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MODULE 1
INTRODUCTION TO TRAINING & DEVELOPMENT

What is Training & Development

Training refers to a planned effort by a company to facilitate employees’ learning of
job-related competencies. These competencies include knowledge, skills, or behaviours
that are critical for successful job performance. The goal of training is for employees to
master the knowledge, skill, and behaviours 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 competitive 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 employees), an understanding of the customer or manufacturing
system.

Many companies have adopted this broader perspective, which is known as highleverage 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 company. 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 identifying training needs and help to ensure
that employees use training in their work. To facilitate the sharing of knowledge,
managers may use informational maps that show where 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
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Internet that allows employees in various business units to work simultaneously on
problems and share information.
Today, training is being evaluated not on the basis of the number of programs offered
and training activity in the company but on how training addresses business needs
related to learning, behaviour 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 business 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 motivation through pay and incentives.
Why Training is Essential or Need for Training?
•

Training is considered as necessary evil

•

Training helps the employee to transition KSA.

•

Training makes employee meet organization goals

•

Training helps an employee to understand Job Better

•

Training also puts an employee to challenge himself to get upskilled

•

It is platform to tune his brain more competent and open to learn new things

•

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.
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Factors influencing Training & Development

ECONOMIC CONDIDTIONS
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 opportunity for
companies to take a closer look at training and development to identify those activities 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.

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 company’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 their work.
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EXAMPLES OF INTANGIABLE ASSETS

HUMAN
CAPITAL

SOCIAL
CAPITAL

Tacit knowledge

Customer relationships

Education

Brands

Work-related know-how

Customer loyalty

Work-related competence

Distribution channels

Corporate culture
Management philosophy
Management practices
Informal networking

Patents

systems
Coaching/mentoring

Copyrights
Trade secrets

CUSTOMER
CAPITAL

INTELLUCTUAL
CAPITAL

Intellectual property

relationships

Intellectual capital refers to the codified knowledge that exists in a company. 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 accomplishing 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 advantage.
Several studies show that investments in training and development lead to increases in financial
performance, productivity, and innovation. The American Society for Training and
Development (ASTD) found that companies that invested the most in training 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 development have a direct influence on
human and social capital because they affect education, work-related know-how and
competence, and work relationships. Training and development 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.
As mentioned earlier in the chapter, intangible assets such as human capital also contribute to
a company’s competitive advantage because they are difficult to duplicate or imitate. For
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example, consider companies in the airline industry. Southwest Airlines is consistently
profitable and usually ranks high in on-time arrivals and other indicators.
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 labour, but through what they
know, perhaps about customers or a specialized body of knowledge. Employees cannot 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. Knowledge workers are in demand
because of the growth of jobs requiring them.
Employee Engagement
To fully benefit from employee 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 company.
Employees who are engaged in their work and committed to their companies give those
companies a competitive advantage, including higher productivity, better customer service, and
lower turnover.
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 company
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. How do we know if an employee is engaged? An
engaged employee is passionate about their work, is committed to the company and its mission,
and works hard to contribute.
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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.
Technological advances, changes in the workforce 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.
A changing environment means that all employees must embrace a philosophy of
learning. A learning organization embraces a culture of lifelong learning, enabling all
employees to acquire and share knowledge continually. Improvements in product or service
quality do not stop when formal training is completed. Employees need to have the financial,
time, and content resources (such as courses, experiences, and development opportunities)
available 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 are
actively encouraged to share knowledge with colleagues and other work groups across the
company using e-mail and the Internet.
For a learning organization to be successful, teams of employees must collaborate to meet
customer needs. Managers need to empower employees to share knowledge, identify problems,
and make decisions, which allows the company to experiment and improve continuously.
Social collaboration and social networking technology are helping employees share knowledge
and contribute to the development of a learning organization.

FOCUS ON LINKS TO BUSINESS STRATEGY
Given the important role that intangible assets and human capital play in a company’s
competitiveness, managers are beginning to see a more important role for training and
development 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 company
successfully implement its strategy and reach business goals.
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CHANGING DEMOGRAPHICS AND DIVERSITY OF THE WORKFORCE
Companies face several challenges as a result of increased demographics and diversity of the
workforce. 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 18 million between 2012 and
2022, reaching 163 million by 2022.62 The workforce will be older and more culturally diverse
than at any time in the past 40 years.
Aging Workforce
Projected distribution of the age of the workforce in 2012 and 2022. In 2018, baby boomers
will be 57 to 70 years old, and this age group will grow significantly between 2012 and 2022.
The labor force will continue to age. The 55-andolder age group is expected to grow by
approximately 12 million to 42 million in 2022, representing a 29 percent increase between
2012 and 2022. This 12 million is nearly all of the 8.5 million workers who are projected to be
added to the workforce by 2022.64 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 on 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 careers. Older people want to work, and
many say they plan a working retirement. Despite myths to the contrary, worker performance
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 of transitioning 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.
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Generational Differences
YEAR BORN
1925-45

GENERATIONS
Traditionalists
Silent Generation
1946-64
Baby Boomers
1965-80
Generation X
1981-95
Millennials
Generation Y
Echo Boomers
1996Generation Z
Digital Natives
Table 1.3: Generations in the Workforce

AGE GROUP
>69
51-69
35-50
20-34

<20

Five generations are represented in the workforce, each one with unique and similar
characteristics to the others. In Table 1.3, the year born, nicknames, and ages of each generation
are shown. Consider some of the attributes that are believed to characterize each generation.
For example, millennials also known as Generation Y or Echo Boomers, grew up with access
to computers at home and school and access to the Internet. They grew up with diversity in
their schools and were coached, praised, and encouraged for participation rather than
accomplishment by their baby boomer parents. Millennials are characterized as being
optimistic, willing to work and learn, eager to please, self-reliant, globally aware, and value
diversity and teamwork. They are also believed to have high levels of self-esteem, to the point
of narcissism sometimes.
Generation Xers grew up during a time when the divorce rate doubled, the number of
women working outside the home increased, and the personal computer was invented. They
were often left to their own devices after school (latchkey kids). They value scepticism,
informality, and practicality, seek work-life balance, and dislike close supervision. They tend
to be impatient and cynical. They have experienced change in all of their lives (in terms of
parents, homes, and cities).
Baby boomers, the “Me” generation, marched against the “establishment” for equal
rights and an end to the Vietnam War. They value social conscientiousness and independence.
They are competitive, hardworking, and concerned with the fair treatment of all employees.
They are often considered to be workaholics and rigid in conforming to rules.
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Traditionalists or the Silent Generation grew up during the Great Depression and lived
during World War II. They tend to value frugality, are patriotic and loyal, adhere to rules, loyal
to employers, and take responsibility and sacrifice for the good of the company.
It is important to note that although generation differences likely exist, members of the
same generations are no more alike than members of the same gender or race. Research
suggests that different generations of employees have similarities as well as differences.
Differences in work ethic have been found between baby boomers, Generation Xers, and
millennials. However, millennial employees are more similar than different from other
generations in their work beliefs, job values, and gender beliefs. The lack of study of
generational differences over time, the inability of most studies to separate generational effects
from age or life stage, and possible differences across generation in how they interpret survey
items used in studies means that you should be cautious in attributing differences in employee
behaviors and attitudes to generational differences. Also, treating employees differently based
on their age, such as only inviting younger employees to attend training or development
programs, may result in adverse legal consequences.
Nonetheless, members of each generation may have misperceptions of each other,
causing tensions and misunderstanding in the workplace. For example, millennials may think
Generation X managers are bitter, jaded, abrasive, uninterested in them, and poor delegators.
In turn, their Generation X managers consider millennials too needy for attention, demanding,
and overly self-confident. Millennials might believe that baby boomers are too rigid and follow
company rules too closely. They believe that employees in the older generations have been too
slow to adopt social media tools and value tenure over knowledge and performance.
Traditionalists and baby boomers believe that millennials don’t have a strong work ethic
because they are too concerned with work-life balance. Also, members of the younger
generations may resent baby boomers and traditionalists who are working longer before
retiring, thus blocking promotions and career moves for younger workers.
Companies can use increased diversity to gain a competitive advantage. A Society for
Human Resource Management (SHRM) survey of its members showed that 68 percent have
practices to address workplace diversity. Important outcomes expected from diversity practices
included improved public image of the company, improved financial bottom line, decreased
complaints and litigation, and retention and recruitment of a diverse workforce.
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Training plays a key role in ensuring that employees accept and work more effectively with
each other. To successfully manage a diverse workforce, 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 backgrounds,
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.
Consider the programs that several companies are offering to capitalize on older
employees’ skills and accommodate their needs, provide training and development
opportunities that appeal to a diverse workforce, and cope with generational differences. Many
of these programs are a part of companies’ efforts to manage diversity,
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
reaching multicultural women and women of color. The company has since created a program,
titled “Crossing the Finish Line,” for high-performing, high-potential multicultural women and
women of color. The program includes a two-and-a-half day project 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 & Johnson 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 differences and creates an awareness of how an
employee’s culture might affect his or her career.
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Dell Inc., a technology company, provides a course for all of its new managers that
includes topics such as leading multigenerational teams and developing connections with the
employees who report to them. All successful managers at Dell must have the ability to relate
to and motivate a multigenerational workforce, to create teams to work together, and to
encourage an entrepreneurial spirit, regardless of what generation the managers come from.
Dell also uses employee resource groups for employees to connect, build relationships, and
network. For example, the resource group for millennials is called “GenNext.” Dell also
encourages employees to participate in discussion with managers about new ways to consider
where and how work gets done. This allows employees to choose to work remotely and
telecommute, which helps them meet their personal needs, yet successfully complete their
work.
MasterCard Inc., the credit card company, is now focusing on developing payment and
security innovations. The percentage of MasterCard’s employees from the millennial
generation has grown from 10 percent in 2010 to 38 percent in 2014. As a result, MasterCard
created learning programs that are more appealing to the ways that millennials want to learn.
For example, an e-learning program that uses gamification and animation was developed to
make required information security and compliance training more fun and less dull and boring.
Employees take the roles of “superheroes” to prevent security issues such as not opening emails that might contain malware. Within the experience employees become characters in the
scenario and they have to make important decisions.

TALENT MANAGEMENT
Talent management refers to the systematic, planned, and strategic effort by a company to use
bundles of human resource management practices, including acquiring and assessing
employees, learning and development, performance management, and compensation to attract,
retain, develop, and motivate highly skilled employees and managers. Talent management is
becoming increasingly more important because of changes in demand for certain occupations
and jobs, skill requirements, the anticipated retirement of the baby boomer generation, and the
need to develop managerial talent and skills of the next generation of company leaders. Also,
the results of surveys suggest that opportunities for career growth, learning, and development,
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and the performance of exciting and challenging work are some of the most important factors
in determining employees’ (especially millennials) engagement and commitment to their
current employer
For Cognizant, a global technology solutions company, business is based on knowledge
which depends on the skills of its workforce.77 Talent development is seen as a strategic
business driver. To develop talent, all employees have individual development plans that
support their career goals. Learning at Cognizant focuses on building both technical and
leadership talent to ensure employees help improve their clients’ businesses. Cognizant has
several programs to build talent. The Career Architecture program helps employees choose a
career track that matches their interests and skills. It helps identify training courses and job
rotations that can help employees move along their career track. The Emerging Partners
program develops senior account managers and senior delivery managers. The program
includes case studies, role-plays, and simulations. More than 100 managers have completed
the program and 45 percent have moved within six months into leadership roles involving
interactions with clients. Approximately 50.6 million job openings are expected, more than
two-thirds from the need to replace workers who retire or leave. Most of the employment
growth between 2012 and 2022 is expected to be in service-providing occupations.
Employment in construction is the second highest projected employment increase, resulting in
1.6 million new jobs between 2012 and 2022.
Keep in mind that there are likely some exceptions to these projected trends. Companies
that require specialized labor to make industrial lathes, computer chips, and health-care
products requiring specialized skills, plan to expand and locate near towns and cities that have
such an available workforce. Table 1.4 shows ten of the thirty fastest-growing occupations
projected between 2012 and 2022. Of the thirty fastest-growing occupations, fourteen are
related to health care (such as personal care aids, home health aides, genetic counselors, and
physical therapists) and five are related to construction (insulation workers, brickmasons and
blockmasons, electrical, tile, and marble setters’ helpers). Slightly less than two-thirds of the
thirty fastest-growing occupations require education beyond high school, i.e., at least an
associate’s degree or higher. Occupations requiring education beyond high school are expected
to grow faster and pay more per year (an estimated $30,000) than those requiring a high school
diploma or less. Occupations that require an apprenticeship for training, including many
construction jobs, are projected to grow approximately 22 percent between 2012 and 2022,
which is faster than for jobs requiring any other type of on-the-job training.
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EMPLOYEMENT CHANGE 2012-2022
Occupation

Number

Percent

(in thousands)

Most Significant
Education or Training

1

53

Master’s degree

Personal care aids

581

49

Short-term, on-the-job training

Home health aids

424

49

Short-term, on-the-job training

Insulation workers

14

47

Short-term, on-the-job training

Interpreters and translators

29

46

Bachelor’s degree

Diagnostic medical sonographers

27

46

Associate’s degree

Helpers – Brick, block, and stone

11

43

Associate’s degree

Occupational therapy assistants

13

43

Master’s degree

Genetic counsellors

1

41

Master’s degree

Physical therapy assistants

29

41

Master’s degree

Industrial-organizational
psychologists

masons, tile and marble setters

Table 1.4 Examples of the Fastest-Growing Occupation
Especially in occupations with functions less conducive to technology-drive productivity
innovations—many jobs in health services and educational services, for example— quality of
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 necessary skills by
the time the baby boomers begin leaving the labor force. Many of the company’s retirees come
back to work part-time. They review the information on the company wiki, identify gaps in
missing knowledge, and provide content. Their experiences provide the “how,” “what,” and
“why” that gives context to the wiki content. ConocoPhillips also uses mentoring programs
pairing up less-experienced employees with more senior employees to facilitate knowledge
sharing.
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Skill Requirements

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, students,
vendors, and suppliers). Cognitive and interpersonal skills are important because in the serviceoriented economy, employees must take responsibility for the final product or service. 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 educational attainment, so
many firms use a college degree as a standard to screen prospective employees. Companies
also need employees with STEM skills. STEM skills refer to skills in science, technology,
engineering, and math.
Microsoft is developing STEM skills through efforts to ensure that teachers are trained
to use technology in the classroom and using Microsoft employees as part-time co-teachers.
Microsoft IT Academy provides teachers and students with opportunities to become certified
in different types of software, such as Microsoft Office. The exposure the program exposes
students to STEM careers that they might not have considered.

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 managerial
positions. This is attributed to the aging of the workforce, 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 marketing practices, and
interact and manage employees from different cultural backgrounds. Managers contribute to
employee engagement by performing basic management functions (planning, organizing,
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controlling, leading) but also through using good communication skills, helping employees
develop, and working collaboratively with employees.
A number of surveys suggest that millennials are interested in opportunities for career
progression, including becoming managers and leaders, and they are significantly more likely
to want formal leadership development opportunities than employees from other generations.
Employees from all generations have strengths and weaknesses in management skills.
Millennials are strong in adaptability and customer focus. They are similar to Generation Xers
in important leadership and interpersonal skills, including developing others, gaining
commitment, and communication. To be effective mangers and leaders, millennials need to
develop decision-making and planning and organizing skills and learn how to set high work
standards.

CUSTOMER SERVICE AND QUALITY EMPHASIS
A company’s customers judge its 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, anticipating
future needs, 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.
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.
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Total Quality Management (TQM) is a companywide effort to continuously improve
the ways people, machines, and systems accomplish work.93 Core values of TQM include the
following:
•

Methods and processes are designed to meet the needs of internal and external

•

customers.

•

Every employee in the company receives training in quality.

•

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

•

The company promotes cooperation with vendors, suppliers, and customers to improve

•

quality and hold down costs.

•

Managers measure progress with feedback based on data.

There is no universal definition of quality. The major differences in its various definitions
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 manufacturing process
meets engineering standards.

Training can help companies meet the quality challenge by teaching employees a concept
known as “lean thinking.” Lean thinking is a way to do more with less effort, equipment, space,
and time, but still provide 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.
Baylor Health Care System wanted to decrease waste and improve patient satisfaction and
outcomes through implementing lean thinking and process improvements in several of its
hospitals. This included training employees for how to make changes to work processes. Lean
thinking and process improvement supported by training provided significant value. For
example, The Corporate Supply Management team eliminated two-thirds of the time for
completing contracts, developed a decision tree for different types of projects, and reduced
errors saving $10 million.
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NEW TECHNOLOGY
Technology has reshaped the way we play, communicate, plan our lives, and work. Many
companies’ business models include e-commerce, which allows consumers to purchase
products and services online. The Internet is a global collection of computer networks that
allows users to exchange data and information.
Influence on Training
Advances in sophisticated technology along with reduced costs for the technology are changing
the delivery of training, making training more realistic, and giving employees the opportunity
to choose where and when they will work. New technologies allow training to occur at any
time and any place. Technological advances in electronics and communications software have
made possible mobile technology such smart phones, notebook computers, and iPads, and
enhanced the Internet through developing the capability for social networking. Social
networking refers to websites such as Facebook, Twitter, and Linkedln, wikis, and blogs that
facilitate interactions between people, usually around shared interests.
In general, social networking facilitates communications, decentralized decision
making, and collaboration. Social networking can be useful for busy employees to share
knowledge and ideas with their peers and managers, with whom they may not have much time
to interact in person on a daily basis. Employees, especially young workers from the millennial
or Gen-Y generations, have learned to use social networking tools such as Facebook throughout
their lives and see them as valuable tools for both their work and personal lives.
Despite its potential advantages, many companies are uncertain as to whether they
should embrace social networking. They fear, perhaps correctly, that social networking will
result in employees wasting time or offending or harassing their co-workers. But other
companies believe that the benefits of using social networking for human resource practices
and allowing employees to access social networks at work outweigh the risks. They trust
employees to use social networking productively and are proactive in developing policies about
personal use and training employees about privacy settings and social network etiquette. They
realize that employees will likely check their Twitter, Facebook, or Linkedln accounts, but they
ignore it unless productivity is decreasing. In some ways, social networking has become the
electronic substitute for daydreaming at one’s desk or walking to the break room to socialize
with co-workers.
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Technology is pushing the boundaries of artificial intelligence, speech synthesis,
wireless communications, networked virtual reality and adaptive learning.107 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 and use sound and motion to simulate different situations such
as a baby crying or a patient in pain.

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
computer allows the manufacture of different products simply by reprogramming the computer.
As a result, labourer, material handler, operator/assembler, and maintenance jobs may be
merged into one position. Computer-integrated manufacturing requires employees to monitor
equipment and troubleshoot problems with sophisticated equipment, share information with
other employees, and understand the relationships among all components of the manufacturing
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.
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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:
•

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.

•

Rewards and compensation are linked to company performance.

•

Equipment and work processes encourage maximum flexibility and interaction between

•

employees.

•

Employees participate in planning changes in equipment, layout, and work methods.

•

Employees understand how their jobs contribute to the finished product or service.

Besides changing the way that products are built or services are provided within company’s
technology has allowed companies to perform work using virtual teams. Virtual teams refer to
teams with members that are separated by time, geographic distance, culture, and/or
organizational boundaries and that rely almost exclusively on technology (such as e-mail,
Internet, and 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 communications
skills, trust between members that they will meet deadlines and complete assignments, and an
understanding of cultural differences (if the teams have global members).
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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. 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 management
role, but, because of their other responsibilities, they are involved to a lesser extent than are
specialists who hold other jobs. Human resource managers may also be required to complete
many of the training roles, although their primary responsibility is in overseeing the human
resources functions of the division, department, or company (e.g., staffing, recruiting,
compensation,

benefits).

Special

knowledge,

skills,

or

behaviours—also

called

competencies—are needed to perform each role successfully.
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The most comprehensive study of training professionals has been conducted by the
ATD. The above image shows the ATD competency model. The model describes what it takes
for an individual to be successful in the training and development field. It includes specific
areas of expertise and foundational competencies. The areas of expertise include knowledge
and behaviours required by different roles (e.g., change management, learning technologies,
training delivery). Although training professionals spend most of their time designing learning
(instructional design), delivering training, managing learning programs, identifying, selecting,
and using learning technologies, and coaching (working one-on-one with employees to help
them develop), they do spend time in other areas as well. The model recognizes that
performance improvement (designing and developing solutions to close performance gaps),
talent management (including talent acquisition, development, and retention), and knowledge
management are other important areas of expertise.
The foundational competencies anchor the competency model. The foundational
competencies include interpersonal skills, business skills, personal skills, global mindset,
industry knowledge, and technology literacy. 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.
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, mobile learning, and knowledge management systems) and the ability to manage
managers, engineers, scientists, and others who may have more experience, knowledge, or
technical savvy than the trainer.
Who Provides Training?

In most companies, training and development activities are provided by trainers, managers, inhouse consultants, and employee experts. However, as the snapshot of training practices
suggests, training and development activities are also outsourced. Outsourcing means that
training and development activities are provided by individuals outside the company. Training
providers outside the company include colleges and universities, community and junior
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colleges, technical and vocational institutions, product suppliers, consultants and consulting
firms, unions, trade and professional organizations, and government organizations.
Who Is in Charge of Training?
Training and development can be the responsibility of professionals in human resources,
human resource development, or organizational development. Companies may also have entire
functions or departments called human resources, human resource development, talent
management or 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 responsibility.
At this point, training becomes one of the responsibilities of the employee in charge of human
resources. In mid-sized to large organizations, training can be the responsibility of human
resource professionals, or it can come from a separate function known as human resource
development, talent management, development, learning, or organizational development.
As companies grow and/or recognize the important role of training for business success,
they form an entire training or learning function. The training function may include
instructional designers, instructors, technical training, and experts in instructional technology.
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 business
units. The training and development department at A. G. Edwards has a learning center 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 manager certification program
succeeded because the branch managers were involved in identifying 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 program. Regardless of the organizational
approach used for the training function, it must help meet the training needs of the business.
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The Evolution of Training: From an Event to Learning
Learning occurs through training, development, informal learning, and knowledge
management. Training and development programs that are organized and created by the
company, i.e., formal training and development programs, are one way to ensure that
employees learn. In less strategic approaches, training involves a series of programs or events
that employees are required to 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, training provides no information that
would help employees understand the relationship between the training content and their job
performance, 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 anticipate the knowledge and
skills that employees need in the future. These assumptions are true for certain skills, such as
communication and conflict resolution. However, these training events or programs will need
to be more closely tied to performance improvement and business needs to receive support
from top management.
Key Features of a Learning Organization
Supportive Learning Environment
•

Employees feel safe expressing their thoughts about work, asking questions,
disagreeing with managers, and admitting mistakes.

•

Different functional and cultural perspectives are appreciated.

•

Employees are encouraged to take risks, innovate, and explore the untested and
unknown, such as trying new processes and developing new products and services.

•

Thoughtful review of the company’s processes is encouraged.

Learning Processes and Practices
•

Knowledge creation, dissemination, sharing, and application are practiced.

•

Systems are developed for creating, capturing, and sharing knowledge.
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Managers Reinforce Learning
•

Managers actively question and listen to employees, encouraging dialogue and debate.

•

Managers are willing to consider alternative points of view.

•

Time is devoted to problem identification, learning processes and practices, and postperformance audits.

•

Learning is rewarded, promoted, and supported

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 HRM 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 quality
of the products or services. However, with the emphasis on the creation of intellectual 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, and
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 and give feedback). 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 control techniques
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Manage individual and team performance. Motivate employees to change performance,
provide performance feedback, and monitor training activities. Clarify individual and team
goals and ensure alignment with company goals.
Develop employees and encourage continuous learning. Explain work assignments and
provide technical expertise. Create environment that encourages learning.
Plan and allocate resources. Translate strategic plans into work assignments and establish
target dates for projects.
Coordinate activities and interdependent teams. Persuade other units to provide products or
resources needed by the work group, and understand the goals and plans of other units. Ensure
that the team is meeting internal and external customer needs.
Manage group performance. Define areas of responsibility, meet with other manager to
discuss effects of changes in the work unit on their groups, facilitate change, and implement
business strategy.
Facilitating decision-making process. Facilitate team and individual decision making.
Encourage the use of effective decision-making processes (dealing with conflict, statistical
process control).
Creating and maintaining trust. Ensure that each team member is responsible for his or her
workload and customers. Treat all team members with respect. Listen and respond honestly to
team ideas.
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 status 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., represent
the work unit). Of course, the amount of time that managers devote to some of these roles is
affected by their level. Line managers spend more time managing individual performance 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 (especially managing change).
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Executives also spend time monitoring the business environment by analyzing market trends,
developing relationships with clients, and overseeing sales and marketing activities.
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
• Setting 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 willingness
to learn constantly (learner)
• Promoting the company’s commitment to learning by advocating it in speeches, annual
reports, interviews, and other public relations tools (marketing agent)

Integration of Business Units
The degree to which a company’s units or businesses are integrated affects the kind of training
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.
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
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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 a knowledge-based economy
(including the information technology and pharmaceuticals areas), product development
depends 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 current employees. Studies of
what factors influence employee retention suggest that employees rate working with good
colleagues, having challenging job assignments, and getting opportunities for career growth
and development as top reasons for staying with a company. Across all industries, from hightech to retailing, companies are increasingly relying on training and development to attract new
employees and retain current ones

Needs Assessment
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. Needs
assessment refers to the process used to determine whether training is necessary.
Needs assessment typically involves organizational analysis, person analysis, and task
analysis.1 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. Person analysis helps 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 employee readiness for training. Task analysis
identifies the important tasks and knowledge, skills, and behaviors that need to be emphasized
in training for employees to complete their tasks
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WHY IS NEEDS ASSESSMENT NECESSARY?
Needs assessment is important because a manager or other client asking for training (which
focuses on closing skill gaps resulting from a lack of knowledge or skill) could really be asking
for or need something else, such as employee motivation, changing perspectives or attitudes,
or redesigning workflow.2 If a manager requests training for a performance problem, what he
or she is looking for is a solution to a problem that may (or may not) involve training. In
conducting a needs assessment, your role is to determine if training is the appropriate solution.
Needs assessment is the first step in the instructional design process, and if it is not
properly conducted, any one or more of the following situations could occur:
•

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

•

Training programs may have the wrong content, objectives, or methods.

•

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
unrelated to the company’s business strategy.
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WHO SHOULD PARTICIPATE IN NEEDS ASSESSMENT?
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 that all stakeholders are included
in the need’s assessment. Stakeholders include persons in the organization who have an interest
in training and development and their support is important for determining its success (or
failure). Stakeholders include company leaders and top-level managers, mid-level managers,
trainers, and employees who are end users of learning. There are several ways to ensure that
stakeholders are involved in needs assessment. One way is through establishing formal
advisory groups that meet on a regular basis to discuss learning issues. Another way is to ensure
that relevant stakeholders are included in interviews, focus groups, crowdsourcing, and surveys
used for needs assessment. Traditionally, only trainers were concerned with the needs
assessment process.
Table shows the questions that company leaders, mid-level managers, trainers, and
employees are interested in answering for organizational analysis, person analysis, and task
analysis. Company leaders include directors, CEOs, and vice presidents. Company leaders
view the needs assessment process from the broader company perspective rather than focusing
on specific jobs. Company leaders 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
and compensation of employees). Company leaders want training to anticipate needs, aligned
with where the business is going. Training and development needs to improve employee
performance in such a way that it supports the business strategy. Learning efforts (training,
development, knowledge management) need to be an integrated and holistic approach (rather
than a series of fragmented courses and programs) that adds value to the company. Company
leaders are also involved in identifying what business functions or units need training (person
analysis) and in determining if the company has the knowledge, skills, and abilities in the
workforce that are necessary to meet its strategy and be competitive in the marketplace. Midlevel managers are more concerned with how training may affect the attainment of financial
goals for the particular 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.
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Key Concerns of Company Leaders, Mid-Level Managers, Trainers, and Employees in
Needs Assessment
Company Leaders

Mid-Level

Trainers

Employees

Managers
Organizational

Is training important

Do I want to

Do I have the Is learning

Analysis

to achieve our

spend money on

budget to buy rewarded? Can I

business objectives?

training?

training

advance my

How does training

How much?

services?

career?

support our business

Will managers

Does my manager

strategy?

support

encourage and

What are the threats

training?

allow me to attend

to our talent base?

training? Can I
access learning?

Person

Do employees in

Who should be How will I

Do I want to learn?

Analysis

specific functions or

trained?

identify which

Can I learn the

business units need

Managers?

employees

training content?

training?

Professionals?

need training?

Will the content be

What do employees

Core employees?

valuable to me?

need to do to
accomplish our
business objectives?
Task Analysis

Does the company

For what jobs can

For what tasks

What knowledge,

have people with

training make the

Should

skills, tasks, or

the knowledge,

biggest difference

employees

competencies

skills, and abilities

in product quality

be trained?

do I need for my

or competencies

or

What

current job? Future

needed to compete

customer service?

knowledge,

jobs? My career?

in the marketplace?

skills, ability,
or other
characteristics
are
necessary?
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METHODS USED IN NEEDS ASSESSMENT
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 provide
information regarding the training requirements, tasks, and conditions under which the job is
performed. Historical data review involves collecting performance data from electronic or
paper records. It provides information regarding current performance levels, which is useful
for identifying gaps between actual and desired performance. For example, a needs assessment
conducted at a hospital to determine the causes of a high number of errors in radiology orders
(e.g., x-rays) from physicians collected historical data on errors, including incorrect exams,
examination of the wrong side of the patient’s body, use of incorrect diagnosis codes, and
duplicate orders.9 The historical data was used along with semi structured interviews and
observations to identify the causes for the errors and interventions to reduce them. 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,

Because no single 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 surveys is that information can be collected from a large
number of persons. Also, surveys allow many employees to participate in the needs assessment
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process. However, when using surveys, it is difficult to collect detailed information 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. Crowdsourcing can also be used for needs
assessment. In this context, crowdsourcing refers to asking stakeholders to provide information
for needs assessment.
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.

Program Design
An effective training program also needs a high-quality program design to maximize trainee
learning and transfer of training. Program design refers to the organization and coordination of
the training program. It is important to take a broad perspective when designing training,
regardless of whether it is an online or a face-to-face training program, class, or course.
Employees have to be motivated to attend training events, use what they learned on their job,
share their knowledge and skills with others, and continue to shape and modify the knowledge
and skills acquired to meet changing business and job demands. This means that program
design should include not only what goes on during training based on course and lesson plans,
but also creating conditions before the training event to ensure that trainees are willing, ready,
and motivated to learn knowledge and skills. In addition, program design should include taking
steps to ensure that after training, the acquired knowledge and skills are used on the job and
shared with other employees.
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CONSIDERATIONS IN DESIGNING EFFECTIVE PROGRAMS
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. It is comfortable and accessible.
2. It is quiet, private, and free from interruptions.
3. It has sufficient space for trainees to move around easily, 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 (e.g., videos, product samples, charts,
and slides)
Training sites can be on-site in a training room located at company offices or off-site at
a hotel, resort, conference center, or college campus. There is no right answer as to whether
training should be held on-site or off-site. Both on-site and off-site training have potential
benefits that need to be considered. The benefits of off-site training include actual and
perceived savings of transportation, food and beverage costs, space and equipment rental costs,
and ease of using local employees to serve as instructors for some or part of the training. The
benefits of off-site training include less chance of business-related disruptions resulting in
improved trainee focus, a more memorable training setting and experience, providing a
message that the company values training by investing in it, and better opportunities for
networking. For example, leaving the office for off-site training provides a mental and physical
break from work that can help trainees focus on learning rather than being distracted by
interruptions from staff and customers. Regardless of the location, to improve their focus on
training content, trainers need to ask learners to turn off their cell phones (unless they are being
used for learning purposes).
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.8 Train-the-trainer programs are necessary for managers, employees,
and “experts” who may have content knowledge but need to improve presentation and
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communications skills, gain an understanding of the key components of the learning process
(e.g., feedback, practice), or learn to develop lesson plans. This may involve having employees
and managers earn a certificate verifying that 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 experienced trainers. When
companies use in-house experts for training, it is important to emphasize that these experts
convey training content in as concrete a manner as possible (e.g., use examples), especially if
the audience is unfamiliar with the content. Experts may have a tendency to use more abstract
and advanced concepts that may confuse trainees.
Preparation of Materials
You need to know your content very well. Use mental and physical rehearsals to help build
your 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, videos, 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 that 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.
Know the Audience: Age, Generation, and Personality Differences
To be an effective trainer, you need to stay in touch with pop culture and world events, be
familiar with relevant studies and surveys, and know your audience. Trainers need to be aware
of the shared values of the learners that may be based around age, personality, or other
characteristics such as geography or profession. This will help you use language, examples,
stories, illustrations, and references in training that the learners can relate to based on their
experiences.
Age and Generational Differences Traditionalists prefer a standard training room with a
stable, orderly learning environment. 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.
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Baby boomers prefer classroom learning. Baby boomers respond well to interactive
training activities—they like group activities and 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 that training content
will benefit them personally. Baby boomers need to work on translating the knowledge they
have into skills. This means trainers should ensure that within courses and programs there are
opportunities for boomers to put knowledge gained into practice.
Members of Generation X (Gen Xers) prefer a self-directed learning environment that
includes technology-delivered methods. They respond best to training methods that allow them
to work at their own pace: CD-ROMs and web-based training, for instance. 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. Question and answer sessions help
meet Gen Xers’ need for giving and receiving feedback.
Although they are techno-savvy, millenniums like to learn by working alone and
helping others to learn. They prefer a blended learning approach that involves self-paced online
learning for acquiring basic concepts, ideas, and knowledge, followed by group activities and
hands-on practice in which they work with others on questions, cases, and role-playing. They
are motivated to learn skills and acquire knowledge that will help make their working lives less
stressful and increase their employability. They place a high value on money so linking training
to monetary incentives may facilitate learning. Millennials value experiences that can help
them grow, want meaning from their work, access to great technology, space for socialization
and collaboration, and honest feedback. Nexters (like Gen Xers) prefer interactive training
activities that are visually stimulating with more images than text. Training should be
interactive, use multimedia presentation (visuals, voice, and music), and incorporate gaming,
if possible. Milliennials have adopted the social media platforms and technology for not just
networking but for learning.
To keep all learners’ attention, information should be presented in shorter modules no
longer than twenty minutes. This should be followed by activities and discussion to help
learners store the information in memory and understand how it can be applied to their work
and benefit them.
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SAMPLE TRAINING DESIGN
Course title: Conducting an Effective Performance Review Session
Lesson title: Using the problem-solving style in the performance review
Lesson length: Full day
Learning objectives:
1. Explain the purpose of performance reviews.
2. Describe steps in preparing for a performance review.
3. Describe the behaviors used in the problem-solving style of giving appraisal feedback
without error.
4. Demonstrate the behaviors in an appraisal feedback role-play without error.
Target audience: Managers
Prerequisites:
Trainee: None
Instructor: Familiarity with the tell-and-sell, tell-and-listen, and problem-solving approaches
used in performance appraisal feedback interviews
Room arrangement: Fan-type
Materials and equipment needed: VCR, overhead projector, pens, transparencies, VCR tape
titled “Performance Appraisal Interviews,” role-play exercises
Lesson Outline Instructor Activity
Lesson Outline
Introduction and
why
conduct reviews
Discussion of how to
prepare and steps in
View videos of three
styles
Lunch
Presentation and
video
of eight key
behaviors of
problem-solving
style
Role-plays
Wrap-up

Instructor Activity
Presentation

Instructor Activity
Listening

Time
8–8:50 a.m

Questioning

Participation

8:50–10 a.m.

Discussion of
strengths and
weaknesses of each

Watching

10:00–11:20 a.m.

Presentation

Listening

11:30 a.m.–1 p.m.
1–2 p.m.

Watch exercise

Practice using
key behaviors
Ask questions

Answer questions

2–3 p.m.
3–3:15 p.m.
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DEVELOPMENT
PRESENTATION METHODS
Presentation methods are methods in which trainees are passive recipients of information. This
information may include facts, processes, and problem-solving methods. Lectures and audiovisual techniques are presentation methods. It is important to note that instructor-led classroom
presentation methods may include lectures, video, workbooks and manuals, DVDs, and games.
That is, a mix of methods can actively engage trainees in learning and can help with transfer
of training.
Lecture
In a lecture, trainers communicate through spoken words what they want the trainees to learn.
The communication of learned capabilities is primarily one-way—from the trainer to the
audience. As Figure 7.2 shows, instructor-led classroom presentation remains a popular
training method despite new technologies such as interactive video and computer assisted
instruction.
Lectures have several uses and advantages.8 A lecture is one of the least expensive, least timeconsuming ways to present a large amount of information efficiently and in an organized
manner to groups of trainees. Lectures are useful when the instructor is the main knowledge
holder and it is the most efficient and direct way to provide learners with that knowledge.
Lectures that are scripted can be used to deliver a consistent message. A lecture can also
demonstrate a subject-matter expert’s passion and enthusiasm for a topic.
Audio-visual Techniques
Audiovisual instruction includes overheads, slides, and video. Video is used for
improving communications skills, interviewing skills, and customer-service skills and for
illustrating how procedures (e.g., welding) should be followed. Video is usually used in
conjunction with lectures to show trainees real-life experiences and examples.
Microsoft created videos in its Always On program for sales, marketing, and services
employees.14 The purpose of the program is to help these employees learn about devices and
services that Microsoft offers so they can promote and sell the products. The ten- minute videos
are released to employees the same day as new or updated products and services. The videos
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include product demos, breaking news and announcements, and the latest Windows hardware.
The videos can be tagged by product, series, or business group. Links to the videos are provided
on the Microsoft web home page and in a weekly newsletter.
On-the-job training (OJT)
On-the-job training (OJT) refers to new or inexperienced employees learning in the work
setting and during work by observing peers or managers performing the job and then trying to
imitate their behavior. OJT is one of the oldest and most used types of informal training.17 It
is considered informal because it does not necessarily occur as part of a training program, and
because managers, peers, or mentors serve as trainers. If OJT is too informal, learning is less
likely to occur. OJT can be useful for training newly hired employees, upgrading experienced
employees’ skills when new technology is introduced, cross-training employees within a
department or work unit, and orienting transferred or promoted employees to their new jobs.
OJT takes various forms, including apprenticeships and self-directed learning programs.
Self-Directed Learning
Self-directed learning has employees take responsibility for all aspects of learning, including
when it is conducted and who will be involved. Trainees master predetermined training content
at their own pace without an instructor. Trainers may serve as facilitators. That is, trainers are
available to evaluate learning or answer questions for the trainee. The trainer does not control
or disseminate instruction. The learning process is controlled by the trainee. Hilton Worldwide
uses self-guided tutorials for its revenue management professionals.24 The Revenue
Management at Work course is designed to help learners acquire knowledge, skills, and use
tools to help them improve revenue management. Learners identify their own objectives and
complete exercises that help them determine what they need to know as well as a learning
action plan
Simulation
A simulation is a training method that represents a real-life situation, with trainees’ decisions
resulting in outcomes that mirror what would happen if they were on the job. A common
example of the use of simulators for training is flight simulators for pilots. Simulations, which
allow trainees to see the impact of their decisions in an artificial, risk-free environment, are
used to teach production and process skills as well as management an interpersonal skill.
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Action Learning
Action learning gives teams or work groups an actual problem, has them work on solving it
and committing to an action plan, and then holds them accountable for carrying out the plan.
Companies use action learning to solve important problems, develop leaders, quickly build
high-performance teams, and transform the organizational culture. Several types of problems
are addressed in action learning, including how to change the business, better use technology,
remove barriers between the customer and company, and develop global leaders.

CHOOSING A TRAINING METHOD
As a trainer or manager, you will likely be asked to choose a training method. Given the large
number of training methods available to you, this task may seem difficult. One way to choose
a training method is to compare methods. The types of learning outcomes related to each
method are identified. Also, for each method, a high, medium, or low rating is provided for
each characteristic of the learning environment, for transfer of training, for cost, and for
effectiveness. How might you use this table to choose a training method? The first step in
choosing a method is to identify the type of learning outcome that you want training to
influence. These outcomes include verbal information, intellectual skills, cognitive strategies,
attitudes, and motor skills. Training methods may influence one or several learning outcomes.
Research on specific learning methods has shown that for learning to be effective, the
instructional method needs to match the desired learning outcome. For example, research on
behavior modelling and role-playing shows that these methods lead to positive results, but their
effectiveness varies according to the evaluation criteria used. This emphasizes that the
particular learning method used to deliver learning is not what is most important. Rather, the
choice of the learning method should be based on the desired learning outcomes and the
features that facilitate learning and transfer of training. Once you have identified a learning
method, the next step is to consider the extent to which the method facilitates learning and
transfer of training, the costs related to the development and use of the method, and its
effectiveness.
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IMPLEMENTATION
The Final Phase wherein the training function is implemented in two phases
•

Pre-Implementation- Before the Training program is conducted

•

Post-Implementation- During the Training Program

Pre-Implementation
•

TTT Programs

•

Demo Sessions

•

Feedback

post-Implementation
•

Training Delivery

•

Participants

•

Training Space & Logistics

EVALUATION
REASONS FOR EVALUATING TRAINING
Companies are investing millions of dollars in training programs to help gain a competitive
advantage. Companies invest in training because learning creates knowledge; often, it is this
knowledge that distinguishes successful companies and employees from those who are not.
Research summarizing the results of studies that have examined the linkage between training
and human resource outcomes (such as attitudes and motivation, behaviors, and human capital),
organizational performance outcomes (performance and productivity), or financial outcomes
(profits and financial indicators) has found that companies that conduct training are likely to
have more positive human resource outcomes and greater performance outcomes.1 The
influence of training is largest for organizational performance outcomes and human resource
outcomes and weakest for financial outcomes. This result is not surprising, given that training
can least affect an organization’s financial performance and may do so through its influence on
human resource practices. training is more strongly related to organizational outcomes when it
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is matched with the organization’s business strategy and capital intensity. Because companies
have made large dollar investments in training and education and view training as a strategy to
be successful, they expect the outcomes or benefits related to training to be measurable.

Formative evaluation

Formative evaluation refers to the evaluation of training that takes place during program design
and development. That is, formative evaluation helps ensure that (1) the training program is
well organized and runs smoothly, and (2) trainees learn and are satisfied with the program.
Formative evaluation provides information about how to make the program better; it usually
involves collecting qualitative data about the program. Qualitative data include opinions,
beliefs, and feelings about the program. Formative evaluations ask customers, employees,
managers, and subject-matter experts (SMEs) their opinions on the description of the training
content and objectives and the program design. These people are also asked to evaluate the
clarity and ease of use of a part of the training program that is demonstrated to them in the way
that it will be delivered (e.g., online, face-to-face, or video).6 The formative evaluation is
conducted either individually or in groups before the program is made available to the rest of
the company. Trainers may also be involved to measure the time requirements of the program.
As a result of the formative evaluation, training content may be changed to be more accurate,
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easier to understand, or more appealing. The training method can be adjusted to improve
learning (e.g., provide trainees with more opportunities to practice or give feedback). Also,
introducing the training program as early as possible to managers and customers helps in
getting them to buy into the program, which is critical for their role in helping employees learn
and transfer skills. It also allows their concerns to be addressed before the program is
implemented.
Formative evaluation involves pilot testing. Pilot testing refers to the process of
previewing the training program with potential trainees and managers or with other customers
(persons who are paying for the development of the program). Pilot testing can be used as a
“dress rehearsal” to show the program to managers, trainees, and customers. It should also be
used for formative evaluation. For example, a group of potential trainees and their managers
may be asked to preview or pilot test a web-based training program. As they complete the
program, trainees and managers may be asked to provide their opinions about whether graphics,
videos, or music used in the program contributed to (or interfered with) learning.
Summative evaluation
Summative evaluation refers to an evaluation conducted to determine the extent to which
trainees have changed as a result of participating in the training program. That is, have trainees
acquired knowledge, skills, attitudes, behavior, or other outcomes identified in the training
objectives? Summative evaluation may also include measuring the monetary benefits (also
known as return on investment or ROI) that the company receives from the program.
Summative evaluation usually involves collecting quantitative (numerical) data through tests,
ratings of behavior, or objective measures of performance such as volume of sales, accidents,
or patents.
From the discussion of summative and formative evaluation, it is probably apparent to
you why a training program should be evaluated:
1. To identify the program’s strengths and weaknesses. This includes determining if the
program is meeting the learning objectives, if the quality of the learning environment
is satisfactory, and if transfer of training to the job is occurring.
2. To assess whether the content, organization, and administration of the program—
including the schedule, accommodations, trainers, and materials—contribute to
learning and the use of training content on the job.
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3. To Identify which trainees benefit most or least from the program.
4. To assist in marketing programs through the collection of information from participants
about whether they would recommend the program to others, why they attended the
program, and their level of satisfaction with the program.
5. To determine the financial benefits and costs of the program.
6. To compare the costs and benefits of training versus non training investments (such as
7. work redesign or a better employee selection system).
8. To compare the costs and benefits of different training programs to choose the best
9. program.

OUTCOMES USED IN THE EVALUATION OF TRAINING PROGRAMS
To evaluate its training program, a company must decide how it will determine the program’s
effectiveness; that is, it must identify what training outcomes or criteria it will measure the
level they correspond to in Kirkpatrick’s evaluation model, a description of each of the
outcomes and how they are measured, and the question that each outcome can help answer.
Kirkpatrick’s original evaluation model included only four levels (reaction, learning, behavior,
and results) but recent thinking suggests a fifth level, return on investment (ROI), is necessary
to demonstrate the financial value of training. Both level 1 and level 2 outcomes (reactions and
learning) are collected at the completion of training, before trainees return to the job. Level 3
outcomes (behavior/skills) can also be collected at the completion of training to determine
trainees’ behavior or skill level at that point. To determine whether trainees are using training
content back on the job (i.e., whether transfer of training has occurred), level 3, level 4, and/or
level 5 outcomes can be collected. Level 3 criteria can be collected to determine whether
behavior/skills are being used on the job. Level 4 and level 5 criteria (results and return on
investment) can also be used to determine whether training has resulted in an improvement in
business results, such as productivity or customer satisfaction.
These criteria also help determine whether the benefits of training exceed their costs. Keep in
mind that the levels do not indicate the importance of the outcomes or that lower-level
outcomes cause higher-level outcomes. That is, reactions cause learning, which in turn
influences skills and results. The outcomes that are collected in evaluation are based on training
needs, program objectives, and the strategic reasons for training.
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Reaction Outcomes

Reaction outcomes refer to trainees’ perceptions of the program, including the facilities,
trainers, and content. (Reaction outcomes are often referred to as a measure of “creature
comfort.”) They are often called class or instructor evaluations. This information is typically
collected at the program’s conclusion. You probably have been asked to complete class or
instructor evaluations either at the end of a college course or a training program at work.
Reactions are useful for identifying what trainees thought was successful or what inhibited
learning. Reaction outcomes are level 1 (reaction) criteria in Kirkpatrick’s framework.
Reaction outcomes are typically collected via a questionnaire completed by trainees. A
reaction measure should include questions related to the trainee’s satisfaction with the
instructor, training materials, and training administration (e.g., ease of registration and
accuracy of course description), as well as the clarity of course objectives and usefulness of the
training content. these areas. Reaction measures can also include open-ended questions that ask
learners about the experience. Example of open-ended questions include “What did you learn
that you are most likely to try on the job?” and “What topics covered in the class still seem
confusing?” These types of questions will take longer to review than analysing items such as
are shown in, but they can potentially provide more detailed suggestions about how to improve
program design and delivery. Reaction outcomes are typically collected via a questionnaire
completed by trainees. A reaction measure should include questions related to the trainee’s
satisfaction with the instructor, training materials, and training administration (e.g., ease of
registration and accuracy of course description), as well as the clarity of course objectives and
usefulness of the training content.
Learning or Cognitive Outcomes

Cognitive outcomes are used to determine the degree to which trainees are familiar with the
principles, facts, techniques, procedures, and processes emphasized in the training program.
Cognitive outcomes measure what knowledge trainees learned in the program. Cognitive
outcomes are level 2 (learning) criteria in Kirkpatrick’s framework. Typically, pencil-andpaper tests or self-assessments are used to assess cognitive outcomes. Self- assessments refer
to learners’ estimates of how much they know or have learned from training. Tests and quizzes
rather than self-assessments are the preferred measures of learning. This is because self-
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assessments are only moderately related to learning and influenced by how much learners liked
the course or were motivated to learn rather than what they actually learned. Provides an
example of items from a pencil and- paper test used to measure trainees’ knowledge of
decision-making skills. These items help measure whether a trainee knows how to make a
decision (the process that he or she would use). They do not help to determine if the trainee
will actually use decision- making skills on the job.

Behavior and Skill-Based Outcomes
Skill-based outcomes are used to assess the level of technical or motor skills and behaviours.
Skill-based outcomes include acquisition or learning of skills (skill learning) and use of skills
on the job (skill transfer). Skill-based outcomes relate to Kirkpatrick’s level 2 (learning) and
level 3 (behavior). The extent to which trainees have learned skills can be evaluated by
observing their performance in work samples such as simulators. Skill transfer is usually
determined by observation. For example, a resident medical student may perform surgery while
the surgeon carefully observes, giving advice and assistance as needed. Trainees may be asked
to provide ratings of their own behavior or skills (self-ratings). Peers, managers, and
subordinates may also be asked to rate trainees’ behavior or skills based on their observations.
Because research suggests that the use of only self-ratings likely results in an inaccurately
positive assessment of skill or behavior transfer of training, it is recommended that skill or
behavior ratings be collected from multiple perspectives (e.g., managers and subordinates or
peers)

Affective Outcomes
Affective outcomes include attitudes and motivation. Affective outcomes that might be
collected in an evaluation include tolerance for diversity, employee engagement, motivation to
learn, safety attitudes, and customer service orientation. Affective outcomes can be measured
using surveys. The specific attitude of interest depends on the program objectives. Affective
outcomes relate to Kirkpatrick’s level 2 (learning), level 3 (behavior), or level 4 (results),
depending on how they are evaluated. If trainees were asked about their attitudes on a survey,
that would be considered a learning measure. For example, attitudes toward career goals and
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interests might be an appropriate outcome to use to evaluate training focusing on employees
self-managing their careers. Walgreens included engagement survey scores as one of the
outcomes in its new Assistant Store Manager training program. The program included action
learning projects (work in a small team with other trainees to solve a business problem), videos,
on-the-job projects, and online learning. Trainees’ engagement scores improved 15 percent a
year after attending the program.

RESULTS
Results are used to determine the training program’s payoff for the company. Examples of
results outcomes include increased production and reduced costs related to employee turnover
rates of top talent (managers or other employees), accidents, and equipment downtime, as well
as improvements in product quality or customer service. Results outcomes are level 4 (results)
criteria in Kirkpatrick’s framework.
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Return on Investment
Return on investment (ROI) refers to comparing the training’s monetary benefits with the cost
of the training. ROI is often referred to as level 5 evaluation, ROI can be measured and
communicated based on a percentage or a ratio. For example, assume that a new safety training
program results in a decline of 5 percent in a company’s accident rate. This provides a total
annual savings (the benefit) of $150,000 in terms of lost workdays, material and equipment
damage, and workers’ compensation costs. The training program costs $50,000 to implement
(including both direct and indirect costs). To calculate the ROI, you need to subtract the training
costs from the benefits, divide by the costs, and multiply by 100. That is, ROI = ((150,000 –
50,000) ÷ 50,000) × 100% = 200%. The ROI for this program is 200 percent. Another way to
think about ROI is to consider it as ratio based on the return for every dollar spent. In this
example, the company gained a net benefit of $2 for every dollar spent. This means the ROI is
2:1. Training costs can be direct and indirect.26 Direct costs include salaries and benefits for
all employees involved in training, including trainees, instructors, consultants, and employees
who design the program; program material and supplies; equipment or classroom rentals or
purchases; and travel costs. Indirect costs are not related directly to the design, development,
or delivery of the training program. They include general office supplies, facilities, equipment,
and related expenses; travel and expenses not directly billed to one program; training
department management and staff salaries not related to any one program; and administrative
and staff support salaries. Benefits are the value that the company gains from the training
program.
Tata Consultancy Services LTD, a global information technology service company
headquartered in India, measures ROI for its technology training programs.27 To calculate the
ROI, revenues earned as a result of training are calculated based on the billing rates of
participants who attend the training and use the new skills. Then, training costs are subtracted
from the revenues. ROI for the technical programs is 483 percent.
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DETERMINING RETURN ON INVESTMENT
Return on investment (ROI) is an important training outcome. This section discusses how to
calculate ROI through a cost-benefit analysis. Cost-benefit analysis in this situation is the
process of determining the economic benefits of a training program using accounting methods
that look at training costs and benefits. Training cost information is important for several
reasons:
1. To understand total expenditures for training, including direct and indirect costs
2. To compare the costs of alternative training programs
3. To evaluate the proportion of money spent on training development, administration,
and evaluation, as well as to compare monies spent on training for different groups of
employees (exempt versus non-exempt, for example)
4. To control costs
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SPECIAL CHALLENGES IN LEARNING & DEVELOPMENT

Dual Career Paths
•

A career path is a sequence of job positions involving similar types of work and skills
that employees move through in the company.

•

Value professional employees.

•

The traditional career path model has limited advancement opportunities for those in
the technical career path.

Career plateau
Career plateau is a situation in which an employee has reached the highest position level in the
company and has less to no possibility of a vertical promotion.
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What to do to surpass Career plateau situation
•

Employees who feel dissatisfied or stuck in situations of plateau should consult with
company's HR which is responsible to provide opportunities for lateral mobility or to
make current jobs more meaningful and engaging.

•

HR should also reward such employees by alternate means in the absence of
promotions.

•

Development training can help employees to overcome these plateau situations.

Skills Obsolescence
Skill obsolescence is the degree to which professionals lack the up-to-date knowledge or skills
necessary to maintain effective performance in their current or future work roles.
Types of Skills Obsolescence
Physical skill obsolescence:
Physical or cognitive skills and abilities deteriorate due to wear and tear;
Economic skill obsolescence:
Skills previously utilised in a job are no longer required or have diminished in importance.
Other types include organisational forgetting (loss of firm-specific skills due to worker
turnover) and
Perspectivist Obsolescence
Outdated views and beliefs on work and the work environment

Balancing Work and Life
•

Increasing number of two-career couples and single heads of households

•

Managing employees who are simultaneously meeting the needs of both work and
family.

•

Training managers administering and overseeing the use of work-life policies
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