic Perf Support Systems – used for? Give eg
· Perf Support Systems can involve e-learning technology, or can be supported with the use of lower-tech performance aids (e.g., Nursing station checklist; washroom-cleaning checklist, etc)
Blended Learning (both Classroom and E-learning)
Blended learning combines online learning, face-to-face instruction & other methods. It’s highly motivating for trainees because (See Slide).
It is also an excellent example of how e-learning can be both “Off-the-job” and “On-the-Job” (latter refers to the face to face part where collaborative learning occurs).
Technology can support collaborative learning in the form of : 
· online communities of learning (e.g., CoP).
· electronic messaging systems
· electronic meeting systems
Digital collaboration can be:
· synchronous: trainers, experts and learners interacting with each other live and in real time; just like face-to-face classroom instruction, and/or
· asynchronous: non-real-time interactions; learners can access information resources when they desire them.
Types of ON-the-Job Training
1. Coaching 
2. Apprenticeship programs
3. Informal Learning (e.g., online or in person, via Action Learning Alliances/CoPs)

1. Coaching
Definition:
·  Largely Formal, structured method 
· A seasoned employee works closely with another employee (to develop insight, motivate, build skills & provide support via feedback). 
Key Elements: 
· Agreed-upon plan or set of objectives 
· Work environment as training laboratory
Effective at building
·  interpersonal communication skills
· leadership skills
· self-management skills
Individual benefits: 
· Improves job attitudes (e.g., toward working relationships) 
· increases rate of advancement and salary increases (one-on-one attention)
Organizational benefits: 
· Increases in productivity (efficiency & quality), retention; 
· E.g., customer service --  decreases in customer complaints & accompanying costs.
“PIPF” Process: How Effective Coaching Works
Step 1 Preparation: Initial Discussion, Setting objectives
Determine what trainee already knows and nature of the tasks to be performed
Develop communication strategy that fits trainee (person-focused)
The coach-trainee relationship must be managed well, important to get off to a good start
Build trust and understanding
Coach must be able to relate to employee
Stages: 1) Put trainee at ease, 2) guarantee the learning, 3) build interest/motivation in collectively developing a challenging goal orientation
Step 2 Instruction
   Telling, showing, explaining, and demonstrating the task
          Repeat and explain key points in detail
Allow trainee to see whole job (& how task fits into it) again
Step 3 Performance
Trainee performs task under guidance from instructor who provides insightful feedback and reinforcement
Ask trainee to perform less difficult parts of job
Incrementally build capabilities by allowing trainee to eventually perform entire job
Step 4 Follow Up
Trainer monitors performance and provides feedback to create sense of accountability; Gradually tapers off instruction as employee gains confidence & skill
Other Tips for Coaches
-Should not be managed differently/completely independently from other types of training (Coaching should be part of broader process)
-Trainers must be properly chosen based on a needs assessment
-Learning principles need to be applied (e.g., Ongoing dialogue and feedback, Trainee Ownership must be maintained for motivation)
-Effectiveness should be evaluated


2. Apprenticeship Programs

Definition: Training for skilled trades that combines OJT and classroom instruction (latter not usually > 20% of the apprenticeship training)
In Canada, apprenticeship system covers over 65 regulated occupational trades in four occupational sectors:
1. Construction (e.g., stone mason, electrician, carpenter, plumber)
2. Motive power (e.g., motor vehicle mechanic, machinist)à
3. Industrial (e.g., industrial mechanic, millwright)
4. Service (e.g., baker, cook, hairstylist)
· Differs from other training methods in that is it regulated by the Federal govt through the Cdn Council of Directors of Apprenticeship (CCDA), which includes a partnership with provincial governments & industry.
·  The system is highly dependent on employers  to sponsor apprentices which many Cdn orgs are reluctant to do (even though research shows a return of $1.47 per dollar spent). Grants are available to apprentices and employer sponsors.
QUESTION: What is the status of interprovincial mobility of environmental trades ?
ANSWER: The issue of interprovincial mobility of trades is addressed by the CCDA via the Interprovincial Standards Red Seal Program (also known more simply as the Red Seal Program) . 

Informal Learning
Involves 
· Collaboratively identifying real problems
· developing solutions
· testing them and evaluating consequences
Advantages: 
· quickly test theories in real-time in the real world 
· Changes trainees from passive information receivers to problem solvers
Disadvantage: 
· accept responsibility for solutions (no pre-determined “right answers” to dilemma questions)

Orientation Training is about structuring the Socialization Process

Organisational socialisation is the process by which new employees are transformed into effective members of the organisation.
The purpose of an orientation program is to:
· learn about the organisation (facilitate the encounter)
· establish work relationships (help them  settle in).
Effective orientation programs result in 
Employees who are better prepared to perform their jobs effectively – they have learned ‘how things work’ here
Employees who have  a strong commitment and loyalty to the organisation. This reduces turnover.
Effective orientation programs include 
1. Information on both the technical and social aspects of the job
· e.g., how the employee’s job fits into org’l effectiveness
2. Information about the organisation
· e.g., products, services and customers 
3. Active involvement of the new employee.
· E.g.,Employees are encouraged to ask questions; New employees are not debased or embarrassed.
4. Active involvement of peers, managers and senior co-workers
· E.g., Formal and informal interactions with managers and peers occur => And this can occur in a formal classroom context and/or on the job via coaching
Coaching has a role to play in orientation programs, which effectively socialize employees to new job experiences

What to Train for C/C Effectiveness
· Knowledge: 
· Accurate Psychological Contract
· Declarative knowledge about culture
· Cognitive Strategies (CQ strat.thinking)
· Skills
· Behavioural CQ
· Trainer competencies
· Affective: 
· Willingness (motivation) to be C/C effective overseas (motivational CQ)
Info-Giving CCT Program (Low Rigor)
Lecture-Based
· “Survival-level” language training
· Audio-Visual/written materials
· Area briefings (Lectures)
Affective CCT Programs (Moderate Rigor)
· Interactive language training
· Cases/critical incidents/Cultural Assimilator
· Role-playing (& films with behavioral role models)
· Stress-reduction training
Immersion CCT Program (High Rigor)
· Immersion Language training
· Assessment Centre
· Simulations/Sensitivity training (more complex than role-playing)
· Field Visits (“on the job” – next methods lecture)

On-Site Coaching/Mentoring
Orientation to the host country can also be provided 
(e.g., through a mentoring relationship)
-Expatriates and their families may be paired with a coach from the host country who helps them understand the new, unfamiliar work environment and community.

Why is Informal Learning also important in MNC Expat Transfers?
To promote Alignment to Corporate Culture 
·  Helps to have common corporate language 
(=> requires commonly interpreted meanings)
· Development of relationships (personal networks) for Global Knowledge Sharing helps to facilitate this
12 Common Instructor Problems

Instructor Characteristics
1. Fear
2. Credibility
3. Personal 
experiences

Trainer/Trainee Interaction
4. Difficult learners
5. Participation
6. Timing
7. Adjusting instruction
8. Questions
9. Feedback

Presentation Techniques
10. Media, materials, facilities
11. Opening and closing techniques
12. Dependence on notes


Interaction Problems: Problem Participation 
1. The hesitant one
2. The monopolizer, The detailed voice of experience, The show off
3. The conceptual arguer (contrarian), The angry loophole-pointer
4. The demeaning hostile one, the idea zapper
5. nonlistener/ interrupter, The tangent taker, The rigid ideologue
6. The complainer, The negative one
7. The clown
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