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Preface

Traditionally, training and development was not viewed as an activity that could help com-
panies create “value” and successfully deal with competitive challenges. Today, that view
has changed. Companies that use innovative training and development practices are likely
to report better financial performance than their competitors that do not. Training and
development also helps a company to meet competitive challenges. Current recessionary
economic times have resulted in cuts in training and development budgets. However, com-
panies need to continue to rely on efficient and effective training practices to help employ-
ees strengthen or increase their skills in order to improve or make new products, generate
new and innovative ideas, and provide high quality customer service. Also, development
activities and career management are needed to prepare employees for managerial and
leadership positions and to attract, motivate, and retain talented employees at all levels and
in all jobs. Training, development, and career management are no longer in the category of
“nice to do”—they are a “must do” in order for companies to gain a competitive advantage
and meet employees’ expectations.

Businesses today must compete in the global marketplace, and the diversity of the work
force continues to increase. As a result, companies need to train employees to work with
persons from different cultures both in the United States and abroad. New technologies
such as Web-based training and iPods reduce the costs associated with bringing employees
to a central location for training. At the same time, the challenge is how to ensure that these
training methods include the necessary conditions (practice, feedback, self-pacing, etc.)
for learning to occur. Also, through the blended learning approach companies are seeking
the best balance between private, self-paced, technology-based training (such as online
learning), and methods that allow interpersonal interaction among trainees (such as class-
room instruction or active learning).

The role of training has broadened beyond training program design. Effective instruc-
tional design remains important, but training managers, human resource experts, and
trainers are increasingly being asked to create systems to motivate employees to learn, cre-
ate knowledge, and share that knowledge with other employees in the company. Training
has moved from an emphasis on a one-time event to the creation of conditions for learning
that can occur through collaboration, online learning, traditional classroom training, or a
combination of methods. There is increased recognition that learning occurs outside the
boundaries of a formal training course.

Also, the employee-employer relationship has changed. Due to rapidly changing busi-
ness environments and competition that can quickly cause profits to shrink and skill needs
to change, companies are reluctant to provide job security to employees. At the same time,
as employees see downsizing take place (or experience it themselves!), they are reluctant
to be fully committed to company goals and values. As a result, both employees and com-
panies are concerned with developing future skills and managing careers. Companies want
a work force that is motivated and productive, has up-to-date skills, and can quickly learn
new skills to meet changing customer and marketplace needs. Employees want to develop
skills that not only are useful for their current jobs but also are congruent with their
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personal interests and values. Employees are interested in developing skills that can help
them remain employable with either their current employer or a future one. Given the
increasing time demands of work, employees are also interested in maintaining balance
between work and nonwork interests.

The chapter coverage of Employee Training and Development reflects the traditional as
well as the broadening role of training and development in organizations. Chapter 1 intro-
duces the student to the role of training and development in companies. Chapter 2, “Strate-
gic Training,” discusses how training practices and the organization of the training function
can support business goals. Because companies are interested in reducing costs, the amount
of resources allocated to training is likely to be determined by how much training and devel-
opment activities help the company reach business goals. Topics related to designing train-
ing programs are covered in Chapters 3 through 6. Chapter 3, “Needs Assessment,”
discusses how to identify when training is appropriate. Chapter 4, “Learning: Theories and
Program Design,” addresses the learning process and characteristics of a learning environ-
ment, and it provides practical suggestions for designing training to ensure that learning
occurs. Chapter 5, “Transfer of Training,” emphasizes what should be done in the design of
training and the work environment to ensure that training is used on the job. Chapter 6,
“Training Evaluation,” discusses how to evaluate training programs. Here the student is
introduced to the concepts of identifying cost-effective training; evaluating the return on
investment of training and learning; and determining if training outcomes related to learn-
ing, behavior, or performance have been reached. Chapters 7 and 8 cover training methods.
Chapter 7, “Traditional Training Methods,” discusses presentational methods (e.g., lecture),
hands-on methods (e.g., on-the-job training, behavior modeling), and group methods (e.g.,
adventure learning). Chapter 8, “E-Learning and Use of Technology in Training,” introduces
the student to new technologies that are increasingly being used in training. These technol-
ogy-based training methods include Web-based instruction, distance learning, e-learning,
iPods, simulations, virtual worlds, and blended learning. Chapters 7 and 8 both conclude by
comparing training methods on the basis of costs, benefits, and learning characteristics.

Chapter 9, “Employee Development,” introduces the student to developmental methods
(assessment, relationships, job experiences, and formal courses). Topics such as 360-degree
feedback and mentoring are discussed. Chapter 10, “Special Issues in Training and Employee
Development,” discusses cross-cultural training, diversity training, school-to-work programs,
and skill-based pay. Chapters 11 and 12 deal with careers and career management. Chapter 11,
“Careers and Career Management,” emphasizes the protean career and the career management
process. Chapter 12, “Special Challenges in Career Management,” deals with special issues
that trainers, employees, and managers face. These issues include skills obsolescence, plateau-
ing, career breaks, employee orientation and socialization, work-life balance, downsizing, out-
placement, and retirement. Last, Chapter 13, “The Future of Training and Development,”
looks at how training and development might be different 10 or 20 years from now.

Employee Training and Development is based on my more than 20 years of teaching
training and development courses to both graduate and undergraduate students. From
this experience, | have realized that managers, consultants, trainers, and faculty work-
ing in a variety of disciplines (including education, psychology, business, and indus-
trial relations) have contributed to the research and practice of training and
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development. As a result, the book is based on research conducted in several disci-
plines while offering a practical perspective. The book is appropriate for students in a
number of programs. It suits both undergraduate and master’s-level training courses in
a variety of disciplines.

DISTINCTIVE FEATURES

This book has several distinctive features. First, my teaching experience has taught me that
students become frustrated if they do not see research and theory in practice. As a result, one
distinctive feature of the book is that each chapter begins with a vignette of a company prac-
tice that relates to the material covered in the chapter. Many examples of company practices
are provided throughout the chapters. Each chapter ends with a case and related questions
that give students the opportunity to apply the chapter’s content to an actual training or
development issue.

A second distinctive feature of the book is its topical coverage. The chapters included
in Part 2 relate to training design (needs assessment, training methods, learning environ-
ment, transfer of training, and evaluation). Instructional design is still the “meat and pota-
toes” of training. Part 3 covers the more exciting part of training and development, that is,
training and development methods. But as the role of managers and trainers broadens,
they are increasingly involved in understanding career issues and career management. For
example, managers and trainers need to be concerned with understanding generational
differences in employees’ career needs, career paths, cross-cultural training, diversity,
outplacement, skills obsolescence, and succession planning—topics that fall outside the
realm of instructional design. These topics are covered in the chapters included in Part 4
of the book.

The book begins with a discussion of the context for training and development. Part 1
includes chapters that cover the economic and workplace factors that are influencing trends
in the training profession. In addition, these chapters discuss the need for training, develop-
ment, and learning to become strategic (i.e., to contribute to business strategy and organiza-
tional goals). Why? In successful, effective training, all aspects of training—including
training objectives, methods, evaluation, and even who conducts the training—relate to the
business strategy. More and more companies are demanding that the training function and
training practices support business goals; otherwise training may be outsourced or face
funding cuts. Although students in business schools are exposed to strategic thinking, stu-
dents in psychology and education who go on to become trainers need to understand the
strategic perspective and how it relates to the organization of the training function and the type
of training conducted.

Not only has technology changed the way we live and the way work is performed, but
it also has influenced training practice. As a result, one chapter of the book is devoted
entirely to the use of new technologies for training delivery and instruction, such as online
learning, blended learning, iPods, virtual worlds, and personal data assistants (PDAS).

The book reflects the latest “hot topics” in the area of training. Some of the new topics
discussed in the book are corporate universities, outsourcing training, developing and
measuring human capital, learning management systems, competencies, knowledge man-
agement, e-learning, the use of mobile technology (such as iPods and PDAS) and virtual
worlds (such as Second Life) for training. Each chapter contains the most recent academic
research findings and company practices.
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FEATURES DESIGNED TO AID LEARNING

Employee Training and Development provides several features to aid learning:

1.

Each chapter lists objectives that highlight what the student is expected to learn in that
chapter.

In-text examples and chapter openers feature companies from all industries including
service, manufacturing, and retail, and nonprofit organizations.

Discussion questions at the end of each chapter help students learn the concepts pre-
sented in the chapter and understand potential applications of the material.

Important terms and concepts used in training and development are boldfaced in each
chapter. Key terms are identified at the end of each chapter. These key terms are impor-
tant to help the student understand the language of training.

Application assignments are useful for the students to put chapter content into practice.
Most chapters include assignments that require the student to use the World Wide Web.
Cases at the end of each chapter and part help students apply what they have learned to
training and development issues faced by actual companies.

Name and subject indexes at the end of the book help in finding key people and topics.

WHAT’S NEW IN THE FIFTH EDITION

I want to personally thank all of you who have adopted this book! Based on the comments
of the reviewers of the fourth edition and training research and practice, | have made sev-
eral improvements. Some important changes in the fifth edition of Employee Training and
Development stand out:

Each chapter has been updated to include the most recent research findings and new
best company practices. New examples have been added in each chapter’s text.

All the chapter opening vignettes are new. For example, the opening vignette for
Chapter 8, “E-Learning and use of Technology in Training,” highlights how Dunkin’
Donuts® is using a blended learning approach to help franchisees run a successful and
profitable business.

This edition offers new and expanded coverage of such topics as outsourcing training,
business-embedded training functions, knowledge management, blended learning,
learning management systems, intangible assets and human capital, implications of the
aging work force for training and development, new technologies in training, (including
virtual worlds such as Second Life), and how to design programs, courses and lessons.
Each chapter ends with application assignments, including new and updated Web-based
exercises. These assignments are also found on the book’s Web site.

Each chapter concludes with a brief case that illustrates a training, development, or
learning issue faced by a company. The case questions ask students to consider the issue
and make recommendations based on the chapter content.

To help students better understand the connections between topics, the book is now
organized into five different parts. Part 1 focuses on the context for training and devel-
opment and includes a chapter devoted to strategic training. Part 2 includes coverage
related to the fundamentals of designing training programs. Chapters in Part 2 focus on
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needs assessment, learning theories and program design, transfer of training, and train-
ing evaluation. Part 3 focuses on training and development methods and includes
chapters devoted to traditional training methods, e-learning and the use of technology
in training, employee development, and special issues in employee development, such
as managing diversity, succession planning, and cross-cultural preparation. Chapters in
Part 4 cover career issues and how companies manage careers as well as challenges in
career management, such as dealing with work-life conflict, retirement, and socializa-
tion. Finally, Part 5 provides a look at the future of training and development.

New to this edition, Business\Week cases at the end of each of the five parts of the
book look at training and development issues companies are facing and encourage
students to critically evaluate each problem and apply what they have learned in that
part of the text.
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Chapter One

Introduction to Employee
Training and Development

Objectives 4. Describe how much money is spent on
training in U.S. companies and how

After reading this chapter, you should be ;
the money is used.

able to
5. Discuss the key roles for training pro-
1. Discuss the forces influencing the fessionals.

workplace and learning, and explain
how training can help companies deal
with these forces.

6. Identify appropriate resources (e.g.,
journals, Web sites) for learning about

training research and practice.
2. Discuss various aspects of the training

design process.

3. Describe the amount and types of
training occurring in U.S. companies.

Forces Affecting the Workplace Make Training a Key
Ingredient for Company Success

Customer service, productivity, safety, employee retention and growth, the downturn
in the economy, coping with the retirement of skilled employees—these are some of
the issues affecting companies in all industries and sizes and influencing training prac-
tices. Four companies—Boston Pizza, Seattle City Light, Starbucks, and US Airways—
provide examples of how these concerns have affected business and how training has
helped them succeed.

Boston Pizza International, a casual restaurant chain, recognized that most of its
managers understood the Boston Pizza concept but lacked the soft skills needed to
be successful managers. At Boston Pizza College, managers learn and practice skills
needed for successful store management. The learning initiative has paid off.
Reports from secret shoppers and quality assurance visits have improved, and the
restaurant chain has increased retention in an industry in which turnover can
approach 300 percent.



Chapter 1 Introduction to Employee Training and Development 3

Seattle City Light, the city’s municipally owned electric company, expects more
than a quarter of its work force to retire within the next five years. Seattle City Light
is using training courses and interactions with more experienced employees and
mentors to help employees learn new and innovative technologies as well as the elec-
trical system’s history to prevent electrical demand from overloading aging dams and
power tunnels. Final exams and hands-on field tests are administered after training to
ensure that new employees have acquired the knowledge and skills needed to be
successful operators. The company also uses apprenticeship programs to develop
technical employees such as hydro machinists. They are rotated throughout the plant
to ensure they understand how their role and their interactions with other employees
contribute to the effective and efficient operation of the utility.

Starbucks believes that the key to company success is its employees or partners.
Training is integral to Starbucks’s strategy for successfully competing in a weak econ-
omy in which customers are spending less. The attitudes and abilities of the partners
who greet and serve customers are key to creating positive customer service and
repeat business. Every new U.S. employee starts his or her job in paid training called
“First Impressions.” Store managers serve as trainers. The training focuses on coffee
knowledge and how to create a positive experience for customers. Training special-
ists from headquarters work with store managers to ensure that training is consistent
across all stores. The training courses are also frequently updated. Managers and
assistant store managers take a 10-week retail management training course. Com-
puter, leadership, and diversity training are available. Most corporate employees
begin their careers with Starbucks in immersion training. Immersion training involves
working in a Starbucks store and learning the business by experiencing making bev-
erages and interacting with customers. When Starbucks enters a new international
market, partners are brought to Seattle for 6 to 12 weeks of training and then sent
to other locations to get store experience. To ensure that customers are delighted and
that the coffee served meets high quality standards, Starbucks shuts down opera-
tions of most of its stores for a full day training event. The training event, known as
“Perfect the Art of Espresso,” was designed to help baristas deliver high quality
espresso. One activity consisted of pulling an espresso shot and then evaluating the
process and the product (was it the right color? Did it take too long or too short a
time?). Staff discussions about how the training would benefit customers were held
at each store. Also, to counter the perception that Starbucks is the home of the
$4 cup of coffee, the company is training baristas to tell customers that the average
price of a Starbucks beverage is less than $3 and that 90 percent of Starbucks drinks
cost less than $4. Baristas are also encouraged to promote the company’s new dis-
counted pairing of coffee and breakfast for $3.95.

US Airways Group provides extensive training for flight attendants and pilots.
Newly hired flight attendants receive five weeks of training, including an introduction
to the aviation industry, and Airbus cabin simulators include “door trainers” to prac-
tice opening emergency exits under difficult evacuation conditions, such as total
darkness and billowing smoke. Training also includes jumping into a pool and inflat-
ing a life raft and helping passengers into and out of a raft. Federal law requires
annual classroom safety training for flight attendants and performance drills every
two years. Pilot training includes practicing skills in a simulator that presents many
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different scenarios, such as both engines failing, and recreates the feelings and
sounds experienced in flight, including turbulence. Forced landings and water ditch-
ings are taught in the classroom. The pay-off for this type of extensive training was
most evident in the spectacularly safe landing of Flight 1549 and its 155 passengers
and flight crew in the Hudson River. Based on their almost automatic responses devel-
oped through years of training, flight attendants were able to calm passengers, pre-
pare them for a crash landing, and open doors and inflate life rafts to assist in the
orderly but quick exit of the slowly sinking airplane. The cockpit crew followed the
training they received in how to cope with engine failure and successfully conducted
a water landing.

Sources: Based on B. Hall, “The Top Training Priorities for 2006,"” Training (February 2006): 38-42;
“Seattle’s Strategy, Water Power & Dam Construction,” Training (February 29, 2009): 36; “Tops of the
Trade,” Human Resource Executive (December 2005): 1, 16-25; G. Weber, “Preserving the Counter Cul-
ture,” Workforce Management (February 2005): 28-34; S. McCartney, “Crash Courses for the Crew,"”
The Wall Street Journal (January 27, 2009): D1, D8; J. Adamy, “Schultz’s Second Act Jolts Starbucks,” The
Wall Street Journal (May 19, 2008): A1, A11; M. Weinstein, “Fresh Cup of Training,” Training (May
2008): 10; J. Adamy, “Starbucks Plays Common Joe,” The Wall Street Journal (February 9, 2009): B3.

INTRODUCTION

Boston Pizza, Seattle City Light, Starbucks, and US Airways illustrate how training can
contribute to companies’ competitiveness. Competitiveness refers to a company’s ability
to maintain and gain market share in an industry. Although they are different types of busi-
nesses, these four companies have training practices that have helped them gain a
competitive advantage in their markets. That is, the training practices have helped them
grow the business and improve customer service by providing employees with the knowl-
edge and skills they need to be successful.

Companies are experiencing great change due to new technologies, rapid development
of knowledge, globalization of business, and development of e-commerce. Also, compa-
nies have to take steps to attract, retain, and motivate their work forces. Training is not a
luxury; it is a necessity if companies are to participate in the global and electronic market-
places by offering high-quality products and services! Training prepares employees to use
new technologies, function in new work systems such as virtual teams, and communicate
and cooperate with peers or customers who may be from different cultural backgrounds.

Human resource management refers to the policies, practices, and systems that influ-
ence employees’ behavior, attitudes, and performance. Human resource practices play a
key role in attracting, motivating, rewarding, and retaining employees. Other human
resource management practices include recruiting employees, selecting employees,
designing work, compensating employees, and developing good labor and employee rela-
tions. Chapter 2, Strategic Training, details the importance placed on training in compari-
son to other human resource management practices. To be effective, training must play a
strategic role in supporting the business.

Human resource management is one of several important functions in most companies.
Other functions include accounting and finance, production and operations, research and
development, and marketing. Keep in mind that although human resource management
practices (such as training) can help companies gain a competitive advantage, the company
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needs to produce a product or provide a service that customers value. Without the financial
resources and physical resources (e.g., equipment) needed to produce products or provide
services, the company will not survive!

This chapter begins by defining training and discussing how the training function has
evolved. Next, the forces that are shaping the workplace and learning are addressed. These
forces influence the company’s ability to successfully meet stakeholders’ needs. The term
stakeholders refers to shareholders, the community, customers, employees, and all the
other parties that have an interest in seeing that the company succeeds. The discussion of the
forces shaping the workplace (including technology, globalization, attracting and winning
talent) highlights the role of training in helping companies gain a competitive advantage.

The second part of the chapter focuses on current trends in the training area. This sec-
tion also introduces you to the trainer’s role in a business and how the training function is
organized. This section should help you understand current training practices, the types of
jobs that trainers may perform, and the competencies needed to be a successful trainer (or,
if you are a manager, to identify a successful trainer). The chapter concludes with an
overview of the topics covered in the book.

WHAT IS TRAINING?

Training refers to a planned effort by a company to facilitate employees’ learning of job-
related competencies. These competencies include knowledge, skills, or behaviors that are
critical for successful job performance. The goal of training is for employees to master the
knowledge, skill, and behaviors emphasized in training programs and to apply them to
their day-to-day activities. For a company to gain a competitive advantage, its training has
to involve more than just basic skill development.! That is, to use training to gain a com-
petitive advantage, a company should view training broadly as a way to create intellectual
capital. Intellectual capital includes basic skills (skills needed to perform one’s job),
advanced skills (such as how to use technology to share information with other employ-
ees), an understanding of the customer or manufacturing system, and self-motivated cre-
ativity. Intellectual capital is discussed further in Chapter 2. Keep in mind that,
traditionally, most of the emphasis on training has been at the basic and advanced skill lev-
els. But some experts estimate that soon up to 85 percent of jobs in the United States and
Europe will require extensive use of knowledge. Employees will be required not only to
understand the service or product development system but also to share knowledge and to
creatively use it to modify a product or serve the customer.

Many companies have adopted this broader perspective, which is known as high-leverage
training. High-leverage training is linked to strategic business goals and objectives, uses an
instructional design process to ensure that training is effective, and compares or benchmarks
the company’s training programs against training programs in other companies.?

High-leverage training practices also help to create working conditions that encourage
continuous learning. Continuous learning requires employees to understand the entire
work system, including the relationships among their jobs, their work units, and the com-
pany.® Employees are expected to acquire new skills and knowledge, apply them on the
job, and share this information with other employees. Managers take an active role in iden-
tifying training needs and help to ensure that employees use training in their work. To facil-
itate the sharing of knowledge, managers may use informational maps that show where
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knowledge lies within the company (for example, directories that list what individuals do
as well as the specialized knowledge they possess) and use technology such as groupware
or the Internet that allows employees in various business units to work simultaneously on
problems and share information.* Chapter 8 discusses how technology such as the Internet
is being used for training.

The emphasis on high-leverage training has been accompanied by a movement to link
training to performance improvement.> Companies have lost money on training because it
is poorly designed, because it is not linked to a performance problem or business strategy,
or because its outcomes have not been properly evaluated.® That is, companies have been
investing money into training simply because of the belief that it is a good thing to do. The
perspective that the training function exists to deliver programs to employees without a
compelling business reason for doing so is being abandoned. Today, training is being eval-
uated not on the basis of the number of programs offered and training activity in the com-
pany but on how training addresses business needs related to learning, behavior change,
and performance improvement. In fact, training is becoming more performance-focused.
That is, training is used to improve employee performance, which leads to improved busi-
ness results. Training is seen as one of several possible solutions to improve performance.
Other solutions include actions such as changing the job or increasing employee motiva-
tion through pay and incentives. Today there is a greater emphasis on’

» Providing educational opportunities for all employees. These educational opportunities
may include training programs, but they also include support for taking courses offered
outside the company, self-study, and learning through job rotation.

» Performance improvement as an ongoing process that is directly measurable rather than
a one-time training event.

» Demonstrating to executives, managers, and trainees the benefits of training.

» Learning as a lifelong event in which senior management, trainer managers, and
employees have ownership.

» Training being used to help attain strategic business objectives, which help companies
gain a competitive advantage.

PricewaterhouseCoopers is a good example of a company that uses high-leverage train-
ing.® Its Learning and Education (L&E) team was restructured to better link it to the busi-
ness goals related to value and impact. L&E works with the business to understand what it
wants education to be. It ensures ongoing innovation in training delivery and instructional
methods by evaluating emerging technologies and using them in small pilot projects. The
chief learning officer in charge of L&E is a member of the company’s leadership team,
which gives that individual the opportunity to discuss ideas regarding training methods,
delivery, and content with other top-level managers. L&E sponsors traditional and virtual
classroom courses, self-study, team-based learning, action learning projects, coaching and
mentoring, and conferences, and it has served more than 150,000 users each year, with
over 6,000 courses, 12,000 classroom-based training sessions, and 19,000 Web-based
training sessions.

PricewaterhouseCoopers uses a learning management system to create a single access
point for training activities. To help employees learn on an as-needed basis, the com-
pany’s e-learning includes video and audio conferencing, virtual classrooms, and web-
casting. To evaluate the success of training, L&E considers its influence on outcomes,
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such as retention of top people. Also, focus groups are used to determine whether
trainees and managers are satisfied with the training. A program on sustainability was
designed to help partners understand how to provide solutions for their clients. The com-
pany’s investment in the program has paid off. The company believes it has achieved a
return on investment of more than 1,000 percent in new business sold and reputation
gains in the marketplace. In the future, L&E plans to further strengthen the relationship
between training, development, and the business by focusing on how it can make learn-
ing even more accessible and closer to the point where employees need it. L&E wants to
integrate learning and knowledge to speed employees’ development and improve their
competencies.

This discussion is not meant to underestimate the importance of “traditional train-
ing” (a focus on acquisition of knowledge, skills, and abilities), but it should alert you
that for many companies training is evolving from a focus on skills to an emphasis on
learning and creating and sharing knowledge. This evolution of training is discussed in
Chapter 2.

DESIGNING EFFECTIVE TRAINING

The training design process refers to a systematic approach for developing training pro-
grams. Figure 1.1 presents the seven steps in this process. Step 1 is to conduct a needs
assessment, which is necessary to identify whether training is needed. Step 2 is to ensure
that employees have the motivation and basic skills necessary to master the training con-
tent. Step 3 is to create a learning environment that has the features necessary for learning
to occur. Step 4 is to ensure that trainees apply the training content to their jobs. This step
involves having the trainee understand how to manage skill improvement as well as getting
co-worker and manager support.

FIGURE 1.1 Training Design Process

1. Conducting Needs Assessment 2. Ensuring Employees’ 3. Creating a Learning Environment
Organizational Analysis Readiness for Training Learning Objectives
Person Analysis Attitudes and Motivation Meaningful Material
Task Analysis Basic Skills Practice

Feedback
Community of Learning
5. Developing an Evaluation Plan 4. Ensuring Transfer of Training Modeling
- - Program Administration
Identify Learning Outcomes Self-Management
Choose Evaluation Design Peer and Manager
Plan Cost-Benefit Analysis Support

6. Selecting Training Method 7. Monitoring and Evaluating

Traditional the Program
E-learning

Conduct Evaluation
Make Changes to
Improve the Program
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Step 5 is to develop an evaluation plan. Developing an evaluation plan includes identi-
fying what types of outcomes training is expected to influence (for example, learning,
behavior, skills), choosing an evaluation design that allows you to determine the influence
of training on these outcomes, and planning how to demonstrate how training affects the
“bottom line” (that is, using a cost-benefit analysis to determine the monetary benefits
resulting from training). Step 6 is to choose the training method based on the learning
objectives and learning environment. This step may include a traditional training method
of face-to-face interaction with a trainer or e-learning using CD-ROM or Web-based train-
ing. Step 7 is to evaluate the program and make changes in it or revisit any of the earlier
steps in the process to improve the program so that learning, behavior, change, and the
other learning objectives are obtained.

The training design process shown in Figure 1.1 is based on principles of Instructional
System Design. Instructional System Design (I1SD) refers to a process for designing and
developing training programs. There is not one universally accepted instructional systems
development model. The training design process sometimes is referred to as the ADDIE
model because it includes analysis, design, development, implementation, and evaluation.®
In Figure 1.1, Step 1, conducting needs assessment, and Step 2, ensuring employees’ readi-
ness for training, are related to analysis. The next three steps—creating a learning envi-
ronment, ensuring transfer of training, and developing an evaluation plan—are design
issues. Step 6, selecting and using a training method, relates to implementation. Step 7,
monitoring and evaluating the program, relates to evaluation. Regardless of the specific
ISD approach used, all share the following assumptions:°

« Training design is effective only if it helps employees reach instructional or training
goals and objectives.

» Measurable learning objectives should be identified before the training program begins.

 Evaluation plays an important part in planning and choosing a training method, moni-
toring the training program, and suggesting changes to the training design process.

American Infrastructure (Al), located in Worcester, Pennsylvania, uses the ADDIE
model to design training for its employees involved in construction and mining.!* Tem-
plates based on the ADDIE model are used to design and develop training and develop-
ment programs. Al uses the templates to ensure that needs assessment is conducted and
evaluation is considered as training and development programs are being designed. The
use of the templates also helps to show that training and development programs are aligned
with the business strategy and are designed to contribute to important business results—
which helps Al get the necessary financial support and encouragement from key organiza-
tional stakeholders.

Some training professionals argue that the ISD model is flawed for several reasons.'?
First, in organizations the training design process rarely follows the neat, orderly, step-
by-step approach of activities shown in Figure 1.1. Second, in trying to standardize their
own I1SD method used in the training function, some organizations require trainers to pro-
vide detailed documents of each activity found in the model. This adds time and cost to
developing a training program. Third, the 1SD implies an end point: evaluation. However,
good instructional design requires an iterative process of design, execution, evaluation, and
reconsideration of the needs that the program was designed to meet as well as the learning
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environment, the transfer of training, and all the other activities in the ISD process. Despite
these criticisms, the ISD model can be considered a set of general guidelines that trainers
need to follow to ensure effective training.

The training design process should be systematic yet flexible enough to adapt to busi-
ness needs. Different steps may be completed simultaneously. Keep in mind that designing
training unsytematically will reduce the benefits that can be realized. For example, choos-
ing a training method before determining training needs or ensuring employees’ readiness
for training increases the risk that the method chosen will not be the most effective one for
meeting training needs. Also, training may not even be necessary and may result in a waste
of time and money! Employees may have the knowledge, skills, or behavior they need but
simply not be motivated to use them.

The introduction of new technologies such as podcasting (discussed in Chapter 8)
highlights a shift from trainees having to learn from an instructor in one location to
trainees learning independently and not being bound to learn in the workplace. Still,
good training design requires determining the trainees’ needs, identifying resources so
that trainees can learn what they need to know, and providing them with access to refer-
ence materials and knowledge bases when they encounter problems, issues, or questions
on the job.™

The development of a Web-based training program focusing on teaching managers
skills needed to run effective business meetings provides a good example of use of the
instructional design process. The first step of the process, needs assessment, involved
determining that managers lacked skills for conducting effective meetings and helped to
identify the type of meetings that managers were involved in. The needs assessment
process involved interviewing managers and observing meetings. The needs assessment
process also identified the most appropriate training method.

Because the managers were geographically dispersed and had easy access to com-
puters and because the company wanted a self-directed, self-paced program that the
managers could complete during free time in their work schedule, the training design-
ers and company management decided that Web-based training was the appropriate
method. Because training was going to be conducted over the Web, the designers had
to be sure that managers could access the Web and were familiar with tools for using
the Web (e.g., Web browsers). This relates to determining the managers’ readiness for
training.

The next step was to create a positive learning environment on the Web. Designers
made sure that the program objectives were clearly stated to the trainees and provided
opportunities within the program for exercises and feedback. For example, trainees were
asked to prepare an outline for the steps they would take to conduct an effective meeting.
The designers built into the program a feedback system that indicated to the managers
which of the steps they outlined were correct and which needed to be changed. The
designers also built in assessment tests allowing the trainees to receive feedback through
the program and to skip ahead or return to earlier material based on their scores on the
tests. The assessment included a test of meeting skills that the managers completed both
prior to and after completing the program. The assessment tests were stored in a data bank
that the company could use to evaluate whether trainees” meeting skills improved from
pretraining levels.
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THE FORCES INFLUENCING WORKING AND LEARNING

TABLE 1.1
Forces
Influencing
Working and
Learning

Table 1.1 illustrates the forces that are influencing working and learning. Globalization of
business, demographic changes, new technologies, and economic changes are several of
the forces shown in Table 1.1 that influence all aspects of our lives: how we purchase prod-
ucts and services, how we learn, how we communicate with each other, and what we value
in our lives and on the job.'* These forces are affecting individuals, communities, busi-
nesses, and society. To survive, companies must address these forces—with training play-
ing an important role.

Economic Cycles

The U.S. economy is currently in a recession. In the U.S., the current economic downturn
could be the worst since the years following World War I1. The economy has lost 5.1 million
since the beginning 2008—the most since the end of World War I1—and the unemployment
rate grew to over 8.5 percent, the highest since 1983.2° Most consumers have seen their
homes lose value, as well as experienced substantial declines in retirement savings and
household wealth, due to the collapse of the stock market. The recession has a number of
probable causes, including the subprime lending scandals and the collapse and failure of
major financial institutions such as Bear Sterns, Lehman Brothers, and Merrill-Lynch.*6 Al
of the bad news has contributed to a lack of confidence in the economy, making it difficult
for businesses and consumers alike to obtain credit and loans. Most industries, especially
retailers, automakers, manufacturing, and construction, have not escaped the crisis. Retail-
ers reported record sales declines for the 2008 holiday season as consumers reduced their
holiday spending. The Big Three automakers sought money from the government to avoid
bankruptcy and the elimination of hundreds of thousands of jobs. The highest unemploy-
ment rate at the end of 2008 was 15.3 percent in the construction sector as plans for new
homes and office buildings were postponed or canceled. The economic slowdown has not
been limited to the U.S. The economies of China and India have slowed and Europe, Mex-
ico, and Japan have slipped into recession. President Obama has proposed and the Congress
has passed an economic stimulus plan that is intended to create jobs and increase consumer
and investor confidence. However, its impact may not be realized for several years.

The poor economy means more companies are downsizing their work force, delaying
plans for new operations and growth, and revisiting training and development and human
resource budgets to cut unnecessary programs and costs. For example, just in January 2009
more than 70,000 job cuts were announced, impacting employees from Pfizer, Texas Instru-
ments, Home Depot, General Motors, Boeing, Alcoa, Andersen, and World Wrestling

Economic cycles

Globalization

Increased value placed on intangible assets and human capital
Focus on link to business strategy

Changing demographics and diversity of the work force
Talent Management

Customer service and quality emphasis

New technology

High-performance work systems
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Entertainment.!” Employees are delaying retirement and newly retired employees are
returning to work out of necessity because of losses affecting their retirement assets.

One estimate is that companies plan to cut their training budgets over 10 percent in
response to the economic crisis.'® However, such economic times also provide an opportu-
nity for companies to take a closer look at training and development to identify those activ-
ities that are critical for supporting the business strategy as well as those mandated by law
(such as safety training or sexual harassment training). Also, training technologies using
iPods and online learning will likely receive more serious consideration to reduce training
and development costs (travel costs, instructor costs) and increase employees’ access to
training. For example, Philips Electronics is cutting its training budget but will continue to
offer its Inspire program for high potential employees, emphasizing business strategy and
personal leadership topics. Philips believes that investing in leadership development will
help the company weather the recession and prepare for economic recovery. Likewise,
Estée Lauder Companies, the cosmetics maker, has realized lower profits and sales, result-
ing in the elimination of over 2,000 jobs over the next two years. But Estée Lauder is con-
tinuing its leadership development programs, which will emphasize innovation and
managing change in turbulent business conditions. Despite the recession, talent retention
is still an important concern. Some companies are creating discretionary bonus pools to
reward employees who may be recruited by other companies. To keep employees engaged,
Best Buy uses online surveys to get employees’ opinions and suggestions regarding how to
cut costs.

Globalization

Every business must be prepared to deal with the global economy. Global business expan-
sion has been made easier by technology. The Internet allows data and information to be
instantly accessible and sent around the world. The Internet, e-mail, and video conferenc-
ing enable business deals to be completed between companies thousands of miles apart.

Globalization is not limited to any particular sector of the economy, product market, or
company size.'® Companies without international operations may buy or use goods that
have been produced overseas, hire employees with diverse backgrounds, or compete with
foreign-owned companies operating within the United States.

Many companies are entering international markets by exporting their products over-
seas, building manufacturing facilities or service centers in other countries, entering into
alliances with foreign companies, and engaging in e-commerce. Developing nations such
as Taiwan, Indonesia, and China may account for over 60 percent of the world economy by
2020.2° For example, Coca-Cola is trying to build a global juice business through deals in
Latin America, Russia, and China.?! Power Curbers Inc., a small North Carolina manufac-
turer, sells construction-related machinery to more than 70 countries, including Australia,
China, Central America, and Western Europe. Its equipment helped complete the Euro-
tunnel under the English Channel. Technical Materials, a 250-employee Rhode Island
company, has been exporting high-technology materials systems to China. At Texas
Instruments (TI), with approximately 30,000 employees worldwide, 80 percent of sales
come from customers outside the United States. More than 50 percent of the wireless
phones sold worldwide contain TI’s digital signal processing.

Global companies are struggling both to find and retain talented employees, especially in
emerging markets. Companies are moving into China, India, Eastern Europe, the Middle
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East, Southeast Asia, and Latin America, but the demand for talented employees exceeds the
supply. Also, companies often place successful U.S. managers in charge of overseas opera-
tions but they lack the cultural understanding necessary to attract, motivate, and retain tal-
ented employees. To cope with these problems, companies are taking actions to better
prepare their managers and their families for overseas assignments and to ensure that train-
ing and development opportunities are available for global employees. Cross-cultural train-
ing prepares employees and their families to understand the culture and norms of the
country to which they are being relocated and assists in their return to their home country
after the assignment. Cross-cultural training is discussed in Chapter 10.

IBM obtains more than two-thirds of its revenue from outside the U.S. and is seeking
to build team leadership in order to compete in emerging markets around the world.
IBM’s Corporate Service Program donates the time and services of about 600 employees
for projects in countries such as Turkey, Romania, Ghana, Vietnam, the Phillipines, and
Tanzania.?? The goal of the program is to develop a leadership team to learn about the
needs and the culture of these countries while at the same time providing valuable com-
munity service. For example, eight IBM employees from five countries traveled to
Timisoara, Romania. Each employee was assigned to help a different company or non-
profit organization. One software-development manager helped GreenForest, a manufac-
turer of office, hotel, school, and industrial furniture, reach its goal of cutting costs and
becoming more efficient by recommending the computer equipment and systems needed
to increase production and exports to Western Europe. Another employee worked with a
nonprofit organization that offers services to disabled adults. Besides benefiting the com-
panies, the employees have also found that the experience has helped them understand
cultural differences, improve their communication and teamwork skills, and gain insight
into global marketing and strategy.

A.P. Moller-Maersk Group is a world leader in shipping, transportation, and logistics.?3
A.P. Moller-Maersk has very selective hiring as well as extensive training and development
practices. In its entry-level Maersk International Shipping Education program, one
employee is hired for approximately every 200 applicants. The new employees receive job
assignments that help them understand the entire company and its global operations, not
just one functional area. The company also provides extensive coaching and assessment of
managerial potential and provides regular feedback to keep employees focused on the
things they need to do to reach their career goals.

Globalization also means that employees working in the United States will come from
other countries. The United States takes more than 1 million immigrants, some who are
illegal. Immigrants provide scientific talent as well as fill low-wage jobs. Immigrants will
likely account for an additional million persons in the work force each year through
2012.2* The impact of immigration will be especially large in certain areas of the United
States, including the states on the Pacific Coast, where 70 percent of new entrants to the
work force are immigrants.?> Many of these immigrants will have to be trained to under-
stand the U.S. culture. U.S. employees will need skills to improve their ability to commu-
nicate with employees from different cultures. The terrorist attacks of 9/11 have not
changed the use of immigrants but have raised security issues, resulting in more deliberate
approval of visas (and longer waits for hiring to be approved).

Globalization also means that U.S. companies may move jobs overseas; offshoring
refers to the process of moving jobs from the United States to other locations in the world.
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For example, many technical workers are being asked to train their foreign replacements
who return to their home countries once the training is completed.?® The U.S. workers
either lose their jobs or are offered other jobs at lower wages. There are three reasons this
is occurring. First, the U.S. visa program allows companies to transfer workers from over-
seas offices to the United States for seven years. The workers can continue to receive their
home country wage, which is usually much less than the wages received by U.S. employ-
ees (e.g., Indian workers receive about $10 per hour compared to $60 per hour for U.S. pro-
grammers). Second, U.S. colleges are graduating fewer U.S.-born engineers, so companies
have to look overseas to hire the best employees. China graduates about four times the
number of engineers, although they are not all trained at the same level as U.S. engineers.?’
Japan graduates twice as many engineers and South Korea graduates nearly as many engi-
neers as the U.S. Third, more talented employees may be available outside the United
States.

In contrast to the computer and printer manufacturer Hewlett-Packard, which hired its
first foreign workers 20 years after its founding in 1939, search engine Google employed
people outside the United States just three years after its 1998 start.?® OfficeTiger, which
provides business services to banks, insurance companies, and other clients, has 200
employees in the United States and 2,000 in southern India. Whether its clients need type-
setting or marketing research, Indian employees can submit their work over the Internet.
Because Indian workers are generally paid only one-fifth of U.S. earnings for comparable
jobs, OfficeTiger offers attractive prices. The company is growing and expects that two-
thirds of its future hires will be in India, Sri Lanka, and countries other than the United
States.?® Regardless of company size, talent comparable to that in the United States is
available overseas at lower costs.>®> GEN3 Partners, a Boston-based product innovation
company, has a research and development lab in Saint Petersburg, Russia, that employs 90
scientists and engineers, all with advanced degrees. Russia has a tradition of scientific
excellence, and salaries are lower than for comparable talent in the United States. For small
companies such as Cobalt Group, a Seattle, Washington, automotive online services com-
pany, labor costs for its 50 research and development engineers working in a technology
center in India are about one-third of U.S. labor costs.

However, as a result of 9/11 and concerns that American employees should get the first
chance at U.S. jobs, new immigration rules have made it difficult for immigrants to seek
employment, and the number of visas permitted to be issued has not recently been
expanded. For example, in 2008 only 65,000 H-1B visas were made available, and all were
taken on the first day they were made available.!

Increased Value Placed on Intangible Assets and Human Capital

Today more and more companies are interested in intangible assets and human capital as a
way to gain an advantage over competitors. Training and development can help a com-
pany’s competitiveness by directly increasing the company’s value through contributing to
intangible assets. A company’s value includes three types of assets that are critical for the
company to provide goods and services: financial assets (cash and securities), physical
assets (property, plant, equipment), and intangible assets. Table 1.2 provides examples of
intangible assets, which consist of human capital, customer capital, social capital, and
intellectual capital. Human capital refers to the sum of the attributes, life experiences,
knowledge, inventiveness, energy, and enthusiasm that the company’s employees invest in
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TABLE 1.2
Examples of
Intangible
Assets
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Human Capital

e Tacit knowledge

e Education

¢ Work-related know-how
¢ Work-related competence

Customer Capital

e Customer relationships
® Brands

e Customer loyalty

e Distribution channels

Social Capital

e Corporate culture

¢ Management philosophy

¢ Management practices

e Informal networking systems

e Coaching/mentoring relationships

Intellectual Capital
e Patents

e Copyrights

e Trade secrets

e Intellectual property

their work.®? Intellectual capital refers to the codified knowledge that exists in a com-
pany. Social capital refers to relationships in the company. Customer capital refers to the
value of relationships with persons or other organizations outside the company for accom-
plishing the goals of the company (e.g., relationships with suppliers, customers, vendors,
government agencies). Intangible assets are equally as valuable as financial and physical
assets but they are not something that can be touched and they are nonmonetary.

Intangible assets have been shown to be responsible for a company’s competitive advan-
tage. A study by the American Society for Training and Development of more than 500
publicly traded U.S.-based companies found that companies that invested the most in train-
ing and development had a shareholder return that was 86 percent higher than companies
in the bottom half and 46 percent higher than the market average.®® Training and develop-
ment have a direct influence on human and social capital because they affect education,
work-related know-how and competence, and work relationships. Training and develop-
ment can have an indirect influence on customer and social capital by helping employees
better serve customers and by providing them with the knowledge needed to create patents
and intellectual property.

Intangible assets also contribute to a company’s competitive advantage because they are
difficult to duplicate or imitate.3* For example, consider companies in the airline industry.
Southwest Airlines consistently is profitable and ranked high in on-time arrivals and other
indicators of airline success.>® One of the distinctions between Southwest Airlines and its
competitors is how it treats its employees. For example, Southwest has a policy of no lay-
offs and was able to maintain this record even during the difficult time for airlines follow-
ing 9/11. Southwest also emphasizes training and development, which provide its
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employees with skills to perform multiple jobs. This benefit allows Southwest airplanes to
be quickly cleaned and serviced at airports because employees have multiple skill sets that
can be applied to various aspects of readying an aircraft for departure. As a result of these
human resource policies, Southwest employees are loyal, productive, and flexible (which
contributes to the success of the airline). Other airlines may have similar or greater levels
of financial assets and may have physical assets that are comparable to Southwest’s (e.g.,
same type of airplanes, similar gates), but what contributes to Southwest’s success and
gives the company a competitive advantage are its intangible assets in the form of human
capital. American Airlines and United Airlines have similar (or greater!) financial and
physical assets but have not been successful in competing with Southwest by offering
flights on the same routes.

Recognizing the importance of human capital and social capital, John Chambers, CEO
of Cisco Systems, has transformed the company from one with one or two primary prod-
ucts, in which the most important decisions are made by the top 10 people in the company,
to one where networks of employee councils and boards and Web 2.0 applications encour-
age executives to work together.%® Business unit leaders now share responsibilities for each
other’s success. Cisco’s directory is designed to help anyone inside the company find
answers to questions, a product demo, or the right person to speak to a customer in any
language, anywhere in the world. As a result of its improved face-to-face and electronic
collaboration, Cisco Systems has been able to get products to market faster.

Chapters 7, 8, and 9 discuss specific training and development activities that contribute
to the development of human and social capital. How to measure human capital is
explained in Chapter 6, Training Evaluation. The value of intangible assets and human cap-
ital has three important implications:

(1) afocus on knowledge worker,
(2) employee engagement, and
(3) an increased emphasis on adapting to change and continuous learning.

Focus on Knowledge Workers

One way that a company can increase its intangible assets, specifically human capital, is by
focusing on attracting, developing, and retaining knowledge workers. Knowledge workers
are employees who contribute to the company not through manual labor but through what
they know, perhaps about customers or a specialized body of knowledge. Employees can-
not simply be ordered to perform tasks; they must share knowledge and collaborate on
solutions. Knowledge workers contribute specialized knowledge that their managers may
not have, such as information about customers, and managers depend on these knowledge
workers to share that information. Knowledge workers have many job opportunities. If
they choose, they can leave a company and take their knowledge to a competitor. Knowl-
edge workers are in demand because of the growth of jobs requiring them.

Employee Engagement

To fully benefit from employees’ knowledge requires a management style that focuses on
engaging employees. Employee engagement refers to the degree to which employees are
fully involved in their work and the strength of their commitment to their job and the com-
pany.3” Employees who are engaged in their work and committed to their companies give
those companies a competitive advantage, including higher productivity, better customer
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service, and lower turnover.®® What is the state of employee engagement in U.S. compa-
nies? One survey of 50,000 employees across different companies showed that about 13
percent of employees are disengaged, poor performers who put minimal effort into the job
and are likely to leave the organization and about 76 percent of employees exhibit moder-
ate engagement. That is, they are marginally committed to the company and perform their
jobs to the level expected by their manager. Only 11 percent of employees surveyed have
high levels of engagement. That is, they exhibit strong commitment to the company and are
high performers who help other employees with their work, volunteer for new responsibil-
ities, and are constantly looking for ways to perform their jobs better.

Perhaps the best way to understand engagement is to consider how companies measure
employee engagement. Companies measure employees’ engagement levels with attitude or
opinion surveys. Although the types of questions asked on these surveys vary from com-
pany to company, research suggests the questions generally measure themes such as pride
in the company, satisfaction with the job, prospects for future growth with the company, and
opportunity to perform challenging work.“> As you probably realize, employees’ engage-
ment is influenced by most human resource management practices, including training and
development. A survey of senior level human resource and learning professionals conducted
by ASTD found that over 50 percent reported engagement was affected by the frequency,
quality, and number of workplace learning opportunities, employee orientation programs,
and learning that occurred through job assignments (a type of development activity).**
Training and development gives employees an opportunity for personal growth within the
company and helps provide the company with the knowledge and skills it needs to gain a
competitive advantage. Using training delivery methods that provide employees with the
flexibility to manage their personal learning while balancing other work and nonwork
responsibilities, such as online learning, helps build employee commitment to the company.

Change and Continuous Learning

In addition to acquiring and retaining knowledge workers, companies need to be able to adapt
to change. Change refers to the adoption of a new idea or behavior by a company. Techno-
logical advances, changes in the work force or government regulations, globalization, and
new competitors are among the many factors that require companies to change. Change is
inevitable in companies as products, companies, and entire industries experience shorter life
cycles.*? The characteristics of an effective change process are discussed in Chapter 13.

A changing environment means that all employees must embrace a philosophy of learn-
ing. A learning organization embraces a culture of lifelong learning, enabling all employ-
ees to continually acquire and share knowledge. Improvements in product or service
quality do not stop when formal training is completed.*® Employees need to have the finan-
cial, time, and content resources (courses, experiences, development opportunities) avail-
able to increase their knowledge. Managers take an active role in identifying training needs
and helping to ensure that employees use training in their work. Also, employees should be
actively encouraged to share knowledge with colleagues and other work groups across the
company using e-mail and the Internet.** Chapter 5 discusses learning organizations and
knowledge management in detail. For a learning organization to be successful, teams of
employees must collaborate to meet customer needs. Managers need to empower employ-
ees to share knowledge, identify problems, and make decisions. This allows the company
to continuously experiment and improve.
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As more companies become knowledge-based, it’s important that they promote and cap-
ture learning at the employee, team, and company levels. Buckman Laboratories is known
for its knowledge management practices.*® Buckman Laboratories develops and markets
specialty chemicals. Buckman’s CEO, Robert Buckman, has developed an organizational
culture, technology, and work processes that encourage the sharing of knowledge. Employ-
ees have laptop computers so they can share information anywhere and anytime using the
Internet. The company rewards innovation and knowledge creation and exchange by
including the sales of new products as part of employees’ performance evaluations. Buck-
man also changed the focus of the company’s information systems department, renaming
it knowledge transfer department to better match the service it is supposed to provide.

At American Express, the training organization was rebranded from Operations Train-
ing into what is now called the American Express Learning Network.*® The department’s
new goal is to position the American Express work force so it can better serve its cus-
tomers. At W.W. Grainger, the Grainger Learning Center is dedicated to developing sales
and customer service representatives to better understand the operations of business cus-
tomers and to better position training program offerings to meet business needs. It spon-
sors learning experiences based on the company’s strategy specifically requested by senior
executives.

Focus on Link to Business Strategy

Given the important role that intangible assets and human capital play in a company’s com-
petitiveness, managers are beginning to see a more important role for training and devel-
opment as a means to support a company’s business strategy, that is, its plans for meeting
broad goals such as profitability, market share, and quality. Managers expect training and
development professionals to design and develop learning activities that will help the com-
pany successfully implement its strategy and reach business goals. Strategic training will
be discussed in greater detail in Chapter 2.

Changing Demographics and Diversity of the Work Force
Companies face several challenges as a result of increased demographics and diversity of
the work force. Population is the single most important factor in determining the size and
composition of the labor force, which is composed of people who are either working or
looking for work. The civilian labor force is projected to increase by 13 million between
2006 and 2016, reaching 164.2 million by 2016. The work force will be older and more
culturally diverse than at any time in the past 40 years.

Increase in Ethnic and Racial Diversity

The U.S. labor force will continue to grow more ethnically and racially diverse due to
immigration, increased participation of minorities in the work force, and higher minority
fertility rates. Between 2006—2016, the labor force growth rates for Hispanics and Asians
are expected to be much faster than the rates for white non-Hispanics.*” By 2016 the work
force is projected to be 80 percent white, 12 percent African American, and 8 percent Asian
and other ethnic or cultural groups. Approximately 16 percent of the labor force will be of
Hispanic origin. The Asian and Hispanic labor force increases are due to immigration
trends and higher-than-average birth rates. The labor force participation rates of women in
nearly all age groups are projected to increase. Not only must companies face the issues of
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FIGURE 1.2
Comparison of
the Age of the
2006 and 2016
Labor Force

Source: Based on M.
Toossi, “Labor Force
Projections to 2016:
More Workers in
Their Golden Years,”
Monthly Labor
Review (November
2007): 33-52.
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race, gender, ethnicity, and nationality to provide a fair workplace, but they must also
develop training programs to help immigrants acquire the technical and customer service
skills required in a service economy.

Aging Work Force

Figure 1.2 compares the projected distribution of the age of the work force in 2006 and
2016. In 2016, baby boomers will be 50 to 68 years old, and this age group will grow sig-
nificantly between 2006 and 2016. The labor force will continue to age and the size of the
16-24-year-old youth labor force will decrease to its lowest level in 30 years. The 55 years
and older segment of the work force is expected to grow by approximately 47 percent
between 2006-2016, more than five times the 8.5 percent growth projected for the entire
work force.*® The labor force participation of those 55 years and older is expected to grow
because older individuals are leading healthier and longer lives than in the past, providing
the opportunity to work more years. In addition, the high cost of health insurance and
decrease in health benefits will cause many employees to keep working to maintain their
employer-based insurance or will prompt them to return to work after retirement to obtain
health insurance through their employer. Also, the trend toward pension plans based on
individuals’ contributions to them, rather than years of service, will provide yet another
incentive for older employees to continue working.

The aging population means that companies are likely to employ a growing share of
older workers—many of them in their second or third career. Older people want to work,
and many say they plan a working retirement. Despite myths to the contrary, worker per-
formance and learning in most jobs is not adversely affected by aging.*® Older employees
are willing and able to learn new technology. An emerging trend is for qualified older
employees to ask to work part-time or for only a few months at a time as a means to transi-
tion to retirement. Employees and companies are redefining what it means to be retired to
include second careers as well as part-time and temporary work assignments. Another
source of work force diversity is greater access to the workplace for people with disabilities.

68% 64%

2006 2016

[] 16 to 24 years old
[] 25 to 54 years old
[] 55 years and older
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Because of this diversity, it is unlikely that all employees will hold similar work values.
Research suggests that to maximize employees’ motivation and commitment to company
goals, employees should be given the opportunity to develop their skills, meet their inter-
ests, and balance work and nonwork activities.

Consider how Borders Group, the bookstore, is capitalizing on older workers through hir-
ing and retention.>® Because 50 percent of the books purchased in the U.S. are made by cus-
tomers over age 45, Borders believed that older workers could relate better to its customers. To
attract and retain older workers, Borders added medical and dental benefits for part-time
workers. The company is planning to add a “passport” program enabling employees to work
half-time in one part of the country and half-time at a different store in another part of the
country. This accommaodates the needs of older employees who may relocate to warmer cli-
mates such as Florida during the winter months, but otherwise live in other areas of the U.S.
the rest of the year. Sixteen percent of Borders’s employees are over the age of 50, over 75 per-
cent more than when the program first started. Borders’s investment is having a positive
impact on retention. The turnover rate for workers over age 50 is 10 times less than the rate for
those under 30 years old, and turnover has dropped 30 percent since the start of the program.

Table 1.3 shows how companies can use this increased diversity to provide a competi-
tive advantage. Training plays a key role in ensuring that employees accept and work more

Argument Rationale

1. Cost

As organizations become more diverse, the cost of a
poor job in integrating workers will increase.
Companies that handle this well will create cost
advantages over those that don't.
2. Employee Attraction
and Retention Companies develop reputations on favorability as
prospective employers for women and ethnic
minorities. Those with the best reputations for
managing diversity will be the most attractive
employers for women and other minority groups. As
the labor pool shrinks and changes composition, this
edge will become increasingly important.
For multinational organizations, the insight and
cultural sensitivity that members with roots in other
countries bring to the marketing effort should improve
these efforts in important ways. The same rationale
applies to marketing to subpopulations within
domestic operations.
Diversity of perspectives and less emphasis on
conformity to norms of the past (which characterize
the modern approach to management of diversity)
should improve the level of creativity.
Heterogeneity in decisions and problem-solving groups
potentially produces better decisions through a wider
range of perspectives and more thorough critical
analysis of issues.
Greater adaptability in a rapidly changing market.

3. Market Share

4. Creativity

5. Problem-solving

6. Flexibility
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effectively with each other. To successfully manage a diverse work force, managers and
employees must be trained in a new set of skills, including:

1. Communicating effectively with employees from a wide variety of backgrounds.

2. Coaching, training, and developing employees of different ages, educational back-
grounds, ethnicities, physical abilities, and races.

3. Providing performance feedback that is free of values and stereotypes based on gender,
ethnicity, or physical handicap.
4. Training managers to recognize and respond to generational differences.

5. Creating a work environment that allows employees of all backgrounds to be creative
and innovative.>

Johnson & Johnson’s analysis of women’s leadership programs showed that, although the
company was not experiencing greater turnover of women, it had been ineffective in reach-
ing multicultural women and women of color.>? Johnson & Johnson has since created a pro-
gram, titled “Crossing the Finish Line,” for high-performing, high-potential multicultural
women and women of color. The program includes a two and one-half day project assign-
ment in which participants have open conversations with their managers and with executives,
including the CEO and the vice chair of the company. The program helps Johnson & John-
son identify women who should be given new development opportunities, as well as help
them understand that they must be visible, establish networks, and take the initiative to ask
for development assignments. Also, the program educates managers about cultural differ-
ences and creates an awareness of how an employee’s culture might affect his or her career.

People with disabilities also need greater access to the workplace. Wiscraft Inc., a Mil-
waukee company, contracts with companies such as Briggs & Stratton Corporation and
Harley-Davidson to do assembly, packaging, and machining work.%® At least 75 percent of
Wiscraft’s employees are legally blind. But the company is not a charity. It competes with
other companies for contracts. It receives no subsidies from local, state, or federal govern-
ments. Employees have to rely on public transportation or friends or relatives to get to
work. Kathy Walters says she could have worked at another company but chose Wiscraft
because of its supportive culture. Walters, who is legally blind, believes she would have had
trouble finding a job that offered health benefits and paid as well as her job at Wiscraft.
The company has received 1SO 9001:2000 certification, evidence that it provides high
quality work and can compete internationally.

A survey conducted at Ernst & Young LLC found that generation Y employees (born
after 1980) want and ask for more frequent and candid feedback than baby boomers (born
1946-1964).%* As a result, Ernst & Young developed an online “Feedback Zone” where
employees can provide or ask for feedback at any time. Also, the company assigns every
employee a mentor and offers training for managers on how to give effective feedback. To
make sure employees understand generational differences and how to connect and com-
municate with employees from different generations, Aflac, the insurance provider, offers
a training program called “Connecting Generations.”>® Aflac believes that employees in all
age groups are more effective if they understand how members of each generation
approach their jobs. The program reviews the characteristics of each generation repre-
sented in the workplace. It also describes the effects of family and world events on each
generation, analyzes their work styles and employment characteristics, and helps to show
connections to bridge generation gaps.
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As discussed in Chapter 10, many companies have viewed managing diversity as a way
to reduce costs related to discrimination lawsuits rather than to improve company per-
formance. As Table 1.3 shows, management of diversity contributes to a company’s bottom
line by its influence on creativity, problem solving, employee retention, and creation of
new markets for a company’s products and services. Companies that do not manage diver-
sity will find that employees’ talents are underutilized and their personal and professional
needs are not being met. As a result, they will become dissatisfied and leave, resulting in a
poorly performing, less competitive organization. Companies that are known for managing
diversity also have an edge in attracting talented employees.

Talent Management

Talent management refers to attracting, retaining, developing, and motivating highly
skilled employees and managers. Talent management is becoming increasingly more
important because of changes in demand for certain occupations and jobs, skill require-
ments, the anticipated retirement of the baby boomer generation, and the need to develop
managerial talent with leadership skills. Also, the results of surveys suggest that opportu-
nities for career growth, learning, and development, and the performance of exciting and
challenging work are some of the most important factors in determining employees’
engagement and commitment to their current employer.%® It is important to identify
employees who want to develop their skills and seek promotions and to keep them grow-
ing through new job experiences and training. For example, Liz Claiborne tries to avoid
turnover of the company’s best employees by creating jobs with growth potential.>” These
jobs involve new assignments that require employees to apply their skills in different ways
or to learn new skills. Sales managers are encouraged to spend more time in operations
where they can learn about product flow, delivery, and other technical processes. This helps
sales managers become better qualified for general manager jobs. Bristol-Meyers encour-
ages employees in corporate staff positions to exchange jobs with other employees who
work in the business units, such as the pharmaceutical business.

Occupational and Job Changes

The labor force is projected to increase from 13 million to 164.2 million in 2016. Most of the
growth is expected within the service-providing industries, in which employment is projected
to increase 15.8 million, rising to 130.2 million by 2016.% Employment in services is expected
to account for 86 percent of all jobs. Examples of service-providing industries include educa-
tional services, health care, leisure and hospitality, transportation, government, utilities, and
wholesale and retail trade. Jobs in goods-producing industries, including mining, construction,
and manufacturing, are projected to decrease, falling to 21.8 million in 2016.

Table 1.4 shows examples of the projected fastest-growing occupations between 2006
and 2016. Professional and related occupations and the services occupational group are
expected to add the most jobs and have the fastest growth rate between 2006-2016.%°
Health care practitioners and technical occupations are projected to add the most jobs
(1.4 million) and computer and mathematical occupations are expected to grow the fastest
(24.8 percent growth rate). In the services occupation group, by 2016 food preparation and
related services are expected to generate the most new jobs and health care support is
expected to grow the fastest (27 percent). Medical and dental assistants, nurses, and home
health aides are examples of health care support occupations. Fishery, forestry, and farm-
ing occupations and production occupations are expected to have declines in the number of
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TABLE 1.4 Examples of the Fastest-Growing Occupations

Employment Change, 2006-2016

Number Most Significant

Occupation (in thousands) Percent Education or Training
Network systems and data

communications analysts 140 54 Bachelor’s degree
Personal and home health care aids 389 51 Short-term on-the-job training
Home health care aides 384 49 Short-term on-the-job training
Computer software engineers,

applications 226 45 Bachelor’s degree
Veterinary technologists and technicians 29 41 Associate degree
Personal financial advisors 72 41 Bachelor’s degree
Makeup artists, theatrical

and performance 1 40 Postsecondary vocational award
Medical assistants 148 35 Moderate-term on-the-job training
Veterinarians 22 35 First professional degree

Source: Based on A. Dohm and C. Shniper, “Occupational Employment Projections to 2016,” Monthly Labor Review (November 2007): 86-125.

jobs between 2006-2016. The aging of the population and the labor force means that jobs
in health care and social assistance services are expected to have the fastest growth rate
between 2006-2016, adding four million new jobs, or 27 percent of all new nonagricul-
tural wage and salary jobs.

Occupations that require a bachelor’s degree or higher for an entry-level position will
grow faster than average for all occupations. Of the fastest growing occupations, 18 of the
30 are in professional and related occupations, and 10 are in service occupations. Fifteen
of the thirty fastest-growing occupations require a bachelor’s degree or higher as their most
significant source of education and training. Most of the 30 fastest-growing occupations
are considered professional and related occupations, which include health care, education,
and science-related occupations.

Retirement of Baby Boomers

As the oldest baby boomers begin to retire in the next several years, the implications for the
work force could be enormous.®® This could hinder prospects for economic growth and put
a greater burden on those remaining in the work force, perhaps forcing them to work longer
hours. Especially in occupations with functions less conducive to technology-driven pro-
ductivity innovations—many jobs in health services and educational services, for example—
service may suffer and needs could go unmet unless older workers can be retained or other
sources of workers can be found. Even in occupations in which technological innovations
have produced relatively large productivity gains—many of the more complex machining
jobs in manufacturing, for example—the learning curves often are steep, meaning that new
workers need to enter these occupations soon, so they can become proficient in the neces-
sary skills by the time the baby boomers begin leaving the labor force.

It is also important for companies to try to capture the valuable knowledge that is leav-
ing.%! To ensure that the expertise of retiring engineers is not lost, NASA is using phone
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interviews to capture their experiences.®? These engineers have been designated as NASA
Discipline Experts; each has been identified by NASA as an expert in a specific field of
study such as propulsion or shuttle life support. The experiences captured on audiotape are
turned into courses held at universities that offer graduate programs in aeronautics, such as
the University of Maryland. A similar approach is used at the federal Department of Hous-
ing and Urban Development, where many employees are now retirement-eligible.%® Sub-
ject matter experts are identified and trained to conduct workshops or make presentations.
The agency uses its own studios to videotape the presentations and broadcast the informa-
tion to Housing and Urban Development sites across the United States. The video is made
available on the department’s internal Web site. Interviewers who capture knowledge must
know what questions to ask and how to get employees to talk about their knowledge. Many
experienced employees may not recognize what is special about their personal knowledge
and, as a result, have a difficult time speaking about it.

Skill Requirements

As the occupational structure of the U.S. economy has shifted, skill requirements have
changed.® The demand for specific skills is being replaced by a need for cognitive skills—
mathematical and verbal reasoning ability—and interpersonal skills related to being able
to work in teams or to interact with “customers” in a service economy (e.g., patients, stu-
dents, vendors, suppliers). Cognitive and interpersonal skills are important because in the
service-oriented economy employees must take responsibility for the final product or serv-
ice. Variety and customization require employees to be creative and good problem solvers.
Continuous innovation requires the ability to learn. To offer novelty and entertainment
value to customers, workers must be creative. Most companies relate these skills with edu-
cational attainment, so many firms use a college degree as a standard to screen prospective
employees.

The future U.S. labor market will be both a knowledge economy and a service economy.®
There will be many high-education professional and managerial jobs and low-education
service jobs. Boundaries between knowledge and service work are blurring, creating
“technoservice” occupations which combine service technology and software application.
Software application engineers and those in technical support, engineering, and scientific
consulting jobs work directly with customers and those customers influence the product
design process.

Despite the need for high-level skills, many job applicants lack the necessary skills. In
surveys of employers, over half report that high school graduates are deficient in problem
solving/critical thinking, written and oral communications, and professionalism/work
ethic.% Employers are more positive about four-year college graduates, although approxi-
mately 25 percent report these graduates are deficient in written communication, writing
in English, and leadership skills.

In a 2005 study of American manufacturers, 80 percent reported a shortage of experi-
enced workers, especially production workers, machinists, and craft workers. An online
poll of members of the American Society for Training and Development found that 97 per-
cent of respondents indicated a current skill gap in their companies.®” The most frequently
mentioned remedy was to provide training and development for employees with the skill
gap. For example, at Whirlpool, building a dishwasher requires that the sheet of steel used
on the sides of the machine be the correct width.%® Employees must be able to ensure that
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the steel meets specifications by calibrating equipment, which requires algebra-level math
knowledge. Whirpool is finding that employees lack the math problem-solving skills
needed to perform the job. As a result, Whirpool has developed training programs to
improve work force skills. About 25 percent of the programs focus on remedial skills.
Given the tight labor market and numerous job applicants’ lack of basic skills, many com-
panies are unable to hire qualified employees. But they are unwilling or unable to leave
jobs open. Therefore, they have to hire employees with skill deficiencies and rely on train-
ing and involvement in local school districts to correct the deficiencies. For example,
Oberg Industries in Freeport, Pennsylvania, has increased its number of apprentices learn-
ing tool and die making, electroplating, and press operations (apprenticeship programs are
discussed in Chapter 7, Traditional Training Methods).®°

Business leaders such as Bill Gates have expressed their concern at the comparatively
low numbers of U.S. students in the science and engineering fields.”® One estimate shows
that 70,000 engineers graduated in the U.S. in 2005, compared to 350,000 in India and
600,000 in China. This has resulted in a shortage of engineering and other technical pro-
fessionals.

IBM, Hewlett-Packard, and Advanced Micro Devices are making efforts to increase the
skills of the work force by investing in local secondary schools.”t IBM’s Transition to
Teaching program allows employees to take leaves of absence to student teach for three
months. Eligible employees must meet certain requirements, such as 10 years of service
with IBM, a bachelor’s degree in math or science or a higher degree in a related field, and
some experience teaching, tutoring, or volunteering in schools. IBM hopes that many of its
experienced employees with math and engineering backgrounds will take advantage of the
program, providing high quality math and science teachers for public schools. Hewlett-
Packard supports about 70 U.S. school districts with plans to enhance math and science
programs. HP also helps equip schools with the technologies required for state-of-the-art
technical education. Advanced Micro Devices, a company in the semiconductor industry,
devotes half of its corporate contributions to education programs, including a summer
math and science academy.

Developing Leadership

Companies report that the most important talent management challenges they face are
identifying employees with managerial talent and training and developing them for mana-
gerial positions.” This is attributed to the aging of the work force, globalization, and the
need for managers to contribute to employee engagement. Executive, administrative, and
managerial occupations will experience the greatest turnover due to death or retirement.”
Also, many companies do not have employees with the necessary competencies to manage
in a global economy.” To successfully manage in a global economy, managers need to be
self-aware and be able to build international teams, create global management and market-
ing practices, and interact and manage employees from different cultural backgrounds.
Managers contribute to employee engagement by performing basic management functions
(planning, organizing, controlling, leading) but also through using good communication
skills, helping employees develop, and working collaboratively with employees.

For example, consider The Schwan Food Company and Yum! Brands.”® The Schwan
Food Company, maker of frozen pizzas and pies, is selecting employees with leadership
talent to attend programs involving management classes and coaching sessions. These
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employees, considered “high-potential” managers, also receive challenging job assign-
ments that require them to capitalize on their skill strengths and develop new skill sets
(such as helping to launch a new joint venture in Mexico). Yum! Brands has over 35,000
KFC, Pizza Hut, and Taco Bell restaurants worldwide. The company needs to develop a
large number of managers to meet demands for new restaurants resulting from growth
plans, such as opening two KFC restaurants a day in China. To support and sustain global
growth in restaurant operations, Yum! is preparing new managers through identifying and
assigning job experiences that involve food innovation, marketing, and the development of
general management skills.

Customer Service and Quality Emphasis

Companies’ customers judge quality and performance. As a result, customer excellence
requires attention to product and service features as well as to interactions with customers.
Customer-driven excellence includes understanding what the customer wants and antici-
pating future needs. Customer-driven excellence includes reducing defects and errors,
meeting specifications, and reducing complaints. How the company recovers from defects
and errors is also important for retaining and attracting customers.

Due to increased availability of knowledge and competition, consumers are very
knowledgeable and expect excellent service. This presents a challenge for employees who
interact with customers. The way in which clerks, sales staff, front-desk personnel, and
service providers interact with customers influences a company’s reputation and financial
performance. Employees need product knowledge and service skills, and they need to be
clear about the types of decisions they can make when dealing with customers. Customer
service as a strategic training and development initiative is discussed in Chapter 2.

To compete in today’s economy, whether on a local or global level, companies need to
provide a quality product or service. If companies do not adhere to quality standards, their
ability to sell their product or service to vendors, suppliers, or customers will be restricted.
Some countries even have quality standards that companies must meet to conduct business
there. Total Quality Management (TQM) is a companywide effort to continuously
improve the ways people, machines, and systems accomplish work.”® Core values of TQM
include the following:”’

* Methods and processes are designed to meet the needs of internal and external cus-
tomers.

« Every employee in the company receives training in quality.

¢ Quality is designed into a product or service so that errors are prevented from occurring
rather than being detected and corrected.

e The company promotes cooperation with vendors, suppliers, and customers to improve
quality and hold down costs.

e Managers measure progress with feedback based on data.

There is no universal definition of quality. The major differences in its various defini-
tions relate to whether the customer, product, or manufacturing process is emphasized. For
example, quality expert W. Edwards Deming emphasizes how well a product or service
meets customer needs. Phillip Crosby’s approach emphasizes how well the service or man-
ufacturing process meets engineering standards.
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TABLE 1.5
Categories and
Point Values
for the
Malcolm
Baldrige
National
Quality Award
Examination

Source: Based on
2008 Baldrige
National Quality Pro-
gram Criteria for Per-
formance Excellence
from the Web site for
the National Institute

of Standards and Tech-

nology,
www.quality.nist.gov.

The Context for Training and Dewvelopment

The emphasis on quality is seen in the establishment of the Malcolm Baldrige
National Quality Award and the 1SO 9000:2000 quality standards. The Baldrige award,
created by public law, is the highest level of national recognition for quality that a U.S.
company can receive. To become eligible for the Baldrige, a company must complete a
detailed application that consists of basic information about the firm as well as an in-depth
presentation of how it addresses specific criteria related to quality improvement. The cate-
gories and point values for the Baldrige award are found in Table 1.5. The award is not
given for specific products or services. Three awards may be given annually in each of
these categories: manufacturing, service, small business, education, and health care. All
applicants for the Baldrige Award undergo a rigorous examination process that takes from
300 to 1,000 hours. Applications are reviewed by an independent board of about 400 exam-
iners who come primarily from the private sector. Each applicant receives a report citing
strengths and opportunities for improvement.

The Baldrige Award winners usually excel at human resource practices, including
training and development. For example, consider two of the 2007 Baldrige Award win-
ners.’® Sharp HealthCare is San Diego County’s largest health care system, serving over
785,000 people each year. Sharp is a not-for-profit organization that employs 14,000 staff
members and 2,600 affiliated physicians, operates seven hospitals, three medical groups,
and 19 outpatient clinics, and manages its own health insurance plan. Sharp HealthCare

Leadership 120
The way senior executives create and sustain corporate citizenship, customer

focus, clear values, and expectations and promote quality and performance

excellence

Measurement, Analysis, and Knowledge Management 920
The way the company selects, gathers, analyzes, manages, and improves its
data, information, and knowledge assets

Strategic Planning 85
The way the company sets strategic direction, how it determines plan
requirements, and how plan requirements relate to performance management

Work Force Focus 85
Company’s efforts to develop and utilize the work force and to maintain an

environment conductive to full participation, continuous improvement, and

personal and organizational growth

Process Management 85
Process design and control, including customer-focused design, product
and service delivery, support services, and supply management

Business Results 450
Company’s performance and improvement in key business areas (product,

service, and supply quality; productivity; and operational effectiveness and

related financial indicators)

Customer and Market Focus 85
Company’s knowledge of the customer, customer service systems,

responsiveness to customer, customer satisfaction

Total Points 1,000
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meets and exceeds patients’ expectations by providing high-quality care and services that
are accessible, convenient, and cost effective. Sharp has made a considerable investment
in its employees, including the use of yearly employee surveys to gauge the satisfaction
and engagement of its work force, action teams, performance improvement teams, and
lean/Six Sigma teams (discussed later in this chapter) that encourage employee participa-
tion in creating change and increasing organizational effectiveness. Sharp’s training
expenditures per employee exceed those of the best-in-class companies (as identified by
the American Society for Training and Development). Sharp University offers training
programs for developing current and future leaders. It provides each employee with a
$1,000 fund to take advantage of educational opportunities offered outside the organiza-
tion. PRO-TEC Coating Company, located in rural Leipsic, Ohio, is an industry leader in
developing high-strength steel that inhibits corrosion. High-strength steel is used mainly
in manufacturing cars, trucks, and sport utility vehicles. From 2002-2006, the company
produced an estimated 85 percent of the high-strength steel supply in the U.S. PRO-TEC’s
236 employees work in self-directed teams and are empowered to use continuous
improvement processes to fix problems as they occur. All employees participate in a
profit-sharing plan that provides an average annual payout of 15 percent of employees’
base pay. Surveys, meetings, and management “walk arounds” are some of the methods
used to obtain employees’ feedback. PRO-TEC is committed to lifelong learning for its
employees. Employees are given time off to attend classes and are reimbursed for tuition
and the cost of books.

The 1SO 9000:2000 standards were developed by the International Organization for
Standardization (ISO) in Geneva, Switzerland.” 1SO 9000 is the name of a family of
standards (ISO 9001, ISO 9004) that include requirements for dealing with issues such
as how to establish quality standards and how to document work processes to help com-
panies understand quality system requirements. 1ISO 9000:2000 has been adopted as a
quality standard in nearly 100 countries including Austria, Switzerland, Norway, Aus-
tralia, and Japan. The ISO 9000:2000 standards apply to companies in many different
industries—for example, manufacturing, processing, servicing, printing, forestry, elec-
tronics, steel, computing, legal services, and financial services. ISO 9001 is the most
comprehensive standard because it covers product or service design and development,
manufacturing, installation, and customer service. It includes the actual specification for
a quality management system. 1SO 9004 provides a guide for companies that want to
improve.

Why are standards useful? Customers may want to check that the product they ordered
from a supplier meets the purpose for which it is required. One of the most efficient ways
to do this is when the specifications of the product have been defined in an International
Standard. That way, both supplier and customer are on the same wavelength, even if they
are based in different countries, because they are both using the same references. Today
many products require testing for conformance with specifications or compliance with
safety or other regulations before they can be put on many markets. Even simpler products
may require supporting technical documentation that includes test data. With so much
trade taking place across borders, it is more practical for these activities to be carried out
not by suppliers and customers but by specialized third parties. In addition, national legis-
lation may require such testing to be carried out by independent bodies, particularly when
the products concerned have health or environmental implications. One example of an 1ISO
standard is on the back cover of this book and nearly every other book. On the back cover
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is something called an ISBN number. ISBN stands for International Standard Book Num-
ber. Publishers and booksellers are very familiar with ISBN numbers, since these numbers
are the method through which books are ordered and bought. Try buying a book on the
Internet, and you will soon learn the value of the ISBN number—there is a unique number
for the book you want! And it is based on an ISO standard.

In addition to competing for quality awards and seeking 1SO certification, many com-
panies are using the Six Sigma process. The Six Sigma process refers to a process of
measuring, analyzing, improving, and then controlling processes once they have been
brought within the narrow Six Sigma quality tolerances or standards. The objective of Six
Sigma is to create a total business focus on serving the customer, that is, to deliver what
customers really want when they want it. For example, at General Electric, introducing
the Six Sigma quality initiative meant going from approximately 35,000 defects per mil-
lion operations—which is average for most companies, including GE—to fewer than 4
defects per million in every element of every process GE businesses perform—from man-
ufacturing a locomotive part to servicing a credit card account to processing a mortgage
application to answering a phone.®® Training is an important component of the process.
Six Sigma involves highly trained employees known as Champions, Master Black Belts,
Black Belts, and Green Belts who lead and teach teams that are focusing on an ever-growing
number of quality projects. The quality projects focus on improving efficiency and reduc-
ing errors in products and services. Today GE has over 100,000 employees trained in Six
Sigma. Employees are working on more than 6,000 quality projects. Since 1996, when the
Six Sigma quality initiative was started, it has produced more than $2 billion in benefits
for GE.

Training can help companies meet the quality challenge by teaching employees statisti-
cal process control and engaging in “lean” processes. Cardinal Fastener & Speciality Com-
pany, a Cleveland, Ohio, company, needed to shorten the lead time it required on orders or
face losing business to global competition.®! The company manufactures bolts used in con-
struction, heavy equipment, wind turbine, and other industries. To help improve its com-
petitiveness, Cardinal Fastener engaged in lean thinking, an approach to eliminate “waste.”
Lean thinking involves doing more with less effort, equipment, space, and time, but pro-
viding customers with what they need and want. Part of lean thinking includes training
workers in new skills or teaching them how to apply old skills in new ways so they can
quickly take over new responsibilities or use new skills to help fill customer orders. As a
result of lean thinking at Cardinal Fastener, machines were moved so that operators could
make a complete bolt or fastener from start to finish, resulting in a decrease in the time it
takes to make a finished product. Quality is near perfect and inventory has been reduced
54 percent.

A group within the 1SO has drafted a standard for employee training. 1ISO 10015 is a
quality management tool designed to ensure that training is linked to company needs and
performance. 1SO 10015 has two key features. First, companies have to determine the
return on investment of training to company performance. Second, 1SO 10015 requires
companies to use appropriate design and effective learning processes. 1ISO 10015 defines
training design as analyzing, planning, doing, and evaluating (recall the discussion of the
Instructional System Design model earlier in this chapter). The first companies to have
achieved 1SO 10015 certification are in China and Switzerland but U.S. companies are
likely to soon attempt to achieve certification.®?
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New Technology

Technology has reshaped the way we play (e.g., games on the Internet), communicate
(e.g., cell phones, personal digital assistants), and plan our lives (e.g., electronic calendars
that include Internet access) and where we work (e.g., small, powerful personal comput-
ers allow us to work at home, while we travel, and even while we lie on the beach!). The
Internet has created a new business model—e-commerce, in which business transactions
and relationships can be conducted electronically. The Internet is a global collection of
computer networks that allows users to exchange data and information. Today more than
79 percent of adults go online spending an average of 11 hours a week on the Internet.
Nearly 72 percent access the Internet most often from home, while 37 percent do so from
work. %

Technology continues to have a large impact on all sectors of the economy. Robotics,
computer-assisted design, radio frequency identification, and nanotechnology are trans-
forming manufacturing.8* Technology has also made equipment easier to operate, helping
companies cope with skill shortages and allowing older workers to postpone retirement.
For example, consider working a grader construction vehicle, which is used to smooth and
level dirt on roadways and other construction projects. Older vehicle models required the
operation of as many as 15 levers in addition to a steering wheel and several foot pedals.
As a result, working the grader usually left operators with sore backs and shoulders at the
end of the day. Caterpillar’s latest version of the grader includes redesigned controls that
use only two joysticks and eliminate the physical demands of pushing pedals and turning a
steering wheel.® Besides reducing the physical demands, the redesign of the grader with-
out a steering wheel has resulted in operators having better visibility of the steel blade and
the switches for lights, windshield wipers, and the parking brake are now grouped together
in one place in the cab.

In yet another example of how technology is being used today, companies can connect
with job candidates across the world on www.monster.com and employees can connect
with friends, family, and co-workers using MySpace at www.myspace.com.

Influence on Training

Advances in sophisticated technology along with reduced costs for the technology are chang-
ing the delivery of training, making training more realistic, and giving employees the oppor-
tunity to choose where and when they will work. New technologies allow training to occur at
any time and any place.®® New technologies include the Internet, e-mail, CD-ROMs, DVDs,
satellite or cable television, and mobile technology such as personal digital assistants (PDAS)
and iPods. The Internet and the Web allow employees to send and receive information as well
as to locate and gather resources, including software, reports, photos, and videos. The Inter-
net gives employees instant access to experts whom they can communicate with and to news-
groups, which are bulletin boards dedicated to specific areas of interest, where employees
can read, post, and respond to messages and articles. Internet sites also have home pages—
mailboxes that identify the person or company and contain text, images, sounds, and video.
For example, the organization for training professionals and those interested in training, the
American Society for Training and Development (ASTD), has a Web site on the Internet.
From its Web site, www.astd.org, users can search for and access articles on training topics,
review training programs, purchase training materials, and participate in chat rooms on vari-
ous training topics such as e-learning or evaluation.
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Technology has many advantages including reduced travel costs, greater accessibility to
training, consistent delivery, the ability to access experts and share learning with others,
and the possibility of creating a learning environment with many positive features such as
feedback, self-pacing, and practice exercises. While trainer-led classroom instruction
remains the most popular way to deliver training, companies report that they plan on deliv-
ering a large portion of training through learning technologies such as CD-ROMs,
intranets, and even iPods! For example, consider how training at Kinko’s, the world’s lead-
ing supplier of document solutions and business services with 1,100 locations in nine
countries, has changed. Because Kinko’s stores are geographically dispersed, the company
has had to struggle with costly training programs offered in multiple locations to prepare
employees for new products and services. Kinko’s adopted a blended learning approach
including Internet instruction, job aids, virtual classroom training, and mentoring. Cost
savings and greater efficiency occurred as a result of the blended approach. The approach
has also resulted in increasing staff skills and reducing their time to competence and in
increasing the speed with which new products and services can be brought to market.®’
Capital One, a financial services company, uses an audio learning program that allows
employees to learn through their iPods at their own convenience.®® The company has also
developed a mobile audio learning channel. The channel supplements competency-based
programs, leadership and management programs, and other existing company training
courses. It is also used to ensure that employees receive information when they need it.

Technology is pushing the boundaries of artificial intelligence, speech synthesis, wire-
less communications, and networked virtual reality.2® Realistic graphics, dialogue, and
sensory cues can now be stored onto tiny, inexpensive computer chips. For example,
Second Life is an online virtual world that allows members to develop fictional lives. In
Second Life, members can run a business, take a date to a dance club, or visit a training
center. Virtual sensations (vibrations and other sensory cues) are being incorporated into
training applications. For example, in medical training, machines can replicate the feeling
of pushing a needle into an artery, using sound and motion to create different situations
such as a baby crying or a patient in pain.

Flexibility in Where and When Work Is Performed

Advances in technology, including more powerful computer chips and increased process-
ing power of PDAs, have the potential for freeing workers from going to a specific loca-
tion to work and from traditional work schedules. PDAs were originally used only to keep
track of contacts, tasks, schedules, and e-mail. Now, PDAs can download software appli-
cations, databases, articles, and Web pages and can also be used as phones or global posi-
tioning systems. A survey found that 37 percent of employers offer telecommuting on a
part-time basis and 23 percent on a full-time basis.*® More than 23 percent of the U.S. work
force worked at home at least one day a month in 2005. This figure was 12 percent in
2000.°* Telecommuting has the potential to increase employee productivity, encourage
family-friendly work arrangements, and help reduce traffic and air pollution. But at the
same time technologies may result in employees being on call 24 hours a day, seven days a
week. Many companies are taking steps to provide more flexible work schedules to protect
employees’ free time and to more productively use employees’ work time. For example,
Best Buy created its Results-Only Work Environment (ROWE) to give employees control
over how, when, and where they complete the job as long as they achieve the desired
results.®? The idea is to let employees focus on productivity, rather than whether they are
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physically present in a meeting or at their desks at a specific time of the day. In divisions
that have tried ROWE, employees say they are more engaged at work, are more loyal to the
company, and have improved family relationships.

Dow Corning has a no-meetings week once a quarter which allows employees to reduce
travel and work without interruptions.®® The no-meetings week allows employees such as
Laura Asiala, a global manager, a break from her normal workday, which starts as early as
5 am and lasts as late as midnight. The no-meetings week gives her the opportunity to
spend evenings with her two sons, free from overseas calls. IBM has “ThinkFridays,” a free
time on Friday afternoons, during which programmers spread across three continents can
research new technologies or work on papers or patents, free from phone calls, e-mails,
and instant messaging.

Technology also allows companies greater use of alternative work arrangements.
Alternative work arrangements include independent contractors, on-call workers, tem-
porary workers, and contract company workers. The Bureau of Labor Statistics estimates
that alternative work arrangements make up 11 percent of total employment.®* There are
10.3 million independent contractors, 2.5 million on-call workers, 1.2 million temporary
help agency workers, and approximately 813,000 workers employed by contract firms. Use
of alternative work arrangements allows companies to more easily adjust staffing levels
based on economic conditions and product and services demand. And when a company
downsizes by laying off workers, the damage to the morale of full-time employees is likely
to be less severe. Alternative work arrangements also provide employees with flexibility for
balancing work and life activities. For example, Willow CSN is a provider of home-based
call center agents (CyberAgents).®® Willow contracts with businesses such as Office
Depot, whose call centers need more employees at certain hours. The CyberAgents use a
company Web site to choose the shifts they want to work. They work a variable number of
hours ranging from 10 to 32 hours per week and are paid based on the number of calls they
answer. They take calls at home using the same software and equipment used by the agents
at the client’s call center. The agents are monitored and calls are recorded just as though the
agents were working in a traditional call center. The CyberAgents can get help from super-
visors or co-workers in an online chat room. Nike uses 3,700 temporary employees each
year as part of its global work force of 28,000.% The temporary employees help Nike deal
with cyclical labor needs during the business cycle and ongoing needs for specialized tal-
ent to meet strategic initiatives, such as new product development or retail store concepts.
Companies like BMW are using alternative work arrangements to help staff new produc-
tion lines and also to take over old production lines while permanent employees train for
and move to new production processes.

A key training issue that alternative work arrangements present is to prepare managers
and employees to coordinate their efforts so such work arrangements do not interfere with
customer service or product quality. The increased use of alternative work arrangements
means that managers need to understand how to motivate employees who may actually be
employed by a third party such as a temporary employee service or leasing agency.

High-Performance Models of Work Systems

New technology causes changes in skill requirements and work roles and often results in
redesigned work structures (e.g., using work teams).®” For example, computer-integrated
manufacturing uses robots and computers to automate the manufacturing process. The com-
puter allows the production of different products simply by reprogramming the computer.
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As a result, laborer, material handler, operator/assembler, and maintenance jobs may be
merged into one position. Computer-integrated manufacturing requires employees to mon-
itor equipment and troubleshoot problems with sophisticated equipment, share information
with other employees, and understand the relationships among all components of the man-
ufacturing process.%

Through technology, the information needed to improve customer service and product
quality becomes more accessible to employees. This means that employees are expected to
take more responsibility for satisfying the customer and determining how they perform
their jobs. One of the most popular methods for increasing employee responsibility and
control is work teams. Work teams involve employees with various skills who interact to
assemble a product or provide a service. Work teams may assume many of the activities
usually reserved for managers, including selecting new team members, scheduling work,
and coordinating activities with customers and other units in the company. To give teams
maximum flexibility, cross training of team members occurs. Cross training refers to
training employees in a wide range of skills so they can fill any of the roles needed to be
performed on the team.

Consider the high-performance work system at the Global Engineering Manufactur-
ing Alliance (GEMA) plant in Dundee, Michigan.®® Compared to most engine plants,
GEMAs plant is more automated and employs fewer employees—275 compared to
600-2,000. The goal of the plant is to be the most productive engine plant in the world.
The plant’s hourly employees rotate jobs and shifts, giving the company greater flexibil-
ity. The plant’s culture emphasizes problem solving and the philosophy that anyone can
do anything, anytime, anywhere. Everyone has the same title: team members or team
leaders. By rotating jobs, the plant keeps workers motivated and avoids injuries. Team
leaders and engineers don’t stay in their offices, they are expected to work on the shop
floor as part of six-person teams. Contractors are also seen as part of the team, working
alongside assembly workers and engineers and wearing the same uniforms. The GEMA
plant gives employees access to technology that helps them monitor productivity. Large
electronic screens hanging from the plant ceiling provide alerts of any machinery parts
that are ending their lifespan and need to be replaced before they malfunction. A per-
formance management system, available on personal computers as well as a display
board, alerts employees to delays or breakdowns in productivity. This is different than in
most engine plants, where only the managers have access to this information. The tech-
nology at the GEMA plant empowers all employees to fix problems—not just managers
or engineers.

Use of new technology and work designs such as work teams needs to be supported by
specific human resource management practices. These practices include the following
actions: 1%

» Employees choose or select new employees or team members.

» Employees receive formal performance feedback and are involved in the performance
improvement process.

» Ongoing training is emphasized and rewarded.

e Rewards and compensation are linked to company performance.

» Equipment and work processes encourage maximum flexibility and interaction between
employees.
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» Employees participate in planning changes in equipment, layout, and work methods.
» Employees understand how their jobs contribute to the finished product or service.

What role does training play? Employees need job-specific knowledge and basic skills
to work with the equipment created by the new technology. Because technology is often
used as a means to achieve product diversification and customization, employees must
have the ability to listen and communicate with customers. Interpersonal skills, such as
negotiation and conflict management, and problem-solving skills are more important than
physical strength, coordination, and fine-motor skills—previous job requirements for
many manufacturing and service jobs. Although technological advances have made it pos-
sible for employees to improve products and services, managers must empower employees
to make changes.

Besides changing the way that products are built or services are provided within compa-
nies, technology has allowed companies to form partnerships with one or more other com-
panies. Virtual teams refer to teams that are separated by time, geographic distance, culture,
and/or organizational boundaries and that rely almost exclusively on technology (e-mail,
Internet, video conferencing) to interact and complete their projects. Virtual teams can be
formed within one company whose facilities are scattered throughout the country or the
world. A company may also use virtual teams in partnerships with suppliers or competitors
to pull together the necessary talent to complete a project or speed the delivery of a product
to the marketplace. The success of virtual teams requires a clear mission, good communi-
cations skills, trust between members that they will meet deadlines and complete assign-
ments, and an understanding of cultural differences (if the teams have global members).

At Nissan Motor’s U.S. operations, 16 teams, each with 8 to 16 salaried employees
from different departments, meet weekly to discuss issues such as quality, diversity, or
supply chain management. %! The team members, chosen by management, are considered
to be high performers who have demonstrated that they are receptive to new ideas. The
teams are used to challenge the organization and propose new initiatives to make the com-
pany more creative and innovative. For example, as a result of one team’s discussion of
how to save money, a proposal for working at home was developed. The team conducted
an experiment to determine the benefits of working at home. A pilot study involving 41
employees found that working at home resulted in reduced operating costs and improved
morale, as well as productivity increases. As a result, a virtual office initiative is now in
place at Nissan’s headquarters in Nashville, Tennessee. The company’s employees who
analyze market trends and identify concepts for Nissan will now work from their homes
in Los Angeles.

Software developers are positioning employees around the world; with clusters of three
or four facilities six to eight hours apart, they are able to keep projects moving 24 hours a
day.1%2 Employees are able to focus continuously on projects by using highly talented engi-
neers who can work in their own time zone and location without having to move to a dif-
ferent country or work inconvenient hours. The result is increased productivity and
reduced project completion time. Also, globally distributed projects can draw on employ-
ees from many different cultures, backgrounds, and perspectives, helping to produce ser-
vices and products that better meet the needs of global customers. The challenge is to
organize the work so that teams in different locations and different work shifts can share
tasks with minimum interaction.
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Employees must be trained in principles of employee selection, quality, and customer
service. They need to understand financial data so they can see the link between their per-
formance and company performance.

SNAPSHOT OF TRAINING PRACTICES

Training can play a key role in helping companies gain a competitive advantage and suc-
cessfully deal with competitive challenges. Before you can learn how training can be used
to help companies meet their business objectives and before you can understand training
design, training methods, and other topics covered in the text, you need to become famil-
iar with the amount and type of training that occurs in the United States. Also, you must
understand what trainers do. The next sections of this chapter present data regarding train-
ing practices (e.g., how much companies spend on training, what type of training is occur-
ring, who is being trained) as well as the skills and competencies needed to be a trainer.

Training Facts and Figures

The snapshot of training practices provided in this section is based on data collected from
a number of sources, including surveys conducted by Training magazine, the American
Society for Training and Development (ASTD), and the Bureau of Labor Statistics.!®
Note that these data should be viewed as reasonable estimates of practices rather than exact
facts. The generalizability of survey results of training practices to U.S. companies is
somewhat limited because of potential biases in the survey methods used. For example, the
Training survey was conducted by a research firm that e-mailed invitations to subscribers
to participate in an online survey. The response rate ranged from 30 percent for large firms
to 34 percent for small firms. Also, the most recent survey of employer-provided training
conducted by the Bureau of Labor Statistics was done in 1995. While this survey is scien-
tifically accurate, it is not current.

You may be asking yourself questions such as, “How much time and money do compa-
nies spend on training?” or “Is instructor-delivered training obsolete?” Table 1.6 provides
a snapshot of trends in workplace learning found in the annual State of the Industry Report
prepared by the American Society for Training and Development. U.S. organizations con-
tinue to invest large amounts of money in learning initiatives. Here is an overview of some
key trends in these investments:

 Direct expenditures, as a percentage of payroll and learning hours, have remained sta-
ble over the last several years.

e There is an increased demand for specialized learning that includes professional or
industry-specific content.

e The use of technology-based learning delivery has increased from 11 percent in 2001 to
33 percent in 2007.

 Self-paced online learning is the most frequently used type of technology-based learning.

» Technology-based learning has helped improve learning efficiency, as shown by
increases in the reuse ration since 2003. (The “reuse ratio” is defined as how much
learning content is used or received for every hour of content.)



TABLE 1.6
Questions and
Answers about
Training
Practices

Source: A. Paradise,
2008 State of the
Industry Report
(Alexandria, VA:
American Society for

Training and Develop-

ment, 2008); “2008
Industry Report:
Gauges & Drivers,”
Training (November/
December):16-34.
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Investment and Distribution of Expenditures

Q: How much do U.S. organizations spend on employee learning and development?

A: Approximately $134 billion

Q: How much is spent per employee?

A: $1,103

Q: What is the percentage of dollars spent on training and development as a percentage
of payroll?

A:2.15%

Q: How much time do employees spend in formal training?

A: 37 hours

Q: Who receives most of the training?

A: 34% of training budgets and dollars are spent on non-exempt employees; 32% on
exempt employees; 24% on managers; and 9.5% on executives

Efficiency

Q: What percent of total expenses are for tuition reimbursement?
A: 12.6%

Q: How many training staff members are there for each employee?
A: 1:227

Q: What is the average cost for every learning hour received?

A: $56

Q: What is the average cost of an hour of formal training?

A: $1,135

Q: What is the ratio of learning hours used to learning hours available?
A: 448

Delivery Methods

Q: How is training delivered?

A: 71% instructor-led; 32% technology-based; 25% online

Q: What percentage of direct learning expenditures are allocated to outside providers
(outsourced)?

A: 25%

e Technology-based learning has resulted in a larger employee—learning staff member
ratio.

» The percentage of services distributed by external providers (e.g., consultants, work-
shops, training programs) dropped from 29 percent in 2004 to 25 percent in 2007.

Of the $134 billion spent on training, 62 percent is for internal costs such as training-
staff salaries and course development, 25 percent is for services provided by external
providers such as consultants, workshops, or training programs outside the company, and
1 percent is for tuition reimbursement.

Figure 1.3 shows the different types of training provided by companies. Profession or
industry-specific content, managerial and supervisory, and processes, procedures, and
business practices account for 37 percent of learning content. The least amount learning
content is for executive development, sales training, and interpersonal skills.
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FIGURE 1.3 Different Types of Training Provided by Companies

Note: Data from consolidated responses (companies that submitted their annual data as part of ASTD’s benchmarking programs).
Source: Based on A. Paradise, “State of the Industry Report 2008.” (Alexandria, VA: American Society for Training and Development, 2008).
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Training Investment Leaders

The chapter’s opening vignette illustrates how training can be used by companies to gain a
competitive advantage. Higher investment in training by companies in the United States is
related to use of innovative training practices and high-performance work practices such as
teams, employee stock ownership plans, incentive compensation systems (profit sharing),
individual development plans, and employee involvement in business decisions. This
spending (along with the use of high-performance work practices) has been shown to be



TABLE 1.7
Characteristics
of BEST Award
Winners

Source: A. Paradise,
2008 State of the
Industry Report
(Alexandria, VA:
American Society for
Training and Develop-
ment, 2008).

Chapter 1 Introduction to Employee Training and Development 37
related to improved profitability, customer and employee satisfaction, and the ability to
retain employees. For example, companies including Pfizer, Lockheed Martin, Intel, Steel-
case, and Booz Allen Hamilton have recognized that training contributes to their competi-
tiveness. They invest 4 percent to 10 percent of payroll in training. Chapter 2 discusses how
training can help companies meet their business goals.

How do the training practices of companies that have recognized training’s importance
in gaining a competitive advantage differ from other companies? ASTD’s 2008 State of the
Industry Report compares the training practices of companies that were part of the ASTD
Benchmarking Forum with companies that received ASTD BEST Awards (recognizing
companies that show a clear link between learning and performance).X%* Benchmarking
Forum companies provided ASTD with a standard set of information on their training
practices (e.g., number of hours spent on training); these included 25 companies with an
average of 64,241 employees. The BEST Award winners were companies that had made a
significant investment in training, determined by ranking all companies that participated in
the Benchmarking Service on four categories: training investment (expenses for training),
total training hours per employee, percentage of employees eligible for training who
received it, and percentage of training time delivered through learning technologies
(e.g., Web-based training). Table 1.7 shows other characterstics of BEST Award-winning
companies. As we will discuss in Chapter 2, the BEST Award winners are engaging in
strategic training and development—training and development that supports the business’s
strategies and has measurable outcomes. The BEST Award winners included 40 companies
with an average of 28,763 employees. Table 1.8 compares the BEST Award winners with
the Benchmark companies. As the table shows, companies that were BEST Award winners
spent 10 percent more money per employee for training than did the Benchmark firms.
BEST Award winners also used more learning technologies, such as computer-for Internet-
delivered training and spent less time training in the classroom than Benchmark firms.
CD-ROMs and company intranets were the two most popular learning technologies used
to deliver training.

Alignment of business strategy with training and development
Visible support from senior executives

Efficiency in training and development through internal process improvements, use of
technology, outsourcing

Effective practices by aligning training and development to business needs and
providing all employees with access to training and development on an as-needed basis

Investment in training and development
Different learning opportunities provided
Measurement of effectiveness and efficiency of training and development activities

Non-training solutions for performance improvement used, including organization
development and process improvement




38 Part1 The Context for Training and Development

TABLE 1.8 Comparison of BEST Award Winners and Benchmark Companies

Benchmark BEST Award
Company Winner
Amount of training received per employee 43 hours 45 hours
Amount spent on training
e Percentage of payroll 2% 3%
® Per employee $1,451 $1,609
Average percent of learning hours used via
learning technology 36% 39%
Average percent of live instructor-led training 60% 70%

Source: A. Paradise, 2008 State of the Industry Report (Alexandria, VA: American Society for Training and Development, 2008).

What types of courses were purchased with training dollars? The learning content did
not vary significantly between Benchmarking and BEST Award winners. For Bench-
marking Forum companies, the top three learning content areas were profession- or
industry-specific content; IT and systems skills; and processes, procedures, and business
practices. For BEST Award winners, the top three content areas were profession- or industry-
specific content, information technology or systems skills, and mandatory or compliance
training.

Roles, Competencies, and Positions of Training Professionals

Trainers can typically hold many jobs, such as instructional designer, technical trainer, or
needs analyst. Each job has specific roles or functions. For example, one role of the needs
analyst is to summarize data collected via interviews, observation, and even surveys to
gain an understanding of training needs of a specific job or job family (a grouping of jobs).
Special knowledge, skills, or behaviors—also called competencies—are needed to suc-
cessfully perform each role. For example, the needs analyst must understand basic statis-
tics and research methods to know what type of data to collect and to summarize data to
determine training needs.

The most comprehensive study of training professionals has been conducted by the
American Society for Training and Development.!® Figure 1.4 shows the ASTD compe-
tency model. The model describes what it takes for an individual to be successful in the
training and development field. The top of the model shows the roles that training and
development professionals can take. The learning strategist determines how workplace
learning can be best used to help meet the company’s business strategy. The business part-
ner uses business and industry knowledge to create training that improves performance.
The project manager plans, obtains, and monitors the effective delivery of learning and
performance solutions to support the business. The professional specialist designs, devel-
ops, delivers, and evaluates learning and performance solutions. These roles are included
in jobs such as organizational change agent, career counselor, instructional designer, and
classroom trainer. Training department managers devote considerable time to the roles of
business partner and learning strategist. Training department managers may be involved in
the project manager role but, because of their other responsibilities, they are involved to a
smaller extent than are specialists who hold other jobs. Human resource or personnel man-
agers may also be required to complete many of the training roles, although their primary
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FIGURE 1.4 The 2004 ASTD Competency Model

Source: Reprinted with permission from the American Society of Training and Development. From P. Davis, J. Naughton, and W. Rothwell, “New Roles and
Competencies for the Profession,” TD (2004): 26-36. Permission conveyed through Copyright Clearance Center, Inc.
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responsibility is in overseeing the human resources functions of the company (e.g.,
staffing, recruiting, compensation, benefits).

The second tier of the model includes areas of expertise, which are the specific techni-
cal and professional skills and knowledge required for success (e.g., designing learning,
delivering training, etc.). Although training professionals spend most of their time in
designing learning, delivering training, managing the learning function, and coaching, they
do spend time in the other areas as well.

The foundational competencies anchor the competency model. The foundational compe-
tencies include interpersonal competencies, business and management competencies, and
personal competencies. The foundational competencies are important regardless of a trainer’s
area of expertise or role but are used to a different extent in each role or specialization.
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TABLE 1.9
Average
Salaries for
Training
Professionals

Source: Based on
“The Bucks Stop
Here,” Training
(October 2008):
22-28.

Traditional narrow jobs in the training department focusing on one type of expertise
(e.g., instructional designer and technical writer) are changing; having multiple areas of
expertise becomes more necessary for training and development to contribute to the
business. Project management requires the knowledge of new training technologies (e.g.,
Web-delivered learning, CD-ROM, knowledge management systems) and the ability to
manage managers, engineers, scientists, and others who may have more experience or
technical saavy than the trainer. For example, at Hewlett-Packard (HP), new learning
professionals need to be project managers.’® They need to know how to create high-
impact training solutions that business units in the company want to buy, and they have
to do it in short time frames—about six months. Project managers need a solid back-
ground in instructional design and knowledge of new technologies that can be used to
deliver training.

Hewlett-Packard recently launched Web Shops, which are 90-minute Web-delivered ses-
sions that employees can participate in from around the globe. Web Shops include slide
shows and presentations by HP experts, followed by online discussions among employees
and subject-matter experts. HP also relies heavily on third-party vendors and design con-
tractors for developing training programs. Trainers at HP make sure that vendors deliver the
promised program on time (i.e., they manage vendors). Although HP continues to put more
knowledge on the Web and class time has been reduced, the company realizes that the time
in the classroom needs to be well spent. Trainers need to be skilled facilitators who can lead
executive dialog discussions, simulations, case studies, and action learning sessions. These
training methods are discussed further in Chapters 6 and 7, but for now it is important to
know that these are training methods in which the trainee is very actively involved in the
learning process. Trainers develop learning content and facilitate hands-on learning experi-
ences. HP trainers are also able to work in global virtual teams that include members from
different business functions and locations around the world. Personal interaction, reviews of
training content, and project coordination occur through e-mail and the Internet.

Table 1.9 shows median salaries for training professionals. Note that very rarely does
anyone hold the highest-paying jobs (training manager, executive-level manager) without
having developed competencies in a number of training roles.

Who Provides Training?

In most companies training and development activities are provided by trainers, managers,
in-house consultants, and employee experts. However, as the snapshot of training practices
suggests, training and development activities are also outsourced. Outsourcing means that

Executive-Level Training/Human Resource Development Manager $106,267
Executive-Level Manager 118,708
Training Department Manager (1-5 trainers report to you) 82,976
Training Department Manager (more than 5 trainers report to you) 89,121
One-Person Training Department 72,297
Classroom Instructor/Trainer 64,213
Instructional Designer 65,932
CBT/Web/Multimedia Programmer Designer/Manager 68,221
Management/Career/Organization Development Specialist 79,841

Human Resource Manager/Specialist 67,003
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training and development activities are provided by individuals outside the company.
Training providers outside the company include colleges and universities, community and
junior colleges, technical and vocational institutions, product suppliers, consultants and
consulting firms, unions, trade and professional organizations, and government organiza-
tions. Outsourcing is discussed in greater detail in Chapter 2.

Who Is in Charge of Training?

Training and development can be the responsibility of professionals in human resources,
human resource development, or organizational development.t%” Companies may also have
entire functions or departments called human resources, human resource development, or
organizational development that provide training and development.

In small companies training is the responsibility of the founder and all the employees.
When organizations grow to 100 employees, typically someone within the company is in
charge of human resources, either as part of that person’s job or as his or her sole respon-
sibility. At this point, training becomes one of the responsibilities of the employee in
charge of human resources. In mid to large organizations, training can be the responsibil-
ity of human resource professionals or can come from a separate function known as human
resource development or organizational development. As mentioned at the start of this
chapter, human resource management refers broadly to the policies, practices, and systems
that influence employees’ behavior, attitudes, and performance. Human resource manage-
ment includes staffing (recruitment and selection), compensation, employee relations,
health and safety, equal employment opportunity, human resource planning, and training.

Human resource development refers to the integrated use of training and development,
organizational development, and career development to improve individual, group, and
organizational effectiveness. Human resource development professionals might be involved
in job and task analysis, instructional systems design, on-the-job training, and individual
performance improvement. Organizational development professionals might focus on train-
ing as well as team building, conflict avoidance, employee development, and change man-
agement. As you can see from these descriptions, training and development activities can be
the responsibility of human resource management, human resource development, and orga-
nizational development professionals or departments. Keep in mind that regardless of what
individual, department, or function is responsible, for training and development to be suc-
cessful, employees, managers, training professionals, and top managers all have to take
ownership for training! Throughout this book the point is made that although training may
be a formal responsibility of someone’s job, employees at all levels of the company play a
role in the success of training. Also, regardless of whether training and development is the
responsibility of human resources, human resource development, or organizational devel-
opment, training and development must be aligned with the business strategy and must sup-
port business needs. Professionals in each of the three areas may have specialized areas of
expertise, such as change management for organizational development specialists, but they
may also have training and development responsibilities. As shown in Figure 1.4, to suc-
cessfully perform the workplace learning and performance roles, professionals must under-
stand the business and must master the competencies and areas of expertise.

As companies grow and/or recognize the important role of training for business suc-
cess, they form an entire training function (how training functions can be organized is
discussed in Chapter 2). The training function may include instructional designers, instruc-
tors, technical training, and experts in instructional technology.
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The reporting relationship between human resource management and the training func-
tion varies across companies.'® Some organizations include training as part of the human
resource function, believing that this provides strategic partnerships with other business
functions and consistent companywide training. For example, at Life Care Centers of
America, a Tennessee-based company that operates elder care facilities, training is
included in the human resource department because the company believes that training is
part of human resource expertise, including the ability to write training curriculum and
evaluate learning. Being centrally located in the human resource department makes the
best use of resources and helps communicate a common management culture.

Other companies separate training from the human resource function because it allows
the training function to be decentralized to better respond to unique needs in different busi-
ness units. The training and development department at A. G. Edwards has a learning cen-
ter and develops training programs for its financial consultants and employees.'%
Representatives of the training department regularly meet with the company’s management
committee at corporate headquarters as well as with regional officers and branch managers
to help them understand how training can support business objectives. A new branch man-
ager certification program succeeded because the branch managers were involved in iden-
tifying skill gaps and their suggestions were used in the program design. The branch
managers took ownership of the program and helped develop the program proposal that
they then presented to corporate managers to receive funding and approval for the pro-
gram. Regardless of the organizational approach used for the training function, it must
help meet the training needs of the business.

Preparing to Work in Training

Everyone is a trainer at some point in his or her life! Consider the last time you had to teach
some skill to a peer, sibling, spouse, friend, or even your boss. Although some people learn
to train by trial and error, the best way is to take courses in training and development or
even choose an academic major related to training. For example, training and development
courses are usually found in education, business and management, and psychology depart-
ments at colleges and universities. Business schools may offer undergraduate and graduate
degrees in human resource management with courses in training and development and
organizational development. Education departments may have undergraduate and graduate
degrees in human resource development. Courses offered with such degrees include
instructional design, curriculum development, adult learning, evaluation, and on-the-job
training. Psychology departments offer courses in training and development as well. These
courses can be part of a degree program in industrial and organizational psychology. If you
are fortunate enough to be at a large university, you may have the opportunity to take
courses from education, business/management, and the psychology departments that relate
to training and development.

To be a successful training professional requires staying up-to-date on current research
and training practices. The primary professional organizations for persons interested in
training and development include the American Society for Training and Development
(ASTD), the Academy of Human Resource Development (AHRD), the Society for Human
Resource Management (SHRM), the Society for Industrial and Organizational Psychology
(SIOP), the Academy of Management (AOM), and the International Society for Perfor-
mance Improvement (ISPI). The Web addresses for these organizations are listed inside the
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front cover of this book. Articles about training practices can be found in the following
journals: Training, T + D, Training and Development, Workforce Management, HR Maga-
zine, Academy of Management Executive, and Academy of Management Learning and
Education. Training and development research can be found in the following journals:
Human Resource Development Quarterly, Human Resource Development Review, Perfor-
mance Improvement, Personnel Psychology, Journal of Applied Psychology, Academy of
Management Journal, and Human Resource Management.

ORGANIZATION OF THIS BOOK

This book is organized into five parts. Part One focuses on the context for training and
development and includes this chapter which offered a broad perspective on training
and helped answer questions such as what is training? Why is it important? Who is
receiving training? How much money is spent on training? How should training be
designed. Part One also includes Chapter 2 which discusses the strategic training and
development process. In Chapter 2, you will see how a company’s business strategy influ-
ences training practices and the organization of the training department. Chapters 3
through 6 make up Part Two. These chapters discuss the fundamentals of training design
and address different aspects of the Instructional System Design model, the model used
to guide the development of training (see Figure 1.1). Chapter 3 deals with how to deter-
mine training needs. Chapter 4 discusses the important issue of learning—specifically,
how to create an environment conducive to learning within the training session. Chapter 5
addresses transfer of training, that is, how to ensure that the training environment and the
work setting are conducive to the use of knowledge and skills acquired in training.
Chapter 6 explains how to evaluate a training program. Part Three focuses on training and
development methods. Chapters 7 and 8 discuss training methods. Chapter 7 looks at
traditional training methods such as lecture, behavior modeling simulation, and role play.
Chapter 8 examines e-learning and methods that have developed from applications of
new technology, for example, Web-based training, iPods, virtual reality, and intelligent
tutoring systems.

Chapter 9 addresses the important issue of employee development; it discusses four
approaches used to develop employee assessments, assignments, relationships, and courses
and formal programs. Chapter 10 deals with special topics in training and development
including ethics and legal issues, diversity training, cross-cultural training, and the rela-
tionship between training and other human resource management practices. Part Four
focuses on careers and career management. Chapters 11 and 12 introduce such career
issues as understanding what a career is, the systems companies use to manage careers, and
concerns in career management, such as plateauing, socialization, downsizing, and out-
placement. Part Five looks at the future of training and development Chapter 13 discusses
how the role of training in organizations may change in the future.

Students should be aware of several important features of the book. Each chapter begins
with chapter objectives. These objectives (1) highlight what the student should learn from
each chapter and (2) preview the topics. Next comes an opening vignette—an example of a
company practice related to the chapter topics. Company examples are liberally used
throughout each chapter to help students see how theory and research in training are put into
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practice. Each chapter ends with key terms, discussion questions, application assignments,
and a short case. Key terms are related to important concepts emphasized in the chapter.
Discussion questions and application assignments can facilitate learning through interacting
with other students and actually trying to develop and conduct various training applications.
Many application assignments require the use of the Web, a valuable source of information
on training practices. Each of the parts concludes with a case from Business\Week magazine
that highlights a company’s training and development practices. These cases include ques-
tions asking you to apply what you have learned in the chapters.

Key Terms

competitiveness, 4 intellectual capital, 14 Six Sigma process, 28
competitive advantage, 4 social capital, 14 lean thinking, 28
human resource customer capital, 14 ISO 10015, 28
management, 4 knowledge workers, 15 e-commerce, 29
stakeholders, 5 employee engagement, 15 Internet, 29
training, 5 change, 16 alternative work
high-leverage training, 5 learning organization, 16 arrangements, 31
continuous learning, 5 talent management, 21 work teams, 32
training design process, 7 Total Quality Management  cross training, 32
Instructional System (TQM), 25 virtual teams, 33
Design (ISD), 8 Malcolm Baldrige National  outsourcing, 40
offshoring, 12 Quality Award, 26 human resource
human capital, 13 1SO 9000:2000, 26 development, 41

Discussion Questions

1. Describe the forces affecting the workplace and learning. How can training help com-
panies deal with these forces?

2. What steps are included in the training design model? What step do you think is most
important? Why?
3. What are intangible assets? How do they relate to training and development?

4. How is Starbucks using training to benefit the company during difficult economic
times?

5. Training professionals continue to debate whether the ISD model is flawed. Some argue
that 1ISD should be treated as a project management approach rather than a step-by-step
recipe for building training programs. Others suggest that ISD is too linear and rigid a
process, that it is the primary reason training is expensive, and that it takes too long to
develop. ISD focuses on inputs; management wants outputs. Businesses want results,
not the use of a design technology. Do you believe that ISD is a useful process? Why or
why not? Are there certain situations when it is a more (or less) effective way to design
training?

6. Which of the training professionals’ roles do you believe is most difficult to learn?
Which is easiest?




10.

11.

12.

13.
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. How might technology influence the importance of training professionals’ roles? Can

technology reduce the importance of any of the roles? Can it result in additional roles?

. Describe the training courses that you have taken. How have they helped you? Provide

recommendations for improving the courses.

. How does training differ between companies that are considered BEST Award winners

and those that are not?

What are the implications of the aging work force? What strategies should companies
consider from a training and development perspective to best utilize older employees
and prepare for their retirement?

How has new technology improved training and development? What are some of the
limitations of using iPods or PDAs for training?

Explain how training relates to attracting new employees, employee retention, and
motivation.

What is the relationship between talent management and employee engagement? What
role can training and development practices play in keeping employee engagement
high during poor economic times? Explain.

Application Assignments

1.

Go to the American Society for Training and Development (ASTD) home page on the
World Wide Web. The address is www.astd.org. Investigate the links on the home page.
One link is to T + D magazine. Find an article related to training. Summarize the main
topic of the article and identify how it relates to course topics or topics covered in this
text.

. Go to www.quality.nist.gov, the Web site for the National Institute of Standards and

Technology (NIST). The NIST oversees the Malcolm Baldrige Quality Award. Click on
“Criteria for Performance Excellence.” Choose either “Criteria for Performance Excel-
lence,” “Education,” or “Health Care.” Download the award criteria. What questions are
used to determine a company’s education, training, and development focus?

. For many years General Electric (GE) has been recognized as one of the world’s most

admired companies. Visit GE’s Web site at www.gecareers.com and click on “Why GE”
and then “Leadership & Learning Programs.” How have training and learning con-
tributed to GE’s success?

. Conduct a phone or personal interview with a manager. Ask this person to describe the

role that training plays in his or her company.

. Conduct a phone or personal interview with a training manager. Ask this person to dis-

cuss how training has changed in the past five years and how he or she believes it will
change in the future.

. Training identified the Top 125 companies for training (see Training, February 2009).

The top ten ranked companies were:

1. PricewaterhouseCoopers
2. KMPG LLP
3. SCC Soft Computer
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4. EMC Corporation

. Wyeth Pharmaceuticals
. Vanguard

. General Mills

O© 0O N o U

. Mohawk Industries Inc.
10. Microsoft Corporation

. Satyam Computer Services Limited

Choose one of these companies to research. Visit the company’s Web site, use a Web search
engine, or look for references to the company in publications such as Training, T + D,
Workforce, or HR Magazine. Prepare a report (not to exceed three pages) based on your
research (a) describing why you believe the company was ranked in the top 10 and (b)
explaining the relationship between training and the company’s competitiveness and busi-
ness goals and objectives. Your instructor will advise you on whether the report should be
submitted electronically or in a paper copy. (Hint: Possible reasons a company might be
ranked include the amount of money it devotes to training, the level of employee involve-
ment in training, and the type of training used.)

Case

Zappos: Facing Competitive Challenges

Zappos, based in Las Vegas, is an online retailer. Its
initial goal has been to be the best Web site for buy-
ing shoes, offering a wide variety of brands, styles,
colors, sizes, and widths. The zappos.com brand has
grown to offer shoes, handbags, eyewear, watches,
and accessories for online purchase. Zappos’s vision
is that in the future online sales will account for 30
percent of all retail sales in the U.S., and Zappos will
be the company with the best service and selection.
As a result, Zappos believes it can become the online
service leader, drawing customers and expanding
into selling other products. Zappos believes that the
speed at which a customer receives an online pur-
chase plays a critical role in how that customer
thinks about shopping online again in the future, so
it is focusing on making sure the items get delivered
to customers as quickly as possible.

Zappos CEO Tony Heish has shaped the com-
pany’s culture, brand, and business strategy around
10 core values. They are:

Deliver WOW through Service
Embrace and Drive Change

Create Fun and a Little Weirdness
Be Adventurous, Creative, and Open-Minded
Pursue Growth and Learning

Build Open and Honest Relationships with Com-
munication

Build a Positive Team and Family Spirit
Do More with Less

Be Passionate and Determined

Be Humble

Deliver WOW through Service means that call center
employees need to provide excellent customer ser-
vice. Call center employees encourage callers to order
more than one size or color because shipping and
return shipping are free. They are also encouraged to
use their imaginations to meet customer needs.
Zappos’s employment practices help to perpetuate
its company culture. For example, the HR team uses
unusual interview questions, such as “How weird are
you?” and “What’s your theme song?” to find
employees who are creative and have strong individ-
uality. Zappos provides free lunch in the cafeteria
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(cold cuts) and a full-time life coach (employees paid through the end of the year. Everyone received
have to sit on a red velvet throne to complain). Man-  six months of paid health coverage. Zappos also
agers are encouraged to spend time with employees allowed laid-off employees to keep their 40 percent
outside of the office, and any employee can reward employee discount through Christmas.

another employee a $50 dollar bonus for good per- What challenges is Zappos facing that may derail
formance. Most employees at Zappos are hourly. All its attempt to be the best online retailer? How can
new hires complete four weeks of training, including training and development help Zappos meet these
two weeks working the phones. New recruits are challenges? Do you think that employees at Zappos
offered $2,000 to leave the company during training have high levels of engagement? Why? Which of
to weed out individuals who will not be happy work- ~ Zappos’ 10 core values do you believe training and
ing at the company. development can influnce the most? The least? Why?

Due to a downturn in sales, Zappos was forced to
cut costs, including laying off 124 employees. Heish ~ Source: Based on Web site for Zappos, www.zappos.com;

.. - .. . J. O'Brien, “Zappos Knows How to Kick It,” Fortune (February 2
handled the downsizing in a positive way. Laid-off o e W ROW O Ik T YRSl 2

; . 2009): 55-66.
employees with less than two years of service were
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Strategic Training

Objectives 5. Explain the training needs created by
concentration, internal growth,
external growth, and disinvestment
business strategies.

After reading this chapter, you should be
able to

1. Discuss how business strategy
influences the type and amount of
training in a company.

6. Discuss the advantages and disadvan-
tages of organizing the training
function according to the faculty, cus-

2. Explain how the role of training is tomer, matrix, corporate university,
changing. and business-embedded models.

3. Describe the strategic training and 7. Discuss what factors need to be
development process. considered before making the

4. Discuss how a company’s staffing and decision to outsource training.

human resource planning strategies
influence training.

McCormick & Company Uses Strategic Training
to Spice Up Business Results

You may know McCormick & Company from its flavorings and spices that enhance
the taste of appetizers, main dishes, and desserts (who doesn‘t appreciate the great
aroma of just-baked chocolate chip cookies?). You should also know that training
and development play a strategic role at McCormick & Company. Learning is driven
by the company strategy. The company’s main strategies include growing sales, fos-
tering innovation, managing the cost base, and planning for succession. These strate-
gies have been translated into several strategic training and development initiatives.
One initiative supporting the innovation strategy involves the development of tech-
nological innovation centers for scientists and learning and development centers for
company leaders. In another initiative, $1million was spent to teach employees how
to use the new SAP business software implemented throughout the company. The
company’s succession planning process is designed to make good on the promise
that all employees have access to the training and development they need to become
successors to the current company leaders at all levels. Robert Lawless, chairman and
CEO, believes that having a process to grow employees internally gives the company
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a competitive advantage. Growing employees internally requires challenging employ-
ees and providing opportunities for career growth, learning, and development. His
commitment to succession planning is evident in the amount of time he spends
reviewing development needs, goals, performance, and recent training and develop-
ment for the top employees in the company.

To ensure that training and development are strategic, the director of learning and
development has positioned the training department as a team of performance con-
sultants who serve the needs of the business. Also, McCormick & Company has
emphasized teaching at all levels of the organization, with the goal of making the
company more agile and able to adapt to change and cope with the loss of expertise
due to the retirement of baby boomers. The teaching organization has four roles, each
aligned with business plans. Corporate learning professionals are found at the com-
pany’s two learning centers in Maryland and in the United Kingdom. Corporate learn-
ing professionals are charged with establishing expertise and then sharing it with
others. Site-specific learning professionals include employees who have responsibility
for learning and development at the company’s locations. Each training manager
reports directly to each location’s human resource or operations function to ensure
that training needs are identified and met. Leader-teachers include all employees with
supervisory responsibilities, regardless of level. Managers are trained to help employees
apply the skills they learn in training and senior executives teach classes. To ensure that
leaders are teachers, the performance evaluations for all of McCormick’s managers
include one competency: attracting and developing talent. Attracting and developing
talent involves active participation in the growth and development of employees and
effective coaching and mentoring. Peer-teachers engage in one-on-one training with
other employees as well as through the company’s multiple management board
(MMB) system. The MMB system includes cross-functional, cross-divisional groups of
employees from all levels who work on projects that can have a significant impact on
the business. The MMB experience provides participating employees with skills and
knowledge that are not typically part of their job responsibilities, such as developing
strategic thinking or strengthening presentation skills. At any one time, there are
approximately 200 employees serving on MMBs.

The strategic importance the company places on training and development is
highlighted by the board of directors’ decision not to cut the firm’s learning budget—
despite budget cuts elsewhere due to a decrease in company earnings (attributed to
the effects of Hurricane Katrina on business in the southern United States and falling
prices in the world market for vanilla). McCormick & Company’s board of directors
will provide additional funding for training and development initiatives if there is a
business case made for additional financial resources. To make the business case for
training and development, McCormick & Company evaluates the effectiveness of
training and development using metrics such as how many employees have been
promoted, how many employees have attended the learning and development cen-
ter, how many employees are in the MMBs, and the dollar impact of MMB project
results on the business.

Sources: T. Bingham and P. Galagan, “Growing Talent and Sales at McCormick,” T + D (July 2007):
30-34; R. Frattali, “The Company that Teaches Together Performs Together,” T + D (July 2007): 36-39.
Also, go to www.mccormick.com, the Web site for McCormick & Company.
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INTRODUCTION

As the chapter opening vignette shows, training and development at McCormick & Com-
pany support the business strategy. Recognizing that learning is part of all employees’
responsibilities, both managers and peers, along with training professionals, are actively
involved in helping other employees gain new skills and perspectives. This helps to reinforce
the value of learning and its importance for the business. McCormick & Company recog-
nizes that learning through training and development is critical for meeting its main strate-
gies: growing sales, innovation, managing the cost base, and planning for succession.

Why is the emphasis on strategic training important? Companies are in business to
make money, and every business function is under pressure to show how it contributes to
business success or face spending cuts and even outsourcing. To contribute to a company’s
success, training activities should help the company achieve its business strategy. A
business strategy is a plan that integrates the company’s goals, policies, and actions.* The
strategy influences how the company uses physical capital (e.g., plants, technology, and
equipment), financial capital (e.g., assets and cash reserves), and human capital (employ-
ees). The business strategy helps direct the company’s activities (production, finance, mar-
keting, human resources) to reach specific goals. The goals are what the company hopes to
achieve in the medium- and long-term future. Most companies’ goals include financial
goals, such as to maximize shareholder wealth. But companies have other goals related to
employee satisfaction, industry position, and community service.

There is both a direct and indirect link between training and business strategy and goals.
Training that helps employees develop the skills needed to perform their jobs directly
affects the business. Giving employees opportunities to learn and develop creates a posi-
tive work environment, which supports the business strategy by attracting talented employ-
ees as well as motivating and retaining current employees.

IBM is a company that reinvented itself in 2002.% Its business strategy is to reshape its
work force so as to better meet clients’ needs and expectations as IBM transforms itself
from a high-tech industrial-age company to an information- and knowledge-driven com-
pany. This new business strategy has required a massive organizational culture change:
Employees have had to accept the strategy and make it work. Dedication to clients is the
core foundation of IBM’s new business strategy. To meet client needs, employees must be
adaptable and constantly adjusting. As a result, IBM’s training has shifted so that employ-
ees learn through work, on location, and based on client needs rather than traveling to a dif-
ferent location for a training course, although formal training courses will still be used to
teach managers, executives, and salespeople new skills or product lines at critical moments
in their careers. On Demand Learning, as IBM has called it, requires that the learning
teams that are responsible for designing the program understand the specific work being
done by employees in different roles. IBM has defined over 500 specific roles in the com-
pany and the expertise required for each role. The learning team has designed learning
opportunities into the work itself, a concept known as “work-embedded learning.”
Employees work via computer to connect with experts, participate in an online community
on a topic, or complete an online learning module. The amount of time spent on learning
and training at IBM has grown 32 percent through the expansion of work-embedded learn-
ing. The company has committed more than $700 million to its learning initiatives, which
it believes are critical for achieving its business strategy.
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Business strategy has a major impact on the type and amount of training that occurs and
whether resources (money, trainers’ time, and program development) should be devoted to
training. Also, strategy influences the type, level, and mix of skills needed in the company.
Strategy has a particularly strong influence on determining:

1. The amount of training devoted to current or future job skills.

2. The extent to which training is customized for the particular needs of an employee or is
developed based on the needs of a team, unit, or division.

3. Whether training is restricted to specific groups of employees (such as persons identi-
fied as having managerial talent) or open to all employees.

4. Whether training is planned and systematically administered, provided only when prob-
lems occur, or developed spontaneously as a reaction to what competitors are doing.

5. The importance placed on training compared to other human resource management
practices such as selection and compensation.®

This chapter begins with a discussion of how training is evolving. Traditionally, training
has been seen as an event or program to develop specific explicit knowledge and skills. But
managers and trainers and human resource professionals have begun to recognize the
potential contribution to business goals of knowledge that is based on experience and that
is impossible to teach in a training program, and they have broadened the role of training
to include learning and designing ways to create and share knowledge. The chapter goes on
to discuss the process of strategic training and development, including identifying the busi-
ness strategy, choosing strategic training and development initiatives that support the strat-
egy, providing training and development activities that support the strategic initiatives, and
identifying and collecting metrics to demonstrate the value of training. The chapter next
describes organizational factors that influence how training relates to the business strategy.
These include the roles of employees and managers; top management support for training;
integration of business units; staffing and human resource planning strategy; degree of
unionization; and manager, trainer, and employee involvement in training. The chapter
then addresses specific strategic types and their implications for training. The chapter ends
with a description of several different ways of organizing the training function, emphasiz-
ing that the business-embedded and corporate university models are gaining in popularity
as companies are aligning training activities with business goals.

THE EVOLUTION OF TRAINING'S ROLE

As more companies such as McCormick & Company recognize the importance of learning
for meeting business challenges and providing a competitive advantage, the role of training
in companies is changing. Figure 2.1 shows the evolution of training’s role from a program
focus to a broader focus on learning and creating and sharing knowledge.* Training will
continue to focus on developing programs to teach specific skills; however, to better relate
to improving employees’ performance and to help meet business needs and challenges (and
be considered strategic), training’s role has to evolve to include an emphasis on learning and
creating and sharing knowledge. Learning refers to the acquisition of knowledge by indi-
vidual employees or groups of employees who are willing to apply that knowledge in their
jobs in making decisions and accomplishing tasks for the company.> Knowledge refers to
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FIGURE 2.1
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what individuals or teams of employees know or know how to do (human and social knowl-
edge) as well as company rules, processes, tools, and routines (structured knowledge).®
Knowledge is either tacit knowledge or explicit knowledge.” Explicit knowledge refers to
knowledge that can be formalized, codified, and communicated. That is, it can be found in
manuals, formulas, and specifications. Tacit knowledge refers to personal knowledge
based on individual experience that is difficult to explain to others. Because tacit knowledge
is difficult to communicate, it is passed along to others through direct experience (e.g.,
interacting with other employees, watching other employees). The types of tacit and explicit
knowledge that are important for employees include knowledge about the company, knowl-
edge about customers, and knowledge about the company’s business processes.2 Employees
need to understand the company’s business, strategy, and financial statements as well as
how the company is organized. This gives them some idea of where to go with new ideas,
how to seek help with problems, and how to create opportunities for cross-functional busi-
nesses. Employees must know who the company’s customers are, what they need, and why
they choose to do business with the company. Finally, employees must have a general under-
standing of the major business processes and a more detailed understanding of the business
processes they are involved in. Well-designed traditional training courses can successfully
help employees learn tacit knowledge. But to learn tacit knowledge requires interpersonal
interaction and experiences that are usually not found in training programs.

In traditional approaches to training, training is seen as a series of programs or events
that employees attend. After attending the training program, employees are responsible
for using what they learned in training on the job, and any support they might receive is
based on the whims of their manager. Also, traditional training provides no information
that would help employees understand the relationship between the training content and
individual performance or development objectives or business goals. This type of training
usually fails to improve workplace performance and meet business needs. The role of
training as a program or event will continue into the future because employees will always
need to be taught specific knowledge and skills. This approach assumes that business
conditions are predictable, they can be controlled by the company, and the company can
control and predict the knowledge and skills that employees need in the future. These
assumptions are true for certain skills such as communication and conflict resolution.



Chapter 2 Strategic Training 57

However, these training events or programs will need to be more closely tied to perform-
ance improvement and business needs to receive support from top management. The
training design model presented in Chapter 1 and the different aspects of the model dis-
cussed in Chapters 3 though 8 will help you understand how to design training programs
that can improve employee performance and meet business needs.

Movement from Training as an Event to Learning

At Walt Disney Company, over the last 10 years training has evolved to include flexible
learning delivery, customized learning experiences, and collaborative development with
internal training customers.® Disney has moved from an instructor-led training approach to
an approach that uses face-to-face instruction (classroom, on-the-job) combined with
online instruction (game simulation, e-learning). This matches Disney’s business strategy,
which has always emphasized matching the appropriate technology and methods to the
audience regardless of whether the audience is a guest or an employee (cost member).

A single training event or program is not likely to give a company a competitive advan-
tage because explicit knowledge is well-known and programs designed to teach it can be eas-
ily developed and imitated. However, tacit knowledge developed through experience and
shared through interactions between employees is impossible to imitate and can provide com-
panies with a competitive advantage. Pixar’s development of successful computer-animated
films such as WALL-E (a robot love story in a post-apocalyptic world of trash) and
Ratatouille (a tale of a French rat who longs to be a chef) requires the cooperation of a team
of talented directors, writers, producers, and technology artists who may be located in differ-
ent buildings, have different priorities, and speak different technical languages.*® Pixar fol-
lows three operating principles: (1) all employees must have the freedom to communicate
with other employees, regardless of their position or department, (2) it must be safe for every-
one to offer ideas, and (3) the company must stay close to innovations occurring in the aca-
demic community. Pixar University offers a collection of in-house courses for training and
cross-training employees within their specialty areas. But it also offers optional classes that
provide opportunities for employees from different disciplines to meet and learn together.
Screenplay writing, drawing, and sculpting are directly related to the business while courses
in Pilates and yoga are not. The courses are attended by employees with all levels of expertise—
from novices to experts—which reinforces the idea that all employees are learning and it is fun
to learn together.

The emphasis on learning has several implications. First, there is a recognition that to
be effective, learning has to be related to helping employees’ performance improve and the
company achieve its business goals. This connection helps ensure that employees are moti-
vated to learn and that the limited resources (time and money) for learning are focused in
areas that will directly help the business succeed. Second, unpredictability in the business
environment in which companies operate will continue to be the norm. Because problems
cannot be predicted in advance, learning needs to occur on an as-needed basis. Companies
need to move beyond the classroom and instead use job experiences and Web-based train-
ing to teach employees skills while they focus on business problems. Third, because tacit
knowledge is difficult to acquire in training programs, companies need to support informal
learning that occurs through mentoring, chat rooms, and job experiences. Fourth, learning
has to be supported not only with physical and technical resources but also psychologi-
cally. The company work environment needs to support learning, and managers and peers
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need to encourage learning and help employees find ways to obtain learning on the job.
Also, managers need to understand employees’ interests and career goals to help them find
suitable development activities that will prepare them to be successful in other positions in
the company or deal with expansion of their current job. Chapter 5 discusses the charac-
teristics of a learning organization and how to create a work environment that supports
training and learning.

Creating and sharing knowledge refers to companies’ development of human capital.
As discussed in Chapter 1, human capital includes cognitive knowledge (know what),
advanced skills (know how), system understanding and creativity (know why), and self-
motivated creativity (care why).*! Traditionally, training has focused on cognitive and
advanced skills. But the greatest value for the business may be created by having
employees understand the manufacturing or service process and the interrelationships
between departments and divisions (system understanding) as well as motivating them to
deliver high-quality products and services (care why). To create and share knowledge,
companies have to provide the physical space and technology (e-mail, Web sites) to
encourage employee collaboration and knowledge sharing. Ford Motor Company has
communities of practice organized around functions.? For example, all the painters in
every Ford assembly plant around the world belong to the same community. At each
plant, one of the painters serves as a “focal point.” If a local painter discovers a better
way to improve one of the 60 steps involved in painting, the focal person completes a
template describing the improvement and its benefits. The template is submitted elec-
tronically to a subject matter expert located at Ford headquarters, who reviews the prac-
tice and decides whether it is worth sharing with other assembly plants. If so, the practice
is approved and sent online to the other assembly plants. Ford has collected $1.3 billion
in projected value for the company and has realized over $800 million of actual value
from its communities of practice.

As companies recognize the value of training and development and view them as part
of a broader learning strategy, seven key capabilities are needed, according to a survey by
Accenture Learning.'® These capabilities are:

. Alignment of learning goals to the business goals.

. Measurement of the overall business impact of the learning function.

. Movement of learning outside the company to include customers, vendors, and suppliers.
. A focus on developing competencies for the most critical jobs.

. Integration of learning with other human resource functions such as knowledge man-
agement, performance support, and talent management.

. Training delivery approaches that include classroom as well as e-learning.
7. Design and delivery of leadership development courses.
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THE STRATEGIC TRAINING AND DEVELOPMENT PROCESS

Now that you understand how training is evolving in companies and have been introduced
to the concept of business strategy and how training can support a business strategy, you
are ready to study the process of strategic training and development. Figure 2.2 shows a
model of the strategic training and development process with examples of strategic initia-
tives, training activities, and metrics.
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The model shows that the process begins with identifying the business strategy. Next,
strategic training and development initiatives that support the strategy are chosen. Trans-
lating these strategic training and development initiatives into concrete training and
development activities is the next step of the process. The final step involves identifying
measures or metrics. These metrics are used to determine whether training has helped
contribute to goals related to the business strategy. The following sections detail each step
in the process.

Identify the Company’s Business Strategy

Three factors influence the company’s business strategy. First, the company’s mission,
vision, values, and goals help to determine the strategy. These are usually determined by the
top management team. The mission is the company’s reason for existing. It may specify the
customers served, why the company exists, what the company does, or the values received
by the customer. The vision is the picture of the future that the company wants to achieve.
Values are what the company stands for. Second, a SWOT analysis (strengths, weaknesses,
opportunities, threats) involves an analysis of the company’s operating environment (e.g.,
product markets, new technologies) to identify opportunities and threats as well as an inter-
nal analysis of the company’s strengths and weaknesses including people, technology, and
financial resources. The business challenges identified in Chapter 1 may also represent an
opportunity (or threat) to the company. Recall that these business challenges include glob-
alization, the need for leadership, increased value of human capital, change, attracting and
winning talent, and a focus on customers and quality. Third, the company has to consider its
competition. That is, how will the company successfully compete? The decisions that a
company has to make in determining how to compete are shown in Table 2.1.

Although these decisions are equally important, companies often pay less attention to
the “with what will we compete” issue, resulting in failure to reach the goals. This decision
includes deciding how human, physical, and financial capital will be used. To use human
capital to gain a competitive advantage requires linking the company’s human resources
practices (such as training and development) to the business strategy.

Consider how training contributes to the business strategy at Nokia Corporation.
Nokia, the world leader in mobile communications, has over 68,000 employees and net
sales of $30 billion. Nokia’s business strategy is to build trusted customer relationships
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TABLE 2.1
Decisions a
Company Must
Make about
How to
Compete to
Reach Its Goals

Source: “Strategy-
Decisions about Com-
petition,” from R. Noe,
J. Hollenbeck, B. Ger-
hart, and P. Wright,
Human Resource Man-
agement: Gaining a
Competitive Advantage,
6th ed. (Burr Ridge, IL:
Irwin/McGraw-Hill,
2009): 61.
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1. Where to compete?
In what markets (industries, products, etc.) will we compete?

2. How to compete?
On what outcome or differentiating characteristic will we compete? Cost? Quality?
Reliability? Delivery? Innovativeness?

3. With what will we compete?
What resources will allow us to beat the competition? How will we acquire, develop,
and deploy those resources to compete?

by offering compelling and valued consumer solutions that combine the best mobile
devices with context-enriched services (business mobility and Internet).** Nokia’s
vision is a world where everyone can be connected and feel close to what is important
to them. Nokia consists of the following business units: Devices, Software and Ser-
vices, Markets (management of supply chains, sales, and brand and marketing activi-
ties), Nokia Siemens Networks (infrastructure and related services business), NAVTEQ
(provider of digital map data for automotive navigation systems and other mapping
applications), and the Corporate Development Office (which focuses on strategy and
future growth and supports the other units). Nokia wants to create personalized com-
munication technology that enables people to create their own mobile world. Nokia
continues to target and enter segments of the communications market that the company
believes will experience faster growth than the industry as a whole. As the demand for
wireless access to services increases, Nokia plans to lead the development and com-
mercialization of networks and systems required to make wireless content more acces-
sible and rewarding for customers.

The management approach at Nokia, known as the “Nokia way,” consists of the Nokia
values, its organizational competencies, and its operations and processes used to maintain
operational efficiency. The company has built its current and future strength on the Nokia
way. The Nokia way has resulted in a flat, networked company emphasizing speed and
flexibility in decision making. Nokia’s values include “engaging you” (customer satisfac-
tion and engaging with all stakeholders, including employees), “achieving together” (trust,
sharing, working in formal and informal networks), “passion for innovation,” and “very
human” (understanding that how the company does business impacts people and the
environment). Continuous learning provides employees with the opportunity to develop
themselves and to stay technologically current. Employees are encouraged to share experi-
ences, take risks, and learn together. Continuous learning goes beyond formal training
classes. At Nokia, continuous learning means that employees support each other’s growth,
developing and improving relationships through the exchange and development of ideas.
E-learning is used to provide employees with the freedom to choose the best possible time
and place for personal development.

Nokia’s top management is committed to continuous learning. Figure 2.3 shows how
Nokia links training and development to its business strategy. For example, the business
group presidents are the “owners” of all global management and leadership programs for
senior managers. They personally provide input into the development of these programs but
they also appoint “godfathers” from their management teams. These godfathers participate
actively throughout the program and are also designers of program content. Together with
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the training and development staff, the godfathers help the learning processes in the pro-
grams. Most of the programs involve strategic projects (action learning) that participants are
responsible for completing. Top managers invest time in reviewing the projects and have the
authority to take action based on the project team recommendations.

The value of continuous learning translates into personal and professional growth oppor-
tunities including a commitment to self-development, coaching, learning solutions and
training, management training, a vibrant internal job market, and performance manage-
ment. Employees are encouraged to create their own development plan and use available
learning solutions and methods. Coaching with highly skilled colleagues helps employees
develop and gives them the opportunity to share ideas and goals with each other. Nokia
employees have access to a wide variety of training and development opportunities, includ-
ing learning centers and the Learning Market Place Internet, which has information on all
the available learning solutions including e-learning and classroom training. Through the
learning centers, Nokia has integrated the learning activities of all the business groups into
one place. Nokia believes that by mixing participants from across business groups, knowl-
edge is created because traditions and experiences can be shared among employees. In addi-
tion to formal programs offered in classrooms or on the Internet, Nokia emphasizes
on-the-job learning through job rotation and through managers giving their employees chal-
lenging new job assignments. There is also a wide range of opportunities for managers to
improve their management and leadership skills. The emphasis on the internal labor market
encourages employees to improve their skills by changing jobs. Nokia’ performance man-
agement process, known as Investing in People (IIP), involves twice yearly discussions
between employees and their managers. The [P process consists of objective setting, coach-
ing and achievement review, competence analysis, and a personal development plan. The
entire 1P process is supported electronically. Employees can choose their profile from the
company intranet, conduct a self-evaluation, create a personal development plan, and inves-
tigate what learning solutions are available at the learning centers.

Nokia uses a combination of measures to evaluate the value of training. Nokia always
asks employees for their immediate reactions after they have completed a program. Other
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measures include attainment of competence and resource strategy in all parts of the com-
pany. Top management believes that the largest benefit of the learning is that employees
have opportunities to network, creating more knowledge, reinforcing continuous learning,
and creating committed employees.

Identify Strategic Training and Development Initiatives That
Support the Strategy

Strategic training and development initiatives are learning-related actions that a com-
pany should take to help it achieve its business strategy.'® The strategic training and
development initiatives vary by company depending on a company’s industry, goals,
resources, and capabilities. The initiatives are based on the business environment, an
understanding of the company’s goals and resources, and insight regarding potential
training and development options. They provide the company with a road map to guide
specific training and development activities. They also show how the training function
will help the company reach its goals (and in doing so, show how the training function
will add value).

There is a tendency to have a disconnect between strategy and execution of the strategy.
To avoid this, learning professionals need to reach out to managers to ensure that the strate-
gic training initiatives and training activities are aligned with the business strategy and the
necessary financial resources and support are provided to carry out the training activities.'®
This requires consideration of people and cultural issues that might inhibit execution of
training initiatives. In addition, the success or failure of previous training activities should
be identified and addressed to ensure that future training activities support strategic train-
ing initiatives and are successfully implemented.

Table 2.2 shows strategic training and development initiatives and their implications for
training practices. Diversify the learning portfolio means that companies may need to pro-
vide more learning opportunities than just traditional training programs. These learning
opportunities include informal learning that occurs on the job through interactions with
peers; new job experiences; personalized learning opportunities using mentors, coaches,
and feedback customized to the employee needs; and the use of technology (including
Web-based training). Such training is self-paced and available outside a formal classroom
environment (these learning opportunities are discussed in Chapters 5, 7, 8, and 9). Con-
sider how Freddie Mac, the mortgage finance company based in Virginia, provides learn-
ing when it is needed.!” A Freddie Mac employee who has a learning need can go to the
learning portal on the Web to find solutions. The learning portal includes online courses,
books, videos, discussion groups, and articles. Learning consultants are available to help
employees use the learning portal, address special needs, and incorporate learning needs
into their personal development plan. Accenture Resources Group, a consulting company
in New York, uses informal learning as a way to increase communications between execu-
tives, managers, and consultants in the field. Each Accenture consultant is assigned to a
community of 100 people that meets four times a year. The community meetings often fea-
ture senior executives leading discussions on topics such as leadership and the creation of
shareholder value.

Expand who is trained refers to the recognition that because employees are often the cus-
tomer’s primary point of contact, they need as much if not more training than managers do.
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TABLE 2.2  Strategic Training and Development Initiatives and Their Implications

Strategic Training and
Development Initiatives

Diversify the Learning Portfolio

Expand Who Is Trained

Accelerate the Pace of
Employee Learning

Improve Customer Service

Provide Development
Opportunities and Communicate
to Employees

Capture and Share Knowledge

Align Training and
Development with the Company’s
Strategic Direction
Ensure that the Work
Environment Supports
Learning and Transfer of Training

Implications

¢ Use new technology such as the Internet for training

e Facilitate informal learning

e Provide more personalized learning opportunities

e Train customers, suppliers, and employees

o Offer more learning opportunities to nonmanagerial employees

¢ Quickly identify needs and provide a high-quality learning solution

¢ Reduce the time to develop training programs

e Facilitate access to learning resources on an as-needed basis

e Ensure that employees have product and service knowledge

e Ensure that employees have skills needed to interact with customers

e Ensure that employees understand their roles and decision-making
authority

¢ Ensure that employees have opportunities to develop

e Ensure that employees understand career opportunities and personal
growth opportunities

e Ensure that training and development addresses employees’ needs in
current job as well as growth opportunities

e Capture insight and information from knowledgeable employees

e Logically organize and store information

e Provide methods to make information available (e.g., resource
guides, Web Sites)

¢ |dentify needed knowledge, skills, abilities, or competencies

e Ensure that current training and development programs support the
company’s strategic needs

® Remove constraints to learning, such as lack of time, resources, and
equipment

¢ Dedicate physical space to encourage teamwork, collaboration,
creativity, and knowledge sharing

e Ensure that employees understand the importance of learning

¢ Ensure that managers and peers are supportive of training,
development, and learning

Source: Based on S. Tannenbaum, “A Strategic View of Organizational Training and Learning,” in Creating, Implementing, and Managing Effective Training and
Development, ed. K. Kraiger (San Francisco: Jossey-Bass, 2002): 10-52.

Also, to provide better customer service to suppliers, vendors, and consumers, companies
need to distribute information about how to use the products and services they offer. Com-
panies are beginning to train suppliers to ensure that the parts that suppliers provide will
meet their customers’ quality standards. To be successful, companies have to be able to deal
with changes in technology, customer needs, and global markets. Training needs have to be
quickly identified and effective training provided. That is, companies have to accelerate the
pace of employee learning. Also, companies are relying on electronic performance support
systems (EPSS) that provide employees with immediate access to information, advice, and
guidance (EPSS are discussed in more detail in Chapter 5). EPSS can be accessed through
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TABLE 2.3
Questions to
Ask to Develop
Strategic
Training and
Development
Initiatives

Source: Based on R.
Hughes and K.
Beatty, “Five Steps to
Leading Strategi-
cally,” TD (December
2005): 46-48.
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personal computers or handheld computers whenever they are needed. Because customers
now have access to databases and Web Sites and have a greater awareness of high-quality
customer service, they are more knowledgeable, are better prepared, and have higher service
expectations than ever before. Employees must be prepared to improve customer service.
Employees have to be knowledgeable about the product or service, they need to have
customer service skills, and they need to understand the types of decisions they can make
(e.g., can they make an exception to the policy of no cash refunds?). Providing development
opportunities and communicating them to employees is important to ensure that employees
believe that they have opportunities to grow and learn new skills. Such opportunities are
important for attracting and retaining talented employees. Capturing and sharing knowl-
edge ensures that important knowledge about customers, products, or processes is not lost
if employees leave the company. Also, giving employees access to knowledge that other
employees have may quicken response times to customers and improve product and service
quality. For example, rather than “reinventing the wheel,” service personnel can tap into a
database that allows them to search for problems and identify solutions that other service
reps have developed. Aligning training and development with the company’s strategic direc-
tion is important to ensure that training contributes to business needs. Companies need to
identify what employee capabilities (e.g., knowledge, skills) are needed and whether train-
ing programs and services are helping to improve these capabilities. Lastly, a supportive
work environment is necessary for employees to be motivated to participate in training and
learning activities, use what they learn on the job, and share their knowledge with others.
Tangible support includes time and money for training and learning as well as work areas
that encourage employees to meet and discuss ideas. Psychological support from managers
and peers for training and learning is also important. Types of tangible and psychological
support for training are discussed in Chapter 5.

How might a company ensure that its training and development initiatives are linked to
its business strategy? Table 2.3 shows the questions that a company needs to answer to
identify and develop its strategic training and development initiatives. To help answer these
questions, trainers need to read the annual reports, strategic plans, earnings releases, and
analyst reports for their companies. To understand the business strategy and its implica-
tions for training, it may be useful to invite managers to attend training and development

1. What is the vision and mission of the company? Identify the strategic drivers of the
business strategy.

2. What capabilities does the company need as a result of the business strategy and
business environment challenges?

3. What types of training and development will best attract, retain, and develop the
talent needed for success?

4. Which competencies are critical for company success and the business strategy?

5. Does the company have a plan for making the link between training and development
and the business strategy understood by executives, managers, and employees or
customers?

6. Will the senior management team publicly support and champion training and
development?

7. Does the company provide opportunities for training and developing not only
individuals but also teams?
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staff meetings and present information on the company’s business strategy. Also, in com-
panies with multiple divisions, it is important to understand each business, including how
it measures effectiveness, how it monitors and reports performance, and what challenges it
faces, such as supply chain management, new product development, competitive pressures,
or service warranty issues.

Provide Training and Development Activities Linked
to Strategic Training and Development Initiatives

After a company chooses its strategic training and development initiatives related to its busi-
ness strategy, it then identifies specific training and development activities that will enable
these initiatives to be achieved. These activities include developing initiatives related to use of
new technology in training, increasing access to training programs for certain groups of
employees, reducing development time, and developing new or expanded course offerings.
For example, one of the strategic training and development initiatives for American Express
Financial Advisors, located in Minneapolis, Minnesota, is to prepare employees to offer
world-class service.'® Training the company’s customer service representatives is especially
important because of the breadth of the job requirements. The customer service representa-
tives have to be able to discuss the content of financial products as well as handle transactions
of these products over the phone with both customers and financial experts. Also, the repre-
sentatives work in the securities industry, which is highly regulated, and some are required to
have a license to sell securities. American Express’s emphasis on training is related not only to
the company needs but also to the basic business principle that it costs less to serve customers
well and keep them than to try to replace them after they have left. Providing good customer
service and maintaining customer loyalty depend on how well customer service representa-
tives work the phones, take orders, offer assistance, and develop relationships with customers.

When new employees report for work in the customer services section of American
Express, they begin an eight-week training program designed to help them succeed in
building and solidifying the company’s client base. First, they split their days into learning
about American Express’s investment products and practicing how they will work with the
company’s financial advisers and clients. After employees complete the initial training and
begin to work on the phone with actual clients, they still receive at least two weeks of train-
ing each year. The ongoing training includes a mix of classroom and Web-based training
on subjects such as new financial products or changes in security regulations. Online train-
ing modules are used to teach computer skills such as how to use a new software product
or how to reduce the number of screens a representative must go through to retrieve a par-
ticular piece of information. American Express’s training includes active participation by
the trainees. Customer service trainees are given time to review material, ask questions,
and practice on the computer systems they will be using.

Sun Microsystems, a manufacturer of computer workstations and workstation software
based in Santa Clara, California, has made sure its training function and training activities
support its business strategy. Sun’s mission statement (shown in Table 2.4) discusses how Sun
views computer networks (a vision of network participation driven by shared innovation,
community development, and open source leadership). Sun has established a history of inno-
vation and technology leadership, helps companies in every industry leverage the power of
the Internet, has established relationships with leading suppliers of computing solutions that
Sun can rely on to develop integrated solutions, and is committed to high-quality service and
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TABLE 2.4
Sun
Microsystems’s
Vision,
Mission, and
Strategy

Source: www.sun.com,
About Sun, Our Com-
pany, Mission
(February 25, 2009).

TABLE 2.5
SunU’s
Analysis to
Align Training
with Business
Strategy

Source: Based on PA.
Smith, “Reinventing
SunU,” Training and
Development (July
1994): 23-27.

The Context for Training and Dewvelopment

Vision: “The Network Is the Computer.” Sun drives network participation (the
Participation Age) through shared innovation, community development, and open source
leadership.

Mission: To create the technologies and fuel the communities that power the
Participation Age.

Strategy: \We engineer solutions for our customers’ biggest, most important problems.
We share our solutions to grow communities, increase participation, and create world-
changing new market opportunities. We will build and run the world’s participation
infrastructure, The network, to make sure the job is done right.

technical support. In his letter to stockholders in the 2005 annual report, Scott McNealy, then
chairman of the board and chief executive officer, identified six priorities: making money;
growing; capitalizing on acquisitions; leveraging partners; reenlisting champions (creating
passion for Sun in customers, partners, employees, and shareholders); and simplifying the
business. The training and development activities that Sun develops can help the company
achieve these business priorities.*®

A good example of how a training function can contribute to business strategy is evident
in the changes made by SunU, the training and development organization of Sun Microsys-
tems.?% SunU realigned its training philosophy and the types of training it conducted to be
more linked to the strategy of Sun. Sun was in a constantly evolving business due to new
technologies, products, and product markets. SunU found that its customers wanted training
services that could be developed quickly, could train many people, and would not involve
classroom training. Because of its importance for the business, Sun was also interested in
maintaining and improving the knowledge and competence of its current work force.

Table 2.5 presents the questions that SunU used to determine how to better contribute to
the business strategy. Note that the questions SunU asked not only deal with the delivery of

Customers
Who are our customers and how do we work for them?

Organization
What is the nature of practices required to complete our mission?

Products and Services
How do we ensure that our products and services meet strategic requirements?

Research and Development
How do we stay current in the training and learning fields and use our knowledge in
these areas?

Business Systems
What are the processes, products, tools, and procedures required to achieve our goals?

Continuous Learning
How do we recognize that learning at Sun Microsystems is continuous, is conscious, and
comes from many sources?

Results
How do we obtain results according to our customers’ standards?
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training, but also attempt to understand internal customer needs and potential business
needs as determined by Sun’s business strategy.

As a result of the need to better align the training function with the needs generated by
the business strategy, SunU took several steps. First, it developed a new approach to deter-
mining the knowledge and skills that the employees needed to meet business goals. SunU
identified several basic competencies (such as customer relations). A team of trainers at
SunU constantly reviews these competencies and discusses them with key senior managers.
For example, in the customer service competency, vice presidents and directors of sales and
marketing are interviewed to identify training needs. As a result of this process SunU learns
more about the business needs and is able to develop relevant training. To help deliver train-
ing quickly to a large number of trainees without relying on the classroom, SunU developed
videoconferencing programs that allow training to be delivered simultaneously to several
sites without requiring trainees to travel to a central location. To help maintain and improve
the knowledge and abilities of its employees, SunU developed a desktop library that enables
all employees to access CD-ROMs containing up-to-date information on technologies and
products as well as profiles on customers and competitors. SunU also delivers Web-based
training to more than 400,000 students, and more than 80,000 online training sessions are
accessible daily to employees, customers, suppliers, and partners.?

In 2001, when SunU was faced with the business need to train and certify all Sun
employees in Sun Sigma (Sun’s version of Six Sigma quality training) in less than six
months, SunU turned to online training. SunU’s training program needed to reach employees
who worked in 170 different countries and who spoke a variety of languages, and it needed
to be tailored to both individuals and groups. The customized course material was incor-
porated into e-learning, which allowed SunU to train twice as many employees as would
have been possible in a classroom approach. The Sun Sigma training initiative was able to
save the company approximately $1.2 million.

Identify and Collect Metrics to Show Training Success

How does a company determine whether training and development activities actually con-
tribute to the business goals? This determination involves identifying and collecting out-
come measures, or metrics. The metrics that are typically used to identify training success
or effectiveness include trainees’ satisfaction with the training program; whether the
trainees’ knowledge, skill, ability, or attitudes changed as a result of program participation
(cognitive and skill-based outcomes); and whether the program resulted in business-related
outcomes for the company.

The business-related outcomes should be directly linked to the business strategy and
goals. Business-related outcomes could evaluate, for example, customer service, employee
satisfaction or engagement, employee turnover, number of product defects, time spent in
product development, number of patents, or time spent filling management positions.
Some companies use the balanced scorecard as a process to evaluate all aspects of the
business. The balanced scorecard is a means of performance measurement that pro-
vides managers with a chance to look at the overall company performance or the per-
formance of departments or functions (such as training) from the perspective of internal
and external customers, employees, and shareholders.?? The balanced scorecard consid-
ers four different perspectives: customer, internal, innovation and learning, and finan-
cial. The emphasis and type of indicators used to measure each of these perspectives are
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based on the company’s business strategy and goals. The four perspectives and examples
of metrics used to measure them include:

e Customer (time, quality, performance, service, cost).

 Internal (processes that influence customer satisfaction).

* Innovation and learning (operating efficiency, employee satisfaction, continuous
improvement).

 Financial (profitability, growth, shareholder value).

Metrics that might be used to assess training’ contribution to the balanced scorecard
include employees trained (employees trained divided by total number of employees), train-
ing costs (total training costs divided by number of employees trained), and training costs
per hour (total training costs divided by total training hours). For example, EMC Corpora-
tion, a technology company, uses a balanced scorecard to track and measure learning.?
Company performance is tracked quarterly with metrics measuring business alignment,
work-force readiness, time-to-market, globalization, and effectiveness. The company has
also implemented performance metrics that are directly linked to present and future busi-
ness needs. Employees are given individual development plans that are based on an analy-
sis of their jobs. Ingersoll Rand requires its business units to make strong business cases for
new spending.?* Following this model, Ingersoll Rand University shows that learning makes
a difference and contributes to the business strategy by using metrics such as expected bene-
fits, one-time versus ongoing costs, shelf-life of learning products, and employee participa-
tion rates in its programs. Each year Ingersoll Rand University (IRU) provides the company
with an annual report communicating accomplishments, challenges, strategic directions,
and operational efficiencies. For example, IRU has offered process improvement workshops
related to Lean Six Sigma (a quality initiative), which is a business priority. IRU has been
able to demonstrate that its workshops have resulted in saving the company hundreds of
thousands of dollars by reducing vendor delivery costs by 76 percent. The process of iden-
tifying and collecting metrics is related to training evaluation, the final step in Figure 1.1.
Chapter 6 discusses the different types of outcomes in greater detail. Of course, showing
that training directly relates to the company “bottom line” (e.g., increased service, sales,
product quality) is the most convincing evidence of the value of training!

ORGANIZATIONAL CHARACTERISTICS THAT INFLUENCE TRAINING

The amount and type of training as well as the organization of the training function in a
company are influenced by employee and manager roles; by top management support for
training; by the company’s degree of integration of business units; by its global presence;
by its business conditions; by other human resource management practices, including
staffing strategies and human resource planning; by the company’s extent of unionization;
and by the extent of involvement in training and development by managers, employees,
and human resource staff.?®

Roles of Employees and Managers

The roles that employees and managers have in a company influence the focus of training,
development, and learning activity. Traditionally, employees’ roles were to perform their
jobs according to the managers’ directions. Employees were not involved in improving the
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quality of the products or services. However, with the emphasis on the creation of intellec-
tual capital and the movement toward high-performance work systems using teams,
employees today are performing many roles once reserved for management (e.g., hiring;
scheduling work; interacting with customers, vendors, and suppliers).?® If companies are
using teams to manufacture goods and provide services, team members need training in
interpersonal problem solving and team skills (e.g., how to resolve conflicts, give feed-
back). If employees are responsible for the quality of products and services, they need to
be trained to use data to make decisions, which involves training in statistical process con-
trol techniques. As discussed in Chapter 1, team members may also receive training in
skills needed for all positions on the team (cross training), not just for the specific job they
are doing. To encourage cross training, companies may adopt skill-based pay systems,
which base employees’ pay rates on the number of skills they are competent in rather than
what skills they are using for their current jobs. Skill-based pay systems are discussed in
Chapter 10.

Research suggests that managers in traditional work environments are expected to do
the following:%’

« Manage individual performance. Motivate employees to change performance, provide
performance feedback, and monitor training activities.

» Develop employees. Explain work assignments and provide technical expertise.

» Plan and allocate resources. Translate strategic plans into work assignments and estab-
lish target dates for projects.

e Coordinate interdependent groups. Persuade other units to provide products or
resources needed by the work group, and understand the goals and plans of other units.

» Manage group performance. Define areas of responsibility, meet with other managers
to discuss effects of changes in the work unit on their groups, facilitate change, and
implement business strategy.

< Monitor the business environment. Develop and maintain relationships with clients and
customers, and participate in task forces to identify new business opportunities.

« Represent one’s work unit. Develop relationships with other managers, communicate
the needs of the work group to other units, and provide information on work group sta-
tus to other groups.

Regardless of their level in the company (e.g., senior management), all managers are
expected to serve as spokespersons to other work units, managers, and vendors (i.e., rep-
resent the work unit). Of course, the amount of time managers devote to some of these
roles is affected by their level. Line managers spend more time managing individual per-
formance and developing employees than midlevel managers or executives do. The most
important roles for midlevel managers and executives are planning and allocating
resources, coordinating interdependent groups, and managing group performance (espe-
cially managing change). Executives also spend time monitoring the business environment
by analyzing market trends, developing relationships with clients, and overseeing sales and
marketing activities.

The roles and duties of managers in companies that use high-performance work systems
(such as teams) are shown in Table 2.6. The managers’ duty is to create the conditions nec-
essary to ensure team success. These roles include managing alignment, coordinating
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TABLE 2.6 The Roles and Duties of Managers in Companies That Use High-Performance Work Practices

Roles Key Duties
Managing Alignment Clarify team goals and company goals.
Help employees manage their objectives.
Scan organization environment for useful information for the team.
Coordinating Activities Ensure that team is meeting internal and external customer needs.
Ensure that team meets its quantity and quality objectives.
Help team resolve problems with other teams.
Ensure uniformity in interpretation of policies and procedures.
Facilitating Facilitate team decision making.
Decision-Making Process Help team use effective decision-making processes (deal with
conflict, statistical process control).
Encouraging Continuous Learning Help team identify training needs.
Help team become effective at on-the-job training.
Create environment that encourages learning.
Creating and Maintaining Trust Ensure that each team member is responsible for his or her work

load and customers.
Treat all team members with respect.
Listen and respond honestly to team ideas.

activities, facilitating the decision-making process, encouraging continuous learning, and
creating and maintaining trust.?®

To manage successfully in a team environment, managers need to be trained in “people

skills,” including negotiation, sensitivity, coaching, conflict resolution, and communica-
tion skills. A lack of people skills has been shown to be related to managers’ failure to
advance in their careers.?®

Top Management Support

The CEO, the top manager in the company, plays a key role in determining the importance
of training and learning in the company. The CEO is responsible for*

A clear direction for learning (vision).
Encouragement, resources, and commitment for strategic learning (sponsor).

Taking an active role in governing learning, including reviewing goals and objectives
and providing insight on how to measure training effectiveness (governor).

Developing new learning programs for the company (subject-matter expert).
Teaching programs or providing resources online (faculty).

Serving as a role model for learning for the entire company and demonstrating a will-
ingness to constantly learn (learner).

Promoting the company’s commitment to learning by advocating it in speeches, annual
reports, interviews, and other public relations tools (marketing agent).

For example, James Hackett, CEO of Steelcase, a company in the office furniture indus-

try, declared publicly that learning is the core of Steelcase’s strategy. The key, said Hackett,
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is for Steelcase to study space and help companies use it more efficiently and effectively.®
At Ingersoll Rand, to ensure that top managers understand and support the role that training
and development can play in the company, a “ladder of engagement” model has been created.?
Top managers are engaged in training and development in many different ways, including
providing input into learning program development, serving as trainers or co-trainers, visit-
ing courses as executive speakers, or serving as advisory council members for Ingersoll
Rand’s corporate university.

Integration of Business Units

The degree to which a company’s units or businesses are integrated affects the kind of train-
ing that takes place. In a highly integrated business, employees need to understand other
units, services, and products in the company. Training likely includes rotating employees
between jobs in different businesses so they can gain an understanding of the whole business.

Global Presence

As noted in Chapter 1, the development of global product and service markets is an impor-
tant challenge for U.S. companies. For companies with global operations, training is used
to prepare employees for temporary or long-term overseas assignments. Also, because
employees are geographically dispersed outside the United States, companies need to
determine whether training will be conducted and coordinated from a central U.S. facility
or will be the responsibility of satellite installations located near overseas facilities.

Consider how globalization has affected the training practices of KLA-Tencor, a manu-
facturer of equipment and systems for semiconductor manufacturers.®® KLA-Tencor has
factories in China, Taiwan, Singapore, and India in order to better serve its customers, such
as Intel, which also have global locations. At KLA-Tencor, employees are trained in
installing and servicing machine tools in its global operations. Employees also need to
know how to adjust the machines to maximize productivity so they can educate customers
on how to use them more effectively. Technology training is provided regionally because
trainees need hands-on experience with the machines. KLA-Tencor finds local instructors
who are qualified to teach in the local language. The local instructors are trained in how to
deliver the technical training and use the machines. Before teaching courses on their own,
the local instructors co-teach a class with another trainer to ensure that they are comfort-
able and proficient in delivering training. Network Appliances, a data storage technology
company, is headquartered in the U.S. but has locations in the Middle East, Asia, and
Africa. NetApp University provides training to account managers, systems engineers, tech-
nical support employees, customers, and maintenance suppliers. NetApp training centers
in overseas locations provide training that is delivered in English. Some courses, such as
customer training, are available in 23 different languages.

At Intel, a semiconductor and microprocessor manufacturer, providing for the company’s
global strategic needs begins with a needs assessment.>* Regardless of whether employees
are in China or Arizona, they are going to receive the same training content. Intel’s programs
are delivered by local instructors (subject-matter experts, not full-time trainers) who tailor
the training content to meet the needs of the learners at each location. Intel uses local
instructors to ensure that the training content is not too generic or U.S.-focused. Typically,
the content is 80 to 90 percent consistent across the company, but instructors have the
flexibility to use examples that are geographically and/or business-unit relevant.
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Business Conditions

When unemployment is low and/or businesses are growing at a high rate and need more
employees, companies often find it difficult to attract new employees, find employees with
necessary skills, and retain current employees.®® Companies may find themselves in the
position of hiring employees who might not be qualified for the job. Also, in these types of
business conditions, companies need to retain talented employees. In the knowledge-based
economy (including companies in information technology and pharmaceuticals), product
development is dependent on employees’ specialized skills. Losing a key employee may
cause a project to be delayed or hinder a company’s taking on new projects. Training plays
a key role in preparing employees to be productive as well as motivating and retaining cur-
rent employees. Studies of what factors influence employee retention suggest that employ-
ees rate working with good colleagues, challenging job assignments, and opportunities for
career growth and development as top reasons for staying with a company. Across all
industries, from high tech to retailing, companies are increasingly relying on training and
development to attract new employees and retain current ones. For example, companies
such as Eli Lilly (a pharmaceutical company) and Microsoft are successful in terms of
financial returns. They are typically found on lists of great places to work (for example,
Fortune magazine’s list of “Best Companies to Work For”). They are quite successful in
attracting and retaining employees. Not only do they provide employees with very com-
petitive pay and benefits, but they also are committed to training and development. Retail-
ers such as Macy’s and Nordstroms cannot generate sales unless they have enough skilled
employees.®® For example, Macy’s begins its employee retention strategy by starting with
executives. Executives are accountable for retention of the employees who report to them.
Managers have been trained to run meetings and conduct performance evaluations (skills
that influence employees’ perceptions of how they are treated, which ultimately affects
whether they remain with Macy’s). Macy’ has also provided training programs and
courses for employees.

For companies in an unstable or recessionary business environment—one characterized
by mergers, acquisitions, or disinvestment of businesses—training may be abandoned, be
left to the discretion of managers, or become more short term (such as offering training
courses only to correct skill deficiencies rather than to prepare staff for new assignments).
These programs emphasize the development of skills and characteristics needed (e.g., how
to deal with change) regardless of the structure the company takes. Training may not even
occur as a result of a planned effort. Employees who remain with a company following a
merger, acquisition, or disinvestment usually find that their job now has different respon-
sibilities requiring new skills. For employees in companies experiencing growth—that is,
an increased demand for their products and services—there may be many new opportuni-
ties for lateral job moves and promotions resulting from the expansion of sales, marketing,
and manufacturing operations or from the start-up of new business units. These employees
are usually excited about participating in development activities because new positions
often offer higher salaries and more challenging tasks.

During periods when companies are trying to revitalize and redirect their business,
earnings are often flat. As a result, fewer incentives for participation in training—such as
promotions and salary increases—may be available. In many cases, companies downsize
their work forces as a way of cutting costs. Training activities under these conditions focus
on ensuring that employees are available to fill the positions vacated by retirement or
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turnover. Training also involves helping employees avoid skill obsolescence. (Strategies to
help employees avoid skill obsolescence are discussed in Chapter 12.)

Other Human Resource Management Practices

Human resource management (HRM) practices consist of the management activities
related to investments (time, effort, and money) in staffing (determining how many
employees are needed, and recruiting and selecting employees), performance management,
training, and compensation and benefits. The type of training and the resources devoted to
training are influenced by the strategy adopted for two human resource management prac-
tices: staffing and human resource planning.

Staffing Strategy

Staffing strategy refers to the company’s decisions regarding where to find employees,
how to select them, and the desired mix of employee skills and statuses (temporary, full-
time, etc.). For example, one staffing decision a company has to make is how much to rely
on the internal labor market (within the company) or external labor market (outside the
company) to fill vacancies. Two aspects of a company’s staffing strategy influence training:
the criteria used to make promotion and assignment decisions (assignment flow) and the
places where the company prefers to obtain the human resources to fill open positions
(supply flow).*

Companies vary in terms of the extent to which they make promotion and job assign-
ment decisions based on individual performance or group or business-unit performance.
They also vary in terms of the extent to which their staffing needs are met by relying on
current employees (internal labor market) or employees from competitors and recent
entrants into the labor market, such as college graduates (external labor market). Figure 2.4
displays the two dimensions of staffing strategy. The interaction between assignment flow
and supply flow results in four distinct types of companies: fortresses, baseball teams,
clubs, and academies. Each company type places a different emphasis on training activi-
ties. For example, some companies (such as medical research companies) emphasize inno-
vation and creativity. These types of companies are labeled baseball teams. Because it may
be difficult to train skills related to innovation and creativity, they tend to handle staffing
needs by luring employees away from competitors or by hiring graduating students with
specialized skills. Figure 2.4 can be used to identify development activities that support a
specific staffing strategy. For example, if a company wants to reward individual employee
contributions and promote from within (the bottom right quadrant of Figure 2.4), it needs
to use lateral, upward, and downward moves within and across functions to support the
staffing strategy.

Another staffing strategy is deciding what skills new employees will be expected to
possess and what skills the company will develop through training. MidAmerican Energy
was having trouble finding skilled, ready-to-hire meter readers and increasing the diver-
sity of its meter readers.® Turnover was 50 percent, and customers increasingly com-
plained about incorrect meter reads, which translated into higher bills. These problems
were blamed on the company’s traditional hiring, which involved employee referrals. As
a result, MidAmerican decided to change its hiring practices in order to hire more skilled
people. First, MidAmerican identified that the important skills for the job were reading
for information, locating information, and observation. Next, MidAmerican Energy
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FIGURE 2.4
Implications of
Staffing
Strategy for
Training

Source: Adapted from
J. A. Sonnenfeld and
M. A. Peiperl,
“Staffing Policy as a
Strategic Response: A
Typology of Career
Systems,” Academy of
Management Review
13 (1988): 588-600.
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decided to use tests on these skills as part of the hiring process. The tests ask questions
that assess these skills in the context of the work of meter readers. As a result of the tests,
turnover has been reduced, customer service has improved, the diversity of the work force
has increased, and new meter readers are completing MidAmerican’s apprenticeship pro-
grams more quickly.

Human Resource Planning

Human resource planning includes the identification, analysis, forecasting, and plan-
ning of changes needed in the human resource area to help the company meet changing
business conditions.>® Human resource planning allows the company to anticipate the
movement of human resources in the company because of turnover, transfers, retirements,
or promotions. Human resource plans can help identify where employees with certain
types of skills are needed in the company. Training can be used to prepare employees for
increased responsibilities in their current job, promotions, lateral moves, transfers, and
downward job opportunities that are predicted by the human resource plan.

Extent of Unionization

Unions’ interest in training has resulted in joint union-management programs designed
to help employees prepare for new jobs. When companies begin retraining and
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productivity-improvement efforts without involving unions, the efforts are likely to fail.
The unions may see the programs as just another attempt to make employees work harder
without sharing the productivity gains. Joint union-management programs (detailed in
Chapter 10) ensure that all parties (unions, management, employees) understand the
development goals and are committed to making the changes necessary for the company
to make profits and for employees to both keep their jobs and share in any increased
profits.

Staff Involvement in Training and Development

How often and how well a company’s training program is used are affected by the degree
to which managers, employees, and specialized development staff are involved in the
process. If managers are not involved in the training process (e.g., determining training
needs, being used as trainers), training may be unrelated to business needs. Managers may
also not be committed to ensuring that training is effective (e.g., giving trainees feedback
on the job). As a result, training’s potential impact on helping the company reach its goals
may be limited because managers may feel that training is a “necessary evil” forced on
them by the training department rather than a means of helping them to accomplish busi-
ness goals.

If line managers are aware of what development activity can achieve, such as reduc-
ing the time it takes to fill open positions, they will be more willing to become involved
in it. They will also become more involved in the training process if they are rewarded
for participating. Constellation Energy, located in Baltimore, Maryland, links employee
learning to individual and organizational performance.*® Each summer the company is
involved in its business planning process until December, during which time a compre-
hensive five-year plan detailing organizational and business goals and objectives is
developed. The human resources plan, which includes learning, ensures that employee
development strategies are aligned with business strategies. Individual development
plans and goals jointly established between employees and their managers are estab-
lished based on the business goals and objectives and human resource needs. Managers
are held accountable for developing employees. One of the competencies they are eval-
uated on is human capital management, which includes employee engagement, talent
management, and diversity. Part of each manager’s bonus is based on the evaluation he
or she receives on this competency.

An emerging trend is that companies expect employees to initiate the training process.**
Companies with a greater acceptance of a continuous learning philosophy require more
development planning. Companies will support training and development activities (such
as tuition reimbursement and the offering of courses, seminars, and workshops) but will
give employees the responsibility for planning their own development. Training and devel-
opment planning involve identifying needs, choosing the expected outcome (e.g., behavior
change, greater knowledge), identifying the actions that should be taken, deciding how
progress toward goal attainment will be measured, and creating a timetable for improve-
ment. To identify strengths and weaknesses and training needs, employees need to analyze
what they want to do, what they can do, how others perceive them, and what others expect
of them. A need can result from gaps between current capabilities and interests and the
type of work or position the employee wants in the future. The needs assessment process is
discussed in greater detail in Chapter 3.
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TRAINING NEEDS IN DIFFERENT STRATEGIES

Table 2.7 describes four business strategies—concentration, internal growth, external
growth, and disinvestment—and highlights the implications of each for training practices.*?
Each strategy differs based on the goal of the business. A concentration strategy focuses
on increasing market share, reducing costs, or creating and maintaining a market niche for
products and services. Southwest Airlines has a concentration strategy. It focuses on pro-
viding short-haul, low-fare, high-frequency air transportation. It utilizes one type of
aircraft (the Boeing 737), has no reserved seating, and serves no meals. This concentration
strategy has enabled Southwest to keep costs low and revenues high. An internal growth
strategy focuses on new market and product development, innovation, and joint ventures.
For example, the merger between two publishing companies, McGraw-Hill and Richard D.
Irwin, created one company with strengths in the U.S. and the international college text-
book markets. An external growth strategy emphasizes acquiring vendors and suppliers
or buying businesses that allow the company to expand into new markets. For example,
General Electric, a manufacturer of lighting products and jet engines, acquired the
National Broadcast Corporation (NBC), a television and communications company. A
disinvestment strategy emphasizes liquidation and divestiture of businesses. For exam-
ple, General Mills sold its restaurant businesses.

Preliminary research suggests a link between business strategy and amount and type of
training.*® Table 2.7 shows that training issues vary greatly from one strategy to another.
Divesting companies need to train employees in job-search skills and to focus on cross-
training remaining employees who may find themselves in jobs with expanding responsi-
bilities. Companies focusing on a market niche (a concentration strategy) need to
emphasize skill currency and development of their existing work force. New companies
formed from a merger or acquisition need to ensure that employees have the skills needed
to help the company reach its new strategic goals. Also, for mergers and acquisitions to be

TABLE 2.7 Implications of Business Strategy for Training
Training
Strategy Emphasis How Achieved Key Issues Implications
Concentration e Increased market e Improve product e Skill currency e Team building

Internal Growth

share quality ¢ Development of e Cross training
e Reduced operating e Improve existing work force e Specialized
costs productivity or programs
e Market niche innovate technical ¢ Interpersonal
created or processes skill training
maintained e Customize e On-the-job
products or training
services
e Market e Market existing e Creation of new ¢ High-quality
development products/add jobs and tasks communication
e Product distribution ¢ Innovation of product value
development channels e Cultural training

Continued
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Strategy

Internal Growth
continued

External Growth
(Acquisition)

Disinvestment

Emphasis

Innovation
Joint ventures

Horizontal
integration

Vertical integration
Concentric
diversification

Retrenchment
Turnaround
Divestiture
Liquidation

How Achieved Key Issues

e Expand global
market

¢ Modify existing
products

e Create new or
different products

e Expand through
joint ownership

e Acquire firms
operating at same
stage in product
market chain (new
market access)

e Acquire business
that can supply
or buy products

e Acquire firms that
have nothing in
common with
acquiring firm

e Reduce costs

e Reduce assets

e Generate revenue

¢ Redefine goals

¢ Sell off all assets

o Efficiency

e |ntegration
e Redundancy
e Restructuring

Training
Implications

e Development of
organizational
culture that
values creative
thinking and
analysis

e Technical
competence in
jobs

* Manager
training in
feedback and
communication

e Conflict
negotiation
skills

e Determination
of capabilities of
employees in
acquired firms

¢ Integration of
training systems

¢ Methods and
procedures of
combined firms

e Team building

¢ Development of
shared culture

¢ Motivation, goal
setting, time
management,
stress
management,
cross training

e Leadership
training

¢ Interpersonal
communications

e Qutplacement
assistance

¢ Job-search skills
training
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successful, employees need to learn about the new, merged organization and its culture.**
The organization must provide training in systems such as how the phone, e-mail, and
company intranet work. Managers need to be educated on how to make the new merger
successful (e.g., dealing with resistance to change). For example, EMC’s products help
companies store, protect, and organize employee, customer, and product information.*® In
five years EMC grew from offering 200 to 300 products to offering more than 4,000 prod-
ucts based on a business strategy that included acquiring 40 companies whose products
complemented EMC’s product line. The acquisition strategy meant that a necessary strate-
gic training initiative for EMC was to develop and expand its professional certification
program (Proven Professionals). The certification program is critical for the company’s
technical employees and customers to understand the value of its products and how to
install and support them. The program includes 10 technologies with certification avail-
able, and within each certification area employees and customers can attain associate, spe-
cialist, and expert levels.

Companies with an internal growth strategy face the challenge of keeping employees
up-to-date on new products and services. For example, Masimo Corporation, located in
Orange County, California, develops, licenses, and markets advanced medical signal pro-
cessing technologies for monitoring patient vital signs.“® Because employees work with
sophisticated technology and because new products are constantly being developed,
Masimo is challenged to keep its sales force and distribution partners aware of the latest
features, functions, and applications of its monitoring devices. Using an Internet-based
corporate university, Masimo has been able to provide programs that enhance revenue by
more quickly preparing the sales force to sell new products, and these programs have
given the company the ability to bring products to the market faster. Also, the training
benefits the clinical staff by increasing brand awareness and product competence among
hospital staff and by building a community of users to drive future sales. The Internet-
based corporate university is also important because it allows clinical staff who work long
hours access to training and because it tracks and documents training as required by gov-
ernment regulations.

Despite the dismal financial picture for automobile companies, instead of cutting
worker hours or downsizing, Toyota Motor Corporation is keeping employees at the plants,
participating in training programs designed to improve their job skills and find more effi-
cient and effective methods for assembling vehicles.*” Based on their union contracts,
employees at GM, Ford, and Chrysler, are paid for not working when their assembly lines
are shut down. If a plant is shut down temporarily, employees receive most of their pay but
don’t have to show up for work. At its Princeton plant, Toyota uses downtime to improve
employees’ quality control and productivity skills, keeping good on its pledge never to lay
off any of its full-time non-union employees. The training has already resulted in continu-
ous improvements (also known as kaizen). One example is a Teflon ring designed by an
assembly line employee that helps prevent paint damage when an electrical switch is
installed on the edge of a vehicle’s door.

A disinvestment strategy resulted in Edwards Lifesciences Corporation being spun off
from another company.*® The new company’s management team developed a new strategic
plan that described goals for sales growth, new product development, customer loyalty, and
employee commitment and satisfaction. The company realized that it had to prepare lead-
ers who could help the company meet its strategic goals. A review of leadership talent



Chapter 2 Strategic Training 79

showed that leadership development was needed, and a leadership program was created.
The program includes 20 participants from different functions and company locations. Part
of the week-long program is devoted to a simulation in which teams of managers run their
own business and take responsibility for marketing, manufacturing, and financials. The
sessions also include classes taught by company executives, who speak about important
topics such as the company’s business strategy.

MODELS OF ORGANIZING THE TRAINING DEPARTMENT

This section discusses five models that are used to organize the training department: fac-
ulty model, customer model, matrix model, corporate university model, and business-
embedded model.*° This review of these structures should help you to understand that the
organization of the training department has important consequences for how the training
department (and trainers employed in the department) contributes (or fails to contribute) to
the business strategy. Keep in mind that—particularly with large, decentralized companies—
there may be multiple separate training functions, each organized using a different model.
The business-embedded model and the corporate university model (or a blended model
that includes both) are the models that companies are moving to in order to ensure that
training is used to help the company achieve its business objectives. These models are also
being adopted as companies begin to value human capital and view training as part of a
learning system designed to create and share knowledge.

Many companies, including Boeing, Cingular Wireless, and Harley-Davidson have cen-
tralized their training departments.®® Centralized training means that training and devel-
opment programs, resources, and professionals are primarily housed in one location and
that decisions about training investment, programs, and delivery methods are made from
that department. Training at Boeing used to be decentralized because of the company’s
many geographic locations. Boeing and other companies have found several advantages to
centralized training, including the ownership of training to one organization and the elim-
ination of course and program variation and duplication in the training system. Wyeth, a
global leader in pharmaceuticals and consumer and animal health care products, uses a
centralized training function to ensure that selling skills are adopted across the company.
Instead of the four different selling models that were being used, Wyeth businesses in more
than 140 countries are now using a consistent selling model.

Also, a centralized training function helps drive stronger alignment with business
strategy, allows development of a common set of metrics or scorecards to measure and
report rates of quality and delivery, helps to streamline processes, and gives the company
a cost advantage in purchasing training from vendors and consultants because of the num-
ber of trainees who will be involved. Finally, a centralized training function helps compa-
nies better integrate programs for developing leaders and managing talent with training
and learning during times of change. At both Cingular Wireless and Harley-Davidson, a
centralized training function allows selection of a common technology for delivery of
training programs.®! This policy helps reduce the chances that functional groups will
adopt different technologies, for which some training programs and their features, such as
video, will work and others will not. The key to the success of a centralized approach is
that top managers must believe they are in control of the training function and that the
training function is aligned with the business strategy. That is, the business objectives
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FIGURE 2.5
The Faculty
Model

have to be communicated and understood, and training and development have to help
drive that strategy. At the same time, centralized training functions must be in touch with
the unique needs of the functions and divisions they serve. At ETS, employee education
is the responsibility of the learning and development (L&D) unit of strategic work force
solutions.>® The 50 L&D employees are organized around “people processes,” including
learning and knowledge management. The director and executive director work with the
chief learning officer to ensure that training and development and learning strategies are
related to ETS’s business strategy.

Faculty Model

Training departments organized by the faculty model look a lot like the structure of a col-
lege. Figure 2.5 shows the faculty model. The training department is headed by a director
with a staff of experts who have specialized knowledge of a particular topic or skill area.
These experts develop, administer, and update training programs. For example, sales train-
ers are responsible for sales skills training (cultivating clients, negotiating a sale, closing a
sale), and computer experts provide training on topics such as using e-mail and the World
Wide Web as well as software design language.

The faculty model has several strengths. First, training staff are clearly experts in the
areas in which they train. Second, the training department’s plans are easily determined by
staff expertise. The content and timing of programs are determined primarily by when they
are available and the expertise of the trainers. Organizing by the faculty model also has
several disadvantages. Companies that use the faculty model may create a training function
that has expertise that does not meet the needs of the organization. Trainers in a faculty
model may also be unaware of business problems or unwilling to adapt materials to fit a
business need. This can result in demotivated trainees who fail to learn because course
content lacks meaning for them—that is, it does not relate to problems or needs of the busi-
ness. Programs and courses that may be needed may not be offered because trainers are not
experts in certain areas. Skill and knowledge emphasized in programs may not match the
needs of the company. To overcome these disadvantages of the faculty model, managers
need to frequently survey training’s customers to ensure that course offerings are meeting
their needs. Expert trainers also need to ensure that they adapt course materials so they are
meaningful for participants.
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Customer Model

Training departments organized according to the customer model are responsible for the
training needs of one division or function of the company. For example, trainers might be
responsible for programs related to information systems, marketing, or operations. The
trainers might also be human resource generalists whose job responsibilities include a
broad range of human resource functions such as training, performance management, hir-
ing, and benefits. Figure 2.6 shows the customer model. This model overcomes a major
problem of the faculty model. Training programs are developed more in line with the par-
ticular needs of a business group rather than based on the expertise of the training staff.
Selection, training, compensation, and development are all based on a common set of
knowledges, skills, abilities, or competencies. That is, training is integrated with other
human resource responsibilities. Trainers in this model are expected to be aware of busi-
ness needs and to update courses and content to reflect them. If needs change such that
training is no longer available from a source inside the company, the trainers may use out-
side experts (e.g., consultants). Materials provided by a training staff organized by this
model are likely to be meaningful to trainees.

There are several disadvantages to this model. First, trainers have to spend considerable
time learning the business function before they can be useful trainers. Second, a large num-
ber of programs covering similar topics may be developed by customers. These programs
may also vary greatly in effectiveness. It may be difficult for the training director to over-
see each function to ensure that (1) a common instructional design process is used or (2)
the company’s quality philosophy is consistently emphasized in each program. For exam-
ple, quality training may be developed separately for marketing and for operations employ-
ees. This type of structure is likely to be unattractive to trainers who consider presentation
and teaching to be their primary job function. In the customer model, trainers are likely to
be employees from the functional area (e.g., manufacturing engineers) who have great
functional expertise but lack training in instructional design and learning theory. As a
result, courses may be meaningful but poor from a design perspective (e.g., have inade-
quate feedback and practice opportunities).

For example, Transamerica Life Companies has identified skills that are needed
companywide.>® These skills include communications, accountability, initiative, and
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FIGURE 2.7
The Matrix
Model

collaboration. Transamerica Life also has identified technical knowledge that is needed
only in certain business units of the company. These skills and this knowledge are used
to make hiring, promotion, and compensation decisions. All employee training and
development activity focuses on knowledge and skills that are needed companywide or
within a business unit.

Matrix Model

In the matrix model, trainers report to both a manager in the training department and a
manager in a particular function. Figure 2.7 shows the matrix model. The trainer has the
responsibility of being both a training expert and a functional expert. For example, as
Figure 2.7 shows, sales trainers report to both the director of training and the marketing
manager. One advantage of the matrix model is that it helps ensure that training is linked
to the needs of the business. Another advantage is that the trainer gains expertise in under-
standing a specific business function. Because the trainer is also responsible to the training
director, it is likely that the trainer will stay professionally current (e.g., up-to-date on new
training delivery mechanisms such as the Internet). A major disadvantage of the matrix
model is that trainers likely will have more time demands and conflicts because they report
to two managers: a functional manager and a training director.

Corporate University Model (Corporate Training Universities)

Because of the trend to centralize training, many companies use the corporate university
model, as shown in Figure 2.8. The corporate university model differs from the other mod-
els in that the client group includes not only employees and managers but also stakeholders
outside the company, including community colleges, universities, high schools, and grade
schools. Training functions organized by the university model tend to offer a wider range of
programs and courses than functions organized by the other models. Important culture and
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values also tend to be emphasized more often in the training curriculum of corporate uni-
versities than the other models. The university model centralizes training to make sure that
“best training practices” that may be used in one unit of the company are disseminated
across the company. Also, the corporate university enables the company to control costs by
developing consistent training practices and policies. For example, when Capital One
Financial Services created Capital One University, it reduced learning and development
costs and training staff by one-third and reduced course offerings by 43 percent.* The com-
pany consolidated five training organizations into a facility called Town Center, located in
Richmond, Virginia. The Capital One University has four goals: meeting business needs,
building organizational capability, establishing and sustaining operational excellence, and
creating a world-class experience.

Corporate universities also can help effectively utilize new technology. The University
of Toyota, a division of Toyota Motor Sales, oversees external vendors’ development of
classroom and e-learning training for employees and dealerships.>® Trainees were frus-
trated because there was considerable variability in course navigation and quality. The
group responsible for uploading courses to the company’s learning management system
and distributing the courses to learners was also frustrated because it had difficulties inte-
grating different software and explaining to users why courses coming from the university
had different bandwidth requirements. To ensure that courses meet minimum standards for
quality and usability, the University of Toyota has developed a single set of development
standards, benchmarks, purchasing specifications, and best practices. The information is
housed on e-Source, the university’s Web site. Vendors are required to visit e-Source to bid
on any e-learning projects for Toyota University. Courses that do not meet the specifica-
tions are revised at the vendor’s expense. E-mail bulletins are sent to course owners and
developers to notify them of any content additions or changes to the Web site.

Both large and small companies have started their own universities to train new employ-
ees and to retain and update the skills and knowledge of current employees. Caterpillar Uni-
versity comprises six colleges: leadership, marketing and distribution, technology, business
and business processes, Six Sigma, and product support.>® The deans of the colleges report
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to the president of the university. Caterpillar’s CEO, vice presidents, and two group presi-
dents provide policy guidance, approve budgets, and identify priorities for the university.
One priority was to support new business growth goals through the development of leaders
who are willing to collaborate with others, have a global mindset, and understand the finan-
cial aspects of the business. The College of Marketing and Distribution focuses on provid-
ing a comprehensive curriculum for sales professionals and sales marketing managers. It
includes product knowledge, sales skills, and management skills. All learning goals are tied
to business goals. The College of Product Support focuses on training dealer employees to
meet certification standards. Caterpillar University staff members help the business units
deal with their learning needs. Lead learning managers in each unit have a dual reporting
relationship to the university and to the unit’s human resource manager. The learning man-
agers work with the business unit managers to set up learning plans.

Hamburger University, the corporate university for McDonald’s Corporation, is charged
with continuing to teach the core values that founder Ray Kroc believed were the key to
success: quality, service, cleanliness, and value.>” McDonald’s conducts research designed
to identify the characteristics of its work force that influence learning. As a result, Ham-
burger University has transitioned away from teaching courses with a lecture format and is
moving toward fewer large group sessions and more interactive learning in classes of
25-35 students, which are then further divided into small groups for discussion and exer-
cises. McDonald’s changed its learning format to accommodate how most of its students
(who would be considered Generation Y) learn. The typical education level of frontline
service workers has influenced curriculum design through the development of more easily
understandable coursework. E-learning is used to deliver the basics of restaurant opera-
tions or management training and classroom instruction and simulations are used to help
the learner apply the basics on the job. Because students come from around the world,
learners are provided with headphones that connect them with translators who provide
instruction in the learner’s native language during class. Besides classroom instruction,
Hamburger University includes a simulated kitchen and drive-thru window. Despite having
learners at the university who are already familiar with behind-the-counter operations,
everyone takes part in the simulation, making real food and filling orders just as they
would at a real McDonald’s restaurant. Learners have performance goals to meet and
receive feedback from fellow learners and trainers.

Avre corporate universities effective? Corporate University Xchange surveyed corporate
universities at 170 different companies.®® The top five organizational goals of corporate
universities were to improve customer service and retention, improve productivity, reduce
costs, retain talented employees, and increase revenue. The survey found that measuring
business impact was a high priority. Seventy percent of the companies surveyed measure
business impact through product and service quality and customer service, and more than
50 percent measure reductions in operating costs and increased revenues. For example,
CoreTech Consulting Group in King of Prussia, Pennsylvania, found that compensaton
was less of an issue with its employees than growth opportunities and career develop-
ment.>® CoreTech started CoreTech University, which offers short training courses to help
employees improve their technical and interpersonal skills. While the company spends
approximately $4,500 per employee each year on training, it helps certify employees in dif-
ferent areas of information technology (e.g., a Microsoft certified systems engineer),
which is tied directly to the company’s mission and goals. CoreTech even used the in-house
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courses offered by the university to create a separate for-profit training company that offers
courses to the public. It has generated $325,000 in revenues through courses offered pri-
marily to chief information officers and information technology managers.

Ritz-Carlton Hotel manages 58 luxury hotels worldwide.®® The Ritz-Carlton hotels and
resorts are renowned for indulgent luxury. Beautiful surroundings and legendary award-
winning service are provided to every guest. The Ritz-Carlton Leadership Center is
designed to support the growth and expansion of the company’s products and services. The
Leadership Center includes the School of Performance Excellence, which houses all the
training and development for hourly employees; the School of Leadership and Business
Excellence, which trains leaders; and the School of Service Excellence, which helps
ensure high customer service. Programs at the School of Service Excellence are offered to
other companies, which has resulted in yearly revenues for Ritz-Carlton of more than
$1 million. These revenues help offset the costs of training and development for employees.
For example, a new customized training certification system for housekeeping staff
utilizes CD-ROM and Web-based training. The training is linked to the results of room
inspections that highlight defects for the day, week, and year. The housekeeper can then
identify the correct processes that are needed to remedy the defects. This just-in-time train-
ing has helped increase customer satisfaction scores at Ritz-Carlton. One hotel increased
its satisfaction with cleanliness from 82 percent to 92 percent within six months.

Steelcase’s business is making workspace more effective to facilitate innovation, pro-
ductivity, efficiency, and creativity. To highlight Steelcase’s capabilities for effective work-
space design and to facilitate learning, creativity, and collaboration, Steelcase University
Learning Center was developed.®* Many organizations visit annually to benchmark the
university, the social network capabilities, and the learning tools. Also, the Steelcase Uni-
versity Learning Center has centralized all of the company’s training and development
efforts—reducing redundancies, facilitating consistency, and ensuring knowledge sharing.
The learning center includes 70 percent formal and 30 percent informal learning space,
putting into practice research results regarding how learning and social networking occur.
The learning center provides flexible, informal space that allows employees to meet pri-
vately as well as interact in groups, facilitating cooperation and collaboration. Nine class-
rooms and ten breakout areas include flexible furniture and the newest technology. Each
room and area can be changed to fit the specific needs of the users. The learning center is
also the gathering place for cross-functional teams. Activities held in the learning center
include town hall meetings, lunch-and-learn sessions, and virtual teaching sessions. The
learning center is also known as the place for employee leadership development. The com-
pany’s global leadership teams can use the center to meet both physically and virtually.

Creating a Corporate University

Creating a corporate university from scratch involves several steps.®? First, senior managers
and business managers form a governing body with the responsibility of developing a vision
for the university. (This group answers questions such as, What are the university’s policies,
systems, and procedures? What are the key functional areas for which training courses will
be developed?) Second, this vision is fleshed out, and the vision statement is linked to the
business strategy. For example, Ingersoll Rand has a business goal of obtaining 38 percent
of its revenue in 2010 from new product innovation.®® As a result, most of the programs and
courses offered through Ingersoll Rand University discuss how to get close to the customer,
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innovation, and strategic marketing. The programs are designed for teams working on real
business issues. Subject matter experts and managers teach these programs, which are
scheduled based on key product launch dates. Third, the company decides how to fund the
university. The university can be funded by charging fees to business units and/or by monies
allocated directly from the corporate budget. Fourth, the company determines the degree to
which all training will be centralized. Many universities centralize the development of a
learning philosophy, core curriculum design, and policies and procedures related to regis-
tration, administration, measurement, marketing, and distance learning. Local and regional
on-site delivery and specialized business-unit curriculum are developed by business units.
Fifth, it is important to identify the needs of university “customers” including employees,
managers, suppliers, and external customers. Sixth, products and services are developed.
The Bank of Montreal uses a service team that includes a client-relationship manager, a
subject-matter expert, and a learning manager. The client-relationship manager works with
the business units to identify their needs. The subject-matter expert identifies the skill
requirements for meeting those needs. The learning manager recommends the best mix
of learning, including classroom training as well as training based on, say, the Web or
CD-ROM. The seventh step is to choose learning partners including suppliers, consultants,
colleges, and companies specializing in education. Eighth, the company develops a strategy
for using technology to train more employees, more frequently, and more cost-effectively
than instructor-led training. Ninth, learning that occurs as a result of a corporate university
is linked to performance improvement. This involves identifying how performance improve-
ment will be measured (tests, sales data, etc.). For example, Sprint’s corporate university, the
University of Excellence, has developed the Standard Training Equivalent (STE) unit, an
evaluation tool for its customers who are internal business units.%* The STE unit is equal to
one hour of the traditional instructor-led classroom time that would be required to deliver a
course to a group of employees at a central location. An STE unit consisting of a one-hour
course over the company intranet is worth much more than the same amount of time spent
in the classroom. The STE program helps the University of Excellence demonstrate its value
to Sprint’s business units, who fund the university. Finally, the value of the corporate uni-
versity is communicated to potential “customers.” Questions about the types of programs
offered, how learning will occur, and how employees will enroll are addressed.

Business-Embedded Model

Many companies are organizing their training function so that they can better control their
training costs and ensure that training is aligned with the business strategy but at the same
time respond quickly to client needs and provide high-quality services.%® The business-
embedded (BE) model is characterized by five competencies: strategic direction, product
design, structural versatility, product delivery, and accountability for results. Strategic direc-
tion includes a clearly described goal and direction to the department as well as a customer
focus that includes customizing training to meet customer needs and continuously improv-
ing programs. A BE training function not only views trainees as customers but also views
managers as customers who make decisions to send employees to training and views senior-
level managers as customers who allocate money for training. Table 2.8 contrasts a BE
training function with a traditional training department. Compared to a traditional training
department, a BE function is customer focused. It takes more responsibility for learning and
evaluating training effectiveness, provides customized training solutions based on customer
needs, and determines when and how to deliver training based on customer needs. To ensure
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TABLE 2.8 Comparison between a Business-Embedded Training Organization

and a Traditional Training Department

Traditional Training Department
Strategic Direction

Leaves objectives unstated or vague

Assumes that class participants are its only
customers

Limits offerings to predetermined courses
Continues to supply products that are no longer
useful

Organizes its offerings by courses

Tries to mandate training

Product Design

Uses rigid and cumbersome design methodologies
Views suppliers as warehouses of materials

Structural Versatility

Employs trainers who serve primarily as facilitators
and classroom instructors

Operates with a fixed number of staff

Relies solely on training staff to determine the
department’s offerings

Product Delivery

Distributes a list of courses
Offers courses on a fixed schedule at fixed locations

Accountability for Results

Believes that the corporation manages employee
development

Ends its involvement with participants when
courses end

Considers the instructor the key player in
supporting learning

Relies on course critiques as its primary source
of feedback

Vaguely describes training outcomes

Business-Embedded Training

Broadly disseminates a clearly articulated mission
Recognizes that its customer base is segmented
Provides customized solutions to its clients’ needs
Understands product life cycles

Organizes its offerings by competencies
Competes for internal customers

Uses benchmarking and other innovative design
strategies to develop products quickly
Involves suppliers strategically

Employs professionals who serve as product
managers and internal consultants

Leverages resources from many areas

Involves line managers in determining direction
and content

Offers a menu of learning options
Delivers training at the work site

Believes individual employees must take
responsibility for their personal growth

Provides follow-up on the job to ensure that
learning takes place

Considers the manager the key player in
supporting learning

Evaluates the strategic effects of training and its
bottom-line results

Guarantees that training will improve performance

Source: S. S. Mclntosh, “Envisioning Virtual Training Organization,” Training and Development (May 1995): 47.

that EMC’s business strategy is supported by training, the company uses learning councils
and development frameworks.%® Every business unit, including sales, technical, and engi-
neering units, has education and development performance consultants who serve on the
unit’s learning council. The consultants report to EMC’s central training organization, thus
ensuring that the needs of the business units are discussed when training delivery or design
is discussed. EMC uses a consistent training design framework, which makes it easier for
managers and employees in all business units to understand how training leads to skill

development and career advancement.
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The most noticeable difference between a BE function and a traditional training depart-
ment is its structure. The traditional training organization tends to operate with a fixed staff
of trainers and administrators who perform very specific functions such as instructional
design. In traditional training departments developers and instructors often take a “silo”
approach, focusing only on their particular responsibilities.®’” This approach can hinder the
development of successful training programs. In BE training functions all persons who are
involved in the training process communicate and share resources. Trainers—who are
responsible for developing training materials, delivering instruction, and supporting
trainees—work together to ensure that learning occurs. For example, access to project
managers and subject-matter experts can be provided by developers to instructors who usu-
ally do not have contact with these groups. The number of trainers in BE training functions
varies according to the demand for products and services. The trainers not only have spe-
cialized competencies (e.g., instructional design) but can also serve as internal consultants
and provide a wide range of services (e.g., needs assessment, content improvement, cus-
tomization of programs, results measurement).

Current Practice: Business-Embedded Model with Centralized Training

Because many companies are recognizing training’s critical role in contributing to the busi-
ness strategy, there is an increasing trend for the training function, especially in companies
that have separate business units, to be organized by a blend of the BE model with central-
ized training that often includes a corporate university. This approach allows the company
to gain the benefits of centralized training but at the same time ensure that training can pro-
vide programs, content, and delivery methods that meet the needs of specific businesses.

At Carter & Burgess, a professional services company, every learning program is
aligned with the business strategy.®® Because the company has federal contracts, employ-
ees must complete yearly compliance training and professional education courses to main-
tain their licenses. Other learning programs are determined based on an annual needs
analysis, exit interviews, and information from focus groups and stakeholders. The train-
ing and development team lets offices determine their training needs based on business
needs. Office managers review the training programs and decide which ones they want to
invest in. The training and development team monitors the usage of training and consults
with the office on strategy and delivery. Allowing customization based on office needs,
while at the same time centralizing strategy and training delivery, has helped to decrease
costs. A companywide commitment to a single external vendor of training practices has
resulted in a savings of more than 34 percent in the first year.

Nextel Communications provides wireless communications services in the United
States.%® The company offers a suite of advanced wireless services that include digital
wireless mobile telephone service; walkie-talkie features, including its Nextel Direct
Connect; Nextel Nationwide Direct Connect; Nextel International Direct Connect; and
wireless data transmission services. To stay ahead of the changing business environment,
Nextel’s training organization embeds business training managers (BTM) in every busi-
ness function. The BTMs report to the training organization but they are expected to
contribute to the business teams and to earn their trust and respect as a way to appreciate
the businesses’ learning needs. The BTMs are also learning experts for the business units.
Because the BTMs have a detailed understanding of the business units they support, they
are better able to take into account long- and short-term business goals when choosing or
designing training and to identify metrics that show how the training impacts the business.
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Prior to the formation of a strategic training organization and Nextel University, business
functions determined their own training needs and funded their own training initiatives. The
result was limited knowledge-sharing across the company, costly redundancies in training
programs, and training that was developed simply as a response to business function man-
agement requests without a consideration of how training fit into the business function’s
strategy or whether training really was appropriate. Now, all company programs with sig-
nificant impact or cost must be accepted by Nextel’s program oversight committee. Com-
mittee members include representatives from information technology, engineering, new
product development, marketing, legal, and the human resource development (HRD) organ-
ization. By involving HRD in the program approval process, Nextel ensures that any train-
ing and development needs are included at the beginning rather than at the end of the project
and that adequate training funds are allocated to programs and products. Training and devel-
opment are linked directly to critical business decisions, and new products and programs are
cost-effective, timely, and support the business strategy.

At Nextel, all funding for training and development is controlled by the HRD organiza-
tion. To reduce training and development costs and to ensure that these activities are linked
to business needs and are of high quality, each employee has a development plan. The
Business Management Institute is responsible for Nextel’s core business literacy. Its func-
tions include all business management training and new-hire orientation. Nextel’s Leader-
ship Institute provides services to 150 employees who are viewed as the next company
leaders. Nextel University enables efficiency and quality in training program design,
development, and implementation. It provides a variety of technical, management, and
sales training. Besides creating training on an as-needed basis, Nextel University increases
the company’s talent pool by participating in programs that develop the company’s future
leaders.

Is Nextel’s HRD organization paying dividends? Recent surveys suggest that internal
customers are satisfied and that more than 90 percent of business function leaders believe
that HRD is doing a good job of supporting company business objectives and goals.

MARKETING THE TRAINING FUNCTION

Despite the increased recognition of the importance of training and learning on achieving
business goals, many managers and employees may not recognize the value of training.
Internal marketing involves making employees and managers excited about training and
learning. Internal marketing is especially important for trainers who act as internal con-
sultants to business units. For internal consultants to survive, they must generate fees for
their services. Some if not all of their operating expenses come from fees paid for their
services. Here are some successful internal marketing tactics.”

« Involve the target audience in developing the training or learning effort.

« Demonstrate how a training and development program can be used to solve specific
business needs.

» Showcase an example of how training has been used within the company to solve
specific business needs.

« ldentify a “champion” (e.g., top-level manager) who actively supports training.
« Listen and act on feedback received from clients, managers, and employees.
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» Advertise on e-mail, on company Web sites, and in employee break areas.

 Designate someone in the training function as an account representative who will inter-
act between the training designer or team and the business unit that is the customer.

e Determine what financial numbers—such as return on assets, cash flow from opera-
tions, or net profit or loss—top-level executives are concerned with and show how
training and development will help improve those numbers.

» Speak in terms that employees and managers understand. Translate jargon.

At Constellation Energy, there was no standard sales methodology and no organized
way to communicate product knowledge other than on-the-job learning.”* Constellation
New Energy, one of the business units, developed a new-hire sales program that focused on
developing selling skills within an energy company. The program includes pre-training
work, classroom instruction, lab sessions where salespersons prepare tools and materials to
market to their target segments (industries, consumers, etc.), and role plays. The program
has been so successful that it is now being used across the company with sales employees
in other business units.

At IKON Office Solutions, the learning and development group publishes a strategic
document each year that demonstrates what it has delivered, how its efforts align with the
company business strategy, and what the group plans to do to help business leaders achieve
their future goals.”? At the end of each year, the document is used to measure the learning
and development group’s successes, and this information is shared with senior manage-
ment to make a case for continued investment in training.

The training department at Booz Allen Hamilton, a consulting firm in McLean, Virginia,
develops a marketing plan every year that includes a branding strategy (how the depart-
ment will be recognized, including logos and slogans); overall marketing objectives; tech-
niques for communications with employees, managers, and all internal customers; and
plans for launching all new learning programs.” One marketing objective is to increase
awareness of the company’s Center for Performance Excellence and to make it a tool for
employee recruitment and retention. The marketing effort communicates the message that
training programs will help workers in their jobs and their careers. Also, Booz Allen’s
accomplishments, such as a listing on Training magazine’s top 100 training companies, are
communicated to prospective hires to show them that the company takes training and
development seriously.

Training functions are beginning to become profit centers by selling training courses
or seats in training courses to other companies.’* Companies sell training services for a
number of reasons. Some businesses are so good at a particular aspect of their opera-
tions that other companies are asking for their expertise. Other companies aim training
at their own customers or dealers. In some cases, the training department sells unused
seats in training programs or e-learning courses. For example, Walt Disney Company
sells training on customer service and organizational creativity at the Disney Institute
in Florida. The institute gives employees from other companies the opportunity to
understand how Disney developed its business strengths, including leadership develop-
ment, service, customer loyalty, and team building. Dell Educational Services, a divi-
sion of Dell Computer, sells basic training to product users and sells professional
training to software engineers, developers, systems administrators, and dealership
salespeople. Courses are delivered via traditional classroom instruction, on CDs, and
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online in self-paced and virtual classrooms. When Ohio Savings Bank has extra seats in
its team dynamics or time management courses, the training function recovers costs by
selling the seats to other companies. For example, Sherwin-Williams, the Cleveland,
Ohio-based paint company, sent its information technology employees through a team-
building program with bank employees. Randstad sells online training to its customers,
who employ Randstad’s workers in customer service call centers.” Although Randstad
makes revenue by selling the training, its greater benefit is realized from building relation-
ships with its clients. Within a one-year period, Randstad was able to show that $45 million
in company business was influenced by providing training to clients who chose the com-
pany (or stayed with the company).

OUTSOURCING TRAINING

Outsourcing refers to the use of an outside company (an external services firm) that takes
complete responsibility and control of some training or development activities or that takes
over all or most of a company’s training including administration, design, delivery, and
development.”® Business process outsourcing refers to the outsourcing of any business
process, such as human resource management, production, or training. A recent survey
from the Society for Human Resource Management (SHRM) found that 57 percent of
human resource and training professionals surveyed outsource all or portions of their train-
ing and development programs.”” Training experts predict that within 10 years, half of all
trainers will work for outsourcing providers. Why would companies outsource training?
Some of the reasons are cost savings; time savings that allow a company to focus on busi-
ness strategy; improvements in compliance and accuracy in training mandated to comply
with federal, state, or local rules (e.g., safety training); the lack of capability within the
company to meet learning demands; or the desire to access best training practices. Some
companies choose a comprehensive approach, outsourcing all training activities. For
example, consider the outsource providers Accenture Learning and Convergys.”® Accen-
ture Learning operates Avaya University for Avaya, a global leader in communication sys-
tems, applications, and services.”® Convergys offers corporations either a comprehensive
learning outsourcing partnership or selective outsourcing of specific learning-related
tasks.2® Convergys provides a wide range of learning-related functions including planning,
content development and delivery, administration, operations, and technology. Convergys
helped SonicWALL, an Internet security company that sells complicated and technical
products, transition from instructor-led workshops to e-learning and provided Web-based
training for SonicWALL’s customers and employees.

Although some companies are beginning to outsource and the trend appears to be grow-
ing, most companies outsource only smaller projects and not the complete training and
development function. Two reasons companies do not outsource their training are (1) the
inability of outsourcing providers to meet company needs and (2) companies’ desire to
maintain control over all aspects of training and development, especially delivery and
learning content. Table 2.9 shows some of the questions that should be considered when a
company is deciding whether to outsource. Any decision to outsource training is complex.
Training functions that do not add any value to the company are likely candidates for out-
sourcing (see Table 2.9, questions 1-4 and 9). Many companies have training functions
that do add value to the business but still may not be capable of meeting all training needs.
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TABLE 2.9
Questions to
Ask When

Considering
Outsourcing

Source: Based on G.
Johnson, “To Out-
source or Not to Out-
source . . . That Is the
Question,” Training

(August 2004): 26-29;

K. Tyler, “Carve Out

Training?” HR Maga-
zine (February 2004):
52-57.

The Context for Training and Dewvelopment

1. What are the capabilities of your in-house training function? Does the staff know
enough that you can grow the training skills you need, or do you need to hire
training skills from the outside?

. Can your in-house training function take on additional training responsibilities?

. Is training key to your company’s strategy? Is it proprietary?

. Does your company value its training organization?

. Does the training content change rapidly?

. Are outsourced trainers viewed as experts? Or are they viewed with cynicism?

. Do you understand the strengths and weaknesses of your current training programs?

. Do you want to outsource the entire training function?

. Are executives trying to minimize training’s impact in your company? Does your
company accept responsibility for building skills and talent?

. Is a combination of internal and external training the best solution?
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For example, a company that has a strong skilled training function and that values training
and views it as important to the business strategy probably doesn’t need to outsource its
entire training function. However, that company may turn to outsourcing providers for spe-
cial training needs beyond staff capabilities or for certain training content that changes rap-
idly. Consider the case of Texas Instruments (T1).8* T1 contracts General Physics, a training
outsource provider, to conduct all its open-enrollment courses for professional develop-
ment and technical training. These courses are offered often by TI and in areas in which
knowledge changes quickly. As a result, these courses were seen as the best candidates for
outsourcing, and Tl wanted to achieve cost savings by outsourcing them. TI is still in
charge of its customized professional development offerings. In the outsourcing agree-
ment, T1 was careful to include contract language that allowed it to raise and lower the
amount of training it was buying as needed. Given the cyclical nature of the semiconduc-
tor business, the ability to raise and lower the amount of training yet still keep customized
programs that add significant value to the business was an important reason that T1 decided
to outsource some of its training programs. Research suggests that company satisfaction
with the outsourcing of training and development depends on company-supplier trust (e.g.,
managers of both the company and the outsource provider are loyal to each other and look
out for each other’s interests) and the specificity of the contract (e.g., whether the contract
clearly outlines responsibilities).®?

Summary

For training to help a company gain a competitive advantage, it must help the company
reach business goals and objectives. This chapter emphasized how changes in work roles,
organizational factors, and the role of training influence the amount and type of training as
well as the organization of the training functions. The process of strategic training and
development was discussed. The chapter explained how different strategies (concentration,
internal growth, external growth, and disinvestment) influence the goals of the business
and create different training needs. The chapter included a discussion of different models
of the training function. As training makes a greater contribution to the achievement of
business strategies and goals, the business-embedded and corporate university models will
become more prevalent. The chapter concluded with information about marketing and out-
sourcing the training function.
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Discussion Questions

1.

How would you expect the training activities of a company that is dominant in its
product market to differ from those of a company that emphasizes research and
development?

What do you think is the most important organizational characteristic that influences
training? Why?

Which model or combination of models is best for organizing the training function?
Why?

Shering-Plough HealthCare Products Inc. decided several years ago to expand its prod-
uct line by developing pocket-size sticks and sprays of Coppertone sunblocks, previ-
ously only available as lotions packaged in squeeze bottles. The company placed a
strategic emphasis on developing markets for this product. The company knew from
market research studies that its Coppertone customers were already using the product in
its original squeeze container to prevent sunburn. Due to increased awareness of the
dangers of excessive skin exposure, consumers who had not previously used sunblock
except when at the beach were looking for a daily sunblock product. Company man-
agers reasoned that their market could be expanded significantly if the product were
repackaged to fit conveniently in consumers’ pockets, purses, and gym bags. Identify
the business strategy. What training needs result from this strategy? What are the train-
ing implications of this decision for (1) manufacturing and (2) the sales force?

Which strategic training and development initiatives do you think all companies should
support in today’s economic climate? Why?

Are any of the strategic training and development initiatives more important for small
business? Explain.

Evaluate Nextel Communications’s training organization using the five competencies of
the business-embedded model. Would you consider Nextel Communications’s training
organization to be a BE training function?

Compare and contrast the corporate university model with the faculty model. How are
they similar? How do they differ?




94 Part1

The Context for Training and Development

9.

10.

11.

12.
13.
14.

1.

What is human capital? How is human capital influencing the changing role of train-
ing from skill and knowledge acquisition to creating and sharing knowledge?

How could SWOT analysis be used to align training activities with business strategies
and goals?

What are the training implications of the increased use of teams to manufacture prod-
ucts or provide services?

How would you design a corporate university? Explain each step you would take.
What are the advantages and disadvantages of a centralized training function?

What factors should a company consider in deciding whether to outsource its entire
training function? Are the considerations different if the company wants to outsource
a training program? Explain.

Application Assignments

Go to www.pfizer.com, the Web site for Pfizer, a company that researches, develops,
manufactures, and markets leading prescription medicines for humans and animals.
Identify Pfizer’s mission statement, vision, and values. Go to the Careers section of the
Web site. Click on Working for Pfizer. Review the links on this page. Describe how
education supports Pfizer’s vision and values.

. Find a company’s annual report by using the World Wide Web or visiting a library.

Using the annual report, do the following:
a. ldentify the company’s mission, values, and goals.
b. Find any information provided in the report regarding the company’s training
practices and how they relate to the goals and strategies. Be prepared to give a
brief presentation of your research to the class.

. Go to www.orkin.com, the Web site for Orkin, a company committed to providing the

world’s best pest and termite control. Click on About Orkin to learn more about the
company. Click on Press at the bottom of Orkin’s home page. Then Click on “Orkin,
Inc. Named to Training Magazine’s Top 125 for Seventh Straight Year.” What type of
training does Orkin offer employees? Is training strategic? Why or why not? How does
Orkin use training to contribute to the company’s competitive advantage?

. www.milliken.com is the Web site for Milliken and Company, which produces high-

quality textiles and chemical products. Click on Industry Leadership and then Educa-
tion. What is the mission of Milliken University? What learning resources are used?
What courses and curricula are offered? How does the university relate to the com-
pany’s business strategy, mission, and goals?

. Www.corpu.com is the Web site for Corporate University Xchange, a corporate education

and research and consulting firm that is an expert on corporate universities. What kind of
information about corporate universities is available on this site? Why is it useful?

. Go to www.adayanaauto.com, the Web site for Adayana Automaotive, an outsourcing

company that specializes in training for the automotive industry. What services does
Adayana Automotive provide? If you worked as a human resource professional in the
automotive industry, what would be the advantages and disadvantages of outsourcing
training to Adayana Automotive?


http://www.pfizer.com
http://www.orkin.com
http://www.milliken.com
http://www.corpu.com
http://www.adayanaauto.com
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Case: Training and Development Help Rubber Hit the Road at Tires Plus

The mission at Tires Plus’s headquarters and its 500
stores in 22 states is to encourage employees to be
the same at work as they are in every other area of
their lives. Tires Plus sells and repairs tires and pro-
vides other car repair services. Employees at Tires
Plus include managers, various levels of automobile
technicians/mechanics, retail sales people, and tire
maintenance technicians. Tires Plus has the philoso-
phy, “We won’t sell you tires, we help you buy
them,” encouraging customers to be confident that
tires and services will never be recommended unless
they are needed. This straightforward, honest
approach is the basis of Tires Plus’s success and has
helped make it part of the largest tire retailing group
in the country. At Tires Plus, customer satisfaction is
simply not good enough; rather, guest enthusiasm
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must be the goal. Tires Plus believes a customer who
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courteously but also guarantees the lowest price on
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establish Tires Plus University, what types of strate-
gic training and development initiatives would you
create?
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From the Pages of BusinessWeek

It Takes a Village—And a Consultant: PricewaterhouseCoopers
Tests Partners by Sending Them to Work in Poor Nations

Last summer, accounting-and-consulting giant Price-
waterhouseCoopers tapped partner Tahir Ayub for a
consulting gig unlike anything he had done before.
His job: helping village leaders in the Namibian out-
back grapple with their community’s growing AIDS
crisis. Faced with language barriers, cultural differ-
ences, and scant access to electricity, Ayub, 39, and
two colleagues had to scrap their PowerPoint presen-
tations in favor of a more low-tech approach: face-to-
face discussion. The village chiefs learned that they
needed to garner community support for programs to
combat the disease, and Ayub learned an important
lesson as well: Technology isn’t always the answer.
“You better put your beliefs and biases to one side
and figure out new ways to look at things,” he said.

Ayub may never encounter as extreme a cultural
disconnect at PwC as he did in Namibia. But for the
next generation of partners, overcoming barriers and
forging a connection with clients the world over will
be a crucial part of their jobs. It’s those skills that
PwC hopes to foster in partners who take part in the
Ulysses Program, which sends top mid-career talent
to the developing world for eight-week service proj-
ects. For a fairly modest investment—$15,000 per
person, plus salaries—Ulysses both tests the talent
and expands the worldview of the accounting firm’s
future leaders. Since the company started the pro-
gram four years ago, it has attracted the attention of
Johnson & Johnson (JNJ), Cisco Systems (CSCO),
and other big companies considering their own pro-
grams.

While results are hard to quantify, PwC is con-
vinced that the program works. All two dozen
graduates are still working at the company. Half of
them have been promoted, and most have new
responsibilities. Just as important, all 24 people
say they have a stronger commitment to PwC—in
part because of the commitment the firm made to

them and in part because of their new vision of the
firm’s values. Says Global Managing Partner
Willem Brocker: “We get better partners from this
exercise.”

The Ulysses Program is PwC’s answer to one of
the biggest challenges confronting professional ser-
vices companies: identifying and training up-and-
coming leaders who can find unconventional
answers to intractable problems. By tradition and
necessity, new PwC leaders are nurtured from
within. But with 8,000 partners, identifying those
with the necessary business savvy and relationship-
building skills isn’t easy. Just as the program gives
partners a new view of PwC, it also gives PwC a new
view of them, particularly their ability to hold up
under pressure.

For mid-career partners who were weaned on
e-mail and the Blackberry, this was no walk in the
park. They had become accustomed to a world of
wireless phones, sleek offices, and Chinese take-
out—so the rigors of the developing world came as
quite a shock. Brian P. McCann, 37, a mergers and
acquisitions expert from PwC’s Boston office, had
never been to a Third World country before his stint
in Belize, where he encountered dirt-floored houses,
sick children, and grinding poverty.

Ayub, having been born in Africa, considered
himself worldly. Even so, long days spent among
Africa’s exploding HIV-positive population took
their psychological toll. With his work confined to
daylight house—there was often no electricity—
Dinu Bumbacea, a 37-year-old partner in PwC’s
Romanian office who spent time in Zambia working
with an agricultural center, had plenty of time to
dwell on the misery all around him. “Africa is poor,
and we all know that,” says Bumbacea. “But until
you go there, you don’t understand how poor it is.
We take so much for granted.”
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For more than 15 years, companies have used
social-responsibility initiatives to develop leaders.
But PwC takes the concept to a new level. Partici-
pants spend eight weeks in developing countries
lending their business skills to local aid groups—
from an ecotourism collective in Belize to small
organic farmers in Zambia to AIDS groups in
Namibia. Ulysses also presents participants with the
challenge of collaborating across cultures with local
clients as well as with PwC colleagues from other
global regions. Ayub, for example, was paired with
partners from Mexico and the Netherlands.

BEYOND ACCOUNTING

PwC says the program, now in its third cycle, gives
participants a broad, international perspective that’s
crucial for a company that does business around the
world. Traditional executive education programs turn
out men and women who have specific job skills but
little familiarity with issues outside their narrow spe-
cialty, according to Douglas Ready, director of the
International Consortium for Executive Develop-
ment Research. PwC says Ulysses helps prepare par-
ticipants for challenges that go beyond the strict
confines of accounting or consulting and instills val-
ues such as community involvement that are funda-
mental to its corporate culture.

Ulysses is also a chance for partners to learn what
they can accomplish without their usual resources to
lean on. The program forces them to take on projects
well outside their expertise. In the summer of 2003,
for example, McCann developed a business plan for
an ecotourism group in Belize. The experience was an
eye-opener. McCann’s most lasting memory is a din-
ner he shared in the home of a Mayan farmer after
they spent a day discussing their plan. “He didn’t even
have electricity,” McCann recalls, “but he made do.”

PwC partners say they’ve already adapted their
experiences to the task of managing people and
clients. Malaysian partner Jennifer Chang says her
team noticed a shift in her managerial style after the
Belize trip. She listened more and became more flex-
ible. “Once you see how slowly decisions are made
in other places, you gain patience for the people you
work with,” she says. Ayub, who was promoted in
June, now manages 20 partners. He says he favors
face-to-face conversations over e-mail because the
low-tech approach builds trust. “It made the differ-
ence in Namibia,” he says.

If insights like those ripple out across the firm,
Ulysses will be more than a voyage of personal dis-
covery for a handful of partners. It could help build
leaders capable of confronting the challenges of an
increasingly global business. And that, says PwC, is
the whole point.

Questions

1. What competitive challenges motivated PwC to
develop the Ulysses Program?

2. Do you think the Ulysses Program contributes to
PwC’s business strategy and goals? Explain.

3. How would you determine if the Ulysses Program
was effective? What metrics or outcomes would
you collect? Why?

4. What are the advantages and disadvantages of the
Ulysses Program compared to more traditional
ways of training leaders such as formal courses
(e.g., MBA) or giving them more increased job
responsibility?

Source: J. Hempel and S. Porges, “It Takes a Village—And a
Consultant: PricewaterhouseCoopers Tests Partners by
Sending Them to Work in Poor Nations,” Business Week
(September 6, 2004), retrieved from www.businessweek.com
February 23, 2009.
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Chapter Three

Needs Assessment

Objectives

After reading this chapter, you should be
able to

1. Discuss the role of organization analy-
sis, person analysis, and task analysis
in needs assessment.

. Explain how person characteristics,

input, output, consequences, and
feedback influence performance and
learning.

. Create conditions to ensure that

employees are receptive to training.

6. Discuss the steps involved in conduct-

2. ldentify different methods used in . .
ing a task analysis.

needs assessment and identify the
advantages and disadvantages of
each method.

7. Analyze task analysis data to deter-
mine the tasks for which people need

. to be trained.
3. Discuss the concerns of upper-level

and mid-level managers and trainers
in needs assessment.

8. Explain competency models and the
process used to develop them.

Needs Assessment at NetApp

Network Appliances (NetApp) creates innovative storage and data management solu-
tions that help customers accelerate business breakthroughs and achieve outstanding
cost efficiencies. NetApp is one of the fastest-growing storage and data manage-
ment providers, with over 8,000 employees in 130 offices around the world. NetApp
was rated among the top 15 best workplaces in 2008 in Fortune magazine's “100
Best Companies to Work For” annual report and has been on the list for six consec-
utive years. NetApp is known for several of its training and development programs,
including its “Training On All Special Things” (TOAST), a new-hire orientation pro-
gram with top-level NetApp executives and NetApp University.

As a result of company growth, NetApp needed to develop recently hired support
engineers in order to provide world-class services. Existing training programs were
inadequate; NetApp needed training that would cover troubleshooting skills for all
aspects of support, including process, systems, operations, and soft skills. These skills
were needed to ensure that NetApp's newly hired suppport engineers would be com-
petent in meeting demands for NetApp’s services. To conduct a needs assessment,
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NetApp asked its best performers to participate in focus groups. The focus groups
were asked to consider what types of support engineers needed to know to perform
their jobs. From the focus groups, more than 1,400 tasks were identified. The tasks
were ranked according to difficulty, frequency, and importance. Five hundred tasks
were identified as being critical for support engineers to perform within their first
year on the job. To address these tasks, a new-hire training program was developed.
It includes self-paced e-learning, hands-on work in the classroom, and cases based on
the company’s computerized support system or initiated by customers on the Web.

Source: Based on S. Varman and B. Collins, “On Ramp to Success at Network Appliances,” T + D (July
2007): 58-61; www.netapp.com.

INTRODUCTION

As discussed in Chapter 1, effective training practices involve the use of a training design
process. The design process begins with a needs assessment. Subsequent steps in the
process include ensuring that employees have the motivation and basic skills necessary to
learn, creating a positive learning environment, making sure that trainees use learned skills
on the job, choosing the training method, and evaluating whether training has achieved the
desired outcomes. As the NetApp example highlights, before you choose a training
method, it is important to determine what type of training is necessary and whether
trainees are willing to learn. Needs assessment refers to the process used to determine
whether training is necessary.

Needs assessment typically involves organizational analysis, person analysis, and task
analysis.> An organizational analysis considers the context in which training will occur.
That is, organizational analysis involves determining the appropriateness of training,
given the company’s business strategy, its resources available for training, and support by
managers and peers for training activities. You are already familiar with one aspect of orga-
nizational analysis. Chapter 2 discussed the role of the company’ business strategy in
determining the frequency and type of training.

Person analysis helps to identify who needs training. Person analysis involves (1)
determining whether performance deficiencies result from a lack of knowledge, skill, or
ability (a training issue) or from a motivational or work-design problem, (2) identifying
who needs training, and (3) determining employees’ readiness for training. Task analysis
identifies the important tasks and knowledge, skills, and behaviors that need to be empha-
sized in training for employees to complete their tasks.

WHY IS NEEDS ASSESSMENT NECESSARY?

Needs assessment is the first step in the instructional design process, and if it is not prop-
erly conducted any one or more of the following situations could occur:

e Training may be incorrectly used as a solution to a performance problem (when the
solution should deal with employee mativation, job design, or a better communication
of performance expectations).

e Training programs may have the wrong content, objectives, or methods.
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» Trainees may be sent to training programs for which they do not have the basic skills,
prerequisite skills, or confidence needed to learn.

» Training will not deliver the expected learning, behavior change, or financial results
that the company expects.

» Money will be spent on training programs that are unnecessary because they are unre-
lated to the company’s business strategy.

Figure 3.1 shows the three types of analysis involved in needs assessment and the
causes and outcomes resulting from needs assessment. There are many different “pressure
points” that suggest that training is necessary. These pressure points include performance
problems, new technology, internal or external customer requests for training, job
redesign, new legislation, changes in customer preferences, new products, or employees’
lack of basic skills. Note that these pressure points do not guarantee that training is the
correct solution. For example, consider, a delivery truck driver whose job is to deliver
anesthetic gases to medical facilities. The driver mistakenly hooks up the supply line of a
mild anesthetic to the supply line of a hospital’s oxygen system, contaminating the hospi-
tal’s oxygen supply. Why did the driver make this mistake, which is clearly a performance
problem? The driver may have made this mistake because of a lack of knowledge about
the appropriate line hookup for the anesthetic, because of anger over a requested salary
increase that the driver’s manager recently denied, or because of mislabeled valves for
connecting the gas supply. Only the lack of knowledge can be addressed by training. The
other pressure points require addressing issues related to the consequence of good per-
formance (pay system) or the design of the work environment.

What outcomes result from a needs assessment? Needs assessment provides important
input into most of the remaining steps in the training design. As shown in Figure 3.1, the
needs assessment process results in information related to who needs training and what
trainees need to learn, including the tasks in which they need to be trained plus knowledge,
skill, behavior, or other job requirements. Needs assessment helps to determine whether the

FIGURE 3.1 Causes and Outcomes of Needs Assessment
Reasons or “Pressure Points”  What Is the Context? Outcomes
* Legislation « What Trainees Need to Learn

¢ Lack of Basic Skills

e Poor Performance

* New Technology

¢ Customer Requests

¢ New Products

* Higher Performance
Standards

¢ New Jobs

¢ Who Receives Training
¢ What Training Method Is
In What Appropriate
¢ Frequency of Training
Need ¢ Buy versus Build Training
Training? Decision
¢ Training versus Other HR
Options Such as Selection
or Job Redesign
Who Needs Training? ¢ How Training Should Be
Evaluated
* How to Facilitate Transfer
of Training

Organization
Analysis

<

Person
Analysis

Task
Analysis
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company will outsource its training, that is, purchase training from a vendor or consultant,
or develop training through internal resources. Determining exactly what trainees need to
learn is critical for the next step in the instructional design process: identifying learning
outcomes and objectives. Chapter 4 explores identifying learning outcomes and learning
objectives and creating a training environment so that learning occurs. Through identifying
the learning outcomes and resources available for training, the needs assessment also pro-
vides information that helps the company choose the appropriate training or development
method (discussed in Part Three of the book). Needs assessment also provides information
regarding the outcomes that should be collected to evaluate training effectiveness. Training
evaluation is discussed in Chapter 6.

WHO SHOULD PARTICIPATE IN NEEDS ASSESSMENT?

TABLE 3.1

Because the goal of needs assessment is to determine whether a training need exists, who
it exists for, and for what tasks training is needed, it is important to include managers,
trainers, and employees in the needs assessment process. Traditionally, only trainers were
concerned with the needs assessment process. But, as Chapter 2 showed, as training
increasingly becomes used to help the company achieve its strategic goals, both upper- and
top-level managers are involved in the needs assessment process.

Table 3.1 shows the questions that upper-level managers, mid-level managers, and train-
ers are interested in answering for organizational analysis, person analysis, and task analy-
sis. Upper-level managers include directors, chief executive officers (CEOs), and vice

Key Concerns of Upper-Level and Mid-Level Managers and Trainers in Needs Assessment

Organizational
Analysis

Person Analysis

Task Analysis

Upper-Level Managers Mid-Level Managers Trainers

Do | have the budget to
buy training services?
Will managers support
training?

Do | want to spend money
on training? How much?

Is training important to
achieve our business
objectives? How does
training support our
business strategy?

What are the threats
to our talent base?

How wiill training and
development help meet
my business goals?

Are we retaining top talent

Who should be trained?
Managers? Professionals?
Core employees?

What functions or business
units need training?

How will I'identify which
employees need

What do employees training?
need to do to accomplish

our business objectives?

Does the company have
people with the
knowledge, skills, and
abilities or competencies
needed to compete in the
marketplace?

For what jobs can training
make the biggest
difference in product
quality or customer
service?

For what tasks should
employees be trained?
What knowledge, skills,
ability, or other character-
istics are necessary?
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presidents. Upper-level managers view the needs assessment process from the broader
company perspective. They do not focus on specific jobs. Upper-level managers are
involved in the needs assessment process to identify the role of training in relation to other
human resource practices in the company (e.g., selection, compensation). That is, upper-
level managers help to determine if training is related to the company’s business strategy—
and if so, what type of training is required. Upper-level managers are also involved in
identifying what business functions or units need training (person analysis) and in deter-
mining if the company has the knowledge, skills, and abilities in the work force that are
necessary to meet its strategy and be competitive in the marketplace. Mid-level managers
are more concerned with how training may affect the attainment of financial goals for the
units they supervise. As a result, for mid-level managers, organizational analysis focuses
on identifying (1) how much of their budgets they want to devote to training, (2) the types
of employees who should receive training (e.g., engineers, or core employees who are
directly involved in producing goods or providing services), and (3) for what jobs training
can make a difference in terms of improving products or customer service.

As discussed in Chapter 2, trainers (including training managers and instructional
designers) need to consider whether training is aligned with the business strategy. How-
ever, trainers are primarily interested in needs assessment to provide them with informa-
tion that they need to administer, develop, and support training programs. This information
includes determining if training should be purchased or developed in-house, identifying
the tasks for which employees need to be trained, and determining top-level and mid-level
managers’ interest in and support for training.

Upper-level managers are usually involved in determining whether training meets the
company’s strategy and then providing appropriate financial resources. Upper-level man-
agers are not usually involved in identifying which employees need training; the tasks for
which training is needed; or the knowledge, skills, abilities, and other characteristics
needed to complete those tasks. This is the role of subject-matter experts (SMESs). Subject-
matter experts (SMESs) are employees, academics, managers, technical experts, trainers,
and even customers or suppliers who are knowledgeable in regard to (1) training issues
including tasks to be performed; (2) knowledge, skills, and abilities required for success-
ful task performance; (3) necessary equipment; and (4) conditions under which the tasks
have to be performed. A key issue with SMEs is making sure they are knowledgeable about
the content that training must cover as well as realistic enough to be able to prioritize what
content is critical to cover in the time allotted for the subject in the training curriculum.
SMEs also must have information that is relevant to the company’s business and have an
understanding of the company’s language, tools, and products. There is no rule regarding
how many types of employees should be represented in the group conducting the needs
assessment. Still, it is important to get a sample of job incumbents involved in the process
because they tend to be most knowledgeable about the job and can be a great hindrance to
the training process if they do not feel they have had input into the needs assessment. Job
incumbents are employees who are currently performing the job.

For example, Netg, an Illinois company that develops courseware for training informa-
tion technology skills, uses academics or trainers who are familiar with course content.? To
develop the courseware, Netg’s development team includes a project manager; one or more
SMEs; a curriculum planner who determines what the course will cover; an instructional
designer who makes sure the course development covers all aspects of the instructional
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system design model; and writers, programmers, and graphic artists who build the simula-
tions included in the course. The SME leads a group training session to determine what the
subject matter is for the course, the different elements the course needs to cover, and the
goals for the course. The instructional designer meets with the SMEs to review the learn-
ing objectives. To keep the SMEs on track, Netg asks them to consider not only the value
of the information that is being communicated to the trainee but also what trainees need to
know at the end of the course.

METHODS USED IN NEEDS ASSESSMENT

Several methods are used to conduct needs assessment, including observing employees
performing the job, utilizing online technology, reading technical manuals and other doc-
umentation, interviewing SMEs, conducting focus groups with SMEs, and asking SMEs to
complete questionnaires designed to identify tasks and knowledge, skills, abilities, and
other characteristics required for a job. Table 3.2 presents advantages and disadvantages of
each method. Texas Instruments was trying to determine how to train engineering experts
to become trainers for new engineers.® All the engineers had technical expertise. The prob-
lem was that their level of instructional expertise varied. Some had no experience teaching,
whereas others taught courses at local colleges. When new engineers became inexperi-
enced instructors, both the trainees and the instructors were frustrated. In assessing the
engineers’ training needs, training and development specialists used five of the six meth-
ods shown in Table 3.2. They collected information that was useful for organization and
task analysis. Training course listings and mission statements were used to identify the
engineering department mission, and current and previous course offerings were used to
develop engineers. Competency studies and project checklists were used to identify rele-
vant tasks. Classroom observation of new and experienced instructors was used to identify
strengths and weaknesses of instructors’ presentations (person analysis). Both instructors
and noninstructors were interviewed to validate the information gathered through the writ-
ten documentation and surveys. Another example is Boeing, which uses a process bor-
rowed from the field of artificial intelligence. Experts are observed and interviewed to
identify their thinking processes for solving problems, dealing with uncertainty, and mini-
mizing risks. The expert practices that are uncovered are then included in the training cur-
riculum.*

For newly created jobs, trainers often do not have job incumbents to rely on for this
information. Rather, technical diagrams, simulations, and equipment designers can pro-
vide information regarding the training requirements, tasks, and conditions under which
the job is performed. Another source of information for companies that have introduced a
new technology is the help desk that companies often set up to deal with calls regarding
problems, deficiencies in training, or deficiencies in documentation, software, or systems.®
Help desk management software can categorize and track calls and questions by applica-
tion, by caller, or by vendor. Report creation capability built into the software makes it easy
to generate documents on user problems and identify themes among calls. Analyzing these
calls is practical for identifying gaps in training. For example, common types of call prob-
lems can be analyzed to determine if they are due to inadequate coverage in the training
program and/or inadequate written documentation and job aids used by trainees.
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TABLE 3.2 Advantages and Disadvantages of Needs Assessment Technigues

Technique
Observation

Questionnaires

Interviews

Focus Groups

Documentation
(Technical
Manuals,
Records)

Online
Technology
(Software)

Advantages

¢ Generates data relevant to work
environment
¢ Minimizes interruption of work

¢ |nexpensive

e Can collect data from a large number
of persons

¢ Data easily summarized

¢ Good at uncovering details of
training needs as well as causes of and
solutions to problems

e Can explore unanticipated issues that
come up

¢ Questions can be modified

e Useful with complex or controversial
issues that one person may be unable
or unwilling to explore

¢ Questions can be modified to explore
unanticipated issues

¢ Good source of information on
procedure

¢ Objective

e Good source of task information for
new jobs and jobs in the process of
being created

¢ Objective
e Minimizes interruption of work
e Requires limited human involvement

Disadvantages

¢ Needs skilled observer
e Employees’ behavior may be affected by
being observed

e Requires time

e Possible low return rates, inappropriate
responses

e lacks detail

e Only provides information directly
related to questions asked

Time consuming

Difficult to analyze

Needs skilled interviewer

Can be threatening to SMEs
Difficult to schedule

e SMEs only provide information they
think you want to hear

e Time-consuming to organize

e Group members only provide
information they think you want to hear

e Group members may be reluctant to
participate if status or position
differences exist among members

e You may be unable to understand
technical language
e Materials may be obsolete

e May threaten employees

* Manager may use information to punish
rather than train

e Limited to jobs requiring interaction with
customers via computer or phone

Source: Based on S. V. Steadham, “Learning to Select a Needs Assessment Strategy,” Training and Development Journal (January 1980): 56-61; R. J. Mirabile,
“Everything You Wanted to Know about Competency Modeling,” Training and Development (August 1997): 74; K. Gupta, A Practical Guide to Needs Assessment
(San Francisco: Jossey-Bass, 1999); M. Casey and D. Doverspike “Training Needs Analysis and Evaluation for New Technologies through the Use of Problem-Based
Inquiry,” Performance Improvement Quarterly 18, no. 1 (2005): 110-24.

Online technology is available to monitor and track employee performance. This infor-
mation is useful for identifying training needs and providing employees with feedback
regarding their skill strengths and weaknesses. In call centers, for example, technology
provides an ongoing assessment of performance.® An employee who triggers the online
system by failing to meet a defined standard, such as receiving more than five callbacks on
an unresolved issue, is automatically referred to the appropriate job aid or training event.
As shown in Table 3.2, online technology has several advantages: It provides an objective
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report of behaviors, the data can be quickly summarized into reports, it does not require a
trainer or SME to observe or interview employees, and it minimizes work interruptions.
However the use of online technology in needs assessment is best suited for only a small
number of jobs requiring interactions with customers through the use of a computer or
telephone.” Also, for online technology to be effective, managers need to ensure that the
information is used to train and not to punish employees. Otherwise, employees will feel
threatened, which will contribute to employee dissatisfaction and turnover.

Because no one method of conducting needs assessment is superior to the others, multiple
methods are usually used. The methods vary in the type of information as well as the level of
detail provided. The advantage of questionnaires is that information can be collected from a
large number of persons. Also, questionnaires allow many employees to participate in the needs
assessment process. However, when using questionnaires it is difficult to collect detailed infor-
mation regarding training needs. Face-to-face and telephone interviews are time consuming,
but more detailed information regarding training needs can be collected. Focus groups are a
type of SME interview that involves a face-to-face meeting with groups of SMEs in which the
questions that are asked relate to specific training needs. It is important to verify the results of
interviews and observations because what employees and managers say they do and what they
really do may differ. For example, the author was involved in a needs assessment project for the
educational services division of a financial services company. The company wanted to deter-
mine the training needs of 3,000 employees including managers, nonmanagers, and regional
trainers in the needs assessment process. The company had five regional sites geographically
dispersed across the United States (e.g., Midwest region, West region).

One of the potential training needs identified by the corporate training staff was that
employees were unable to use new technologies such as the Internet to access training pro-
grams. Questionnaires administered to all 3,000 employees to help determine their training
needs included questions related to skills in using new technology. Because there were too
many skills and tasks related to the use of technology to include all of them on the ques-
tionnaire (e.g., how to use the personal computer operating system, Web browsers,
CD-ROM, spreadsheets), several general questions were included—for instance, “To what
extent do you believe you need training to use new technologies that the company is imple-
menting at your workplace?” Phone interviews were conducted with a small sample of the
employees to gather more detailed information regarding specific skill needs.

With the increasing emphasis on Total Quality Management, many companies are also
using information about other companies’ training practices (a process known as
benchmarking) to help determine the appropriate type, level, and frequency of training.
For example, Chevron, Federal Express, GTE, Xerox, and several other companies are
members of the American Society for Training and Development (ASTD) benchmarking
forum. A common survey instrument is completed by each company. The survey includes
questions on training costs, staff size, administration, design, program development, and
delivery. The information is summarized and shared with the participating companies.

THE NEEDS ASSESSMENT PROCESS

This section examines the three elements of needs assessment: organizational analysis, per-
son analysis, and task analysis. Figure 3.2 illustrates the needs assessment process. In prac-
tice, organizational analysis, person analysis, and task analysis are not conducted in any
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FIGURE 3.2 The Needs Assessment Process
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order. Whether time and money are devoted to training is contingent on the results of orga-
nizational, person, and task analyses. While any one analysis can indicate the need for train-
ing, companies need to consider the information from all three types of analysis before the
decision is made to devote time and money to training. Because organizational analysis is
concerned with identifying whether training fits with the company’s strategic objectives and
whether the company has the budget, time, and expertise for training (the context for train-
ing), it is usually conducted first. Person analysis and task analysis are often conducted at
the same time because it is difficult to determine whether performance deficiencies are a
training problem without understanding the tasks and the work environment. An initial orga-
nizational analysis may suggest that a company does not want to spend financial resources
on training. However, if person analysis reveals that a large number of employees lack a skill
in an important area that is related to the company’s business objectives (such as customer
service), upper-level managers may decide to reallocate financial resources for training.

Organizational Analysis

Organizational analysis involves identifying whether training supports the company’s
strategic direction; whether managers, peers, and employees support training activity; and
what training resources are available. Table 3.3 provides questions that trainers should
answer in an organizational analysis. Some combination of documentation, interviews, or
focus groups of managers and individuals in the training function should be used to answer
these questions.



Chapter 3 Needs Assessment 111

TABLE 3.3 Questions to Ask in an Organizational Analysis

How might the training content affect our employees’ relationship with our customers?
What might suppliers, customers, or partners need to know about the training program?
How does this program align with the strategic needs of the business?

Should organizational resources be devoted to this program?

What do we need from managers and peers for this training to succeed?

What features of the work environment might interfere with training (e.qg., lack of
equipment, no time to use new skills)?

Do we have experts who can help us develop the program content and ensure that we
understand the needs of the business as we develop the program?

Will employees perceive the training program as an opportunity? reward? punishment?
waste of time?

Which persons or groups (employees, managers, vendors, suppliers, program developers)
have an interest in seeing training succeed? Whose support do we need?

Source: Based on F. Nickols, “Why a Stakeholder Approach to Evaluating Training,” Advances in Developing Human Resources (Febru-
ary 2005): 121-134; S. Tannenbaum, “A Strategic View of Organizational Training and Learning,” in Creating, Implementing, and Man-
aging Effective Training and Development, ed. K. Kraiger (San Francisco: Jossey-Bass, 2002): 10-52.

Company’s Strategic Direction

How the company’s business strategy influences training was discussed in Chapter 2. The
strategic role of training influences the frequency and type of training and how the training
function is organized in the company. In companies in which training is expected to contribute
to the achievement of business strategies and goals, the amount of money allocated to training
and the frequency of training will likely be higher than in companies in which training is done
haphazardly or with no strategic intent in mind. For example, companies that believe learning
contributes to their competitive advantage or that have adopted high-performance work sys-
tems (e.g., teams) are likely to have greater training budgets and conduct more training. The
business strategy also influences the type of training. For example, as noted in Chapter 2, com-
panies that have adopted a disinvestment strategy are more likely to focus on outplacement
assistance and job search skills training than are companies with other strategic initiatives.
Last, the greater the strategic role of training, the more likely the company will organize the
training function using the business-embedded or corporate university models. Both these
models emphasize that training is used to help solve business problems.

Support of Managers, Peers, and Employees for Training Activities

A number of studies have found that peer and manager support for training is critical, along
with employee enthusiasm and motivation to attend training. The key factors for success are a
positive attitude among peers, managers, and employees about participation in training activ-
ities; managers’ and peers’ willingness to provide information to trainees about how they can
more effectively use knowledge, skill, or behaviors learned in training on the job; and oppor-
tunities for trainees to use training content in their jobs.” If peers’ and managers’ attitudes and
behaviors are not supportive, employees are not likely to apply training content to their jobs.

Training Resources

It is necessary to identify whether the company has the budget, time, and expertise for train-
ing. For example, if the company is installing computer-based manufacturing equipment in
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one of its plants, it has three possible strategies for dealing with the need to have computer-
literate employees. First, the company can decide that, given its staff expertise and budget,
it can use internal consultants to train all affected employees. Second, the company may
decide that it is more cost-effective to identify employees who are computer-literate by
using tests and work samples. Employees who fail the test or perform below standards on
the work sample can be reassigned to other jobs. Choosing this strategy suggests that the
company has decided to devote resources to selection and placement rather than training.
Third, because it lacks time or expertise, the company may decide to purchase training from
a consultant.

One way to identify training resources is for companies that have similar operations or
departments located across the country or the world to share practices.!® For example,
Pfizer Pharmaceuticals created a “virtual learning team” to promote the sharing of “best
practices” in technical training among its U.S. manufacturing sites. Training managers
from New York, New Jersey, Missouri, Nebraska, Indiana, Puerto Rico, and Belgium serve
on the team. The team members meet face-to-face once every business quarter and also
have a regular conference call every six weeks. The objectives of the team are to (1) pro-
vide a centralized focus to Pfizer’s training strategies, (2) enable training managers to men-
tor peers and exchange training practices, and (3) establish training standards for each of
the manufacturing sites. The team has made some valuable contributions, including the
development of a new operator training standard, a 10-step method for teaching and evalu-
ating the skills of employees who make drug products or operate machinery. The team
based the standard on an existing practice at one of the manufacturing sites. Another
accomplishment was that the New York and Puerto Rico team representatives found that
they had similar work areas in their plants, so they decided to each create one module of a
new training plan and transfer each module to the other location.

Choosing a Vendor or Consultant If a company decides to purchase a training program
from a consultant or vendor rather than build the program in-house, it is important to
choose a high-quality provider. Training providers may include individual consultants,
consulting firms, or academic institutions. Many companies identify vendors and
consultants who can provide training services by using requests for proposals.** A request
for proposal (RFP) is a document that outlines for potential vendors and consultants the
type of service the company is seeking, the type and number of references needed, the
number of employees who need to be trained, funding for the project, the follow-up process
used to determine level of satisfaction and service, the expected date of completion of the
project, and the date when proposals must be received by the company. The RFP may be
mailed to potential consultants and vendors or posted on the company’s Web site. The RFP
is valuable because it provides a standard set of criteria against which all consultants will
be evaluated. The RFP also helps eliminate the need to evaluate outside vendors that
cannot provide the needed services.

Usually the RFP helps to identify several vendors who meet the criteria. The next step
is to choose the preferred provider. Table 3.4 provides examples of questions to ask ven-
dors. Managers and trainers should check the vendor’s reputation by contacting prior
clients and professional organizations (such as the American Society for Training and
Development). The consultant’s experience should be evaluated. (For example, in what
industry has the vendor worked?) Managers should carefully consider the services, mate-
rials, and fees outlined in the consulting contract. For example, it is not uncommon for
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TABLE 3.4 Questions to Ask Vendors and Consultants

How much and what type of experience does your company have in designing and
delivering training?

What are the qualifications and experiences of your staff?

Can you provide demonstrations or examples of training programs you have developed?
Can you provide references of clients for whom you have worked?

What evidence do you have that your programs work?

What instructional design methods do you use?

How do your products or services fit our needs?

Source: Based on R. Zemke and J. Armstrong, “Evaluating Multimedia Developers,” Training (November 1996): 33-38; B. Chapman,
“How to Create the Ideal RFP” Training (January 2004): 40-43.

training materials, manuals, and handouts to remain the property of the consultant. If the
company wishes to use these materials for training at a later date, it would have to pay
additional fees to the consultant.

When using a consultant or other outside vendor to provide training services, it is
also important to consider the extent to which the training program will be customized
based on the company’s needs or whether the consultant is going to provide training
services based on a generic framework that it applies to many different organizations.
For example, Towers Perrin, a well-known, successful New York consulting firm, told
several clients that it would study their companies in detail and provide a customized
diversity training program to fit their needs. However, six companies (including Nissan
USA, Thompson Consumer Electronics, and Harris Bank) were given the same 18 rec-
ommendations (e.g., separate the concept of affirmative action from that of managing
diversity)!*2

How long should it take a vendor or consultant to develop a training program? The
answer is, “It depends.”*® Some consultants estimate that development time ranges from 10
to 20 hours for each hour of instruction. Highly technical content requiring more frequent
meetings with SMEs can add an additional 50 percent more time. For training programs
using new technology (such as a CD-ROM), development time can range from 300 to
1,000 hours per hour of program time depending on how much animation, graphics, video,
and audio are included; how much new content needs to be developed; the number of prac-
tice exercises and the type of feedback to be provided to trainees; and the amount of
“branches” to different instructional sequences. Chapter 8 details the use of new technolo-
gies in training.

Person Analysis

Person analysis helps to identify employees who need training, that is, whether employees’
current performance or expected performance indicates a need for training. The need for
training may result from the pressure points in Figure 3.1, including performance prob-
lems, changes in the job, or use of new technology. Person analysis also helps determining
employees’ readiness for training. Readiness for training refers to whether (1) employees
have the personal characteristics (ability, attitudes, beliefs, and motivation) necessary to
learn program content and apply it on the job and (2) the work environment will facilitate
learning and not interfere with performance. This process includes evaluating person char-
acteristics, input, output, consequences, and feedback.**
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FIGURE 3.3
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A major pressure point for training is poor or substandard performance. Poor perform-
ance is indicated by customer complaints, low performance ratings, or on-the-job incidents
such as accidents and unsafe behavior. Another potential indicator of the need for training
is if the job changes such that current levels of performance need to be improved or
employees must be able to complete new tasks.

Process for Person Analysis

Figure 3.3 shows a process for analyzing the factors that influence performance and
learning. Person characteristics refer to the employees’ knowledge, skill, ability, and
attitudes. Input relates to the instructions that tell employees what, how, and when to per-
form. Input also refers to the resources that the employees are given to help them perform.
These resources may include equipment, time, or budget. Output refers to the job’s per-
formance standards. Consequences refer to the type of incentives that employees receive
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for performing well. Feedback refers to the information that employees receive while
they are performing.

Interviews or questionnaires can be used to measure person characteristics, input, out-
put, consequences, and feedback. For example, a package delivery company believed that
lead drivers were valuable for providing on-the-job training for new employees.'® The
company employed 110 lead drivers. The lead driver job involved driving, delivery, and
bookkeeping duties. The lead drivers benefited from training because coaching and train-
ing made their jobs more interesting. The company benefited because on-the-job training
was relatively inexpensive and effective. Lead drivers often quickly spotted and corrected
performance problems with new trainees. Lead drivers knew the technical aspects of the
delivery job quite well. Although many of the lead drivers were good trainers and coaches,
the company believed they needed to learn how to coach and train the new drivers. The
company used interviews to identify what type of coaching and training skills the lead
drivers needed. Interviews were conducted with 14 lead drivers, six supervisors, and two
regional vice presidents. The interview for the lead drivers consisted of questions such as

* What types of situations call for coaching on your part?
«  What keeps you from being a good coach on the job?

e How do you encourage or motivate other lead drivers? Do you use incentives or
rewards? Do you try other things (compliments, personal attention)?

*  What common types of performance problems do new hires have?

* What were the biggest problems you encountered as a new coach and trainer? What
mistakes did you make? What lessons have you learned over time?

 Tell me about a successful coaching experience and an unsuccessful coaching experience.

Recurring trends in the interview data were noted and categorized. For example, inter-
view questions on obstacles to coaching related to three themes: lack of time to coach, the
physical environment (no privacy), and reluctance to coach peers. These three topics were
covered in the coaching course.

Person characteristics, input, output, consequences, and feedback influence the motiva-
tion to learn. Motivation to learn is trainees’ desire to learn the content of training
programs.*® Consider how your motivation to learn may be influenced by personal charac-
teristics and the environment. You may have no problem understanding and comprehend-
ing the contents of this textbook. But your learning may be inhibited because of your
attitude toward the course. That is, perhaps you do not believe the course will be important
for your career. Maybe you are taking the course only because it fits your schedule or is
required in your degree program. Learning may also be inhibited by the environment. For
example, maybe you want to learn, but your study environment prevents you from doing so.
Every time you are prepared to read and review your notes and the textbook, your room-
mates could be having a party. Even if you do not join them, the music may be so loud that
you cannot concentrate!

Marriott International, the hotel and restaurant chain, found that personal characteris-
tics were having a significant influence on the success rate of the company’s welfare-to-
work program.t” This program involved training welfare recipients for jobs in the
company’s hotels and restaurants. (These types of programs are discussed in greater detail
in Chapter 10.) Many trainees were unable to complete the training program because of
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TABLE 3.5
Steps in
Performing a
Literacy Audit

Source: U.S. Depart-
ment of Education,
U.S. Department of
Labor, The Bottom
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ington, DC: 1988):
14-15.

poor attendance resulting from unreliable child care, drug problems, or abusive husbands
or boyfriends. As a result, Marriott has instituted tight standards for selecting welfare
recipients for the training program. These standards include requiring trainees to have
child care, transportation, and housing arrangements. Also, Marriott plans to add an addi-
tional drug test during training. Currently, trainees are tested for drugs only at the begin-
ning of training.

A number of research studies have shown that motivation to learn is related to knowl-
edge gained, behavior change, or skill acquisition resulting from training.!® Besides
considering the factors of person characteristics, input, output, consequences, and feed-
back in determining whether training is the best solution to a performance problem, man-
agers should also consider these factors prior to selecting which employees will attend a
training program. These factors relate to the employees’ motivation to learn. The following
sections describe each of these factors and its relationship to performance and learning.

Person Characteristics

Basic skills refer to skills that are necessary for employees to successfully perform on the
job and learn the content of training programs. Basic skills include cognitive ability and
reading and writing skills. For example, one assumption that your professor is making in
this course is that you have the necessary reading level to comprehend this textbook and
the other course materials such as overhead transparencies, videos, or readings. If you
lacked the necessary reading level, you likely would not learn much about training in this
course. As Chapter 1 mentioned, recent forecasts of skill levels of the U.S. work force indi-
cate that managers will likely have to work with employees who lack basic skills. A liter-
acy audit can be used to determine employees’ basic skill levels. Table 3.5 shows the
activities involved in conducting a literacy audit.

Step 1: Observe employees to determine the basic skills they need to be successful in
their job. Note the materials the employee uses on the job, the tasks performed,
and the reading, writing, and computations completed by the employee.
Collect all materials that are written and read on the job and identify
computations that must be performed to determine the necessary level of basic
skill proficiency. Materials include bills, memos, and forms such as inventory lists
and requisition sheets.

Interview employees to determine the basic skills they believe are needed to do
the job. Consider the basic skill requirements of the job yourself.

Determine whether employees have the basic skills needed to successfully
perform the job. Combine the information gathered by observing and
interviewing employees and evaluating materials they use on their job. Write a
description of each job in terms of the reading, writing, and computation skills
needed to perform the job successfully.

Develop or buy tests that ask questions relating specifically to the employees'’
job. Ask employees to complete the tests.

Compare test results (from step 5) with the description of the basic skills
required for the job (from step 4). If the level of the employees’ reading, writing,
and computation skills does not match the basic skills required by the job, then
a basic skills problem exists.

Step 2:

Step 3:

Step 4:

Step 5:

Step 6:
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It is important to note that possession of a high school diploma or a college degree is no
guarantee that an employee has basic skills. If participants do not have the fundamental
reading, writing, and math skills to understand the training, they will not be able to learn,
they will not apply their training to the job (a process known as transfer, which is discussed
in Chapter 5), and the company will have wasted money on training that does not work.
Trainers need to evaluate the strengths and weaknesses of trainees before designing a train-
ing program. The skill weaknesses that are identified can be used to determine prerequi-
sites that trainees need or must acquire before entering a training program. How do trainers
identify skills gaps?*® First, trainers collect general information through position-specific
training materials and job descriptions. They also observe the job to become familiar with
the necessary skills. Next, trainers meet with SMEs including employees, managers, engi-
neers, or others who are familiar with the job. With the help of the SMEs, trainers identify
a list of regularly performed activities and prioritize the list according to importance.
Finally, trainers identify the skills and skill levels that are needed to perform the activities
or job tasks. For example, nurses must watch for changes in patient conditions, reactions,
and comfort levels; they need to identify and recall details when observing patients. These
activities require good observation skills, and the trainer needs to find a test to measure
those skills. Once the skills analysis is complete, trainers conduct a basic (or pretraining)
skills evaluation to identify skills gaps that need to be addressed prior to enrolling employ-
ees in a training session.

Cognitive Ability Research shows that cognitive ability influences learning and job
performance. Cognitive ability includes three dimensions: verbal comprehension,
quantitative ability, and reasoning ability.?’ \ierbal comprehension refers to the person’s
capacity to understand and use written and spoken language. Quantitative ability refers to
how fast and accurately a person can solve math problems. Reasoning ability refers to the
person’s capacity to invent solutions to problems. Research shows that cognitive ability is
related to successful performance in all jobs.?* The importance of cognitive ability for job
success increases as the job becomes more complex.

For example, a supermarket cashier needs low to moderate levels of all three dimen-
sions of cognitive ability to successfully perform that job. An emergency room physician
needs higher levels of verbal comprehension, quantitative ability, and reasoning ability
than the cashier. The supermarket cashier needs to understand basic math operations (addi-
tion, subtraction, etc.) to give customers the correct amount of change. The cashier also
needs to invent solutions to problems. (For example, how does the cashier deal with items
that are not priced that the customer wants to purchase?) The cashier also needs to be able
to understand and communicate with customers (verbal comprehension). The physician
also needs quantitative ability, but at a higher level. For example, when dealing with an
infant experiencing seizures in an emergency situation, the physician needs to be able to
calculate the correct dosage of medicine (based on an adult dosage) to stop the seizures
after considering the child’s weight. The physician has to be able to quickly diagnose the
situation and determine what actions (blood tests, X-rays, respiratory therapy) are neces-
sary. The physician also needs to communicate clearly to the patient’s parents the treatment
and recovery process.

Cognitive ability influences job performance and ability to learn in training programs.
If trainees lack the cognitive ability level necessary to perform job tasks, they will not per-
form well. Also, trainees’ level of cognitive ability can influence how well they can learn
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in training programs.?? Trainees with low levels of cognitive ability are more likely to fail
to complete training or (at the end of training) receive lower grades on tests to measure
how much they have learned.

To identify employees without the cognitive ability to succeed on the job or in training
programs, companies use paper-and-pencil cognitive ability tests. For example, consider
the actions taken by the Federal Aviation Administration (FAA) to identify potential air
traffic controllers who will successfully complete training.?® Due to retirements, the FAA,
which trains all the nation’s air traffic controllers, has to replace over 75 percent of 14,717
air traffic controllers. Air traffic control work requires quick analytical thinking and strong
communications skills. The FAA estimates that in the past it spent $10 million per year on
unsuccessful trainees, which resulted in a doubling of training costs. To reduce its training
costs and increase the number of new controllers who will be successful, the FAA is using
new tests that are designed to better identify those people who have the skills to be suc-
cessful air traffic controllers. Previously, potential air traffic controllers were given an apti-
tude test and nine weeks of training and were then sent out into the field for on-the-job
training. Now, the FAA uses an eight-hour test of cognitive skills that could help identify
whether applicants can think spatially, have good short- and long-term memory, and can
work well under pressure—skills that are needed by successful air traffic controllers. In
addition to classroom training, air traffic controllers also receive training through computer-
based simulations of airport towers and en route centers, which direct planes between
airports. Determining a job’s cognitive ability requirement is part of the task analysis
process discussed later in this chapter.

Reading Ability Lack of the appropriate reading level can impede performance and
learning in training programs. Material used in training should be evaluated to ensure that
its reading level does not exceed that required by the job. Readability refers to the
difficulty level of written materials.?* A readability assessment usually involves analysis of
sentence length and word difficulty.

If trainees’ reading level does not match the level needed for the training materials,
four options are available. First, trainers can determine whether it is feasible to lower the
reading level of training materials or use video or on-the-job training, which involves
learning by watching and practicing rather than by reading. Second, employees without
the necessary reading level could be identified through reading tests and reassigned to
other positions more congruent with their skill levels. Third, again using reading tests,
trainers can identify employees who lack the necessary reading skills and provide them
with remedial training. Fourth, trainers can consider whether the job can be redesigned to
accommodate employees’ reading levels. The fourth option is certainly the most costly
and least practical. Therefore, alternative training methods need to be considered, or man-
agers can elect a nontraining option. Nontraining options include selecting employees for
jobs and training opportunities on the basis of reading, computation, writing, and other
basic skill requirements.

Many companies are finding that employees lack the basic skills needed to successfully
complete training programs. For example, a training program for 1,800 hourly employees
at Georgia-Pacific (a paper manufacturer) was ineffective.?> Employees reported that they
understood training content but once they left training and returned to their jobs, they
couldn’t successfully perform maintenance tasks. In trying to determine the cause of the
failed training, employees’ basic skills were tested. Tests revealed that many employees had
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difficulty reading and writing. As a result, they were unable to understand the materials
used in training. This translated into reduced learning and poor job performance.

To help ensure that employees have the necessary basic skills needed to succeed in
training, Georgia-Pacific developed a basic skills assessment and training program. The
first step involved assessment (or measurement) of employees’ basic skills. A test of read-
ing and math skills was given to employees. People who scored at or above a ninth-grade
reading level were eligible to attend training programs. Those with literacy levels below
ninth grade were counseled to attend basic skills training. Because Georgia-Pacific’s pri-
mary concern was how to convince employees to attend training, the company had to
establish trust with the employees. In general, employees who lack basic skills are embar-
rassed to admit they have difficulty and are afraid that their lack of literacy will cost them
their jobs. To alleviate these fears, employees received confidential counseling about their
test results, they were not required to start basic skills training immediately after the
assessment, and the company did not put information regarding test results (pass or fail) in
employees’ personnel files.

A local community college supplied the basic skills training. Classes were set up close
to Georgia-Pacific’s plants so employees could attend classes before or after their work
shifts. There was no charge for the classes. Now the work force has the necessary basic
skills. To ensure that new employees do not lack basic skills, Georgia-Pacific has changed
its hiring qualifications. The company does not accept applications from anyone who has
not completed a specific 18-month schedule of courses at the community college.

Another approach to improving basic skills is incorporating basic skills instruction into
training programs. An example is the electronics technician training program developed by
the Ford Foundation.?® Before the start of the program, students are given information
about electronic technician jobs. Students are told they will learn how to think about oper-
ating, maintaining, and repairing electrical equipment that they are familiar with such as
flashlights, curling irons, and lamps. These appliances were selected because they are use-
ful for introducing basic electronic concepts and procedures.

Trainees are given a book that covers the basic literacy skills needed to read training and
job-related material in electronics. The book’s exercises and worksheets help the trainee
master “reading-to-do” and “reading-to-learn” skills that have been identified as required
in the majority of jobs.?” Reading-to-do involves searching for and reading information in
manuals, books, or charts (e.g., looking up information such as repair specifications in a
technical manual or scanning tables and graphs to locate information). Reading-to-learn
involves reading information to apply it in the future, such as reading instructions on how
to use a piece of equipment (e.g., paraphrasing and summarizing information).

Besides learning reading skills related to electronics, trainees study how electronics is
used in flashlights and table lamps. The textbook introduces students to math concepts and
their applications, including scientific notation needed to understand waves that appear on
an oscilloscope. This training program has prepared competent electronic technicians for
entry-level positions.

Self-Efficacy Self-efficacy is employees’ belief that they can successfully perform
their job or learn the content of the training program. The job environment can be
threatening to many employees who may not have been successful performers in the
past. For example, as you will see in Chapter 10, people who are hired through a welfare-
to-work program—a program designed to help find jobs for welfare recipients—may
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lack self-efficacy. The training environment can also be threatening to people who have
not received training or formal education for some length of time, lack education, or are
not experienced in the training program’s subject matter. For example, training employees
to use equipment for computer-based manufacturing may represent a potential threat,
especially if they are intimidated by new technology and lack confidence in their ability
to master the skills needed to use a computer. Research has demonstrated that self-
efficacy is related to performance in training programs.?® Employees’ self-efficacy level
can be increased by

1. Letting employees know that the purpose of training is to try to improve performance
rather than to identify areas in which employees are incompetent.

2. Providing as much information as possible about the training program and the purpose
of training prior to the actual training.

3. Showing employees the training success of their peers who are now in similar jobs.

4. Providing employees with feedback that learning is under their control and they have
the ability and the responsibility to overcome any learning difficulties they experience
in the program.

Awareness of Training Needs, Career Interests, and Goals To be motivated to learn in
training programs, employees must be aware of their skill strengths and weaknesses and of
the link between the training program and improvement of their weaknesses.?® Managers
should make sure that employees understand why they have been asked to attend training
programs, and they should communicate the link between training and improvement of
skill weaknesses or knowledge deficiencies. This can be accomplished by sharing
performance feedback with employees, holding career development discussions, or having
employees complete a self-evaluation of their skill strengths and weaknesses as well as
career interests and goals. For example, Reynolds and Reynolds, an Ohio information
services company, uses surveys to obtain sales employees’ opinions about what kinds of
training they want.3° The survey asks questions about what additional training the
company could provide to improve sales effectiveness and productivity and how
employees want to receive training. Sixty percent of the employees felt they needed more
training on how to create and present credible estimates of return on investments for each
solution they offer customers. Time management training, working in a virtual
environment, problem-solving decision making, and listening skills were personal
development areas identified by the employees as needing improvement. Most employees
preferred classroom training but they also mentioned webcasts, on-the-job training, or
CDs. The internal training director shares the results with the sales leadership teams,
including vice presidents and service directors. The results are being used as part of the
process for setting goals for the training department.

If possible, employees need to be given a choice of what programs to attend and
must understand how actual training assignments are made to maximize motivation to
learn. Several studies have suggested that giving trainees a choice regarding which
programs to attend and then honoring those choices maximizes motivation to learn.
Giving e?Tponees choices but not necessarily honoring them can undermine motivation
to learn.
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Input
Employees’ perceptions of two characteristics of the work environment—situational con-
straints and social support—are determinants of performance and motivation to learn.
Situational constraints include lack of proper tools and equipment, materials and sup-
plies, budgetary support, and time. Social support refers to managers’ and peers’ willing-
ness to provide feedback and reinforcement.®? If employees have the knowledge, skills,
attitudes, and behavior needed to perform but do not have the proper tools and equipment
needed, their performance will be inadequate.

To ensure that the work environment enhances trainees’ motivation to learn, managers
should take the following steps:

1. Provide materials, time, job-related information, and other work aids necessary for
employees to use new skills or behavior before participating in training programs.

2. Speak positively about the company’s training programs to employees.

3. Let employees know they are doing a good job when they are using training content in
their work.

4. Encourage work-group members to involve each other in trying to use new skills on the
job by soliciting feedback and sharing training experiences and situations in which
training content has been helpful.

5. Provide employees with time and opportunities to practice and apply new skills or
behaviors to their work.

Output
Poor or substandard performance can occur on the job because employees do not know at
what level they are expected to perform. For example, they may not be aware of quality stan-
dards related to speed or the degree of personalization of service that is expected. Employees
may have the knowledge, skill, and attitudes necessary to perform and yet fail to perform
because they are not aware of the performance standards. Lack of awareness of the perform-
ance standards is a communications problem, but it is not a problem that training can “fix.”
Understanding the need to perform is important for learning. Trainees need to under-
stand what specifically they are expected to learn in the training program. To ensure that
trainees master training content at the appropriate level, trainees in training programs also
need to understand the level of proficiency that is expected of them. For example, for tasks,
level of proficiency relates to how well employees are to perform a task. For knowledge,
level of proficiency may relate to a score on a written test. The standards or the level of
performance is part of the learning objectives (discussed in Chapter 4).

Consequences

If employees do not believe that rewards or incentives for performance are adequate, they
will be unlikely to meet performance standards even if they have the necessary knowledge,
behavior, skill, or attitudes. Also, work-group norms may encourage employees not to meet
performance standards. Norms refer to accepted standards of behavior for work-group
members. For example, during labor contract negotiations baggage handlers for Northwest
Airlines worked slowly loading and unloading baggage from airplanes. As a result, many
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passenger departures and arrivals were delayed. The baggage handlers had the knowledge,
skills, and behaviors necessary to unload the planes more quickly, but they worked slowly
because they were trying to send a message to management that the airlines could not
perform effectively if their contract demands were not met.

Consequences also affect learning in training programs. Employees’ motivation to learn
can be enhanced by communicating to them the potential job-related, personal, and career
benefits they may receive as a result of attending training and learning the content of the
training program. These benefits may include learning a more efficient way to perform a
process or procedure, establishing contacts with other employees in the company (also
known as networking), or increasing their opportunity to pursue other jobs in the company.
It is important that the communication from the manager about potential benefits be real-
istic. Unmet expectations about training programs can hinder motivation to learn.>®

Feedback

Performance problems can result when employees do not receive feedback regarding the
extent to which they are meeting performance standards. Training may not be the best solu-
tion to this type of problem if employees know what they are supposed to do (output), but
do not understand how close their performance is to the standard. Employees need to be
given specific, detailed feedback of effective and ineffective performance. For employees
to perform to standard, feedback needs to be given frequently, not just during a yearly
performance evaluation.

In Chapter 4 the role of feedback in learning is discussed in detail. Keep in mind that
feedback is critical for shaping trainees’ behaviors and skills.

Determining Whether Training Is the Best Solution

To determine whether training is needed to solve a performance problem, managers need
to analyze characteristics of the performer, input, output, consequences, and feedback.
How might this be done?** Managers should assess the following:

1. Is the performance problem important? Does it have the potential to cost the company
a significant amount of money from lost productivity or customers?

2. Do the employees know how to perform effectively? Perhaps they received little or no
previous training or the training was ineffective. (This problem is a characteristic of the
person.)

3. Can the employees demonstrate the correct knowledge or behavior? Perhaps employees
were trained but they infrequently or never used the training content (knowledge, skills,
etc.) on the job. (This is an input problem.)

4. Were performance expectations clear (input)? Were there any obstacles to performance
such as faulty tools or equipment?

5. Were positive consequences offered for good performance? Was good performance not
rewarded? For example, if employees are dissatisfied with their compensation, their
peers or a union may encourage them to slow down their pace of work. (This involves
consequences.)

6. Did employees receive timely, relevant, accurate, constructive, and specific feedback
about their performance (a feedback issue)?

7. Were other solutions—such as job redesign or transferring employees to other jobs—
too expensive or unrealistic?
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If employees lack the knowledge and skill to perform a job and the other factors are sat-
isfactory, training is needed. If employees have the knowledge and skill to perform but
input, output, consequences, or feedback is inadequate, training may not be the best solu-
tion. For example, if poor performance results from faulty equipment, training cannot
solve this problem but repairing the equipment will. If poor performance results from lack
of feedback, then employees may not need training, but their managers may need training
on how to give performance feedback!

It is also important to consider the relationships among a critical job issue (a problem or
opportunity that is critical to the success of a job within the company), a critical process
issue (a problem or opportunity that is critical to the success of a business process), and a
critical business issue (a problem or opportunity that is critical to the success of the com-
pany).>® If the critical job issue, process issue, and business issue are related, training should
be a top priority because it will have a greater effect on business outcomes and results and
will likely receive greater management support. Table 3.6 shows the relationships among
the critical job, process, and business issues for a sales representative. This analysis resulted
from a request from a top manager who suggested that sales representatives needed more
training because incomplete sales orders were being submitted to production.

Task Analysis

Task analysis results in a description of work activities, including tasks performed by the
employee and the knowledge, skills, and abilities required to complete the tasks. A job is a
specific position requiring the completion of certain tasks. (The job exemplified in Table 3.7
is that of an electrical maintenance worker.) A task is the employee’s work activity in a spe-
cific job. Table 3.7 shows several tasks for the electrical maintenance worker job. These
tasks include replacing light bulbs, electrical outlets, and light switches. To complete tasks,
employees must have specific levels of knowledge, skill, ability, and other considerations
(KSAOs). Knowledge includes facts or procedures (e.g., the chemical properties of gold).
Skill indicates competency in performing a task (e.g., negotiation skill, a skill in getting
another person to agree to take a certain course of action). Ability includes the physical
and mental capacities to perform a task (e.g., spatial ability, the ability to see the relation-
ship between objects in physical space). Other refers to the conditions under which tasks
are performed. These conditions include identifying the equipment and environment that
the employee works in (e.g., the need to wear an oxygen mask, work in extremely hot con-
ditions), time constraints for a task (e.g., deadlines), safety considerations, or performance
standards.

TABLE 3.6

Example of the Relationships among a Critical Job Issue, a Critical Process Issue, and a Critical Business Issue
Critical Job Issue Critical Process Issue Critical Business Issue
Desired Results Desired Results Desired Results
No incomplete order forms Order cycle time of 3 days Market share of 60%
100% accurate orders
Current Results Current Results Current Results
10% incomplete order forms Order cycle time of 30 days Market Share of 48%

83% accurate orders

Source: Based on G. A. Rummler and K. Morrill, “The Results Chain,” T + D (February 2005): 27-35.
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TABLE 3.7 Sample Items from Task Analysis Questionnaires for the Electrical Maintenance Job

Job: Electrical Maintenance Worker

Task #s
199-264

199-265

199-266

199-267

199-268

Task Performance Ratings

Task Frequency of

Description Performance Importance Difficulty
Replace a 012345 012345 012345
light bulb

Replace an 012345 012345 012345
electrical outlet

Install a light 012345 012345 012345
fixture

Replace a 012345 012345 012345
light switch

Install a new 012345 012345 012345

circuit breaker
Frequency of

Performance Importance Difficulty
0 = never 1 = negligible 1 = easiest
5 = often 5 = extremely high 5 = most difficult

Source: E. F. Holton Il and C. Bailey, “Top to Bottom Curriculum Redesign,” Training and Development (March 1995): 40-44.

Task analysis should be undertaken only after the organizational analysis has deter-
mined that the company wants to devote time and money for training. Why? Task analysis
is a time-consuming, tedious process that involves a large time commitment to gather and
summarize data from many different persons in the company, including managers, job
incumbents, and trainers.

Steps in a Task Analysis
A task analysis involves four steps:*®

1. Select the job or jobs to be analyzed.

2. Develop a preliminary list of tasks performed on the job by (1) interviewing and
observing expert employees and their managers and (2) talking with others who have
performed a task analysis.

3. Validate or confirm the preliminary list of tasks. This step involves having a group of
SMEs (job incumbents, managers, etc.) answer in a meeting or on a written survey sev-
eral questions regarding the tasks. The types of questions that may be asked include the
following: How frequently is the task performed? How much time is spent performing
each task? How important or critical is the task for successful performance of the job?
How difficult is the task to learn? Is performance of the task expected of entry-level
employees?

Table 3.8 presents a sample task analysis questionnaire. This information is used to
determine which tasks will be focused on in the training program. The person or
committee conducting the needs assessment must decide the level of ratings across
dimensions that will determine that a task should be included in the training program.



Chapter 3 Needs Assessment 125

TABLE 3.8 Sample Task Statement Questionnaire

Name Date

Position

Please rate each of the task statements according to three factors: (1) the importance of the task for
effective performance, (2) how frequently the task is performed, and (3) the degree of difficulty required to
become effective in the task. Use the following scales in making your ratings.

Importance Frequency

4 = Task is critical for effective performance. 4 = Task is performed once a day.

3 = Task is important but not critical for effective 3 = Task is performed once a week.
performance.

2 = Task is of some importance for effective 2 = Task is performed once every few months.
performance.

1 = Task is of no importance for effective 1 = Task is performed once or twice a year.
performance.

0 = Task is not performed. 0 = Task is not performed.

Difficulty

4 = Effective performance of the task requires extensive prior experience and/or training
(12-18 months or longer).

3 = Effective performance of the task requires minimal prior experience and training
(6—12 months).

2 = Effective performance of the task requires a brief period of prior training and experience
(1-6 months).

1 = Effective performance of the task does not require specific prior training and/or experience.

0 = This task is not performed.

Task Importance Frequency Difficulty

1. Ensuring maintenance on equipment, tools,
and safety controls

Monitoring employee performance
Scheduling employees

Using statistical software on the computer
Monitoring changes made in processes using
statistical methods

o s W N

Tasks that are important, frequently performed, and of moderate-to-high level of diffi-
culty are tasks for which training should be provided. Tasks that are not important and
are infrequently performed should not involve training. It is difficult for managers and
trainers to decide if tasks that are important but are performed infrequently and require
minimal difficulty should be included in training. Managers and trainers must deter-
mine whether or not important tasks—regardless of how frequently they are performed
or their level of difficulty—will be included in training.

4. Once the tasks have been identified, it is important to identify the knowledge, skills, or
abilities necessary to successfully perform each task. This information can be col-
lected through interviews and questionnaires. Recall this chapter’s discussion of how
ability influences learning. Information concerning basic skill and cognitive ability
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TABLE 3.9
Key Points to
Remember
When
Conducting a
Task Analysis

Source: Adapted from
A. P. Carnevale, L. J.
Gainer, and A.S.
Meltzer, Workplace
Basics Training Man-
ual (San Francisco:
Jossey-Bass, 1990).

requirements is critical for determining if certain levels of knowledge, skills, and abil-
ities will be prerequisites for entrance to the training program (or job) or if supple-
mentary training in underlying skills is needed. For training purposes, information
concerning how difficult it is to learn the knowledge, skill, or ability is important—as
is whether the knowledge, skill, or ability is expected to be acquired by the employee
before taking the job.%’

Table 3.9 summarizes key points to remember regarding task analysis.

Example of a Task Analysis

Each of the four steps of a task analysis can be seen in this example from a utility com-
pany. Trainers were given the job of developing a training system in six months.% The
purpose of the program was to identify tasks and knowledge, skills, abilities, and other
considerations that would serve as the basis for training program objectives and lesson
plans.

The first phase of the project involved identifying potential tasks for each job in the util-
ity’s electrical maintenance area. Procedures, equipment lists, and information provided by
SMEs were used to generate the tasks. SMEs included managers, instructors, and senior
technicians. The tasks were incorporated into a questionnaire administered to all techni-
cians in the electrical maintenance department. The questionnaire included 550 tasks.
Table 3.7 shows sample items from the questionnaire for the electrical maintenance job.
Technicians were asked to rate each task on importance, difficulty, and frequency of per-
formance. The rating scale for frequency included zero. A zero rating indicated that the
technician rating the task had never performed the task. Technicians who rated a task zero
were asked not to evaluate the task’s difficulty and importance.

Customized software was used to analyze the ratings collected via the questionnaire.
The primary requirement used to determine whether a task required training was its impor-
tance rating. A task rated “very important” was identified as one requiring training regard-
less of its frequency or difficulty. If a task was rated moderately important but difficult, it
also was designated for training. Tasks rated as unimportant, not difficult, or done infre-
quently were not designated for training.

The list of tasks designated for training was reviewed by the SMEs to determine if
it accurately described job tasks. The result was a list of 487 tasks. For each of the

A task analysis should identify both what employees are actually doing and what they
should be doing on the job.

Task analysis begins by breaking the job into duties and tasks.

Use more than two methods for collecting task information to increase the validity of the
analysis.

For task analysis to be useful, information needs to be collected from subject-matter
experts (SMEs). SMEs include job incumbents, managers, and employees familiar with the
job.

In deciding how to evaluate tasks, the focus should be on tasks necessary to accomplish
the company’s goals and objectives. These may not be the tasks that are the most
difficult or take the most time.
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487 tasks, two SMEs identified the necessary knowledge, skills, abilities, and other fac-
tors required for performance. This included information on working conditions, cues
that initiate the task’s start and end, performance standards, safety considerations, and
necessary tools and equipment. All data were reviewed by plant technicians and mem-
bers of the training department. More than 14,000 knowledge, skill, ability, and other
considerations were grouped into common areas and assigned an identification code.
These groups were then combined into clusters. The clusters represented qualification
areas. That is, the task clusters were related to linked tasks that the employees must be
certified in to perform the job. The clusters were used to identify training lesson plans
and course objectives. Trainers also reviewed the clusters to identify prerequisite skills
for each cluster.

COMPETENCY MODELS

In today’s global and competitive business environment, many companies are finding that
it is difficult to determine whether employees have the capabilities needed for success. The
necessary capabilities may vary from one business unit to another and even across roles
within a business unit. As a result, many companies are using competency models to help
them identify the knowledge, skills, and personal characteristics (attitudes, personality)
needed for successful performance in a job. Competency models are also useful for ensur-
ing that training and development systems are contributing to the development of such
knowledge, skills, and personal characteristics.

Traditionally, needs assessment has involved identifying knowledge, skills, abilities,
and tasks. However, a current trend in training is for needs assessment to focus on compe-
tencies. A competency refers to an area of personal capability that enables employees to
successfully perform their jobs by achieving outcomes or accomplishing tasks.>* A com-
petency can be knowledge, skills, attitudes, values, or personal characteristics. A
competency model identifies the competencies necessary for each job as well as the
knowledge, skills, behavior, and personality characteristics underlying each competency.*
Table 3.10 shows a competency model for a systems engineer. The left side of the table lists
technical competencies within the technical cluster (systems architecture, data migration,
documentation). The right side shows behaviors that might be used to determine a systems
engineer’s level of proficiency for each competency.

One way to understand competency models is to compare them to job analysis. As you
may recall from other classes or experiences, job analysis refers to the process of devel-
oping a description of the job (tasks, duties, and responsibilities) and the specifications
(knowledge, skills, and abilities) that an employee must have to perform it. How does job
analysis compare to competency models? Job analysis is more work- and task-focused
(what is accomplished), whereas competency modeling is worker-focused (how objectives
are met or how work is accomplished). Focusing on “how” versus “what” provides valu-
able information for training and development. A recent study asked competency model-
ing experts (consultants, HR practitioners, academics, industrial psychologists) to compare
and contrast competency modeling to job analysis.** The study found several differences
between job analysis and competency models. Competency models are more likely to link
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TABLE 3.10 Example of Competencies and a Competency Model

Technical Cluster

Systems Architecture

Ability to design complex
software applications, establish
protocols, and create prototypes.

Data Migration

Ability to establish the necessary
platform requirements to
efficiently and completely
coordinate data transfer.

Documentation

Ability to prepare comprehensive
and complete documentation
including specifications, flow
diagrams, process control, and
budgets.

Proficiency Ratings

0—Is not able to perform basic tasks.

1—Understands basic principles; can perform tasks with assistance
or direction.

2—Performs routine tasks with reliable results; works with minimal
supervision.

3—Performs complex and multiple tasks; can coach or teach others.

4—Considered an expert in this task; can describe, teach, and lead
others.

0—Is not able to perform basic tasks.

1—Understands basic principles; can perform tasks with assistance
or direction.

2—Performs routine tasks with reliable results; works with minimal
supervision.

3—Performs complex and multiple tasks; can coach or teach others.

4—Considered an expert in this task; can describe, teach, and lead
others.

0—ls not able to perform basic tasks.

1—Understands basic principles; can perform tasks with assistance
or direction.

2—Performs routine tasks with reliable results; works with minimal
supervision.

3—Performs complex and multiple tasks; can coach or teach others.

4—Considered an expert in this task; can describe, teach, and lead
others.

Source: R. J. Mirabile, “Everything You Wanted to Know about Competency Modeling,” Training and Development (August 1997): 73-77.

competencies and the company’s business goals. Competency models provide descriptions
of competencies that are common for an entire occupational group, level of jobs, or an
entire organization. Job analysis describes what is different across jobs, occupational
groups, or organization levels. Finally, job analysis generates specific knowledge, skills,
and abilities for particular jobs. It is used to generate specific requirements to be used for
employee selection. The competencies generated by competency modeling are more gen-
eral and believed to have greater application to a wider variety of purposes, including
selection, training, employee development, and performance management.

Another way to think about competency models is by considering performance man-
agement.“? Unfortunately, many performance management systems suffer from a lack of
agreement on what outcomes should be used to evaluate performance. Manager-employee
discussions about performance deficiencies tend to lack specificity. By identifying the
areas of personal capability that enable employees to successfully perform their jobs, com-
petency models ensure an evaluation of both what gets done and how it gets done. Perfor-
mance feedback can be directed toward specific concrete examples of behavior; and
knowledge, skills, ability, and other characteristics that are necessary for success are
clearly described.
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How are competencies identified and competency models developed? Figure 3.4
shows the process used to develop a competency model. First, any changes in the business
strategy are identified. The implications of business strategy for training were discussed
in Chapter 2. Changes in the business strategy might cause new competencies to be
needed or old competencies to be altered. Second, the job or position to be analyzed is
identified. Third, effective and ineffective performers are identified. Fourth, the compe-
tencies responsible for effective and ineffective performance are identified. There are sev-
eral approaches for identifying competencies. These include analyzing one or several
“star” performers, surveying persons who are familiar with the job (SMEs), and investi-
gating benchmark data of good performers in other companies.* Fifth, the model is vali-
dated. That is, a determination is made as to whether the competencies included in the
model truly are related to effective performance. In Table 3.10% example of the technical
competencies for the systems engineer, it is important to verify that (1) these three com-
petencies are necessary for job success and (2) the level of proficiency of the competency
is appropriate.

Following the development process outlined in Figure 3.4 will ensure that competencies
and competency models are valid. However, trainers, employees, managers, and other
experts should be trained (especially inexperienced raters) in how to make accurate com-
petency ratings. Training should ensure that raters understand each competency and the
differences between them and can distinguish between low, medium, and high levels of
proficiency.**

Competency models are useful for training and development in several ways:*°

» They identify behaviors needed for effective job performance. These models ensure that
feedback given to employees as part of a development program (such as 360-degree
feedback) relate specifically to individual and organizational success.

e They provide a tool for determining what skills are necessary to meet today’s needs as
well as the company’s future skill needs. They can be used to evaluate the relationship
between the company’s current training programs and present needs. That is, they help
align training and development activities with the company’s business goals. They can
be used to evaluate how well the offerings relate to anticipated future skill needs.

e They help to determine what skills are needed at different career points.

e They provide a framework for ongoing coaching and feedback to develop employees for
current and future roles. By comparing their current personal competencies to those
required for a job, employees can identify competencies that need development and choose
actions to develop those competencies. These actions may include courses, job experi-
ences, and other types of development. (Development methods are detailed in Chapter 9.)

* They create a “road map” for identifying and developing employees who may be candi-
dates for managerial positions (succession planning).

Process Used in Developing a Competency Model

Conduct Business
and Strategy
Analysis

Conduct
Interviews and
Focus Groups with
Top Performers

Develop
Competencies

and a Competency
Model

Identify
Jobs, Positions,
or Job Families

Validate and

] Review the Model




130 Part2 Designing Training

TABLE 3.11
Sharp’s
Competencies

Source: From R. Mon-

tier, D. Alai, and D.
Kramer, “Competency
Models Develop Top
Performance,” T + D
(July 2006): 47-50.

For example, at American Express, competency models are used to help managers lead
their own teams by providing a framework their employees can use to capitalize on
strengths and improve weaknesses.*® At the company level, competencies are used to
determine the talent level of the entire company, including capabilities, strengths, and
opportunities. This information is provided to managers who use the data to identify key
needs and plan actions to ensure that current and future competencies are developed in
employees.

Sharp Electronics was interested in developing a competency model because of the
need to adapt to a more competitive market with many new products and customer
requirements.*’ Sharp wanted to clarify the knowledge, skills, and behaviors that would
help employees achieve organizational goals. Executive managers wanted the competency
system to provide objective criteria to identify high-potential employees. The human
resource department wanted to use the competencies as part of an employee development
system which employees could use on their own or with their managers to identify
strengths and weaknesses. HR also wanted to use the competencies in the performance
management process to help employees understand their performance results. That is, to
use the competencies as the basis for feedback about how employees’ performance results
were achieved.

To develop the competencies, interviews were conducted with senior managers to iden-
tify the company’s strategic direction, anticipated changes in the business, and the knowl-
edge, skills, and behaviors needed to achieve the company’s goals. Other competency
models and best practices were reviewed. Interviews were conducted with top performers
and examples of outstanding performance were analyzed. Focus groups at all levels of the
company provided additional information regarding knowledge and skills required for cer-
tain competencies. Competencies and a competency model were developed and interviews
and focus groups were again conducted to ensure the validity or correctness of the model
and to ensure that employees felt they had ownership of the model and were committed to
using it. Table 3.11 shows the 14 competencies developed by Sharp. Each competency has
a behavioral definition and includes five stages of development that identify performance
from low to high.

e Demonstrates creativity

e Learns continuously

e Establishes high standards

e Uses information technology
e Communicates effectively

e Partners with others

e Understands the organization
e Drives change

e Focuses on the customer

e Knows the global business

e Thinks strategically

* Delegates authority

* Develops and coaches

e Leads others
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SCOPE OF NEEDS ASSESSMENT

Up to this point, the chapter has discussed the various aspects of needs assessment,
including organizational, person, and task analyses. This involves interviews, observa-
tions, and potentially even surveying employees. You might be saying to yourself, This
sounds good, but it appears to be a very elaborate process that takes time. What happens
if 1 don’t have time to conduct a thorough needs assessment? Should | abandon the
process?

Time constraints can limit the length and detail obtained from a needs assessment.
However, even if managers demand a training course right now, needs assessment should
still be conducted. There are several ways to conduct a rapid needs assessment. A rapid
needs assessment refers to a needs assessment that is done quickly and accurately, but
without sacrificing the quality of the process or the outcomes.*® There are several ways
to conduct a rapid needs assessment. First, the scope of needs assessment depends on the
size of the potential pressure point. If the pressure point seems to be local and has a
potentially small impact on the business, then the information-gathering part of needs
assessment could consist of only a few interviews with managers or job incumbents. If
the pressure point will have a large impact on the business, then more information gath-
ering should be conducted. If, after interviewing SMEs and job incumbents, you can tell
that you are not learning anything new about the job, then interviewing could be
stopped. Second, consider using already available data collected for other purposes. For
example, error data, sales data, customer complaints, and exit interviews might provide
valuable clues as to the source of performance problems. The Web may be a useful
source for quickly conducting interviews with SMEs in different locations. Finally, if
you are attuned to the business problems, technological developments, and other issues
facing the organization, you will be able to anticipate training needs. For example, if the
company is opening sales offices in an international location and introducing new tech-
nology in the manufacturing plants, cross-cultural training and training designed to help
employees use the new technology undoubtedly will be needed. Be prepared by under-
standing the business!

Needs Assessment in Practice

The manufacturing operations of the Owens-Corning Insulation Business were interested
in increasing the productivity, product quality, and safety performance of the business.
This was consistent with the companywide strategy of trying to increase shareholder
value, ensure individual dignity, and deliver customer service. To help meet the strategic
goals, plant-based specialists in human resources, training, organization development,
and project management created a group to direct training activities. The first priority of
this group was to establish supervisor training. At that time there was no formal training
for manufacturing supervisors. Therefore, the group worked on developing such a pro-
gram. Interviews with plant human resource managers and trainers suggested that cre-
ation of a generic training program would not be effective. As a result, the group
developed a survey that was administered to employees in all the plants. The survey asked
specific questions about the supervisors’ skill needs—for example, “The supervisor
actively listens to individuals or teams to check for understanding” and “The supervisor
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meets all deadlines on projects, action items, and special requests.” The data collected
from the survey indicated that supervisors’ greatest skill deficiencies included two-way
communications, active listening skills, setting performance expectations, providing
feedback, handling conflict, and time management. The design of each plant supervisor
training program was based on these needs, taking into account the uniqueness of the
facility and its culture.

This example illustrates several aspects of the needs assessment process. First, training
was viewed as critical for helping the company meet its strategic objectives. As a result,
resources and time were allocated for needs assessment and training. Second, the person
analysis consisted of a survey of supervisor skills. This information was used to identify
overall skill deficiencies across the plants. Third, training programs were developed to
improve the identified skill deficiencies through methods that were congruent with the
plant environment and culture. For example, one plant used a three-day skills workshop, a
one-day quarterly leadership skills conference (which updates and refreshes supervisors’
skills), and an informal once-per-month leadership discussion.

Summary

The first step in a successful training effort is to determine that a training need exists
through a process known as needs assessment. Needs assessment involves three steps:
organizational analysis, person analysis, and task analysis. Various methods—including
observation, interviews, and surveys or questionnaires—are used to conduct a needs
assessment. Each has advantages and disadvantages. Organizational analysis involves
determining (1) the extent to which training is congruent with the company’s business
strategy and resources and (2) if peers and managers are likely to provide the support
needed for trainees to use training content in the work setting.

Person analysis focuses on identifying whether there is evidence that training is the
solution, who needs training, and whether employees have the prerequisite skills, attitudes,
and beliefs needed to ensure they master the content of training programs. Because per-
formance problems are one of the major reasons that companies consider training for
employees, it is important to investigate how personal characteristics, input, output, conse-
quences, and feedback relate to performance and learning. Managers and trainers need to
be concerned about employees’ basic skill levels, attitudes, and the work environment in
determining if performance problems can be solved using training.

Training is likely the best solution to a performance problem if employees don’t know
how to perform. If employees have not received feedback about their performance, if they
lack the equipment needed to perform the job, if the consequences for good performance
are negative, or if they are unaware of an expected standard for performance, then training
is not likely to be the best solution.

To maximize employees’ motivation to learn in training programs, managers and
trainers need to understand these factors prior to sending employees to training. For
example, lack of basic skills or reading skills can inhibit both job performance and
learning.

A task analysis involves identifying the task and the training that employees will require
in terms knowledge, skills, and abilities. Competency modeling is a new approach to needs
assessment that focuses on identifying personal capabilities, including knowledge, skills,
attitudes, values, and personal characteristics.
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Discussion Questions

1. Which of the factors that influence performance and learning do you think is most
important? Which is least important?

2. If you had to conduct a needs assessment for a new job at a new plant, describe the
method you would use.

3. If you were going to use online technology to identify training needs for customer ser-
vice representatives for a Web-based clothing company, what steps would you take to
ensure that the technology was not threatening to employees?

4. Needs assessment involves organization, person, and task analyses. Which one of these
analyses do you believe is most important? Which is least important? Why?

5. Why should upper-level managers be included in the needs assessment process?

6. Explain how you would determine if employees had the reading level necessary to suc-
ceed in a training program. How would you determine if employees had the necessary
computer skills needed to use a Web-based training program?

7. What conditions would suggest that a company should buy a training program from
an outside vendor? Which would suggest that the firm should develop the program
itself?

8. Assume you have to prepare older employees with little computer experience to attend
a training course on how to use the World Wide Web. How will you ensure that they
have high levels of readiness for training? How will you determine their readiness for
training?

9. Review the accompanying sample tasks and task ratings for the electronic techni-
cian’s job. What tasks do you believe should be emphasized in the training program?
Why?
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Learning
Task Importance Frequency Difficulty
1. Replaces components 1 2 1
2. Repairs equipment 2 5 5
3. Interprets instrument readings 1 4 5
4. Uses small tools 2 5 1

Explanation of ratings:

Frequency: 1 = very infrequently to 5 = very frequently.
Importance: 1 = very important to 5 = very unimportant.
Learning difficulty: 1 = easy to 5 = very difficult.

10.

11.

12.

1.

2.

Discuss the types of evidence that you would look for in order to determine whether a
needs analysis has been improperly conducted.

How is competency modeling similar to traditional needs assessment? How does it
differ?

What is a rapid needs assessment? How would you conduct a rapid needs assessment
so that it is valuable and accurately identifies training needs?

Application Assignments

Develop a competency model for a job held by a friend, spouse, or roommate (someone
other than yourself). Use the process discussed in this chapter to develop your model.
Note the most difficult part of developing the model. How could the model be used?

The Department of Social Services represents a large portion of your county’s budget
and total number of employees. The job of eligibility technician is responsible for all
client contact, policy interpretation, and financial decisions related to several forms of
public aid (e.g., food stamps, aid to families with dependent children). Eligibility tech-
nicians must read a large number of memos and announcements of new and revised
policies and procedures. Eligibility technicians were complaining they had difficulty
reading and responding to this correspondence. The county decided to send the employ-
ees to a speed reading program costing $250 per person. The county has 200 eligibility
technicians.

Preliminary evaluation of the speed reading program was that trainees liked it. Two
months after the training was conducted, the technicians told their managers that they
were not using the speed reading course in their jobs, but were using it in leisure reading
at home. When their managers asked why they weren’t using it on the job, the typical
response was, “I never read those memos and policy announcements anyway.”

a. Evaluate the needs assessment process used to determine that speed reading was
necessary. What was good about it? Where was it faulty?
b. How would you have conducted the needs assessment? Be realistic.

. Consider the interview questions for the lead drivers that are shown on page 115. Write

questions that could be used to interview the six lead driver supervisors and the two
regional vice presidents. How do these questions differ from those for the lead drivers?
How are they similar?
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4. Several companies are known for linking their values and human resource practices in
ways that have led to business success as well as employee satisfaction. These companies
include Southwest Airlines (www.iflyswa.com), Cisco Systems (www.cisco.com), SAS
Institute (www.sas.com), the Men’s Wearhouse (www.menswearhouse.com), Intel
(www.intel.com), Steelcase (www.steelcase.com), whole foods (www.wholefoods.com),
and Nokia (www.nokia.com). Choose one of these companies’ Web sites and perform an
organizational needs analysis. Read about the company’s values and vision; look for
statements about the importance of training and personal development. Is training impor-
tant in the company? Why or why not? Provide supporting evidence from the Web site.

5. Go to wdr.doleta.gov/SCANS/, a Web site for the U.S. Department of Labor Employee
and Training Administration that includes reports of the SCANS commission (Secre-
tary’s Commission on Achieving Necessary Skills). Look at the report, “What Work
Requires of Schools.” What competencies does the report identify as being necessary
for effective job performance? What foundational skills underlie these competencies?
Identify a company that you, a friend, a neighbor, or a relative works for. Set up an inter-
view with a manager, trainer, or human resource representative at the company. Ask this
person to discuss with you the extent to which he or she believes that the employees at
this company possess these five competencies. Which competencies are most strongly
represented in the work force? Which competencies are weaknesses in the work force?

Case: Determining Training Needs at Union Pacific Railroad

Union Pacific Railroad is the largest railroad in North
America, operating in the western two-thirds of the
United States. The railroad serves 23 states, linking
every major West Coast and Gulf Coast port, and pro-
vides service to the East through its four major gate-
ways in Chicago, Memphis, St. Louis, and New
Orleans. Additionally, Union Pacific operates key
North/South corridors, connects with the Canadian
and Mexican rail systems, and is the only railroad to
serve all six gateways to Mexico. The railroad trans-
ports a large number of products, including chemical,
coal, food and food products, forest products, grain
and grain products, metals and minerals, and automo-
biles and parts. Union Pacific has been ranked first

Endnotes

among railroads in Fortune magazine’s published list
of “America’s Most Admired Companies.”

In an attempt to improve its 70 percent rate of
timeliness and accuracy of shipping to customers,
Union Pacific plans to install computers and satel-
lites on the railroad engines, which would give con-
ductors a better ability to communicate and locate
railcars that need to be delivered.

How would you conduct a needs assessment to
determine what types of training conductors need to
effectively use the new system?
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Learning: Theories
and Program Design

Objectives 5. Discuss the internal conditions (within
the learner) and external conditions

After reading this chapter, you should be . .
(learning environment) necessary for

able to .
the trainee to learn each type of
1. Discuss the five types of learner out- capability.
comes.

6. Be able to choose and prepare a train-
2. Explain the implications of learning ing site.

theory for instructional design. 7. Explain the four components of

3. Incorporate adult learning theory into program design: design document
the design of a training program. template, course or lesson plan, and
4. Describe how learners receive, course or lesson plan overview.
process, store, retrieve, and act upon
information.

A Positive Learning Environment Energizes Training!

Boring lectures, lack of meaningful content in e-learning, and on-the-job training
that doesn’t give employees the opportunity to practice and receive feedback—all of
these methods demotivate trainees and make it difficult for them to learn. However,
many companies are using innovative instructional methods to make training more
interesting and to help trainees learn.

ArchivesOne, a records management company, encourages employees to learn
outside the classroom. The company has started a book club in which two to three
business books are read by employees who then meet in six-person groups for half-
hour sessions to discuss the books. The books provided to employees are intended to
reinforce company values and customer service. The book discussions are led by gen-
eral managers and regional vice-presidents who are provided with facilitator guides
that help them respond to questions about concepts in the books. The facilitators
also challenge the employees to consider how they can apply the concepts and ideas
in the books to improve ArchivesOne.
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The training offered to truck technicians at ArvinMeritor was revised to get learners
more involved. Technicians complete online prework that helps them learn about rear
drive axle components, operations, and preventative maintenance. Next, in-person
class time is used for hands-on work such as disassembling and reassembling drive
axle parts and making adjustments to drive axles. After training, learners complete
post-work which reviews the concepts covered in the hands-on sessions. Every four
to six months, learners are asked to go online to practice using simulation technology
that allows them to select tools from their tool box to measure or adjust or otherwise
work with drive axle components using their computer mouse.

The Toshiba America Group specializes in advanced electronics and is a recognized
leader in products that enhance the home, the office, and industry and health care
environments. Toshiba markets and manufactures information and communication
systems, electronic components, heavy electrical apparatus, consumer products, and
medical diagnostic imaging equipment. At Toshiba America Business Solutions in
Irvine, California, a mobile flexible training program was developed to train new deal-
ers who had no experience with the company’s products. Training To Go is a blended
learning approach with work-based and classroom learning sessions. Delivering the
information in multiple ways engages the learners and aids in retention.

Colorado Springs Utilities, a community-owned utility, provides natural gas, water,
and electric services to more than 600,000 customers. All the company executives
issue public statements in support of learning, participate in learning events as
instructors or speakers, and include learning objectives as part of their performance
goals. Every training program begins with a brainstorming session to identify themes
and activities; this beginning engages trainees and helps them enjoy training and
retain more of what they have learned. In a safety training class, students experience
a simulated emergency and have to respond using skills they have learned along with
their knowledge of an evacuation plan. The trainees perform different roles and activ-
ities in response to a power shutdown. Afterward, the trainer critiques their per-
formance, and trainees discuss what they have learned (or still need to learn).
Trainees complete a written exam and review to ensure their knowledge retention.

Source: Based on J. Salopek, “Toshiba America Business Solutions: 2005 BEST Award Winner,” T + D
(October 2005): 67; J. Salopek, “Colorado Springs Utilities: 2005 BEST Award Winner,” T + D (October
2005): 38-40; M. Weinstein, “Wake-up Call,” Training (June 2007): 48-50.

INTRODUCTION

Although they use different methods, the purpose of the training at the four companies
just described is to help employees learn so they can successfully perform their jobs.
Regardless of the training method, certain conditions must be present for learning to
occur. These include (1) providing opportunities for trainees to practice and receive feed-
back, (2) offering meaningful training content, (3) identifying any prerequisites that
trainees need to successfully complete the program, and (4) allowing trainees to learn
through observation and experience. For example, feedback from trainers and coaches
is provided at Colorado Springs Utilities. The meaningfulness of training content is
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enhanced at both Colorado Springs Utilities and ArvinMeritor by having trainees perform
tasks and work on problems that are identical to those they will encounter on the job.
Toshiba America Group delivers training content in multiple ways, which helps maintain
trainees’ attention and helps them commit training content to memory.

For learning to occur it is important to identify what is to be learned—that is, to iden-
tify learning outcomes. Learning outcomes should be related to what is required to suc-
cessfully perform the job. As the previous company examples highlight, this may include
selling products or services, providing quality customer service, or even climbing a utility
pole to make repairs! As a student you are probably most familiar with one type of learn-
ing outcome: intellectual skills. However, training programs often focus on other outcomes
such as motor skills (e.g., climbing) and attitudes. Understanding learning outcomes is
crucial because they influence the characteristics of the training environment that are nec-
essary for learning to occur. For example, if trainees are to master motor skills such as
climbing a pole, they must have opportunities to practice climbing and receive feedback
about their climbing skills.

Also, the design of the training program is important for learning to occur. This includes
creating the program schedule, providing a physically comfortable training environment,
and arranging the seating in the training environment to facilitate interaction among
trainees and between trainer and trainees.

This chapter begins by defining learning and acquainting you with the different learn-
ing outcomes. Next is a discussion of various theories of learning and their implications for
creating a learning environment designed to help the trainee learn the desired outcomes.
The last section of the chapter looks at practical issues in training program design, includ-
ing selecting and preparing a training site and developing lesson plans.

WHAT IS LEARNING? WHAT IS LEARNED?

Learning is a relatively permanent change in human capabilities that is not a result of growth
processes.! These capabilities are related to specific learning outcomes, as Table 4.1 shows.

TABLE 4.1 Learning Outcomes

Type of Learning

Outcome Description of Capability Example

Verbal Information State, tell, or describe previously State three reasons for following
stored information company safety procedures

Intellectual Skills Apply generalizable concepts and rules Design and code a computer program
to solve problems and generate novel that meets customer requirements
products

Motor Skills Execute a physical action with precision Shoot a gun and consistently hit a
and timing small moving target

Attitudes Choose a personal course of action Choose to respond to all incoming

mail within 24 hours
Cognitive Strategies Manage one’s own thinking and Selectively use three different strategies

learning processes to diagnose engine malfunctions

Source: R. Gagne and K. Medsker, The Conditions of Learning (New York: Harcourt-Brace, 1996).
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Verbal information includes names or labels, facts, and bodies of knowledge. Verbal
information includes specialized knowledge that employees need in their jobs. For exam-
ple, a manager must know the names of different types of equipment as well as the body of
knowledge related to Total Quality Management.

Intellectual skills include concepts and rules. These concepts and rules are critical to
solve problems, serve customers, and create products. For example, a manager must know
the steps in the performance appraisal process (e.g., gather data, summarize data, prepare
for appraisal interview with employee) in order to conduct an employee appraisal.

Motor skills include coordination of physical movements. For example, a telephone
repair person must have the coordination and dexterity necessary to climb ladders and
telephone poles.

Attitudes are a combination of beliefs and feelings that predispose a person to behave
a certain way. Attitudes include a cognitive component (beliefs), an affective component
(feeling), and an intentional component (the way a person intends to behave in regard to
the subject of the attitude). Important work-related attitudes include job satisfaction, com-
mitment to the organization, and job involvement. Suppose you say that an employee has a
“positive attitude” toward her work. This means the person likes her job (the affective com-
ponent). She may like her job because it is challenging and provides an opportunity to meet
people (the cognitive component). Because she likes her job, she intends to stay with the
company and do her best at work (the intentional component). Training programs may be
used to develop or change attitudes because attitudes have been shown to be related to
physical and mental withdrawal from work, turnover, and behaviors that impact the well-
being of the company (e.g., helping new employees).

Cognitive strategies regulate the processes of learning. They relate to the learner’s deci-
sion regarding what information to attend to (i.e., pay attention to), how to remember, and how
to solve problems. For example, a physicist recalls the colors of the light spectrum through
remembering the name “Roy G. Biv” (red, orange, yellow, green, blue, indigo, violet).

As this chapter points out, each learning outcome requires a different set of conditions
for learning to occur. Before this chapter investigates the learning process in detail, it looks
at the theories that help to explain how people learn.

LEARNING THEORIES

Several theories relate to how people learn. Each theory relates to different aspects of the
learning process. Many of the theories also relate to trainees’ motivation to learn, which
was discussed in Chapter 3.

Reinforcement Theory

Reinforcement theory emphasizes that people are motivated to perform or avoid certain
behaviors because of past outcomes that have resulted from those behaviors.? There are
several processes in reinforcement theory. Positive reinforcement is a pleasurable outcome
resulting from a behavior. Negative reinforcement is the removal of an unpleasant out-
come. For example, consider a machine that makes screeching and grinding noises unless
the operator holds levers in a certain position. The operator will learn to hold the levers in
that position to avoid the noises. The process of withdrawing positive or negative rein-
forcers to eliminate a behavior is known as extinction. Punishment is presenting an
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unpleasant outcome after a behavior, leading to a decrease in that behavior. For example,
if a manager yells at employees when they are late, they may avoid the yelling by being on
time (but they may also call in sick, quit, or trick the boss into not noticing when they
arrive late).

From a training perspective, reinforcement theory suggests that for learners to acquire
knowledge, change behavior, or modify skills, the trainer needs to identify what outcomes
the learner finds most positive (and negative). Trainers then need to link these outcomes to
learners’ acquiring knowledge or skills or changing behaviors. As was mentioned in Chap-
ter 3, learners can obtain several types of benefits from participating in training programs.
The benefits may include learning an easier or more interesting way to perform their job
(job-related), meeting other employees who can serve as resources when problems occur
(personal), or increasing opportunities to consider new positions in the company (career-
related). According to reinforcement theory, trainers can withhold or provide these bene-
fits to learners who master program content. The effectiveness of learning depends on the
pattern or schedule for providing these reinforcers or benefits. Schedules of reinforcement
are shown in Table 4.2.

Behavior modification is a training method that is primarily based on reinforcement
theory. For example, a training program in a bakery focused on eliminating unsafe behav-
iors such as climbing over conveyor belts (rather than walking around them) and sticking
hands into equipment to dislodge jammed materials without turning off the equipment.®
Employees were shown slides depicting safe and unsafe work behaviors. After viewing the
slides, employees were shown a graph of the number of times safe behaviors were
observed during past weeks. Employees were encouraged to increase the number of safe

TABLE 4.2 Schedules of Reinforcement

Type of Schedule

Description Effectiveness

Ratio Schedules

Fixed-Ratio

Schedule

Continuous
Reinforcement

Variable-Ratio
Schedule

Interval Schedules

Fixed-Interval
Schedule

Variable-Interval
Schedule

Reinforcement whenever target behavior
has taken place a given number of times

Reinforcement after each occurrence of
target behavior

Reinforcement after several occurrences
of target behavior; number of
occurrences before reinforcement may
differ each time

Reinforcement at a given time interval
after performance of target behavior

Reinforcement occurring periodically
after performance of target behavior;
time intervals may differ each time

Rapid learning; frequent instances of
target behavior; rapid extinction

Same direction of behavior as with fixed-
ratio schedules but more extreme

Target behavior less susceptible to
extinction than with fixed-ratio
schedules

Lower performance of target behavior
than with ratio schedules; lower
effectiveness if time interval is long

Target behavior less susceptible to
extinction than with fixed-interval
schedules; lower performance of target
behavior than with ratio schedules

Source: P. Wright and R. A. Noe, Management of Organizations (Burr Ridge, IL: Irwin/McGraw-Hill, 1996).



Chapter 4 Learning: Theories and Program Design 143

behaviors they demonstrated on the job. They were given several reasons for doing so: for
their own protection, to decrease costs for the company, and to help their plant get out of
last place in the safety rankings of the company’s plants. Immediately after the training,
safety reminders were posted in employees’” work areas. Data about the number of safe
behaviors performed by employees continued to be collected and displayed on the graph in
the work area following the training. Employees’ supervisors were also instructed to rec-
ognize the workers whenever they saw them perform a safe work behavior. In this exam-
ple, the data of safe behavior posted in the work areas and supervisors’ recognition of safe
work behavior represent positive reinforcers.

Social Learning Theory

Social learning theory emphasizes that people learn by observing other persons (models)
whom they believe are credible and knowledgeable.* Social learning theory also recog-
nizes that behavior that is reinforced or rewarded tends to be repeated. The models’ behav-
ior or skill that is rewarded is adopted by the observer. According to social learning theory,
learning new skills or behaviors comes from (1) directly experiencing the consequences of
using that behavior or skill, or (2) the process of observing others and seeing the conse-
quences of their behavior.®

According to social learning theory, learning also is influenced by a person’s self-
efficacy. Self-efficacy is a person’s judgment about whether he or she can successfully
learn knowledge and skills. Chapter 3 emphasizes self-efficacy as an important factor to
consider in the person analysis phase of needs assessment. Why? Self-efficacy is one
determinant of readiness to learn. A trainee with high self-efficacy will put forth effort
to learn in a training program and is most likely to persist in learning even if an envi-
ronment is not conducive to learning (e.g., noisy training room). In contrast, a person
with low self-efficacy will have self-doubts about mastering the content of a training
program and is more likely to withdraw psychologically and/or physically (daydream or
fail to attend the program). These persons believe that they are unable to learn, and
regardless of their effort level, they will be unable to learn.

A person’s self-efficacy can be increased using several methods: verbal persuasion, log-
ical verification, observation of others (modeling), and past accomplishments.® Verbal per-
suasion means offering words of encouragement to convince others they can learn. Logical
verification involves perceiving a relationship between a new task and a task already mas-
tered. Trainers and managers can remind employees when they encounter learning difficul-
ties that they have been successful at learning similar tasks. Modeling involves having
employees who already have mastered the learning outcomes demonstrate them for trainees.
As aresult, employees are likely to be motivated by the confidence and success of their suc-
cessful peers. Past accomplishments refers to allowing employees to build a history of suc-
cessful accomplishments. Managers can place employees in situations where they are likely
to succeed and provide training so that employees know what to do and how to do it.

Social learning theory suggests that four processes are involved in learning: attention,
retention, motor reproduction, and motivational processes (see Figure 4.1).

Attention suggests that persons cannot learn by observation unless they are aware of the
important aspects of a model’s performance. Attention is influenced by characteristics of
the model and the learner. Learners must be aware of the skills or behavior they are sup-
posed to observe. The model must be clearly identified and credible. The learner must have
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FIGURE 4.1

Processes of Social Learning Theory

Source: Based on A. Bandura, Social Foundations of Thoughts and Actions (Englewood Cliffs, NJ: Prentice Hall, 1986); P. Taylor, D. Russ-Eft, and D. Chan, “A Meta-
analytic Review of Behavior Modeling Training,” Journal of Applied Psychology 90 (2005): 692—709.
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the physical capability (sensory capability) to observe the model. Also, a learner who has
successfully learned other skills or behavior by observing the model is more likely to
attend to the model.

Learners must remember the behaviors or skills that they observe. This is the role of
retention. Learners have to code the observed behavior and skills in memory in an organ-
ized manner so they can recall them for the appropriate situation. Behaviors or skills can
be coded as visual images (symbols) or verbal statements.

Motor reproduction involves trying out the observed behaviors to see if they result in
the same reinforcement that the model received. The ability to reproduce the behaviors or
skills depends on the extent to which the learner can recall the skills or behavior. The
learner must also have the physical capability to perform the behavior or exhibit the skill.
For example, a firefighter can learn the behaviors necessary to carry a person away from a
dangerous situation, but he may be unable to demonstrate the behavior because he lacks
upper body strength. Note that performance of behavior is usually not perfect on the first
attempt. Learners must have the opportunity to practice and receive feedback to modify
their behavior to be similar to the model’s behavior.

Learners are more likely to adopt a modeled behavior if it results in positive outcomes.
Social learning theory emphasizes that behaviors that are reinforced (a motivational
process) will be repeated in the future. For example, a major source of conflict and stress
for managers often relates to the performance appraisal interview. A manager may, through
observing successful managers, learn behaviors that allow employees to be more partici-
pative in a performance appraisal interview (e.g., give employees the opportunity to voice
their concerns). If the manager uses this behavior in the performance appraisal interview
and the behavior is rewarded by employees (e.g., they make comments such as “I really felt
the feedback meeting was the best we have ever had”) or the new behavior leads to reduced
conflicts with employees (e.g., negative reinforcement), the manager will more likely use
this behavior in subsequent appraisal interviews.

As you will see in the discussion of training methods in Chapters 7 and 8, social learn-
ing theory is the primary basis for behavior modeling training and has influenced the
development of multimedia training programs. For example, in the training program called
“Getting Your Ideas Across,” trainees are first presented with the five key behaviors for
getting their ideas across: (1) state the point and purpose of the message, (2) present points
to aid understanding, (3) check the audience for reactions and understanding, (4) handle
reactions from the audience to what was presented, and (5) summarize the main point. The
trainer provides a rationale for each key behavior. Next, trainees view a video of a business
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meeting in which a manager is having difficulty getting subordinates to accept his ideas
regarding how to manage an impending office move. The manager, who is the model, is
ineffective in getting his ideas across to his subordinates. As a result, the video shows that
the subordinates are dissatisfied with the manager and his ideas. The video is turned off
and the trainer leads the trainees in a discussion of what the manager did wrong in trying
to get his ideas across. Trainees again view the video. But this time the manager, in the
same situation, is shown using the key behaviors. As a result, subordinates react quite pos-
itively to their boss (the model). Following this video segment, the trainer leads a discus-
sion of how the model used the key behaviors to successfully get his ideas across.

After observing the model and discussing the key behaviors, each trainee is paired with
another trainee for practice. Each group is given a situation and message to communicate.
The trainees take turns trying to get their ideas across to each other using the key behav-
iors. Each trainee is expected to provide feedback regarding the partner’s use of the key
behaviors. The trainer also observes and provides feedback to each group. Before leaving
training, the trainees are given a pocket-size card with the key behaviors, which they take
back with them to the job. Also, they complete a planning guide in which they describe a
situation where they want to use the key behaviors and how they plan to use them.

Goal Theories

Goal Setting Theory

Goal setting theory assumes that behavior results from a person’s conscious goals and
intentions.” Goals influence a person’s behavior by directing energy and attention, sustain-
ing effort over time, and motivating the person to develop strategies for goal attainment.®
Research suggests that specific challenging goals result in better performance than vague,
unchallenging goals.® Goals have been shown to lead to high performance only if people
are committed to the goal. Employees are less likely to be committed to a goal if they
believe it is too difficult.

An example of how goal setting theory influences training methods is seen in a program
designed to improve pizza deliverers’ driving practices.'® The majority of pizza deliverers
are young (age 18 to 24), inexperienced drivers, who are compensated based on the hum-
ber of pizzas they can deliver. This creates a situation in which deliverers are rewarded for
fast but unsafe driving practices—for example, not wearing a safety belt, failing to use turn
signals, and not coming to complete stops at intersections. These unsafe practices have
resulted in a high driving accident rate.

Prior to goal setting, pizza deliverers were observed by their managers leaving the store
and then returning from deliveries. The managers observed the number of complete stops
at intersections over a one-week period. In the training session, managers and trainers pre-
sented the deliverers with a series of questions for discussion. Here are examples: In what
situations should you come to a complete stop? What are the reasons for coming to a com-
plete stop? What are the reasons for not coming to a complete stop?

After the discussion, pizza deliverers were asked to agree on the need to come to a com-
plete stop at intersections. Following the deliverers’ agreement, the managers shared the
data they collected regarding the number of complete stops at intersections they had
observed the previous week. (Complete stops were made 55 percent of the time.) The
trainer asked the pizza deliverers to set a goal for complete stopping over the next month.
They decided on a goal of 75 percent complete stops.
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After the goal setting session, managers at each store continued observing their drivers’
intersection stops. The following month in the work area, a poster showed the percentages
of complete stops for every four-day period. The current percentage of total complete stops
was also displayed.

Goal setting theory also is used in training program design. Goal setting theory suggests
that learning can be facilitated by providing trainees with specific challenging goals and
objectives. Specifically, the influence of goal setting theory can be seen in the development
of training lesson plans. As explained later in the chapter, these lesson plans begin with
specific goals providing information regarding the expected action that the learner will
demonstrate, conditions under which learning will occur, and the level of performance that
will be judged acceptable.

Goal Orientation

Goal orientation refers to the goals held by a trainee in a learning situation. Goal orienta-
tion can include a learning orientation or a performance orientation. Learning orientation
relates to trying to increase ability or competence in a task. People with a learning orien-
tation believe that training success is defined as showing improvement and making
progress, prefer trainers who are more interested in how trainees are learning than in how
they are performing, and view errors and mistakes as part of the learning process.
Performance orientation refers to learners who focus on task performance and how they
compare to others. Persons with a performance orientation define success as high per-
formance relative to others, value high ability more than learning, and find that errors and
mistakes cause anxiety and want to avoid them.

Goal orientation is believed to affect the amount of effort a trainee will expend in
learning (motivation to learn). Learners with a high learning orientation will direct
greater attention to the task and learn for the sake of learning in comparison to learners
with a performance orientation. Learners with a performance orientation will direct
more attention to performing well and less effort to learning. Research has shown that
trainees with a learning orientation exert greater effort to learn and use more complex
learning strategies than do trainees with a performance orientation.* There are several
ways to create a learning orientation in trainees.’? These include setting goals around
learning and experimenting with new ways of having trainees perform trained tasks
rather than emphasizing trained-task performance; deemphasizing competition among
trainees; creating a community of learning (discussed later in the chapter); and allowing
trainees to make errors and to experiment with new knowledge, skills, and behaviors
during training.

Need Theories

Need theories help to explain the value that a person places on certain outcomes. A need
is a deficiency that a person is experiencing at any point in time. A need motivates a per-
son to behave in a manner to satisfy the deficiency. Maslow’s and Alderfer’s need theories
focused on physiological needs, relatedness needs (needs to interact with other persons),
and growth needs (self-esteem, self-actualization).** Both Maslow and Alderfer believed
that persons start by trying to satisfy needs at the lowest level, then progress up the hierar-
chy as lower-level needs are satisfied. That is, if physiological needs are not met, a person’s
behavior will focus first on satisfying these needs before relatedness or growth needs
receive attention. The major difference between Alderfer’s and Maslow’s hierarchies of
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needs is that Alderfer allows the possibility that if higher-level needs are not satisfied,
employees will refocus on lower-level needs.

MccClelland’s need theory focused primarily on needs for achievement, affiliation, and
power.X* According to McClelland, these needs can be learned. Need for achievement
relates to a concern for attaining and maintaining self-set standards of excellence. Need for
affiliation involves concern for building and maintaining relationships with other people
and for being accepted by others. The need for power is a concern for obtaining responsi-
bility, influence, and reputation.

Need theories suggest that to motivate learning, trainers should identify trainees’ needs
and communicate how training program content relates to fulfilling these needs. Also, if
certain basic needs of trainees (e.g., physiological and safety needs) are not met, they are
unlikely to be motivated to learn. For example, consider a word processing training class
for secretaries in a downsizing company. It is doubtful that even the best designed training
class will result in learning if employees believe their job security is threatened (unmet
need for security) by the company’s downsizing strategy. Also, it is unlikely the secretaries
will be motivated to learn if they believe that word processing skills emphasized in the pro-
gram will not help them keep their current employment or increase their chances of find-
ing another job inside or outside the company.

Another implication of need theory relates to providing employees with a choice of
training programs to attend. As Chapter 3 mentioned, giving employees a choice of which
training course to attend can increase their motivation to learn. This occurs because
trainees are able to choose programs that best match their needs.

Expectancy Theory

Expectancy theory suggests that a person’s behavior is based on three factors: expectancy,
instrumentality, and valence.'® Beliefs about the link between trying to perform a behavior
and actually performing well are called expectancies. Expectancy is similar to self-efficacy.
In expectancy theory, a belief that performing a given behavior (e.g., attending a training
program) is associated with a particular outcome (e.g., being able to better perform your
job) is called instrumentality. Valence is the value that a person places on an outcome
(e.g., how important it is to perform better on the job).

According to expectancy theory, various choices of behavior are evaluated according to
their expectancy, instrumentality, and valence. Figure 4.2 shows how behavior is deter-
mined based on finding the mathematical product of expectancy, instrumentality, and
valence. People choose the behavior with the highest value.

FIGURE 4.2 Expectancy Theory of Motivation
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TABLE 4.3
Implications of
Adult Learning
Theory for
Training

Source: Based on

M. Knowles, The Adult
Learner, 4th ed.

(Houston, TX: Gulf
Publishing, 1990).

From a training perspective, expectancy theory suggests that learning is most likely to
occur when employees believe they can learn the content of the program (expectancy);
learning is linked to outcomes such as better job performance, a salary increase, or peer
recognition (instrumentality); and employees value these outcomes (valence).

Adult Learning Theory

Adult learning theory was developed out of a need for a specific theory of how adults
learn. Most educational theories as well as formal educational institutions have been devel-
oped exclusively to educate children and youth. Pedagogy, the art and science of teaching
children, has dominated educational theory. Pedagogy gives the instructor major responsi-
bility for making decisions about learning content, method, and evaluation. Students are
generally seen as (1) being passive recipients of directions and content and (2) bringing
few experiences that may serve as resources to the learning environment.*®

Educational psychologists, recognizing the limitations of formal education theories,
developed andragogy, the theory of adult learning. Malcolm Knowles is most frequently
associated with adult learning theory. Knowles’s model is based on several assumptions:*’

. Adults have the need to know why they are learning something.

. Adults have a need to be self-directed.

. Adults bring more work-related experiences into the learning situation.

. Adults enter into a learning experience with a problem-centered approach to learning.
. Adults are motivated to learn by both extrinsic and intrinsic motivators.
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Adult learning theory is especially important to consider in developing training pro-
grams because the audience for many such programs tends to be adults, most of whom
have not spent a majority of their time in a formal education setting. Table 4.3 shows impli-
cations of adult learning theory for learning. For example, many adults are intimidated by
math and finance.® In a day-long seminar to teach basic accounting principles, the course
designers considered the trainees’ readiness. They created a program, filled with fun and
music, in which participants start their own lemonade stand. This reduced trainees’ anxi-
ety, which could have inhibited their learning. Many adults believe that they learn through
experience. As a result, trainers need to provide opportunities for trainees to experience
something new and discuss it or review training materials based on their experiences.

Note that a common theme in these applications is mutuality. That is, the learner and the
trainer are both involved in creating the learning experience and making sure that learning
occurs.

Design Issue Implications
Self-Concept Mutual planning and collaboration in instruction
Experience Use learner experience as basis for examples and applications
Readiness Develop instruction based on the learner’s
interests and competencies
Time Perspective Immediate application of content
Orientation to Learning Problem-centered instead of subject-centered
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Information Processing Theory

Compared to other learning theories, information processing theories give more
emphasis to the internal processes that occur when training content is learned and
retained. Figure 4.3 shows a model of information processing. Information processing
theories propose that information or messages taken in by the learner undergo several
transformations in the human brain.® Information processing begins when a message
or stimuli (which could be sound, smell, touch, or pictures) from the environment is
received by receptors (ears, nose, skin, eyes). The message is registered in the senses
and stored in short-term memory. The message is then transformed or coded for storage
in long-term memory. A search process occurs in memory during which time a
response to the message or stimulus is organized. The response generator organizes the
teamers response and tells the effectors (muscles) what to do. The “what to do” relates
to one of the five learning outcomes: verbal information, cognitive skills, motor skills,
intellectual skills, or attitudes. The final link in the model is feedback from the envi-
ronment. This feedback provides the learner with an evaluation of the response given.
This information can come from another person or the learner’s own observation of the
results of his or her action. A positive evaluation of the response provides reinforce-
ment that the behavior is desirable and should be stored in long-term memory for use
in similar situations.

Besides emphasizing the internal processes needed to capture, store, retrieve, and
respond to messages, the information processing model highlights how external events
influence learning. These events include:?

1. Changes in the intensity or frequency of the stimulus that affect attention.
2. Informing the learner of the objectives to establish an expectation.

3. Enhancing perceptual features of the material (stimulus), drawing the attention of the
learner to certain features.

4. Verbal instructions, pictures, diagrams, and maps suggesting ways to code the training
content so that it can be stored in memory.

5. Meaningful learning context (examples, problems) creating cues that facilitate coding.

6. Demonstration or verbal instructions helping to organize the learner’s response as well
as facilitating the selection of the correct response.

Stimulus Receptors Sensory Short-Term | <—{ Long-Term
or (eyes, Register Memory Memory
Message ears,
nose,
skin)
Environment Effectors Response
Generator
Feedback
Reinforcement
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THE LEARNING PROCESS

Now that you have reviewed learning theories, you are ready to address three questions:
What are the physical and mental processes involved in learning? How does learning
occur? Do trainees have different learning styles?

Mental and Physical Processes

Table 4.4 shows the learning processes. These processes include expectancy, perception,
working storage, semantic encoding, long-term storage, retrieval, generalizing, and grati-
fication.?! Table 4.4 emphasizes that learning depends on the learner’s cognitive processes,

TABLE 4.4 The Relationship among Learning Processes, Instructional Events, and Forms of Instruction

Processes of

Learning External Instructional Events Forms of Instruction
1. Expectancy 1. Informing the learner of the 1a. Demonstrate the expected performance.
lesson objective 1b. Indicate the kind of verbal question to be
answered.
2. Perception 2. Presenting stimuli with 2a. Emphasize the features of the subject to be
distinctive features perceived.
2b. Use formatting and figures in text to emphasize
features.
3. Working 3. Limiting the amount to be 3a. Chunk lengthier material.
Storage learned 3b. Provide a visual image of material to be
learned.

3c. Provide practice and overlearning to aid the
attainment of automaticity.
4. Semantic 4. Providing learning guidance 4a. Provide verbal cues to proper combining
Encoding sequence.
4b. Provide verbal links to a larger meaningful context.
4c. Use diagrams and models to show relationships
among concepts.
5. Long-Term 5. Elaborating the amount to be ~ 5a. Vary the context and setting for presentation
Storage learned and recall of material.
5b. Relate newly learned material to previously
learned information.
5c. Provide a variety of contexts and situations
during practice.

6. Retrieval 6. Providing cues that are used in  6a. Suggest cues that elicit the recall of material.
recall 6b. Use familiar sounds or rhymes as cues.

7. Generalizing 7. Enhancing retention and 7a. Design the learning situation to share elements
learning transfer with the situation to which learning applies.

7b. Provide verbal links to additional complexes of
information.

8. Gratifying 8. Providing feedback about 8a. Provide feedback on degree of accuracy and

performance correctness timing of performance.

8b. Confirm whether original expectancies were met.

Source: R. Gagne, “Learning Processes and Instruction,” Training Research Journal 1 (1995/96): 17-28.
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including attending to what is to be learned (learning content), organizing the learning
content into a mental representation, and relating the learning content to existing know-
ledge from long-term memory.?? Expectancy refers to the mental state that the learner
brings to the instructional process. This includes factors such as readiness for training
(motivation to learn, basic skills) as well as an understanding of the purpose of the instruc-
tion and the likely benefits that may result from learning and using the learned capabilities
on the job. Perception refers to the ability to organize the message from the environment
so that it can be processed and acted upon. Both working storage and semantic encoding
relate to short-term memory. In working storage, rehearsal and repetition of information
occur, allowing material to be coded for memory.

Working storage is limited by the amount of material that can be processed at any
one time. Research suggests that not more than five messages can be prepared for stor-
age at any one time. Semantic encoding refers to the actual coding process of incom-
ing messages.

Different learning strategies influence how training content is coded. Learning strate-
gies include rehearsal, organizing, and elaboration.?® Rehearsal, the simplest learning
strategy, focuses on learning through repetition (memorization). Organizing requires
the learner to find similarities and themes in the training material. Elaboration requires
the trainee to relate the training material to other, more familiar knowledge, skills, or
behaviors. Trainees use a combination of these strategies to learn. The “best” strategy
depends on the learning outcome. For knowledge outcomes, rehearsal and organization
are most appropriate. For skill application, elaboration is necessary. After messages
have been attended to, rehearsed, and coded, they are ready for storage in long-term
memory.

To use learned material (e.g., cognitive skills, verbal information), it must be retrieved.
Retrieval involves identifying learned material in long-term memory and using it to influ-
ence performance. An important part of the learning process is not only being able to
reproduce exactly what was learned but also being able to adapt the learning for use in sim-
ilar but not identical situations. This is known as generalizing. Finally, gratifying refers to
the feedback that the learner receives as a result of using learning content. Feedback is
necessary to allow the learner to adapt responses so they are more appropriate. Feedback
also provides information about the incentives or reinforcers that may result from per-
formance.

The Learning Cycle

Learning can be considered a dynamic cycle that involves four stages: concrete experi-
ence, reflective observation, abstract conceptualization, and active experimentation.?*
First, a trainee encounters a concrete experience (e.g., a work problem). This is followed
by thinking (reflective observation) about the problem, which leads to generation of ideas
of how to solve the problem (abstract conceptualization) and finally to implementation of
the ideas directly to the problem (active experimentation). Implementing the ideas pro-
vides feedback as to their effectiveness, so the learner can see the results and start the
learning process over again. Trainees continually develop concepts, translate them into
ideas, implement them, and adapt them as a result of their personal observations about
their experiences.

Researchers have developed questionnaires to measure trainees’ weak and strong
points in the learning cycle. Some people have a tendency to over- or underemphasize one
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stage of the learning cycle or to avoid certain stages. The key to effective learning is to be
competent in each of the four stages. Four fundamental learning styles are believed to
exist. These learning styles combine elements of each of the four stages of the learning
cycle. Table 4.5 shows the characteristics and dominant learning stage of these styles,
called Divergers, Assimilators, Convergers, and Accommodators.?® Although the ques-
tionnaires have been widely used as part of training programs, few studies have investi-
gated the reliability and validity of the learning styles.

Trainers who are aware of trainees’ learning styles can try to customize instruction to
match their preferences. If a group of trainees tends to prefer hands-on learning, trying to
teach the mechanics of a technical application online by having them read it will not result
in learning. They need applications and the ability to get feedback from an instructor.
(Effective online learning is discussed in Chapter 8.)

For example, AmeriCredit, an auto finance company located in Fort Worth, Texas, is
trying to modify training to better match employees’ learning styles.?® The company has
created a database to identify and track each employee’s learning style. Also, employees’
learning styles are being considered in course design. In a new e-learning class, employees
who prefer learning by action will receive information in bullet points and will complete
activities that help them learn. Employees who prefer thought and reasoning will receive
more conceptual material during the course and be involved in fewer experiences. The
company plans to compare the new e-learning class that takes into account learning styles
with one that does not to determine whether the adaptation to learning styles makes a dif-
ference in trainee satisfaction and learning.

TABLE 4.5 Learning Styles

Learning Style Type Dominant Learning Abilities Learning Characteristics

Diverger

Assimilator

Converger

Accommodator

e Concrete experience ¢ |s good at generating ideas, seeing a
o Reflective observation situation from multiple perspectives, and
being aware of meaning and value
e Tends to be interested in people, culture,
and the arts

¢ Abstract conceptualization ¢ |s good at inductive reasoning, creating

* Reflective observation theoretical models, and combining
disparate observations into an integrated
explanation

e Tends to be less concerned with people
than with ideas and abstract concepts

¢ Abstract conceptualization ¢ |s good at decisiveness, practical application
e Active experimentation of ideas, and hypothetical deductive
reasoning

o Prefers dealing with technical tasks rather
than interpersonal issues
e Concrete experience ¢ |s good at implementing decisions, carrying
® Active experimentation out plans, and getting involved in new
experiences
e Tends to be at ease with people but may be
seen as impatient or pushy

Source: Based on D. Kolb,

Learning Style Inventory, Version 3 (Boston, MA: Hay/McBer Training Resources Group, 1999).



Chapter 4  Learning: Theories and Program Design 153

Age Influences on Learning

There is biological evidence that certain mental capacities decrease from age 20 to age 70.%
Short-term memory and the speed at which people process information decline as we age.
However, with age comes experience, which can compensate for the loss of memory and
mental quickness. Although mental quickness and memory losses diminish at a steady pace,
at older ages the memory loss is much greater because mental resources are more depleted
than at earlier ages. Some trainers believe that there are four generations of employees with
distinct attitudes toward work and preferred ways to learn. Those generations have been
called millenniums (or nexters), Gen Xers, baby boomers, and traditionalists.

But note that members of the same generation are no more alike than members of the
same gender or race. Each generation may be characterized by certain characteristics that
can influence learning. Also note that there has been no research that follows different gen-
erations of employees over their life spans to identify differences. Trainers should consider
generational differences in designing learning environments but keep in mind that definite
conclusions regarding generational differences cannot be made.

The terms millenniums and nexters refer to people born after 1980. They are opti-
mistic, willing to work and learn, and technology-literate; they appreciate diversity. The
term Gen Xers refers to people born from 1961 to 1980. Gen Xers need feedback and flex-
ibility; they dislike close supervision. They have experienced change all their lives (in
terms of parents, homes, and cities). Gen Xers value a balance between work and nonwork.
Baby boomers are people born between 1945 and 1960. They are competitive, hard work-
ing, and concerned that all employees be fairly treated. Traditionalists are people born
between 1920 and 1944. They are patriotic and loyal, and they have a great deal of know-
ledge of the history of organizations and work life. Each generation may have specific
preferences for the arrangement of the learning environment, type of instruction, and
learning activities.?® (Chapter 11 discusses implications of generational differences for
career management.)

Traditionalists prefer a traditional training room with a stable, orderly learning environ-
ment. They do not like to be put on the spot in front of other trainees. They value direct
presentation of information and training materials that are organized logically. They like
trainers to ask them to share their experiences or anecdotes. But they also look to the
trainer to provide expertise.

Baby boomers respond well to interactive training activities—they like group activ-
ities. They like well-organized training materials with an overview of the information
and an easy way to access more detailed information. Compared to the other groups,
they are especially motivated to learn if they believe training content will benefit them
personally. Baby boomers need to work on translating the knowledge they have into
skills.

Gen Xers prefer a self-directed learning environment. They respond best to training
methods that allow them to work at their own pace: videos, CD-ROMs, and Web-based
training. Gen Xers are highly motivated learners who view training as a way to increase
their employability. They like to learn by doing, through experimentation and feedback.
They respond best to training materials that provide visual stimulation with relatively few
words.

Although they are techno-saavy, millenniums like to learn by working alone and help-
ing others. They prefer a blended learning approach that involves self-paced online learn-
ing for acquiring basic concepts, ideas, and knowledge followed by group activities and
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TABLE 4.6
Features of
Good
Instruction
That Facilitate
Learning

hands-on practice in which they work with others on questions, cases, and role plays.?®
They are motivated to learn skills and acquire knowledge that will help make their work-
ing lives less stressful and increase their employability. They place a high value on money
so linking training to monetary incentives may facilitate learning. Nexters (like Gen Xers)
prefer entertaining training activities. Training needs to be interactive and to utilize music,
art, and games. UPS was experiencing much higher than normal failure rates among its
millennium drivers. The initial idea was to train millenniums using video games and sim-
ulations. However, needs assessment found that while these employees wanted to use tech-
nology in their training they also wanted hands-on training in the skills needed to be
successful drivers. As a result, UPS’s new Integrad learning facility for driver trainees in
Maryland includes online learning, podcasts, and videos, along with classroom training
and simulations involving driving delivery trucks and delivering packages on the streets of
a fictitious town named Clarksville.*

The potential for generational differences to affect learning suggests that trainers need
to be aware of trainees’ ages before the session so they can try to create a learning envi-
ronment and develop materials that meet their preferences. Recent research summarizing
the findings of studies on the influence of age on performance in training found that self-
paced training had the largest influence on training performance of trainees over 40 years
of age.! Self-pacing gives older trainees time to assume responsibility for their learning,
to focus on what is required to learn, and to understand the training and its importance.
Also, training that occurred in small groups was advantageous for older trainees. Most
training groups probably have a mix of generations. Employees can learn much from cross-
generation interaction if it is managed well. Trainees of all age groups need to feel that par-
ticipation in the session through questioning, providing answers, and discussing issues is
valued and rewarded. If a group of trainees includes all generations, the training must take
a blended approach—use examples that include people from different generations and use
different training approaches (experts, audience involvement, group work, self-directed
learning activities).

Implications of the Learning Process for Instruction

Instruction refers to the trainer’s manipulation of the environment in order to help trainees
learn.®? The right side of Table 4.4 shows the forms of instruction that support learning. To
provide trainees with the best chance to learn, it is important to ensure that these forms of
instruction are included in training. Table 4.6 summarizes the features of good instruction
that facilitate the learning process. The features of a positive learning environment need to
be designed into training courses, programs, or specific training methods that might be

* Objectives: Employees need to know why they should learn

* Meaningful content

e Opportunities to practice

* Methods for committing training content to memory

e Feedback

¢ Observation, experience, and social interaction

® Proper coordination and arrangement of the training program
e Careful selection of instructors
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used, whether lectures, e-learning, or on-the-job training. Below and in the rest of the
chapter we discuss these features.

Employees Need to Know Why They Should Learn

Employees learn best when they understand the objective of the training program. The
objective refers to the purpose and expected outcome of training activities. There may be
objectives for each training session as well as overall objectives for the program. Recall the
discussion of goal setting theory earlier in the chapter. Because objectives can serve as
goals, trainees need to understand, accept, and be committed to achieving the training
objectives for learning to occur. Training objectives based on the training needs analysis
help employees understand why they need training and what they need to learn. Objectives
are also useful for identifying the types of training outcomes that should be measured to
evaluate a training program’ effectiveness.
A training objective has three components:*

1. A statement of what the employee is expected to do (performance or outcome).
2. A statement of the quality or level of performance that is acceptable (criterion).

3. Astatement of the conditions under which the trainee is expected to perform the desired
outcome (conditions).

The objective should not describe performance that cannot be observed, such as “under-
stand” or “know.” Table 4.7 shows verbs that can be used for cognitive, affective, and psy-
chomotor (physical abilities and skills) outcomes. For example, a training objective for a
customer-service training program for retail salespeople might be “After training, the
employee will be able to express concern [performance] to all irate customers by a brief

TABLE 4.7 Examples of Performance or Outcomes for Objectives

Domain Performance

Knowledge (recall of information) Arrange, define, label, list, recall, repeat
Comprehension (interpret in own words) Classify, discuss, explain, review, translate
Application (apply to new situation) Apply, choose, demonstrate, illustrate, prepare
Analysis (break down into parts and show Analyze, categorize, compare, diagram, test
relationships)

Synthesis (bring together to form a whole) Arrange, collect, assemble, propose, set up
Evaluation (judgments based on criteria) Appraise, attack, argue, choose, compare
Receiving (pay attention) Listen to, perceive, be alert to

Responding (minimal participation) Reply, answer, approve, obey

Valuing (preferences) Attain, assume, support, participate
Organization (development of values) Judge, decide, identify with, select
Characterization (total philosophy of life) Believe, practice, carry out

Reflexes (involuntary movement) Stiffen, extend, flex

Fundamental movements (simple movements) Crawl, walk, run, reach

Perception (response to stimuli) Turn, bend, balance, crawl

Physical abilities (psychomotor movements) Move heavy objects, make quick motions
Skilled movements (advanced learned movements) Play an instrument, use a hand tool

Source: Based on H. Sredl and W. Rothwell, “Setting Instructional Objectives,” Chapter 16 in The ASTD Reference Guide to Professional Training Roles and Compe-
tencies, Vol. Il (New York: Random House, 1987); and R. Mager, Preparing Instructional Objectives, 3rd ed. (Atlanta, GA: Center for Effective Performance, 1997).



156 Part2 Designing Training

TABLE 4.8
Characteristics
of Good
Training
Objectives

(fewer than 10 words) apology, only after the customer has stopped talking [criteria] and
no matter how upset the customer is [conditions].” Table 4.8 shows the characteristics of
good training objectives.

Employees Need Meaningful Training Content

Employees are most likely to learn when the training is linked to their current job experiences
and tasks—that is, when it is meaningful to them.®* To enhance the meaningfulness of train-
ing content, the message should be presented using concepts, terms, and examples familiar
to trainees. Also, the training context should mirror the work environment. The training con-
text refers to the physical, intellectual, and emotional environment in which training occurs.
For example, in a retail salesperson customer-service program, the meaningfulness of the
material will be increased by using scenarios of unhappy customers actually encountered by
salespersons in stores. Some useful techniques for convincing trainees that the training pro-
gram content is meaningful include:*®

» Telling stories about others’ success in applying training content, especially former
trainees.

» Showing how training relates to company goals and strategy.
» Showing how trainees can use training content ideas at work.

 Discussing examples or cases that remind trainees of the good and poor work they have
seen.

» Repeating the application of ideas in different contexts.

» Presenting evidence of the effectiveness of knowledge, skills, and behaviors.

» Showing how the conditions that trainees face in training are similar to those on the job.

» Providing practice or application activities that can be used on the job.

» Providing hard copies or electronic access to well-organized materials so trainees can
refer to them on the job or use them to teach others.

» Allowing trainees to choose their practice strategy and how they want training content
presented (e.g., verbally, visually, problem-based, a combination of approaches).

Employees Need Opportunities to Practice

Practice refers to the physical or mental rehearsal of a task, knowledge, or skill to achieve
proficiency in performing the task or skill or demonstrating the knowledge. Practice
involves having the employee demonstrate the learned capability (e.g., cognitive strategy,

* Provide a clear idea of what the trainee is expected to be able to do at the end of
training.

¢ Include standards of performance that can be measured or evaluated.

e State the specific resources (e.g., tools, equipment) that the trainee needs to perform
the action or behavior specified.

e Describe the conditions under which performance of the objective is expected to occur
(e.g., the physical work environment, such as at night or in high temperatures; mental
stresses, such as angry customers; equipment failure, such as malfunctioning computer
equipment).
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verbal information) emphasized in the training objectives under conditions and perform-
ance standards specified by the objectives. For practice to be effective, it needs to actively
involve the trainee, include overlearning (repeated practice), take the appropriate amount
of time, and include the appropriate unit of learning (amount of material). Practice also
needs to be relevant to the training objectives. It is best to include a combination of exam-
ples and practice rather than all practice.®® This helps to avoid overloading trainees’ mem-
ory so they can engage in the cognitive processes needed for learning to occur (selecting,
organizing, and integrating content). Viewing examples helps learners develop a new men-
tal model of skills which they can then use in practice. Some examples of ways to practice
include case studies, simulations, role plays, games, and oral and written questions.

Pre-practice Conditions Trainers need to focus not just on training content but also on
how to enable trainees to process information in a way that will facilitate learning and the
use of training on the job. There are several steps trainers can take within the training
course prior to practice to enhance trainees’ motivation to learn and facilitate retention of
training content. Before practice, trainers can®’

1. Provide information about the process or strategy that will result in the greatest learn-
ing. For example, let trainees in a customer service class know about the types of calls
they will receive (irate customer, request for information on a product, challenge of a
bill), how to recognize such calls, and how to complete the calls.

2. Encourage trainees to develop a strategy (metacognition) to reflect on their own learn-
ing process. Metacognition refers to individual control over one’s thinking. Two ways
that individuals engage in metacognition are monitoring and control.*® Monitoring
includes identifying the problem or task, evaluating one’s own learning progress, and
predicting what will occur as a result of learning. Control includes identifying the spe-
cific steps for completing a task or solving a problem, deciding how quickly or how
much attention to devote to the task, and deciding how to prioritize learning. Trainees
who engage in metacognition ask themselves questions such as, Why am | choosing this
type of action? Do | understand the relationship between this material and my job?
What is the next step in the task? Metacognition helps trainees monitor learning and
decide what content needs more energy and attention.

3. Provide advance organizers—outlines, texts, diagrams, and graphs that help trainees
organize the information that will be presented and practiced.

4. Help trainees set challenging mastery or learning goals.

5. Create realistic expectations for the trainees by communicating what will occur in
training.

6. When training employees in teams, communicate performance expectations and clarify
roles and responsibilities of team members.

Practice Involves Experience Learning will not occur if employees practice only by
talking about what they are expected to do. For example, using the objective for the
customer service course previously discussed, practice would involve having trainees
participate in role playing with unhappy customers (customers upset with poor service,
poor merchandise, or unsatisfactory exchange policies). Training should involve an active
learning approach in which trainees must explore and experiment to determine the rules,
principles, and strategies for effective performance.® Trainees need to continue to practice
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even if they have been able to perform the objective several times (overlearning).
Overlearning helps the trainee become more comfortable using new knowledge and skills
and increases the length of time the trainee will retain the knowledge, skill, or behavior.

Conventional wisdom is that we all learn the most from our errors. However, most peo-
ple feel that errors are frustrating and lead to anger and despair. Research suggests that
from a training perspective, errors can be useful.*> Error management training refers to
giving trainees opportunities to make errors during training. In error management training,
trainees are instructed that errors can help learning, and they are encouraged to make
errors and learn from them. Trainees may actually commit more errors and may take longer
to complete training that incorporates error management training. However, error manage-
ment training helps improve employee performance on the job (a concept known as trans-
fer of training, which is discussed in Chapter 5).

Error management training is effective because it provides the opportunity for trainees
to engage in metacognition, that is, to plan how to use training content, to monitor use of
training content, and to evaluate how training content was used. This results in a deeper
level of cognitive processing, leading to better memory and recall of training. Trainers
should consider using error management training in the training program along with tradi-
tional approaches by giving trainees the opportunity to make errors when they work alone
on difficult problems and tasks while encouraging them to use errors as a way to learn.

It is important to note that allowing trainees simply to make errors does not help learn-
ing. For errors to have a positive influence on learning, trainees need to be taught to use
errors as a chance to learn. Error management training may be particularly useful when-
ever the training content to be learned cannot be completely covered during a training ses-
sion. As a result, trainees have to discover on their own what to do when confronted with
new tasks or problems.

Massed versus Spaced Practice The frequency of practice has been shown to influence
learning, depending on the type of task being trained.** Massed practice conditions are
those in which individuals practice a task continuously without rest. Massed practice also
involves having trainees complete practice exercises at one time within a lesson or class
versus distributing the exercises within the lesson. In spaced practice conditions,
individuals are given rest intervals within the practice session. Spaced practice is superior
to massed practice. However, the effectiveness of massed versus spaced practice varies by
the characteristics of the task. Task characteristics include overall task complexity, mental
requirements, and physical requirements. Overall task complexity refers to the degree to
which a task requires a number of distinct behaviors, the number of choices involved in
performing the task, and the degree of uncertainty in performing the task. Mental
requirements refers to the degree to which the task requires the subject to use or
demonstrate mental skills or cognitive skills or abilities to perform the task. Physical
requirements refers to the degree to which the task requires the person to use or
demonstrate physical skills and abilities to perform and complete the task. Table 4.9 shows
how tasks can differ.

For more complex tasks (including those that are representative of training settings such
as Web-based instruction, lecture, and distance learning), relatively long rest periods
appear to be beneficial for task learning.

After practice, trainees need specific feedback to enhance learning. This includes feed-
back from the task or job itself, trainers, managers, and peers.
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TABLE 4.9 Mental and Physical Requirements and Overall Complexity for Tasks

Mental
Requirements

Low

High

Low
High

Overall Physical

Complexity Requirements Tasks

Low High Rotary pursuit, typing, ball toss, ladder climb, peg
reversal, bilateral transfer, crank turning

Average Low Free recall task, video games, foreign language,

slide bar task, voice recognition, classroom lecture,
sound localization, word processing, stoop task,
verbal discrimination, maze learning, connecting
numbers, upside down alphabet printing, distance
learning, Web training

High High Gymnastic skills, balancing task

High High Air traffic controller simulation, milk pasteurization
simulation, airplane control simulation, hand
movement memorization, puzzle box task, music
memorization and performance

Source: J. Donovan and D. Radosevich, “A Meta-analytic Review of the Distribution of Practice Effect: Now You See It, Now You Don’t,” Journal of Applied Psy-
chology 84 (1999):795-805.

Whole versus Part Practice A final issue related to practice is how much of the training
should be practiced at one time. One option is that all tasks or objectives should be
practiced at the same time (whole practice). Another option is that an objective or task
should be practiced individually as soon as each is introduced in the training program
(part practice). It is probably best to employ both whole and part practice in a training
session. Trainees should have the opportunity to practice individual skills or behaviors. If
the skills or behaviors introduced in training are related to one another, the trainee should
demonstrate all of them in a practice session after they have been practiced individually.

For example, one objective of the customer service training for retail salespeople is
learning how to deal with an unhappy customer. Salespeople are likely to have to learn
three key behaviors: (1) greeting disgruntled customers, (2) understanding their com-
plaints, and then (3) identifying and taking appropriate action. Practice sessions should be
held for each of the three behaviors (part practice). Then another practice session should be
held so that trainees can practice all three skills together (whole practice). If trainees are
only given the opportunity to practice the behaviors individually, it is unlikely that they
will be able to deal with an unhappy customer.

Effective Practice Conditions For practice to be relevant to the training objectives,
several conditions must be met.*? Practice must involve the actions emphasized in the
training objectives, be completed under the conditions specified in the training objectives,
help trainees perform to meet the criteria or standard that was set, provide some means to
evaluate the extent to which trainees’ performance meets the standards, and allow trainees
to correct their mistakes.

Practice must be related to the training objectives. The trainer should identify what
trainees will be doing when practicing the objectives (performance), the criteria for attain-
ment of the objective, and the conditions under which they may perform. These conditions
should be present in the practice session. Next, the trainer needs to consider the adequacy
of the trainees’ performance. That is, how will trainees know whether their performance
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meets performance standards? Will they see a model of desired performance? Will they be
provided with a checklist or description of desired performance? Can the trainees decide if
their performance meets standards, or will the trainer or a piece of equipment compare
their performance with standards?

The trainer must also decide—if trainees’ performance does not meet standards—
whether trainees will be able to understand what is wrong and how to fix it. That is, train-
ers need to consider whether trainees will be able to diagnose their performance and take
corrective action or if they will need help from the trainer or a fellow trainee.

Employees Need to Commit Training Content to Memory

Memory works by processing stimuli we perceive through our senses into short-term
memory. If the information is determined to be “important,” it moves to long-term mem-
ory, where new interconnections are made between neurons or electrical connections in the
brain. There are several ways that trainers can help employees store knowledge, skills,
behavior, and other training in long-term memory.*® One way is to make trainees aware of
how they are creating, processing, and accessing memory. It is important for trainees to
understand how they learn. A presentation of learning styles (discussed earlier in this chap-
ter) can be a useful way to determine how trainees prefer to learn.

To create long-term memory, training programs must be explicit on content and elabo-
rate on details. There are several ways to create long-term memory. One approach trainers
use is to create a concept map to show relationships among ideas. Another is to use multi-
ple forms of review including writing, drawings, and role plays to access memory through
multiple methods. Teaching key words, a procedure, or a sequence, or providing a visual
image gives trainees another way to retrieve information. Reminding trainees of knowledge,
behavior, and skills that they already know that are relevant to the current training content
creates a link to long-term memory that provides a framework for recalling the new training
content. External retrieval cues can also be useful. Consider a time when you misplaced
your keys or wallet. In trying to remember, we often review all the information we can recall
that was close in time to the event or preceded the loss. We often go to the place where we
were when we last saw the item because the environment can provide cues that aid in recall.

Research suggests that no more than four or five items can be attended to at one time.
If a lengthy process or procedure is to be taught, instruction needs to be delivered in rela-
tively small chunks or short sessions in order to not exceed memory limits.** Long-term
memory is also enhanced by going beyond one-trial learning. That is, once trainees cor-
rectly demonstrate a behavior or skill or correctly recall knowledge, it is often assumed
that they have learned it, but this is not always true. Making trainees review and practice
over multiple days (overlearning) can help them retain information in long-term memory.
Overlearning also helps to automize a task.

Automatization refers to making performance of a task, recall of knowledge, or
demonstration of a skill so automatic that it requires little thought or attention. Automati-
zation also helps reduce memory demands. The more that automatization occurs, the more
that memory is freed up to concentrate on other learning and thinking. The more active a
trainee is in rehearsal and practice, the greater the amount of information retained in long-
term memory and the less memory decay occurs over time.

Another way to avoid overwhelming trainees with complex material is to give them pre-
training work that can be completed online or using workbooks.*® For example, trainees can
become familiar with the “basics” such as names, definitions, principles, and characteristics
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of components before they are trained in how the principles are applied (e.g., dealing with
angry customers) or how a process works (e.g., testing for pathogens in a blood sample,
changing a car’s water pump).

Employees Need Feedback

Feedback is information about how well people are meeting the training objectives. To be
effective, feedback should focus on specific behaviors and be provided as soon as possible
after the trainees’ behavior.“® Also, positive trainee behavior should be verbally praised or
reinforced. Videotape is a powerful tool for giving feedback. Trainers should view the
videotape with trainees, provide specific information about how behaviors need to be
modified, and praise trainee behaviors that meet objectives. Feedback can also come from
tests and quizzes, on-the-job observation, performance data, a mentor or coach, written
communications, or interpersonal interactions.

The specificity of the level of feedback provided to trainees needs to vary if trainees are
expected to understand what leads to poor performance as well as good performance.*’ For
example, employees may need to learn how to respond when equipment is malfunctioning
as well as when it is working properly; therefore, feedback provided during training should
not be so specific that it leads only to employee knowledge about equipment that is work-
ing properly. Less specific feedback can cause trainees to make errors that lead to equip-
ment problems, providing trainees with opportunities to learn which behaviors lead to
equipment problems and how to fix those problems. Difficulties encountered during prac-
tice as a result of errors or reduced frequency of feedback can help trainees engage more
in exploration and information processing to identify correct responses.

Employees Learn through Observation, Experience,
and Social Interaction

As mentioned earlier in the chapter, one way employees learn is through observing and
imitating the actions of models. For the model to be effective, the desired behaviors or
skills need to be clearly specified and the model should have characteristics (e.g., age or
position) similar to the target audience.*® After observing the model, trainees should have
the opportunity in practice sessions to reproduce the skills or behavior shown by the
model. According to adult learning theory, employees also learn best if they learn by
doing.* This involves giving employees hands-on experiences or putting them with more
experienced employees and providing them with the tools and materials needed to manage
their knowledge gaps.

Learning also occurs through interacting with other trainees in small groups during the
training session as well as back at work. By working in small groups, trainees can obtain
diverse perspectives on problems and issues, perspectives they would never hear if they
learned alone. Problem-based learning may be useful for stimulating and holding trainees’
attention.>® In problem-based learning, trainees are divided into small groups. (Action
learning, a type of problem-based learning, will be discussed in Chapter 7.) The groups are
presented with a problem such as a real problem the company is facing or a case study. In
each group, trainees are asked to identify the problem and to identify what they know and
do not know (learning issues). Each group has to decide how it will better understand the
learning issues. Part of the training program is designed to allow trainees to access the
Web, experts in the field, and company records and documents to solve the learning issues.
After trainees gather information, they discuss what they have learned and how to use that
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information to solve the problem. Table 4.10 shows the types of situations, with examples,
in which learning through observation, experience, and interacting with others may be
most valuable.

Communities of practice refers to groups of employees who work together, learn from
each other, and develop a common understanding of how to get work accomplished.>! The
idea of communities of practice suggests that learning occurs on the job as a result of social
interaction. Every company has naturally occurring communities of practice that arise as a
result of relationships employees develop to accomplish work and as a result of the design
of the work environment. For example, at Siemens Power Transmission in Wendell, North
Carolina, managers were wondering how to stop employees from gathering in the employee
cafeteria for informal discussions.>? But that was before the managers discovered that the
informal discussions actually encouraged learning. In the discussions, employees were
developing problem-solving strategies, sharing product and procedural information, and
providing career counseling to each other. Now Siemens is placing pads of paper and over-
head projectors in the lunchroom as aids for informal meetings. Managers who were previ-
ously focused on keeping workers on the job are now encouraging employees by providing
essential tools and information and giving employees the freedom to meet.

Communities of practice also take the form of discussion boards, list servers, or other
forms of computer-mediated communication in which employees communicate electroni-
cally. In doing so, each employee’s knowledge can be accessed in a relatively quick man-
ner. It is as if employees are having a conversation with a group of experts. Wyeth
Pharmaceuticals has 11 communities of practice (COP) focusing on maintenance, shop
floor excellence.>® The COP’s make it easy for employees to share best practices, learn
from one another, and improve business processes. The maintenance function used its COP
to deliver more than 600 hours of training on new technology and maintenance processes.
This has resulted in more reliable equipment and higher productivity, such as increasing
equipment use in one manufacturing plant from 72 to 92 percent.

Despite the benefits of improved communication, a drawback to these communities is
that participation is often voluntary, so some employees may not share their knowledge
unless the organizational culture supports participation. That is, employees may be reluc-
tant to participate without an incentive or may be fearful that if they share their knowl-
edge with others, they will give away their personal advantage in salary and promotion

TABLE 4.10 Situations, Skills, and Knowledge Best Learned through Observation, Experience, and

Interacting with Others

Situations/Knowledge

Interpersonal Skills

Personal Knowledge Based on
Experience

Context-Specific Knowledge

Uncertainty or New Situations

Examples

Negotiating a merger, handling a problem employee
Closing a sale, creating a new candy bar, reducing
tension between employees

Managing in an international location, handling union
grievances, manufacturing with special equipment
Marketing a new product or service, using a new
technology for service or manufacturing

Source: Based on D. Leonard and W. Swap, “Deep Smarts,” Harvard Business Review (September 2004): 88-97.
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decisions.> (The role of organizational culture in learning is discussed in Chapter 5.)
Another potential drawback is information overload. Employees may receive so much
information that they fail to process it. This may cause them to withdraw from the com-
munity of practice.

Employees Need the Training Program to Be Properly
Coordinated and Arranged

Training coordination is one of several aspects of training administration. Training
administration refers to coordinating activities before, during, and after the program.>®
Training administration involves:

1. Communicating courses and programs to employees.
Enrolling employees in courses and programs.
Preparing and processing any pretraining materials such as readings or tests.
Preparing materials that will be used in instruction (e.g., copies of overheads, cases).
Arranging for the training facility and room.
Testing equipment that will be used in instruction.

Having backup equipment (e.g., paper copy of slides, an extra overhead projector
bulb) should equipment fail.

8. Providing support during instruction.
9. Distributing evaluation materials (e.g., tests, reaction measures, surveys).

10. Facilitating communications between trainer and trainees during and after training
(e.g., coordinating exchange of e-mail addresses).

11. Recording course completion in the trainees’ training records or personnel files.

No apwDn

Good coordination ensures that trainees are not distracted by events (such as an uncom-
fortable room or poorly organized materials) that could interfere with learning. Activities
before the program include communicating to trainees the purpose of the program, the
place it will be held, the name of a person to contact if they have questions, and any pre-
program work they are supposed to complete. Books, speakers, handouts, and videotapes
need to be prepared. Any necessary arrangements to secure rooms and equipment (such as
DVD players) should be made. The physical arrangement of the training room should com-
plement the training technique. For example, it would be difficult for a team-building ses-
sion to be effective if the seats could not be moved for group activities. If visual aids will
be used, all trainees should be able to see them. Make sure that the room is physically com-
fortable with adequate lighting and ventilation. Trainees should be informed of starting
and finishing times, break times, and location of bathrooms. Minimize distractions such as
phone messages; request that trainees turn off cell phones and pagers. If trainees will be
asked to evaluate the program or take tests to determine what they have learned, allot time
for this activity at the end of the program. Following the program, any credits or recording
of the names of trainees who completed the program should be done. Handouts and other
training materials should be stored or returned to the consultant. The end of the program is
also a good time to consider how the program could be improved if it will be offered again.
Practical issues in selecting and preparing a training site and designing a program are dis-
cussed later in the chapter.
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An interesting example that illustrates many of the features of good instruction that
have just been explained can be found in the training programs of the Culinary Institute
of America (CIA), located in the rolling hills of the Hudson River Valley, a 90-minute
drive from New York City. The CIA, the world’s finest training facility for chefs, has
approximately 2,000 full-time students in its degree programs. CIA graduates are chefs in
some of the best restaurants in the world and in prestigious private dining rooms (such as
the White House), and they direct food service operations for large hotel chains such as
the Marriott, Hyatt, Radisson, and Hilton. Besides offering degree programs, the CIA
also hosts more than 6,000 trainees from a wide variety of companies that have food ser-
vice operations.

Whether an instructor is teaching meat-cutting or sautéing techniques, the programs’
learning environments are basically the same. A lecture is followed by demonstration
and several hours of guided hands-on practice. The trainee then receives feedback from
the instructor. The trainer moves from a show-and-tell approach to become a coach over
the course of the training session. Videos are produced for every class that a student
will take. They can be viewed from residence halls or can be seen at the video learning
center where students can review the tapes at their own pace; the students control what
they see.

CIA programs deal not only with cognitive learning but also with physical and emo-
tional learning. In addition to cooking and baking courses, students are required to study
psychology, Total Quality Management, languages, marketing, communications, restau-
rant management, and team supervision. Physical fitness and stress management are
required parts of the curriculum. Why? Running a commercial kitchen involves long
hours and high levels of stress—it is very physically demanding. Thanks to the learning
environment created at CIA, the institute is recognized as the world leader in gastro-
nomic training as it provides a foundation of basic knowledge for chefs from around the
world.%®

INSTRUCTIONAL EMPHASIS FOR LEARNING OUTCOMES

The discussion of the implications of the learning process for instruction provide general
principles regarding how to facilitate learning. However, you should understand the rela-
tionship between these general principles and the learning process. Different internal and
external conditions are necessary for learning each outcome. Internal conditions refer to
processes within the learner that must be present for learning to occur. These processes
include how information is registered, stored in memory, and recalled. External condi-
tions refer to processes in the learning environment that facilitate learning. These condi-
tions include the physical learning environment as well as opportunities to practice and
receive feedback and reinforcement. The external conditions should directly influence the
design or form of instruction. Table 4.11 shows what is needed during instruction at each
step of the learning process. For example, during the process of committing training con-
tent to memory, verbal cues, verbal links to a meaningful context, and diagrams and mod-
els are necessary. If training content is not coded (or is incorrectly coded), learning will be
inhibited.
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TABLE 4.11 Internal and External Conditions Necessary for Learning Outcomes

Learning Outcome Internal Conditions External Conditions
Verbal Information
Labels, facts, and Previously learned knowledge and Repeated practice
propositions verbal information Meaningful chunks
Strategies for coding information Advance organizers
into memory Recall cues
Intellectual Skills
Knowing how Link between new and previously learned
knowledge
Cognitive Strategies
Process of thinking Recall of prerequisites, similar Verbal description of strategy
and learning tasks, and strategies Strategy demonstration

Practice with feedback
Variety of tasks that provide opportunity
to apply strategy

Attitudes
Choice of personal Mastery of prerequisites Demonstration by a model
action Identification with model Positive learning environment
Cognitive dissonance Strong message from credible source
Reinforcement
Motor Skills
Muscular actions Recall of part skills Practice

Coordination program Demonstration
Gradual decrease of external feedback

Source: Based on R. M. Gagne and K. L. Medsker, The Conditions of Learning (Fort Worth, TX: Harcourt-Brace College Publishers, 1996).

CONSIDERATIONS IN DESIGNING EFFECTIVE
TRAINING PROGRAMS

This chapter has discussed implications of learning theory for instruction. The importance
of objectives, meaningful material, properly coordinated and arranged training, and oppor-
tunities for practice and feedback has been emphasized. How do trainers ensure that these
conditions are present in training programs? This last section of the chapter discusses the
practical steps involved in designing effective training programs, courses, and lessons. This
includes selecting and preparing the training site, selecting trainers, creating a positive
learning environment and program design.

Selecting and Preparing the Training Site

The training site refers to the room where training will be conducted. A good training site
offers the following features:®’

1. Itis comfortable and accessible.

2. Itis quiet, private, and free from interruptions.
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TABLE 4.12
Details to
Consider
When
Evaluating a
Training Room

Source: Based on
C. L. Finkel, “Meet-
ASTD Training and
Development Hand-
book, 3d ed., ed.

R. L. Craig (New
York: McGraw-Hill,
1996): 978-89.

3. It has sufficient space for trainees to move easily around in, offers enough room for
trainees to have adequate work space, and has good visibility for trainees to see each
other, the trainer, and any visual displays or examples that will be used in training (e.g.,
videos, product samples, charts, slides).

Details to Be Considered in the Training Room
Table 4.12 presents characteristics of the meeting room that a trainer, program designer, or
manager should use to evaluate a training site. Keep in mind that many times trainers do
not have the luxury of choosing the “perfect” training site. Rather, they use their evaluation
of the training site to familiarize themselves with the site’s strengths and weaknesses in
order to adjust the training program and/or physical arrangements of the site (e.g.,
rearrange the trainer’s position so it is closer to electrical outlets needed to run equipment).
Because of technology’s impact on the delivery of training programs, many training
sites include instructor- and trainee-controlled equipment. For example, at Microsoft’s cus-
tomer briefing center in Chicago, Illinois, 16 different computer platforms, ranging from
laptops to mainframe systems, are available to use for training. Two seminar rooms include
videoconferencing technology, which allows training sessions to be transmitted from
Microsoft’s corporate headquarters in Redmond, Washington, to Chicago. The Chicago site
can link up to any of 25 Microsoft locations or a combination of 11 sites at once. Presen-
ters have access to a VCR, CD player, cassette decks, and document camera. The seminar

Noise. Check for noise from heating and air conditioning systems, from adjacent rooms
and corridors, and from outside the building.

Colors. Pastel hues such as oranges, greens, blues, and yellows are warm colors.
Variations of white are cold and sterile. Blacks and brown shades will close the room in
psychologically and become fatiguing.

Room structure. Use rooms that are somewhat square in shape. Long, narrow rooms
make it difficult for trainees to see, hear, and identify with the discussion.

Lighting. Main source of lighting should be fluorescent lights. Incandescent lighting
should be spread throughout the room and used with dimmers when projection is
required.

Wall and floor covering. Carpeting should be placed in the meeting area. Solid colors are
preferable because they are not distracting. Only meeting-related materials should be on
the meeting room walls.

Meeting room chairs. Chairs should have wheels, swivels, and backs that provide support
for the lower lumbar region.

Glare. Check and eliminate glare from metal surfaces, TV monitors, and mirrors.
Ceiling. Ten-foot-high ceilings are preferable.

Electrical outlets. Outlets should be available every six feet around the room. A telephone
jack should be next to the outlets. Outlets for the trainer should be available.

Acoustics. Check the bounce or absorption of sound from the walls, ceiling, floor, and
furniture. Try voice checks with three or four different people, monitoring voice clarity
and level.
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rooms have touchscreen systems controlling both the audiovisual equipment and the room
environment.>®

Although the use of technology in training is discussed in more detail in Chapter 8, it is
important to note that laptop computers create a desktop training environment that is replac-
ing trainers as the primary way to present training content. For example, at Ernst & Young,
an accounting and consulting firm, laptops are used by employees in tax, finance, consulting,
and auditing training courses to view visuals, work on case-study exercises, ask questions,
and access other information stored on the company’s intranet.>® The laptop connects
employees to Web-based training designed to help them gain prerequisites for training ses-
sions as well as provide follow-up information after they attend training. Instead of playing a
major role as presenters of content, trainers devote their time to coaching, providing feed-
back, and monitoring the progress of trainees. Trainers can “see” how trainees are working
and provide individualized feedback and coaching. Trainers can use the computer to ask
questions about what trainees are finding difficult in a particular training session. These
responses can be shared with other trainees or used to guide the trainer to hold special “help”
sessions or provide supplemental learning modules. The desktop training environment can
handle different sizes of training groups even if they are in assorted geographical areas.

Seating Arrangements Seating arrangements at the training site should be based on an
understanding of the desired type of trainee interaction and trainee-trainer interaction.%
Figure 4.4 shows several types of seating arrangements.

Fan-type seating is conducive to allowing trainees to see from any point in the room.
Trainees can easily switch from listening to a presentation to practicing in groups, and
trainees can communicate easily with everyone in the room. Fan-type seating is effective
for training that includes trainees working in groups and teams to analyze problems and
synthesize information.

If the training primarily involves knowledge acquisition, with lecture and audiovisual
presentation being the primary training method used, traditional classroom-type seating is
appropriate. Traditional classroom instruction allows for trainee interaction with the trainer
but makes it difficult for trainees to work in teams (particularly if the seats are not movable
to other locations in the room).

If training emphasizes total-group discussion with limited presentation and no
small-group interaction, a conference-type arrangement may be most effective. If the
training requires both presentation and total-group instruction, the horseshoe arrange-
ment is useful.

Choosing Trainers

Selecting professional trainers or consultants is one obvious possibility for companies.
Trainers, whether from inside or outside the company, should have expertise in the topic
and experience in training.®* Train-the-trainer programs are necessary for managers,
employees, and “experts” who may have content knowledge but need to improve presenta-
tion and communications skills, gain an understanding of the key components of the learn-
ing process (e.g., feedback, practice), or learn to develop lesson plans. This may involve
having employees and managers earn a certificate that verifies they have the skills needed
to be effective trainers. To increase their chances of success in their first courses, new
trainers should be observed and should receive coaching and feedback from more experi-
enced trainers. When companies use in-house experts for training, it is important to
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FIGURE 4.4
Examples of
Seating
Arrangements

Source: Based on

F. H. Margolis and
C. R. Bell, Managing
the Learning Process
(Minneapolis, MN:
Lakewood
Publications, 1984).
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emphasize that these experts convey training content in as concrete a manner as possible
(e.g., use examples), especially if the audience is unfamilar with the content. Experts may
have a tendency to use more abstract and advanced concepts that may confuse trainees.®?

Using managers and employees as trainers may help increase the perceived meaning-
fulness of the training content. Because they understand the company’s business, employee
and manager trainers tend to make the training content more directly applicable to the
trainees” work. Also, use of managers and employees can help increase their support for
learning and reduce the company’s dependency on expensive outside consultants. Serving
as trainers can be rewarding for employees and managers if they are recognized by the
company or if the training experience is linked to their personal development plans.

For example, when MasterCard became a public corporation it staged the largest training
event in the history of the company.5 The training event included a series of four and one-
half hour seminars in 36 cities involving most of the employees within a three-week time
period. The seminars involved using learning maps to help employees understand the com-
petitive marketplace that the company was entering, how MasterCard makes money, and
MasterCard’s business strategy and the competencies and actions needed to support the strat-
egy. To ensure that all employees would be involved in the training sessions, the seminars
were planned so that no more than 10 employees were seated at each table with a learning
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Training
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available from the
Steelcase Web site,
www.steelcase.com
(March 1, 2006).
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map. Each table required a facilitator who understood the training content and the instructor’s
guide and was skilled at facilitating group processes such as dealing with talkative trainees.
This instructional strategy required more than 200 trainers. The trainers (HR professionals)
participated in a simulated seminar that showed them how the training would work and how
to perform their required duties. The trainers needed to be comfortable with facilitation and
handling groups. They also learned how to teach the table coach’s role to local managers in
the same way it was taught to them: by reviewing the actual training experience. Follow-up
online sessions and Web sites were also developed for the trainers to review and prepare for
the seminars. The Web sites included planning checklists, sign-up sheets, people to call for
help, and sneak previews of the video presentations to be given by the CEO.

At Alltell, a wireless communications company, new trainers take a series of classes to
learn what they need to know and do.®* They can also work toward a higher level senior
trainer certification. In the senior trainer program, participants attend training either at the
company or through a vendor and their performance is evaluated. For example, at the end
of call center training, the trainer is evaluated in two ways. First, a training manager
observes the course and evaluates the new trainer’s instructional skills. Second, the new
trainer is evaluated based on the number of trainees who pass the test, certifying they have
the skills needed to work in a call center.

How Trainers Can Make the Training Site and Instruction
Conducive to Learning

As a trainer, you can take several steps to make the room and instruction conducive to
learning.®®

Creating a Learning Setting

Before choosing a training room, consider how the trainees are expected to learn. That is,
determine the extent to which trainees decide when, where, and how they will learn (self-
direction) and whether learning will occur by interactions with others (collaboration).®®
Table 4.13 describes the types of training rooms that are appropriate for the amount of self-
direction and collaboration necessary for learning. For example, a classroom with easy-to-
move furniture supports high collaboration but low self-direction; this classroom can be
used for lectures, presentations, discussions, and small groups. A distance learning room

For Learning that Requires: Suggested Training Rooms
High Collaboration, Low Self-Direction Classroom with breakout rooms

Lecture hall with breakout rooms
High Collaboration, High Self-Direction Breakout rooms

Project room
Conference room

Low Collaboration, Low Self-Direction Classroom
Computer classroom
Lecture hall

Low Collaboration, High Self-Direction Distance learning room
Media lab

Computer lab
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that includes computers, cameras, and data equipment supports learning that requires low
collaboration but high self-direction. Self-directed learning that requires little collabora-
tion is best suited for labs equipped with computers and software that supports online
learning, computer-based training, or software instruction. Of course, a dedicated training
space may not be necessary for these learning requirements because trainees can work
from their own personal computer at home or at work. The advantages and disadvantages
of online learning are discussed in Chapter 8, but be aware that employees may not like the
lack of face-to-face collaboration that occurs in online learning programs.

Think about the physical requirements of the training room. Do the trainees need to be
able to concentrate and write? Do they need to be able to see detailed visuals? Choose a
room large enough to meet your purpose, not just to accommodate a certain humber of
trainees. Avoid putting 25 people in a room that can seat 250. A small number of trainees
in a large room makes it impersonal and leaves people feeling insignificant. Consider the
room design well in advance of the session and work with the training site coordinator to
design a setting that meets your learning needs.

Preparation

You need to know your content very well. Use mental and physical rehearsals to help build
confidence and to evaluate the pace and timing of material. Observe master trainers to get
new ideas. Design the training from the audience’s perspective—ask “So what?” about
everything you plan to do. If you are using computers, CD-ROMs, the Internet, distance
learning, or other technologies, make sure you know how to work the equipment and have
backup materials in case the technology fails. Make sure your visuals are available in at
least two formats (e.g., PowerPoint slides and overheads). Arrive at the training room at
least 15 minutes early to make sure the room is set up correctly, materials are available, and
technology is functioning. Greet the trainees as they enter the room.

Classroom Management

Monitor the room for extra chairs, overflowing trash cans, and piles of materials left over
from previous training sessions. A messy, disorganized, uninviting training room creates
learning distractions. Give trainees frequent breaks so they can leave the room and return
ready to learn.

Interacting with Trainees

You as a trainer carry the responsibility for the trainees’ learning experience. You need to
communicate the topics that will be covered, the learning approach that will be used, and
the expectations for trainees. You need to be dramatic to draw attention to important points.
Research suggests that trainees have the best recall of training content when the trainer is
enthusiastic and avoids vocal distractions (e.g., use of “er” and “um”).%” Also, you should
use a relaxed style and make learners comfortable.%® As a trainer, you should recognize that
your expectations for trainees’ learning and your stereotypes can result in learners con-
firming those expectations (i.e., a self-fulfilling prophecy).®® Negative expectations held
by instructors can lead to learners’ negative evaluation of the training and the trainer.”
How you should engage trainees is based on both the size of the room and the number
of trainees. The larger the room, the more your gestures and movements must be exagger-
ated to get the audience’s attention. To create intimacy with the training group, you must
move close to them. Standing in the front of the room is a way to establish authority. One
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of the best ways to gain trainees’ attention is to facilitate discussion from different places
in the room. Strive to lead the instruction but focus on the trainees. Help trainees develop
their own answers, apply tools and techniques, and use reference materials to reach solu-
tions that are effective in training and on the job. Use questions that lead trainees to
answers or points you want to make. Continually strive for interaction with trainees—
trainees may have more real-life experiences, exposure to, or applications related to train-
ing topics than you do. Create a training environment where trainees can learn from each
other. Listen to trainees, summarize learning points, and provide feedback. Table 4.14 pro-
vides examples of how to get trainees involved in a training session.

Dealing with Disruptive Trainees

How can you deal with employees who don’t want to be trained despite being informed in
advance of the course and how it relates to the business?’! First, take charge of the session
immediately, communicate your credentials, and in a friendly but assertive way tell
employees why the training is important and how it will help them. Then let them vent their
frustrations. Useful methods for this activity are to have trainees describe what they would
be doing if they were not in the program, have trainees draw pictures of how the person
next to them feels about attending the training, or have trainees break into groups and then
ask some groups to make a list of the top 10 reasons not to be in the class and the other
groups to list 10 reasons to be in the class. Reassemble the class and discuss first the rea-
sons not to be in the class, and then end with the reasons why the trainees should be in the
class. For trainees who disrupt, sleep through, or constantly interrupt the training sessions,
consider using activities that get trainees moving, engaged, and energized.

Managing Group Dynamics

To ensure an even distribution of knowledge or expertise in groups, ask trainees to indicate
whether they consider themselves novices, experienced, or experts on a topic. Arrange the
groups so that they contain a mix of novice, experienced, and expert trainees. Group dynam-
ics can be changed by changing learners’ positions in the room. Pay attention to group
dynamics by wandering through the room and noticing which groups are frustrated or
stalled, who is withdrawn, and who is dominating the group. Your role is to make sure that
everyone in a group has an opportunity to contribute. Seating arrangements such as rectan-
gular tables often give trainees authority based on where they are seated. For example, the
end of a rectangular table is the position of authority. Putting a quiet person in the “power
seat” creates an opportunity for that person to assume a leade