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Chapter

Training Employees

What Do | Need to Know? After reading this chapter, you should be able to:

1
2
3
4
5
6
7
8

. Discuss how to link training programs to organizational needs.
. Explain how to assess the need for training.

. Explain how to assess employees’ readiness for training.

. Describe how to plan an effective training program.

. Compare widely used training methods.

. Summarize how to implement a successful training program.

. Evaluate the success of a training program.

. Describe training methods for employee orientation and diversity
management.

Introduction

The problem facing Espresso Connection was that sales were flat. The chain of drive-
through coffee stands, based in Everett, Washington, used a variety of advertising
media, but the customers attracted by the ads simply weren’t coming back. Espresso
Connection’s owner, Christian Kar, identified the source of this problem as poor cus-
tomer service. He decided he needed to teach employees how to impress customers.
Espresso Connection hired several part-time trainers and set up a practice facility.
Newly hired employees no longer rely on their coworkers to teach them what to
do. Instead, they spend a week in the practice facility, learning to use the equipment,
followed by another week of on-the-job training at a store. The first week prepares
employees to work fast, a goal that quickly affects Espresso Connection’s bottom
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training

An organization’s
planned efforts to
help employees
acquire job-related
knowledge, skills,
abilities, and
behaviors, with the
goal of applying
these on the job.

LO1

instructional design
A process of
systematically
developing training
to meet specified
needs.

line. Says Kar, “Our locations are really, really small. Unless our staff really focuses on
getting customers through there more efficiently, we quickly would hit a brick wall in
terms of revenues.” Moving fast also cuts the waiting time for Espresso Connection’s
customers. The other major goal of the training is to teach employees specific skills
related to customer service—for example, keeping the window open while serving
customers. A few years after Espresso Connection started the training, the company
saw its sales nearly double.!

Training consists of an organization’s planned efforts to help employees acquire
job-related knowledge, skills, abilities, and behaviors, with the goal of applying these
on the job. A training program may range from formal classes to one-on-one men-
toring, and it may take place on the job or at remote locations. No matter what its
form, training can benefit the organization when it is linked to organizational needs
and when it motivates employees.

This chapter describes how to plan and carry out an effective training program. We
begin by discussing how to develop effective training in the context of the organiza-
tion’s strategy. Next, we discuss how organizations assess employees’ training needs.
We then review training methods and the process of evaluating a training program.
The chapter concludes by discussing some special applications of training: orientation
of new employees and the management of diversity.

Training Linked to Organizational Needs

The nature of the modern business environment makes training more important
today than it ever has been. Rapid change, especially in the area of technology, re-
quires that employees continually learn new skills, from the use of robots to collabo-
ration on the Internet. The new psychological contract, described in Chapter 2, has
created the expectation that employees invest in their own career development. Em-
ployees with this expectation will value employment at an organization that provides
learning opportunities. Growing reliance on teamwork creates a demand for the abil-
ity to solve problems in teams, an ability that often requires formal training. Finally,
the diversity of the U.S. population, coupled with the globalization of business, re-
quires that employees be able to work well with people who are different from them.
Successful organizations often take the lead in developing this ability.

With training so essential in modern organizations, it is important to provide
training that is effective. An effective training program actually teaches what it is de-
signed to teach, and it teaches skills and behaviors that will help the organization
achieve its goals. Training programs may prepare employees for future positions in the
organization, enable the organization to respond to change, reduce turnover, enhance
worker safety, improve customer service and product design, and meet many other
goals. To achieve those goals, HR professionals approach training through instruc-
tional design—a process of systematically developing training to meet specified
needs.

A complete instructional design process includes the steps shown in Figure 7.1. It
begins with an assessment of the needs for training—what the organization requires
that its people learn. Next, the organization ensures that employees are ready for train-
ing in terms of their attitudes, motivation, basic skills, and work environment. The
third step is to plan the training program, including the program’s objectives, instruc-
tors, and methods. The organization then implements the program. Finally, evaluating
the results of the training provides feedback for planning future training programs.
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Needs Assessment

Instructional design logically should begin with a needs assessment, the process of
evaluating the organization, individual employees, and employees’ tasks to determine
what kinds of training, if any, are necessary. As this definition indicates, the needs as-
sessment answers questions in the three broad areas shown in Figure 7.2:2

1. Organization—What is the context in which training will occur?
2. Person—Who needs training?
3. Task—What subjects should the training cover?

What is the context?

Organization
analysis

Outcomes
N 7
Task
analysis

In what do they
need training?

Reasons for
assessment

Person
analysis

Who needs
training?
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FIGURE 7.1

Stages of Instructional
Design

LO2

needs assessment
The process of
evaluating the
organization,
individual
employees, and
employees’ tasks to
determine what
kinds of training, if
any, are necessary.

FIGURE 7.2

Needs Assessment
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The answers to these questions provide the basis for planning an effective training
program.

A variety of conditions may prompt an organization to conduct a needs assess-
ment. Management may observe that some employees lack basic skills or are per-
forming poorly. Decisions to produce new products, apply new technology, or design
new jobs should prompt a needs assessment, because these changes tend to require
new skills. The decision to conduct a needs assessment also may be prompted by out-
side forces, such as customer requests or legal requirements.

The outcome of the needs assessment is a set of decisions about how to address the
issues that prompted the needs assessment. These decisions do not necessarily include
a training program, because some issues should be resolved through methods other
than training. For example, suppose a company uses delivery trucks to transport anes-
thetic gases to medical facilities. A driver of one of these trucks mistakenly hooked
up the supply line of a mild anesthetic from the truck to the hospital’s oxygen system,
contaminating the hospital’s oxygen supply. This performance problem prompts a
needs assessment. Whether or not the hospital decides to provide more training will
depend partly on the reasons the driver erred. The driver may have hooked up the
supply lines incorrectly because of a lack of knowledge about the appropriate line
hookup, anger over a request for a pay raise being denied, or mislabeled valves for
connecting the supply lines. Out of these three possibilities, only the lack of knowl-
edge can be corrected through training. Other outcomes of a needs assessment might
include plans for better rewards to improve motivation, better hiring decisions, and
better safety precautions.

The remainder of this chapter discusses needs assessments and then what the organi-
zation should do when they indicate a need for training. The possibilities include offer-
ing existing training programs to more employees; buying or developing new training
programs; and improving existing training programs. Before we consider the available
training options, let’s examine the elements of the needs assessment in more detail.

Organization Analysis

organization Usually, the needs assessment begins with the organization analysis. This is a process
analysis for determining the appropriateness of training by evaluating the characteristics of
A process for the organization. The organization analysis looks at training needs in light of the or-
determining the ganization’s strategy, resources available for training, and management’s support for
appropriateness of training activities.

training by

Training needs will vary depending on whether the organization’s strategy is based
on growing or shrinking its personnel, whether it is seeking to serve a broad customer
base or focusing on the specific needs of a narrow market segment, and various other
strategic scenarios. A company that is cutting costs with a downsizing strategy may
need to train employees in job search skills. The employees who will remain follow-
ing a downsizing may need cross-training so that they can handle a wider variety of
responsibilities. An organization that concentrates on serving a niche market may
need to continually update its workforce on a specialized skills set. Transocean Off-
shore, a contractor that drills offshore oil wells for oil companies such as BP Amoco,
focuses exclusively on deep-water drilling. Contracts for these jobs last four or five
years, longer than contracts for other types of well drilling. Deep-water drilling
also requires modern technology and new ships, such as the high-tech Discoverer
Enterprise, which boasts numerous workstations, computer systems, and automated
drilling systems. In contrast to most drilling companies, which merely provide safety

evaluating the
characteristics of the
organization.
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training, Transocean must provide training for specialized job skills, as well as train-
ing for general rig safety.

Even if training fits the organization’s strategy, it can be viable only if the organi-
zation is willing to invest in this type of activity. Managers increase the success of
training when they support it through such actions as helping trainees see how they
can use their newly learned knowledge, skills, and behaviors on the job.* Conversely,
the managers will be most likely to support training if the people planning it can show
that it will solve a significant problem or result in a significant improvement, relative
to its cost. Managers appreciate training proposals with specific goals, timetables,
budgets, and methods for measuring success.

Person Analysis

Following the organizational assessment, needs assessment turns to the remaining
areas of analysis: person and task. The person analysis is a process for determining in- person analysis

dividuals’ needs and readiness for training. It involves answering several questions: A process of

determining
* Do performance deficiencies result from a lack of knowledge, skill, or ability? (If so,  individuals’ needs

training is appropriate; if not, other solutions are more relevant.) and readiness for
® Who needs training? training.
® Are these employees ready for training?

The answers to these questions help the manager identify whether training is appro-
priate and which employees need training. In certain situations, such as the intro-
duction of a new technology or service, all employees may need training. However,
when needs assessment is conducted in response to a performance problem, training
is not always the best solution.

The person analysis is therefore critical when training is considered in response to
a performance problem. In assessing the need for training, the manager should iden-
tify all the variables that can influence performance. The primary variables are the
person’s ability and skills, his or her attitudes and motivation, the organization’s input
(including clear directions, necessary resources, and freedom from interference and
distractions), performance feedback (including praise and performance standards),
and positive consequences to motivate good performance. Of these variables, only
ability and skills can be affected by training. Therefore, before planning a training
program, it is important to be sure that any performance problem results from a defi-
ciency in knowledge and skills. Otherwise, training dollars will be wasted, because the
training is unlikely to have much effect on performance.

The person analysis also should determine whether employees are ready to undergo
training. In other words, the employees to receive training not only should require ad-
ditional knowledge and skill, but must be willing and able to learn. (After this dis-
cussion of the needs assessment, we will explore the topic of employee readiness in
greater detail.)

Task Analysis

The third area of needs assessment is task analysis, the process of identifying the task analysis
tasks, knowledge, skills, and behaviors that training should emphasize. Usually, task  The process of
analysis is conducted along with person analysis. Understanding shortcomings in per-  identifying and

formance usually requires knowledge about the tasks and work environment as well analyz.ing tasks to
as the employee. be trained for.
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FIGURE 7.3
Sample Task Statement Name Date
Questionnaire Position

Instructions: Please rate each of the task statements according to three factors: the importance of the task
for effective performance, how frequently the task is performed, and the degree of difficulty required to
become effective in the task.

Use the following scales in making your ratings.

Importance Frequency

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

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

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

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

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

Difficulty

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

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

2 = Effective performance of the task requires a brief period of prior training and experience (1-6 months).
1 = Effective performance of the task does not require specific prior training and/or experience.

0 = Task is not performed.

Task (circle the number from the scales above) Importance Frequency Difficulty
1. Ensuring maintenance on equipment, tools, and safety controls 01234 01234 01234
2. Monitoring employee performance 01234 01234 01234
3. Scheduling employees 01234 01234 01234
4. Using statistical software on the computer 01234 01234 01234
5. Monitoring changes made in processes using statistical methods 01234 01234 01234

To carry out the task analysis, the HR professional looks at the conditions in which
tasks are performed. These conditions include the equipment and environment of the
job, time constraints (for example, deadlines), safety considerations, and performance
standards. These observations form the basis for a description of work activities, or
the tasks required by the person’s job. For a selected job, the analyst interviews em-
ployees and their supervisors to prepare a list of tasks performed in that job. Then the
analyst validates the list by showing it to employees, supervisors, and other subject-
matter experts and asking them to complete a questionnaire about the importance,
frequency, and difficulty of the tasks. Figure 7.3 is an example of a task statement
questionnaire. In this example, the questionnaire begins by defining categories that
specify a task’s importance, frequency, and difficulty. Then, for a production supervi-
sor’s job, the questionnaire lists five tasks. For each task, the subject-matter expert
uses the scales to rate the task’s importance, frequency, and difficulty.

The information from these questionnaires is the basis for determining which tasks
will be the focus of the training. The person or committee conducting the needs as-
sessment must decide what levels of importance, frequency, and difficulty signal a need
for training. Logically, training is most needed for tasks that are important, frequent,
and at least moderately difficult. For each of these tasks, the analysts must identify the
knowledge, skills, and abilities required to perform the task. This information usually
comes from interviews with subject-matter experts, such as employees who currently

hold the job.
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Readiness for Training 103

Effective training requires not only a program that addresses real needs, but also a

condition of employee readiness. Readiness for training is a combination of em- readiness for
ployee characteristics and positive work environment that permit training. The nec-  training

essary employee characteristics include ability to learn the subject matter, favorable A combination of
attitudes toward the training, and motivation to learn. A positive work environment ~employee

is one that encourages learning and avoids interfering with the training program. charicterlstlcks and
pOS| Ive wor

environment that
Employee Readiness Characteristics permit training.

Employees learn more from training programs when they are highly motivated to
learn—that is, when they really want to learn the content of the training program.
Employees tend to feel this way if they believe they are able to learn, see potential
benefits from the training program, are aware of their need to learn, see a fit between
the training and their career goals, and have the basic skills needed for participating
in the program. Managers can influence a ready attitude in a variety of ways. For ex-
ample, they can provide feedback that encourages employees, establish rewards for
learning, and communicate with employees about the organization’s career paths and
future needs.

Work Environment

Readiness for training also depends on two broad characteristics of the work envi-
ronment: situational constraints and social support.® Situational constraints are the lim-
its on training’s effectiveness that arise from the situation or the conditions within
the organization. Constraints can include a lack of money for training, lack of time
for training or practicing, and failure to provide proper tools and materials for learn-
ing or applying the lessons of training. Conversely, trainees are likely to apply what
they learn if the organization gives them opportunities to use their new skills and if it
rewards them for doing so.”

Social support refers to the ways the organization’s people encourage training, in-
cluding giving trainees praise and encouraging words, sharing information about par-
ticipating in training programs, and expressing positive attitudes toward the organi-
zation’s training programs. Managers play an especially important role in providing
social support. Besides offering positive feedback, they can emphasize the importance
of training, show how training programs relate to employees’ jobs, and provide op-
portunities for employees to apply what they learn. Table 7.1 summarizes some ways
in which managers can support training. At the minimum, they should allow trainees
to participate in training programs. At the other extreme, managers who not only en-
courage training but conduct the training sessions themselves are most likely to back
up training by reinforcing new skills, providing feedback on progress, and giving
trainees opportunities to practice.

Support can come from employees’ peers as well as from supervisors and managers.
The organization can formally provide peer support by establishing groups of em-
ployees who meet regularly to discuss their progress. Such a group might hold face-to-
face meetings or communicate by e-mail or over the organization’s intranet, sharing
ideas as well as encouragement. For example, group members can share how they
coped with challenges related to what they have learned and how they obtained re-
sources they needed for applying their training. Another way to encourage peer
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TABLE 7.1

What Managers Understand the content of the training.

Should Do to Know how training relates to what you need employees to do.

Support Training Inbperformance appraisals, evaluate employees on how they apply training to their
jobs.
Support employees’ use of training when they return to work.
Ensure that employees have the equipment and technology needed to use
training.
Prior to training, discuss with employees how they plan to use training.
Recognize newly trained employees who use training content.
Give employees release time from their work to attend training.
Explain to employees why they have been asked to attend training.
Give employees feedback related to skills or behavior they are trying to develop.

SOURCE: Based on A. Rossett, “That Was a Great Class, but . . . " Training and Development, July
1997, p. 21.

support is for the human resource department or others in the organization to publish
a newsletter with articles relevant to training. The newsletter might include inter-
views with employees who successfully applied new skills. Finally, the organization
can assign experienced employees as mentors to trainees, providing advice and sup-
port related to the training.

L04 Planning the Training Program

When the needs assessment indicates a need for training and employees are ready to
learn, the person responsible for training should plan a training program that directly
relates to the needs identified. Planning begins with establishing objectives for the
training program. Based on those objectives, the planner decides who will provide the
training, what topics the training will cover, what training methods to use, and how
to evaluate the training.

Companies such as Tires
Plus provide intensive
training and educational
programs for their
employees. This company
supports training by
making resources
available. Management
has a favorable attitude
toward training, which
motivates employees to
stay with the company
and work toward
advancement.
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Objectives of the Program

Formally establishing objectives for the training program has several benefits. First, a
training program based on clear objectives will be more focused and more likely to
succeed. In addition, when trainers know the objectives, they can communicate them
to the employees participating in the program. Employees learn best when they know
what the training is supposed to accomplish. Finally, down the road, establishing ob-
jectives provides a basis for measuring whether the program succeeded, as we will dis-
cuss later in this chapter.
Effective training objectives have three components:

1. A statement of what the employee is expected to do (performance or outcome).

2. A statement of the quality or level of performance that is acceptable.

3. A statement of the conditions under which the trainee is expected to apply what
he or she learned (for instance, physical conditions, mental stresses, or equipment
failure).8

If possible, the objectives should include measurable performance standards. Suppose
a training objective for a store’s customer service training program is: “After training,
the employee will be able to express concern to all irate customers with a brief (fewer
than 10 words) apology, only after the customer has stopped talking, and no matter
how upset the customer is.” Here, measures include the length and timing of the
apology.

Finally, training objectives should identify any resources required to carry out the
desired performance or outcome. This helps the organization ensure that employees
will be able to apply what they have learned.

A related issue at the outset is who will participate in the training program. Some
training programs are developed for all employees of the organization or all members
of a team. Other training programs identify individuals who lack desirable skills or
have potential to be promoted, then provide training in the areas of need that are
identified for the particular employees. When deciding whom to include in training,
the organization has to avoid illegal discrimination. The organization should not—
intentionally or unintentionally—exclude members of protected groups, such as
women, minorities, and older employees. During the training, all participants should
receive equal treatment, such as equal opportunities for practice. In addition, the
training program should provide reasonable accommodation for trainees with disabil-
ities. The kinds of accommodations that are appropriate will vary according to the
type of training and type of disability. One employee might need an interpreter,
whereas another might need to have classroom instruction provided in a location ac-
cessible to wheelchairs.

In-House or Contracted Out?

An organization can provide an effective training program, even if it lacks expertise
in training. Many companies and consultants provide training services to organiza-
tions. Community colleges often work with employers to train employees in a variety
of skills. PepsiCo needs highly skilled maintenance workers to take care of the so-
phisticated machinery at the Gatorade factory in Tolleson, Arizona. So PepsiCo and
a neighboring manufacturer arranged for Maricopa Community College to provide
courses in topics such as math and electricity. The college provides the instructor, and
PepsiCo company provides the equipment to practice on.?
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Businesses can outsource
training services to
organizations such as
The American Society for
Training and
Development (an
association of
professional trainers).
How can outsourcing
training help businesses?

To select a training service, an organization can mail several vendors a request for
proposal (RFP), which is a document outlining the type of service needed, the type
and number of references needed, the number of employees to be trained, the date by
which the training is to be completed, and the date by which proposals should be re-
ceived. A complete RFP also indicates funding for the project and the process by
which the organization will determine its level of satisfaction. Putting together a re-
quest for proposal is time-consuming but worthwhile because it helps the organization
clarify its objectives, compare vendors, and measure results.

Vendors that believe they are able to provide the services outlined in the RFP sub-
mit proposals that provide the types of information requested. The organization reviews
the proposals to eliminate any vendors that do not meet requirements and to compare
the vendors that do qualify. They check references and select a candidate, based on the
proposal and the vendor’s answers to questions such as those listed in Table 7.2.

The cost of purchasing training from a contractor can vary substantially. In gen-
eral, it is much costlier to purchase specialized training that is tailored to the organi-
zation’s unique requirements than to participate in a seminar or training course that
teaches general skills or knowledge. According to estimates by consultants, preparing
a training program can take 10 to 20 hours for each hour of instruction. Highly tech-
nical content that requires the developer to meet often with experts in the subject
can take 50 percent longer.10

Even in organizations that send employees to outside training programs, someone
in the organization may be responsible for coordinating the overall training program.
Called training administration, this is typically the responsibility of a human resources

TABLE 7.2
Questions to Ask How much and what type of experience does your company have in designing and
Vendors and delivering training?
Consultants What are the qualifications and experiences of your staff?
Can you provide demonstrations or examples of training programs you have
developed?

Would you provide references of clients for whom you worked?
What evidence do you have that your programs work?

SOURCE: Based on R. Zemke and J. Armstrong, “Evaluating Multimedia Developers,” Training,
November 1996, pp. 33-38. Adapted with permission. Lakewood Publications, Minneapolis, MN.
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For a training program to
succeed, someone must be
responsible for the nuts and
bolts of the effort, from making
sure there is an appropriate
space to handling the
paperwork. Usually, an
organization’s human resource
department is responsible for
this training administration.
Carrying out that responsibility
includes the following activities:

Human Resources

e Communicate with
employees. The company
newsletter, intranet, and
postings on bulletin boards
are possible ways to tell
employees about the
organization's overall training
program and specific courses
that are available. Messages
should include the objectives
as well as the topic of the
training.

* Enroll employees in courses
and programs. This may
entail sending forms to
schools, registering
employees for in-house
training sessions, or making
sure employees have access
to the Web if course

enrollment is available online.

* Prepare and process pretests
to be administered or
materials to be read before

II. Acquiring and Preparing

7. Training Employees

class begins. The training
administrator may be also
asked to prepare materials
for handouts during the
course. Training materials
may include books,
handouts, videotapes, and
CD-ROMs.

Arrange the training facility.
The administrator may have
to reserve a room, order
refreshments, and make sure
space is clean and ready for
the training session. The
administrator ensures that
trainees and trainer are not
distracted by an
uncomfortable room or
missing items. Visual aids
should be easy to see. The
setup should be appropriate
for the course objectives. If
the course objectives call for
group interaction, the chairs
should be arranged to
encourage this.

Test equipment that will be
used during the instruction.
In case of equipment failure,
the administrator should be
prepared with backup
materials, such as
replacement bulbs, a laptop
computer, or photocopies of
slides.

Provide support during
instruction. The administrator

© The McGraw-Hill
Companies, 2003
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Administering a Training Program

should be nearby (physically
or by phone), in case needs
arise during a training
session. Trainees should have
full information about the
schedule, including starting
and finishing times and
break times.

e Distribute materials for
evaluating the course—for
example, surveys or tests.

® Provide for communication
between the trainer and
trainees. For example, if the
trainer will handle follow-up
questions via e-mail, the
administrator should ensure
that trainees have the
person’s e-mail address.

® Maintain records of course
completion. Usually, this
information goes in
employees’ personnel files.
The administrator should
also keep records of the
course evaluations. If the
training is provided in-house,
the records would include
course materials such as
handouts and videotapes.

SOURCE: Based on material in B. J.
Smith and B. L. Delahaye, How to Be
an Effective Trainer, 2nd ed. (New York:
Wiley, 1987); M. Van Wart, N. J. Cayer,
and S. Cook, Handbook of Training and
Development for the Public Sector (San
Francisco: Jossey-Bass, 1993).

professional. Training administration includes activities before, during, and after
training sessions. The “HR How To” box describes what is involved in training ad-

ministration.
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presentation
methods

Training methods in
which trainees
receive information
provided by
instructors or via
computers or other
media.

hands-on methods
Training methods
which actively
involve the trainee
in trying out skills
being taught.

group-building
methods

Training methods in
which trainees share
ideas and
experiences, build
group identity,
understand
interpersonal
relationships, and
learn the strengths
and weaknesses of
themselves and their
coworkers.

LO5

Choice of Training Methods

Whether the organization prepares its own training programs or buys training from
other organizations, it is important to verify that the content of the training relates
directly to the training objectives. Such relevance to the organization’s needs and ob-
jectives ensures that training money is well spent. Tying training content closely to
objectives also improves trainees’ learning, because it increases the likelihood that
the training will be meaningful and helpful.

After deciding on the goals and content of the training program, planners must de-
cide how the training will be conducted. As we will describe in the next section, a
wide variety of methods is available. Training methods fall into the broad categories
of presentation methods, hands-on methods, and group-building methods.!

With presentation methods, trainees receive information provided by instructors
or via computers or other media. Trainees may assemble in a classroom to hear a lec-
ture, or the material may be presented on videotapes, CD-ROMs, websites, or in
workbooks. Presentations are appropriate for conveying facts or comparing alterna-
tive processes. Computer-based training methods tend to be less expensive than
bringing trainees together in a classroom.

In contrast to presentation methods, hands-on methods actively involve the
trainee in learning by trying out the behaviors being taught. Someone may help the
trainee learn skills while on the job. Hands-on methods away from the job include
simulations, games, role-plays, and interactive learning on computers. Hands-on
training is appropriate for teaching specific skills and helping trainees understand how
skills and behaviors apply to their jobs. These methods also help trainees learn to
handle interpersonal issues, such as handling problems with customers.

Group-building methods help trainees share ideas and experiences, build group or
team identity, understand how interpersonal relationships work, and get to know
their own strengths and weaknesses and those of their coworkers. The various tech-
niques available involve examining feelings, perceptions, and beliefs about the
trainees’ group. Participants discuss how to apply what they learn in the training pro-
gram to the group’s performance at work. Group-building methods are appropriate for
establishing teams or work groups, or for improving their performance.

Training programs may use these methods alone or in combination. The methods
used should be suitable for the course content and the learning abilities of the partic-
ipants. The following section explores the options in greater detail.

Training Methods

A wide variety of methods is available for conducting training. Figure 7.4 shows the
percentages of companies using various training methods: classroom instruction,
training videos, role-plays, case studies, several forms of computer-based training,
learning games, and experiential programs. Of these methods, the most widely used
are classroom training, videotapes, role-plays, and CD-ROM:s.

Classroom Instruction

At school, we tend to associate learning with classroom instruction, and that type
of training is most widely used in the workplace, too. Classroom instruction typically
involves a trainer lecturing a group. Trainers often supplement lectures with slides,
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FIGURE 7.4

Overview of Use of Instructional Methods
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Experiential
programs

Percentage of companies using “often” or “always”
SOURCE: Based on “Industry Report 2001,” Training, October 2001, p. 56.

discussions, case studies, question-and-answer sessions, and role playing. Actively in-
volving trainees enhances learning.

When the course objectives call for presenting information on a specific topic to
many trainees, classroom instruction is one of the least expensive and least time-
consuming ways to accomplish that goal. Learning will be more effective if trainers
enhance lectures with job-related examples and opportunities for hands-on learning.

Modern technology has expanded the notion of the classroom to classes of trainees
scattered in various locations. With distance learning, trainees at different locations at-
tend programs over phone and computer lines. Through audio- and videoconferenc-
ing, they can hear and see lectures and participate in discussions. Computers can en-
able participants to share documents as well. Satellite networks allow companies to
link up with industry-specific and educational courses for which employees receive
college credit and job certification. IBM, Digital Equipment, and Eastman Kodak are
among the many companies that subscribe to the National Technological University,
which broadcasts courses throughout the United States. Technical employees take
these courses to obtain advanced degrees in engineering.!? Distance learning provides
many of the benefits of classroom training without the cost and time of travel to
a shared classroom. The major disadvantage of distance learning is that interaction
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between the trainer and audience may be limited. To overcome this hurdle, distance
learning usually provides a communications link between trainees and trainer. Also,
on-site instructors or facilitators should be available to answer questions and moder-
ate question-and-answer sessions.

Audiovisual Training

Presentation methods need not require that trainees attend a class. Trainees can also
work independently, using course material prepared on audiotapes and videotapes or
in workbooks. Audiovisual techniques such as overhead transparencies, slides, and
videos can also supplement classroom instruction.

Training with videotapes has been used for improving communications skills, in-
terviewing skills, and customer service skills. Videotapes can also be effective for
demonstrating how to follow procedures, such as welding methods. Morse-Brothers
provides training to the drivers of its ready-mix trucks with a series of videos. A
mentor-driver selects a weekly video, schedules viewing sessions, keeps attendance
records, and guides a wrap-up discussion. The short (10 minutes or less) videos cover
topics such as safe driving, avoidance of excessive idling, and observing product tests
at job sites. The mentor-drivers are trained in leading the discussion that follows the
video, including how to call attention to key learning points and relate the topics to
issues the drivers encounter on the job.!?

Users of audiovisual training often have some control over the presentation. They
can review material and may be able to slow down or speed up the lesson. Videotapes
and video clips on CD-ROM can show situations and equipment that cannot be eas-
ily demonstrated in a classroom. Another advantage of audiovisual presentations is
that they give trainees a consistent presentation, not affected by an individual
trainer’s goals and skills. The problems associated with these methods may include
their trying to present too much material, poorly written dialogue, overuse of features
such as humor or music, and drama that distracts from the key points. A well-written
and carefully produced video can overcome these problems.

Computer-Based Training

Although almost all organizations use classroom training, new technologies are gain-
ing in popularity as technology improves and becomes cheaper. With computer-based
training, participants receive course materials and instruction distributed over the In-
ternet or on CD-ROM. Often, these materials are interactive, so participants can an-
swer questions and try out techniques, with course materials adjusted according to
participants’ responses. Online training programs may allow trainees to submit ques-
tions via e-mail and to participate in online discussions. Multimedia capabilities en-
able computers to provide sounds, images, and video presentations, along with text.

Computer-based training is generally less expensive than putting an instructor in
a classroom of trainees. The low cost to deliver information gives the company flexi-
bility in scheduling training, so that it can fit around work requirements. Training can
be delivered in smaller doses, so material is easier to remember.!# Finally, it is easier
to customize computer-based training for individual learners.

Federal Express uses a form of computer-based training called interactive video.
With this format, a monitor presents a training program stored on videodisk or CD-
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ROM. Trainees use the keyboard or touch the monitor to interact with the program.
Federal Express’s 25-disk curriculum includes courses on customer etiquette, defensive
driving, and delivery procedures.!> Employees decide what aspects of the training pro-
gram they want to view. They can skip ahead when they feel competent or review
topics when they believe they need to do so. The program gives trainees immediate
feedback on their learning progress.

Electronic Performance Support Systems

Computers can support trainees in applying training content to their jobs. Electronic
performance support systems (EPSSs) are computer applications that provide access to
skills training, information, and expert advice when a problem occurs on the job.1¢
An EPSS gives trainees an electronic information source that they can refer to as
they try applying new skills on the job. For example, Atlanta-based poultry processor
Cagle’s uses an EPSS for employees who maintain the chicken-processing machines.!”
The makers of machines that measure and cut chickens are continually improving
this equipment, so that companies have no practical way to train technicians in the
equipment’s details. Instead, companies train technicians in the basic procedures for
maintaining the machinery. When a problem occurs, the technicians combine the
basic training with the EPSS to obtain enough information to fix the problem. On
the EPSS, the technicians can look up detailed instructions for repairs, check parts
availability, and find replacement parts in inventory.

E-Learning
Receiving training via the Internet or the organization’s intranet is called e-learning  e-learning
or online learning. E-learning may bring together Web-based training, distance learn-  Receiving training
ing, virtual classrooms, and the use of CD-ROMs. Course content is presented with a  via the Internet or
combination of text, video, graphics, and sound. E-learning has three important char- ~ the organization’s
acteristics. First, it involves electronic networks that enable the delivery, sharing, and = 'ntranet.
updating of information and instruction. Second, e-learning is delivered to the
trainee via computers with Internet access. Finally, it goes beyond traditional train-
ing objectives to offer tools and information that will help trainees improve perfor-
mance. The system also may handle course enrollment, testing and evaluation of par-
ticipants, and monitoring of progress.
With e-learning, trainees have a great deal of control. They determine what they
learn, how fast they progress through the program, how much time they practice, and
when they learn. E-learners also may choose to collaborate or interact with other
trainees and experts. They may use the training system’s links to other learning re-
sources such as reference materials, company websites, and other training programs.
Like other forms of computer-based learning, e-learning can reduce training costs
and time. Trainees often appreciate the multimedia capabilities, which appeal to sev-
eral senses, and the opportunity to actively participate in learning and apply it to sit-
uations on the job. The best e-learning combines the advantages of the Internet with
the principles of a good learning environment. It takes advantage of the Web’s dy-
namic nature and ability to use many positive learning features, including hyperlinks
to other training sites and content, control by the trainee, and ability for trainees to
collaborate. As described in the nearby “Best Practices” box, some of the most suc-
cessful uses of e-learning combine online resources with face-to-face meetings.
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Humanizing e-Learning

Despite all the hoopla about e-
learning, posting some training
modules on the organization's
website will barely make an
impression on the organization’s
employees. However computer
savvy they may be, most
people still appreciate a
personal touch. Among the
organizations that are
benefiting most from e-learning
are those combining it with
traditional face-to-face methods
such as classroom instruction.

Cablevision, for example,
uses online training to prepare
employees for more satisfactory
classroom instruction. Before
Cablevision’s call center
employees head for a
classroom, they complete
online courses, working at their
own pace and completing an
online assessment when they
have finished. This gives them
the background they need for
participating in Cablevision’s
classroom instruction, and it
shrinks classroom time from
three days to one.

Similarly, StorageTek’s
employees must complete
online training before they go
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to class. Each employee works
independently and must
successfully complete learning
assessments before taking the
class. This setup makes the
classroom time more rewarding,
because classroom instruction
can assume that everyone
shares certain basic knowledge.
In the words of StorageTek’s
manager of e-learning, Julie
Bisiar, the online learning means
trainees are “not just coming for
three weeks to headquarters to
take endless classes, some of
which they already know, and
some of which have nothing to
do with them.”

At Unisys, individual online
learning precedes training in a
virtual classroom. For the
company’s Coaching in the
Workplace class, trainees
complete computer-based
training ahead of time, then
participate in online discussions.
A facilitator or faculty member
leads those discussions.

Another company using
virtual classrooms is Centra
Software. These online sessions
offer greater flexibility as well as
lower costs. With Centra’s

system able to host classes of
up to 250 students, discussions
may require dividing the class
into smaller groups. Centra’s
training system permits
everyone to stay online while
dividing into groups of any size
from 1 person to 125.
Participants can voice-chat or
use “whiteboard” software that
lets them look at one another’s
written work. Instructors can
move from one online group to
another, answering questions
and looking at work. After the
discussion, the subgroups can
reunite and look at the work on
one another's whiteboards. Still,
even with all these bells and
whistles, Centra cannot provide
hands-on practice in a virtual
classroom. When training
requires the handling of
equipment, the company sends
trainees to one of its training
locations around the globe,
where students can meet in
person with instructors and
mentors.

SOURCE: G. Yohe, “The Best of Both?”
Human Resource Executive, March 6,
2002, pp. 35, 38-39.

on-the-job training
(OJT)

Training methods in
which a person with
job experience and
skill guides trainees
in practicing job
skills at the
workplace.
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On-the-Job Training

Although people often associate training with classrooms, much learning occurs
while employees are performing their jobs. On-the-job training (O] T) refers to train-
ing methods in which a person with job experience and skill guides trainees in prac-
ticing job skills at the workplace. This type of training takes various forms, including
apprenticeships and internships.
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APPRENTICESHIP INTERNSHIP

Bricklayer Accountant
Carpenter Doctor
Electrician Journalist
Plumber Lawyer
Printer Nurse
Welder

An apprenticeship is a work-study training method that teaches job skills through
a combination of on-the-job training and classroom training.!8 The O] T component
of an apprenticeship involves the apprentice assisting a certified tradesperson (a jour-
neyman) at the work site. Typically, the classroom training is provided by local trade
schools, high schools, and community colleges. Under state and federal guidelines,
apprenticeship programs must require at least 144 hours of classroom instruction plus
2,000 hours (one year) of one-the-job experience.!® Some apprenticeship programs
are sponsored by individual companies, others by employee unions. As shown in the
left column of Table 7.3, most apprenticeship programs are in the skilled trades, such
as plumbing, carpentry, and electrical work. Apprenticeship programs are more widely
used in Western European countries (including Germany and Denmark) than in the
United States.2® For trainees, a major advantage of apprenticeship is the ability to
earn an income while learning a trade. In addition, training through an apprentice-
ship is usually effective because it involves hands-on learning and extensive practice.

An internship is on-the-job learning sponsored by an educational institution as a
component of an academic program. The sponsoring school works with local em-
ployers to place students in positions where they can gain experience related to their
area of study. For example, in Cedar Rapids, lowa, Kirkwood Community College par-
ticipates in an organization called Workplace Learning Connection, which finds stu-
dents internships at hundreds of local companies.2! High school students who pass a
screening by the Workplace Learning Connection participate in semester-long in-
ternships. Many interns hope the internship will not only teach them about a work-
place, but also lead to a job offer. Brian Whitlatch interned at the lowa 80 Truck
Stop, where he helped mechanics work on trucks. He worked without pay as an in-
tern, but he received course credit and, three weeks before graduation, a job offer.
Many internships prepare students for professions such as those listed in the right col-
umn of Table 7.3.

To be effective, OJ T programs should include several characteristics:

e The organization should issue a policy statement describing the purpose of OJT
and emphasizing the organization’s support for it.

e The organization should specify who is accountable for conducting OJT. This ac-
countability should be included in the relevant job descriptions.

® The organization should review OJT practices at companies in similar industries.

® Managers and peers should be trained in OJT principles.

e Employees who conduct OJT should have access to lesson plans, checklists, pro-
cedure manuals, training manuals, learning contracts, and progress report forms.

e Before conducting OJT with an employee, the organization should assess the em-
ployees’ level of basic skills.22

© The McGraw-Hill
Companies, 2003
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TABLE 7.3

Typical Jobs for
Apprentices and
Interns

apprenticeship

A work-study
training method that
teaches job skills
through a
combination of on-
the-job training and
classroom training.

internship
On-the-job learning
sponsored by an
educational
institution as a
component of an
academic program.
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simulation

A training method
that represents a
real-life situation,
with trainees making
decisions resulting
in outcomes that
mirror what would
happen on the job.

virtual reality

A computer-based
technology that
provides an
interactive, three-
dimensional learning
experience.

The OJT program at Borden’s North American Pasta Division has many of these
characteristics.23 Borden’s carefully selects, trains, and rewards the managers and peers
who act as trainers. The train-the-trainer course involves classroom training as well
as time on the manufacturing floor to learn how to operate machinery such as pasta
machines and correctly teach other employees how to use the equipment. Trainees in
the OJT program complete a checklist in which they verify that the trainer helped
them learn the skills needed and used effective teaching techniques.

Simulations

A simulation is a training method that represents a real-life situation, with trainees
making decisions resulting in outcomes that mirror what would happen on the job.
Simulations enable trainees to see the impact of their decisions in an artificial, risk-
free environment. They are used to teaching production and process skills as well as
management and interpersonal skills. At Motorola’s Programmable Automation Lit-
eracy Lab, employees who may never have worked with computers or robots learn to
operate them.?* After completing a two-hour introduction to factory automation,
trainees use a simulator to become familiar with the equipment by designing a
product (a personalized memo holder). Success in simple exercises with the simulator
increases trainees’ confidence about working in an automated manufacturing envi-
ronment.

Simulators must have elements identical to those found in the work environment.
The simulator needs to respond exactly as equipment would under the conditions and
response given by the trainee. For this reason, simulators are expensive to develop
and need constant updating as new information about the work environment be-
comes available. Still, they are an excellent training method when the risks of a mis-
take on the job are great. Trainees do not have to be afraid of the impact of wrong de-
cisions when using the simulator, as they would be with on-the-job training.

A recent development in simulations is the use of virtual reality technology. Vir-
tual reality is a computer-based technology that provides an interactive, three-
dimensional learning experience. Using specialized equipment or viewing the virtual
model on a computer screen, trainees move through the simulated environment and
interact with its components.?> Devices relay information from the environment to
the trainees’ senses. For example, audio interfaces, gloves that provide a sense of
touch, treadmills, or motion platforms create a realistic but artificial environment.
Devices also communicate information about the trainee’s movements to a computer.
Virtual reality is a feature of the simulated environment of the advanced manufac-
turing courses in Motorola’s Pager Robotic Assembly facility. Employees wear a head-
mount display that lets them view a virtual world of lab space, robots, tools, and the
assembly operation. The trainees hear the sounds of using the real equipment. The
equipment responds as if trainees were actually using it in the factory.26

Business Games and Case Studies

Training programs use business games and case studies to develop employees’ man-
agement skills. A case study is a detailed description of a situation that trainees study
and discuss. Cases are designed to develop higher-order thinking skills, such as the
ability to analyze and evaluate information. They also can be a safe way to encourage
trainees to take appropriate risks, by giving them practice in weighing and acting on
uncertain outcomes. There are many sources of case studies, including Harvard Busi-
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ness School, the Darden Business School at the University of Virginia, and McGraw-
Hill publishing company.

With business games, trainees gather information, analyze it, and make decisions
that influence the outcome of the game. For instance, Market Share, part of a market-
ing management course, requires participants to use strategic thinking (such as ana-
lyzing competitors) to increase their share of the market.2” Games stimulate learning
because they actively involve participants and mimic the competitive nature of busi-
ness. A realistic game may be more meaningful to trainees than presentation tech-
niques such as classroom instruction.

Training with case studies and games requires that participants come together to
discuss the cases or the progress of the game. This requires face-to-face or electronic
meetings. Also, participants must be willing to be actively involved in analyzing the
situation and defending their decisions.

Behavior Modeling

Research suggests that one of the most effective ways to teach interpersonal skills is
through behavior modeling.?8 This involves training sessions in which participants
observe other people demonstrating the desired behavior, then have opportunities to
practice the behavior themselves. For example, a training program could involve four-
hour sessions, each focusing on one interpersonal skill, such as communicating or
coaching. At the beginning of each session, participants hear the reasons for using the
key behaviors, then they watch a videotape of a model performing the key behaviors.
They practice through role-playing and receive feedback about their performance. In
addition, they evaluate the performance of the model in the videotape and discuss
how they can apply the behavior on the job.

Experiential Programs

To develop teamwork and leadership skills, some organizations enroll their employees

in a form of training called experiential programs. This type of program uses chal- experiential
lenging, structured outdoor activities, which may include difficult sports such as programs
dogsledding or mountain climbing. Other activities may be structured tasks like A teamwork and
climbing walls, completing rope courses, climbing ladders, or making “trust falls” (in leadership training
which each trainee stands on a table and falls backward into the arms of other group ~P"°97™M based on

the use of
members). challenging
For example, a manager of a Chili’s restaurant was required to scale a wall that was structured o,utdoor
three stories high. About two-thirds of the way from the top, the manager became _ 4iyities.

very tired. Still, she succeeded in reaching the top by using the advice and encour-
agement shouted by team members on the ground. When asked what she had learned
from the experience, the manager said the exercise made her realize that reaching
personal success depends on other people. At her restaurant, everyone has to work to-
gether to make the customers happy.2?

Do experiential programs work? The impact of these programs has not been rigor-
ously tested, but participants report they gained a greater understanding of themselves
and the ways they interact with their coworkers. One key to the success of such pro-
grams may be that the organization insist that entire work groups participate together.
This encourages people to see, discuss, and correct the kinds of behavior that keep the
group from performing well. Organizations should make sure that the exercises are re-
lated to the types of skills employees need to develop. Experiential programs should
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cross-training

Team training in
which team
members
understand and
practice each other's
skills so that they
are prepared to step
in and take another
member’s place.

coordination
training

Team training that
teaches the team
how to share
information and
make decisions to
obtain the best
team performance.

action learning
Training in which
teams get an actual
problem, work on
solving it and
commit to an action
plan, and are
accountable for
carrying it out.

end with a discussion of what happened during the exercise, what participants
learned, and how they can apply what they learned to their work.3°

Before requiring employees to participate in experiential programs, the organiza-
tion should consider the possible drawbacks. Because these programs are usually phys-
ically demanding and often require participants to touch each other, companies face
certain risks. Some employees may be injured or may feel that they were sexually ha-
rassed or that their privacy was invaded. Also, the Americans with Disabilities Act
(discussed in Chapter 3) raises questions about requiring employees with disabilities
to participate in physically demanding training experiences.

Team Training

A possible alternative to experiential programs is team training, which coordinates
the performance of individuals who work together to achieve a common goal. An or-
ganization may benefit from providing such training to groups when group members
must share information and group performance depends on the performance of the in-
dividual group members. Examples include the military, nuclear power plants, and
commercial airlines. In those work settings, much work is performed by crews, groups,
or teams. Success depends on individuals’ coordinating their activities to make deci-
sions, perhaps in dangerous situations.

Ways to conduct team training include cross-training and coordination training.3!
In cross-training, team members understand and practice each other’s skills so that
they are prepared to step in and take another member’s place. In a factory, for exam-
ple, production workers could be cross-trained to handle all phases of assembly. This
enables the company to move them to the positions where they are most needed to
complete an order on time.

Coordination training trains the team in how to share information and decisions
to obtain the best team performance. This type of training is especially important for
commercial aviation and surgical teams. Both of these kinds of teams must monitor
different aspects of equipment and the environment at the same time sharing infor-
mation to make the most effective decisions regarding patient care or aircraft safety
and performance.

For both kinds of team training, the training program usually brings together sev-
eral training methods. To teach communication skills, training could begin with a
lecture about communicating, followed by an opportunity for team members to role-
play scenarios related to communication on the team. Boeing combined a number of
methods in a team training program designed to improve the effectiveness of the 250
teams designing the Boeing 777.32 Teams include members from a variety of special-
ties, from design engineers to marketing professionals. These team members had to
understand how the process or product they were designing would fit with the rest of
the finished jet. Boeing’s training started with an extensive orientation emphasizing
how team members were supposed to work together. Then the teams received their
work assignments. Trainers helped the teams work through problems as needed, with
assistance in communication skills, conflict resolution, and leadership.

Action Learning

Another form of group building, widely used in Europe, is action learning. In this
type of training, teams or work groups get an actual problem, work on solving it and
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One of the most
important features of
organizations today is
teamwork. Experiential
programs include team-
building exercises like
rope courses and wall
climbing to help build
trust and cooperation
among employees.

commit to an action plan, and are accountable for carrying out the plan.?? Typically,
6 to 30 employees participate in action learning; sometimes the participants include
customers and vendors. For instance, a group might include a customer that buys the
product involved in the problem to be solved. Another arrangement is to bring to-
gether employees from various functions affected by the problem. Whirlpool used ac-
tion learning to solve a problem related to importing compressors from Brazil. The
company had to pay duties (import taxes) on the compressors. It was overpaying and
was trying to recover the overpayment. Members of the group responsible for obtain-
ing the parts formed a team to implement Whirlpool’s strategies for cost reduction
and inventory control. Through action learning, they developed a process for recov-
ering the overpayment, saving the company hundreds of thousands of dollars a year.

The effectiveness of action learning has not been formally evaluated. This type of
training seems to result in a great deal of learning, however, and employees are able
to apply what they learn because action learning involves actual problems the organi-
zation is facing. The group approach also helps teams identify behaviors that interfere
with problem solving.

Implementing the Training Program: LO6
Principles of Learning

Learning permanently changes behavior. For employees to acquire knowledge and
skills in the training program and apply what they have learned in their jobs, the train-
ing program must be implemented in a way that applies what we know about how peo-
ple learn. Researchers have identified a number of ways employees learn best.3* Table
7.4 summarizes ways that training can best encourage learning. In general, effective
training communicates learning objectives clearly, presents information in distinctive
and memorable ways, and helps trainees link the subject matter to their jobs.
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TABLE 7.4
. TRAINING ACTIVITY WAYS TO PROVIDE TRAINING ACTIVITY
Ways That Training

Helps Employees

Learn Communicate the Demonstrate the performance to be expected.
learning objective. Give examples of questions to be answered.
Use distinctive, Emphasize key points.
attention-getting Use pictures, not just words.
messages.
Limit the content of Group lengthy material into chunks.
training. Provide a visual image of the course material.
Provide opportunities to repeat and practice material.
Guide trainees as they Use words as reminders about sequence of activities.
learn. Use words and pictures to relate concepts to one

another and to their context.

Elaborate on the subject.  Present the material in different contexts and settings.
Relate new ideas to previously learned concepts.
Practice in a variety of contexts and settings.

Provide memory cues. Suggest memory aids.

Use familiar sounds or rhymes as memory cues.
Transfer course content Design the learning environment so that it has
to the workplace. elements in common with the workplace.

Require learners to develop action plans that apply
training content to their jobs.
Use words that link the course to the workplace.

Provide feedback about Tell trainees how accurately and quickly they are
performance. performing their new skill.
Show how trainees have met the objectives of the
training.

SOURCE: Adapted from R. M. Gagne, “Learning Processes and Instruction,” Training Research
Journal 1 (1995/96), pp. 17-28.

Employees are most likely to learn when training is linked to their current job
experiences and tasks.?> There are a number of ways trainers can make this link.
Training sessions should present material using familiar concepts, terms, and exam-
ples. As far as possible, the training context—such as the physical setting or the im-
ages presented on a computer—should mirror the work environment. Along with
physical elements, the context should include emotional elements. In the earlier ex-
ample of training store personnel to handle upset customers, the physical context is
more relevant if it includes trainees acting out scenarios of personnel dealing with un-
happy customers. The role-play interaction between trainees adds emotional realism
and further enhances learning.

To fully understand and remember the content of the training, employees need a
chance to demonstrate and practice what they have learned. Trainers should provide
ways to actively involve the trainees, have them practice repeatedly, and have them
complete tasks within a time that is appropriate in light of the learning objectives.
Practice requires physically carrying out the desired behaviors, not just describing
them. Practice sessions could include role-playing interactions, filling out relevant
forms, or operating machinery or equipment to be used on the job. The more the
trainee practices these activities, the more comfortable he or she will be in applying
the skills on the job. People tend to benefit most from practice that occurs over sev-
eral sessions, rather than one long practice session.3¢ For complex tasks, it may be
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most effective to practice a few skills or behaviors at a time, then combine them in
later practice sessions.

Trainees need to understand whether or not they are succeeding. Therefore, train-
ing sessions should offer feedback. Effective feedback focuses on specific behaviors
and is delivered as soon as possible after the trainees practice or demonstrate what
they have learned.3” One way to do this is to videotape trainees, then show the video
while indicating specific behaviors that do or do not match the desired outcomes of
the training. Feedback should include praise when trainees show they have learned
material, as well as guidance on how to improve.

Well-designed training helps people remember the content. Training programs
need to break information into chunks that people can remember. Research suggests
that people can attend to no more than four to five items at a time. If a concept or
procedure involves more than five items, the training program should deliver infor-
mation in shorter sessions or chunks.’ Other ways to make information more mem-
orable include presenting it with visual images and practicing some tasks enough that
they become automatic.

Written materials should have an appropriate reading level. A simple way to assess
readability—the difficulty level of written materials—is to look at the words being  readability
used and at the length of sentences. In general, it is easiest to read short sentences The difficulty level of
and simple, standard words. If training materials are too difficult to understand, sev-  written materials.
eral adjustments can help. The basic approach is to rewrite the material looking for
ways to simplify it.

e Substitute simple, concrete words for unfamiliar or abstract words.
¢ Divide long sentences into two or more short sentences.

¢ Divide long paragraphs into two or more short paragraphs.

e Add checklists (like this one) and illustrations to clarify the text.

Another approach is to substitute videotapes, hands-on learning, or other nonwritten
methods for some of the written material. A longer-term solution is to use tests to
identify employees who need training to improve their reading levels and to provide
that training first.

Measuring Results of Training L07

After a training program ends, or at intervals during an ongoing training program, or-
ganizations should ensure that the training is meeting objectives. The stage to prepare
for evaluating a training program is when the program is being developed. Along with
designing course objectives and content, the planner should identify how to measure
achievement of objectives. Depending on the objectives, the evaluation can use one
or more of the measures shown in Figure 7.5—trainee satisfaction with the program,
knowledge or abilities gained, use of new skills and behavior on the job (transfer of
training), and improvements in individual and organizational performance. The usual
way to measure whether participants have acquired information is to administer tests
on paper or electronically. Trainers or supervisors can observe whether participants
demonstrate the desired skills and behaviors. Surveys measure changes in attitude.
Changes in company performance have a variety of measures, many of which organi-
zations keep track of for preparing performance appraisals, annual reports, and other
routine documents in order to demonstrate the final measure of success shown in Fig-
ure 7.5—return on investment.
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FIGURE 7.5

Measures of Training
Success

Trainee
satisfaction

Return on Transfer of
investment training

Evaluation Methods

transfer of training  Evaluation of training should look for transfer of training, or on-the-job use of

On-the-job use of knowledge, skills, and behaviors learned in training. Transfer of training requires that

knowledge, skills, employees actually learn the content of the training program and that the necessary

and behaviors conditions are in place for employees to apply what they learned. Thus, the assess-

learned in training. ment can look at whether employees have an opportunity to perform the skills related
to the training. The organization can measure this by asking employees three ques-
tions about specific training-related tasks:

1. Do you perform the task?
2. How many times do you perform the task?
3. To what extent do you perform difficult and challenging learned tasks?

Frequent performance of difficult training-related tasks would signal great opportunity
to perform. If there is low opportunity to perform, the organization should conduct
further needs assessment and reevaluate readiness to learn. Perhaps the organization
does not fully support the training activities in general or the employee’s supervisor
does not provide opportunities to apply new skills. Lack of transfer can also mean that
employees have not learned the course material. The organization might offer a re-
fresher course to give trainees more practice. Another reason for poor transfer of
training is that the content of the training may not be important for the employee’s
job.

Assessment of training also should evaluate training outcomes, that is, what (if any-
thing) has changed as a result of the training. The relevant training outcomes are the
ones related to the organization’s goals for the training and its overall performance.
Possible outcomes include the following:

e Information such as facts, techniques, and procedures that trainees can recall after
the training.
Skills that trainees can demonstrate in tests or on the job.
Trainee and supervisor satisfaction with the training program.
Changes in attitude related to the content of the training (for example, concern
for safety or tolerance of diversity).

e Improvements in individual, group, or company performance (for example, greater
customer satisfaction, more sales, fewer defects).
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Training is a significant part of many organizations’ budgets. Therefore, economic
measures are an important way to evaluate the success of a training program. Busi-
nesses that invest in training want to achieve a high return on investment—the mon-
etary benefits of the investment compared to the amount invested, expressed as a per-
centage. For example, IBM’s e-learning program for new managers, Basic Blue, costs
$8,708 per manager.® The company has measured an improvement in each new
manager’s performance worth $415,000. That gives IBM a benefit of $415,000 —
$8,708 = $406,292 for each manager. This is an extremely large return on investment:
$406,292/$8,708 = 46.65, or 4,665 percent! In other words, for every $1 IBM invests
in Basic Blue, it receives almost $47.

For any of these methods, the most accurate but most costly way to evaluate the
training program is to measure performance, knowledge, or attitudes among all em-
ployees before the training, then to train only part of the employees. After the train-
ing is complete, the performance, knowledge, or attitudes are again measured, and the
trained group is compared to the untrained group. A simpler but less accurate way to
assess the training is to conduct the pretest and posttest on all trainees, comparing
their performance, knowledge, or attitudes before and after the training. This form of
measurement does not rule out the possibility that change resulted from something
other than training (for example, a change in the compensation system). The sim-
plest approach is to use only a posttest. Of course, this type of measurement does not
enable accurate comparisons, but it may be sufficient, depending on the cost and pur-
pose of the training.

Applying the Evaluation

The purpose of evaluating training is to help with future decisions about the organi-
zation’s training programs. Using the evaluation, the organization may identify a need
to modify the training and gain information about the kinds of changes needed. The
organization may decide to expand on successful areas of training and cut back on
training that has not delivered significant benefits.

At Walgreens, evaluation of training for pharmacy technicians convinced the
company that formal training was economically beneficial. The drugstore chain de-
veloped a training course as an alternative to on-the-job training from pharmacists.
Some of the newly hired technicians participated in the test of the program, taking
part in 20 hours of classroom training and 20 hours of supervision on the job. Other
technicians relied on the old method of being informally trained by the pharmacists
who had hired them. After the training had ended, pharmacists who supervised the
technicians completed surveys about the technicians’ performance. The surveys indi-
cated that formally trained technicians were more efficient and wasted less of the

Walgreens measured the
success of training their
pharmacy technicians.
The formally trained
technicians did show
higher sales. Do you
think Walgreens should
invest in an even higher
rate of training?
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orientation

Training designed to
prepare employees
to perform their jobs
effectively, learn
about their
organization, and
establish work
relationships.

TABLE 7.5

Content of a Typical
Orientation Program

pharmacists’ time. Also, sales in pharmacies with formally trained technicians ex-
ceeded sales in pharmacies with technicians trained on the job by an average of

$9,500 each year.4

Applications of Training

Two categories of training that have become widespread among U.S. companies are
orientation of new employees and training in how to manage workforce diversity.

Orientation of New Employees

Many employees receive their first training during their first days on the job. This
training is the organization’s orientation program—its training designed to prepare
employees to perform their job effectively, learn about the organization, and establish
work relationships. Organizations provide for orientation because, no matter how re-
alistic the information provided during employment interviews and site visits, people
feel shock and surprise when they start a new job.*! Also, employees need to become
familiar with job tasks and learn the details of the organization’s practices, policies,
and procedures.

The objectives of orientation programs include making new employees familiar
with the organization’s rules, policies, and procedures. Table 7.5 summarizes the con-

Company-level information

Company overview (e.g., values, history, mission)
Key policies and procedures

Compensation

Employee benefits and services

Safety and accident prevention

Employee and union relations

Physical facilities

Economic factors

Customer relations

Department-level information
Department functions and philosophy

Job duties and responsibilities

Policies, procedures, rules, and regulations
Performance expectations

Tour of department

Introduction to department employees

Miscellaneous
Community
Housing

Family adjustment

SOURCE: J. L. Schwarz and M. A. Weslowski, “Employee Orientation: What Employers Should
Know,"” Journal of Contemporary Business Issues, Fall 1995, p. 48. Used with permission.
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tent of a typical orientation program. Such a program provides information about the
overall company and about the department in which the new employee will be work-
ing. The topics include social as well as technical aspects of the job. Miscellaneous in-
formation helps employees from out of town learn about the surrounding community.

Orientation of new engineers at Pillsbury addresses these issues. Before being as-
signed to a production facility, engineers work for one year at headquarters. To pro-
vide orientation, Pillsbury assigns a senior engineer to serve as a mentor, showing the
new engineer the technical resources available within the company. The mentor also
helps the new engineer become familiar with the community and handle issues re-
lated to relocation. The new employees attend seminars at which engineers from var-
ious product divisions explain the role of engineering. New employees also meet key
managers.*

At The Container Store, orientation is about more than job skills.#* The company
also wants employees to care about what they are doing and to be committed to the
organization. New employees at The Container Store participate in a one-week train-
ing program called Foundation Week. During the first day of Foundation Week, em-
ployees learn the company’s philosophy, and they spend most of the day with the store
manager. On the following days, they learn about the way merchandise is arranged in
the stores, various selling techniques, roles of employees in different positions, and
ways to provide customer service. Only after completing the entire week of training
do employees receive the apron they wear while at work. The manager presents the
apron during a ceremony intended to encourage the new hires. According to Barbara
Anderson, The Container Store’s director of community services and staff develop-
ment, “The psychological effect of having to wait for that apron is incredible.” An-
derson says that since the company started its Foundation Week program, newly hired
employees are more self-confident and productive, and they tend to stay with the
company longer.

Orientation programs may combine various training methods such as printed and
audiovisual materials, classroom instruction, on-the-job training, and e-learning. De-
cisions about how to conduct the orientation depend on the type of material to be
covered and the number of new employees, among other factors. The “e-HRM” box
describes how some organizations are applying e-learning to orientation programs.

Diversity Training

In response to Equal Employment Opportunity laws and market forces, many organi-
zations today are concerned about managing diversity—creating an environment that
allows all employees to contribute to organizational goals and experience personal
growth. This kind of environment includes access to jobs as well as fair and positive
treatment of all employees. Chapter 3 described how organizations manage diversity
by complying with the law. Besides these efforts, many organizations provide training
designed to teach employees attitudes and behaviors that support the management of
diversity. Such training may have some or all of the following goals:

e Employees should understand how their values and stereotypes influence their be-
havior toward others of different gender and ethnic, racial, and religious back-
grounds.

Employees should gain an appreciation of cultural differences among themselves.
Employees should avoid and correct behaviors that isolate and intimidate minor-
ity group members.
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Getting Oriented Online

If you take a job with
ChemConnect, don't expect to
be greeted on your first day
with a dry lecture from human
resource personnel. Rather, the
San Francisco—based online
seller of chemicals and plastics
offers an orientation via its
intranet. The online orientation,
titled “Tour de Chem,"” is a
takeoff on the Tour de France
bicycle race. Trainees use a
computer mouse to manipulate
the image of a bicycle to travel
online through various
scenarios. Clicking on the front
wheel to move forward and on
the rear wheel to move
backward, trainees take a tour
through company jargon, a
menu of employee services and
benefits, and background about
ChemConnect's leaders. For
each stage of the tour, one of
those executives rides along—
shown as a stick figure with a
photo of the executive’s head
patched on top. The whole tour
takes about 90 minutes.

The entertaining
presentation keeps new hires
engaged long after they might
have nodded off in front of a
benefits manual or lecture. The
format also tells employees
something about the company,

says ChemConnect's vice
president of operations, Peter
Navin. Navin, who is
responsible for HRM, says, “If
you look into a screen and see
no creativity, you certainly get a
sense of what you're joining.”
No doubt, Jane Paradiso
would applaud the Tour de
Chem. Paradiso, leader of the
recruiting solutions practice at
the Watson Wyatt Worldwide
consulting firm, says online
orientations should be more
than a video about the
company plus a signup sheet
for benefits. According to
Paradiso, an online orientation
should take advantage of the
Internet’s potential for
communication. The orientation
program should assign the new
employee an e-mail address
and a password to the intranet,
let the employee schedule
lunch with his or her boss, set
up a connection between the
new employee and his or her
mentor, and describe the
organization’s ethics policy,
among other features. In fact,
such a system could begin
building the organization’s
relationship with new
employees even before their
first day on the job, assuming

the organization gives out a
password for the system.
That's what Pinnacle Decision
Systems does. The consulting
and software development
company, located in
Middletown, Connecticut,
sends new hires to a website it
calls “HQ.” There, the newly
hired individuals can read
policies and procedures, view
the company’s organization
chart, or order business cards
and company T-shirts. Thanks
to these online services,
employees are already
acquainted with the company
on their first day. During their
first day at work, they meet with
department heads to deepen
their knowledge of the
organization. Pinnacle believes
that in-depth employee
orientation and development
require more than a virtual
touch, however. Says Joanne
Keller, Pinnacle’s HR director,
“We wouldn't want to lose the
personal touch, where you pick
up the clues of how the
company really works and
what's expected of you.”

SOURCE: Tom Starner, “Welcome
E-Board,” Human Resource Executive,
March 6, 2002, pp. 40-43.

diversity training
Training designed to
change employee
attitudes about
diversity and/or
develop skills
needed to work with
a diverse workforce.

226

Training designed to change employee attitudes about diversity and/or develop skills
needed to work with a diverse workforce is called diversity training. These programs
generally emphasize either attitude awareness and change or behavior change.
Programs that focus on attitudes have objectives to increase participants’ aware-
ness of cultural and ethnic differences, as well as differences in personal characteris-
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tics and physical characteristics (such as disabilities). These programs are based on
the assumption that people who become aware of differences and their stereotypes
about those differences will be able to avoid letting stereotypes influence their inter-
actions with people. Many of these programs use videotapes and experiential exer-
cises to increase employees’ awareness of the negative emotional and performance ef-
fects of stereotypes and resulting behaviors on members of minority groups. A risk of
these programs is that they may actually reinforce stereotypes by focusing on differ-
ences rather than similarities among coworkers.# But it is generally held that greater
awareness has a positive effect.

Programs that focus on behavior aim at changing the organizational policies and
individual behaviors that inhibit employees’ personal growth and productivity. Some-
times these programs identify incidents that discourage employees from working up to
their potential. Employees work in groups to discuss specific promotion opportunities
or management practices that they believe were handled unfairly. Another approach
is to teach managers and employees basic rules of behavior in the workplace.>
Trainees may be more positive about receiving this type of training than other kinds
of diversity training. Finally, some organizations provide diversity training in the form
of cultural immersion, sending employees directly into communities where they have
to interact with persons from different cultures, races, and nationalities. Participants
might talk with community members, work in community organizations, or learn
about events that are significant to the community they visit. For example, AT&T
sent several managers on a scavenger hunt in New York City’s Harlem. In this eclec-
tic community of Asian Americans, African Americans, Hispanic Americans, and
Puerto Rican Americans, the managers had to look for a variety of items, including a
bilingual community directory, a Jamaican meat patty, and soul food. The hunt re-
quired the team to interact with a variety of people.4¢

Although many organizations have used diversity training, few have provided pro-
grams lasting more than a day, and few have researched their long-term effective-
ness.47 The existing evidence regarding diversity training does, however, suggest that
some characteristics make diversity training more effective.#® Most important, the
training should be tied to business objectives, such as understanding customers. The
support and involvement of top management, and the involvement of managers at all
levels, also are important. Diversity training should emphasize learning behaviors and
skills, not blaming employees. Finally, the program should be well structured, con-
nected to the organization’s rewards for performance, and include a way to measure
the success of the training.

1. Discuss how to link training programs to organizational ing employee characteristics and organizational support.
needs. Next, the organization plans a training program, imple-
Organizations need to establish training programs that ments the program, and evaluates the results.

are effective. In other words, they teach what they are
designed to teach, and they teach skills and behaviors 2. Explain how to assess the need for training.

that will help the organization achieve its goals. Organi- Needs assessment consists of an organization analysis,
zations create such programs through instructional de- person analysis, and task analysis. The organization
sign. This process begins with a needs assessment. The analysis determines the appropriateness of training
organization then ensures readiness for training, includ- by evaluating the characteristics of the organization,
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including its strategy, resources, and management sup-
port. The person analysis determines individuals’
needs and readiness for training. The task analysis
identifies the tasks, knowledge, skills, and behaviors
that training should emphasize. It is based on exami-
nation of the conditions in which tasks are performed,
including equipment and environment of the job, time
constraints, safety considerations, and performance
standards.

. Explain how to assess employees’ readiness for training.
Readiness for training is a combination of employee
characteristics and positive work environment that
permit training. The necessary employee characteris-
tics include ability to learn the subject matter, favor-
able attitudes toward the training, and motivation to
learn. A positive work environment avoids situational
constraints such as lack of money and time. In a posi-
tive environment, both peers and management support
training.

. Describe how to plan an effective training program.
Planning begins with establishing objectives for the
training program. These should define an expected per-
formance or outcome, the desired level of performance,
and the conditions under which the performance
should occur. Based on the objectives, the planner de-
cides who will provide the training, what topics the
training will cover, what training methods to use, and
how to evaluate the training. Even when organizations
purchase outside training, someone in the organiza-
tion, usually a member of the HR department, often is
responsible for training administration. The training
methods selected should be related to the objectives
and content of the training program. Training methods
may include presentation methods, hands-on methods,
or group-building methods.

. Compare widely used training methods.

Classroom instruction is most widely used and is one of
the least expensive and least time-consuming ways to
present information on a specific topic to many
trainees. [t also allows for group interaction and may in-
clude hands-on practice. Audiovisual and computer-
based training need not require that trainees attend a
class, so they can reduce time and money spent on
training. Computer-based training may be interactive
and may provide for group interaction. On-the-job
training methods such as apprenticeships and intern-
ships give trainees first-hand experiences. A simulation
represents a real-life situation, enabling trainees to see
the effects of their decisions without dangerous or ex-
pensive consequences. Business games and case studies
are other methods for practicing decision-making skills.
Participants need to come together in one location or
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collaborate online. Behavior modeling gives trainees a
chance to observe desired behaviors, so this technique
can be effective for teaching interpersonal skills. Expe-
riential programs provide an opportunity for group
members to interact in challenging circumstances but
may exclude members with disabilities. Team training
focuses a team on achievement of a common goal. Ac-
tion learning offers relevance, because the training fo-
cuses on an actual work-related problem.

. Summarize how to implement a successful training pro-

gram.
Implementation should apply principles of learning. In
general, effective training communicates learning ob-
jectives, presents information in distinctive and mem-
orable ways, and helps trainees link the subject matter
to their jobs. Employees are most likely to learn when
training is linked to job experiences and tasks. Em-
ployees learn best when they demonstrate or practice
what they have learned and when they receive feed-
back that helps them improve. Trainees remember in-
formation better when it is broken into small chunks,
presented with visual images, and practiced many
times. Written materials should be easily readable by
trainees.

. Evaluate the success of a training program.

Evaluation of training should look for transfer of train-
ing by measuring whether employees are performing
the tasks taught in the training program. Assessment of
training also should evaluate training outcomes, such
as change in attitude, ability to perform a new skill,
and recall of facts or behaviors taught in the training
program. Training should result in improvement in the
group’s or organization’s outcomes, such as customer
satisfaction or sales. An economic measure of training
success is return on investment.

. Describe training methods for employee orientation

and diversity management.

Employee orientation is training designed to prepare
employees to perform their job effectively, learn about
the organization, and establish work relationships. Or-
ganizations provide for orientation because, no matter
how realistic the information provided during employ-
ment interviews and site visits, people feel shock and
surprise when they start a new job, and they need to
learn the details of how to perform the job. A typical
orientation program includes information about the
overall company and the department in which the new
employee will be working, covering social as well as
technical aspects of the job. Orientation programs may
combine several training methods, from printed mate-
rials to on-the-job training to e-learning. Diversity
training is designed to change employee attitudes
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about diversity and/or develop skills needed to work
with a diverse workforce. Evidence regarding these
programs suggests that diversity training is most effec-
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tive if it is tied to business objectives, has management
support, emphasizes behaviors and skills, and is well
structured with a way to measure success.

Review and Discussion Questions

computer program. What are the strengths and weak-
nesses of each technique? Which would you choose?

Why?

1. “Melinda!” bellowed Toran to the company’s HR spe- 6. Consider your current job or a job you recently held.
cialist, “I've got a problem, and you’ve got to solve it. What types of training did you receive for the job?
I can’t get people in this plant to work together as a What types of training would you like to receive?
team. As if I don’t have enough trouble with our com- Why?
petitors and our past-due accounts, now | have to put 7. A manufacturing company employs several mainte-
up with running a zoo. You're responsible for seeing nance employees. When a problem occurs with the
that the staff gets along. I want a training proposal on equipment, a maintenance employee receives a de-
my desk by Monday.” Assume you are Melinda. scription of the symptoms and is supposed to locate
a. Is training the solution to this problem? How can and fix the source of the problem. The company re-

you determine the need for training? cently installed a new, complex electronics system. To
b. Summarize how you would conduct a needs assess- prepare its maintenance workers, the company pro-
ment. vided classroom training. The trainer displayed elec-
. How should an organization assess readiness for learn- trical drawings of system components and posed prob-
ing? In question 1, how do Toran’s comments suggest lems about the system. The trainer would point to a
readiness (or lack of readiness) for learning? component in a drawing and ask, “What would hap-
. Assume you are the human resource manager of a pen if this component were faulty?” Trainees would
small seafood company. The general manager has told study the diagrams, describe the likely symptoms, and
you that customers have begun complaining about the discuss how to repair the problem. If you were respon-
quality of your company’s fresh fish. Currently, train- sible for this company’s training, how would you eval-
ing consists of senior fish cleaners showing new em- uate the success of this training program?
ployees how to perform the job. Assuming your needs 8. In question 7, suppose the maintenance supervisor has
assessment indicates a need for training, how would complained that trainees are having difficulty trou-
you plan a training program? What steps should you bleshooting problems with the new electronics sys-
take in planning the program? tem. They are spending a great deal of time on prob-
. Many organizations turn to e-learning as a less expen- lems with the system and coming to the supervisor
sive alternative to classroom training. What are some with frequent questions that show a lack of under-
other advantages of substituting e-learning for class- standing. The supervisor is convinced that the em-
room training? What are some disadvantages? ployees are motivated to learn the system, and they
. Suppose the managers in your organization tend to are well qualified. What do you think might be the
avoid delegating projects to the people in their problems with the current training program? What
groups. As a result, they rarely meet their goals. A recommendations can you make for improving the
training needs analysis indicates that an appropriate program?
solution is training in management skills. You have 9. Who should be involved in orientation of new em-
identified two outside training programs that are con- ployees? Why would it not be appropriate to provide
sistent with your goals. One program involves ex- employee orientation purely online?
periential programs, and the other is an interactive 10. Why do organizations provide diversity training?

What kinds of goals are most suitable for such train-
ing?

What’s Your HR 1Q?

The Student CD-ROM offers two more ways to check
what you've learned so far. Use the Self-Assessment exer-
cise to test your knowledge of training programs. Go on-

line with the Web Exercise to see how well your knowl-
edge works in cyberspace.
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BusinessWeek Case

Business

Corporations have quickly embraced e-learning, spawning
a multimillion-dollar industry. The trend isn’t limited to
tech courses. Online programs also teach “soft” skills, such
as leadership, coaching, and global teamwork.

Learning online has the potential to make education a
high priority on the job. After all, analysts write volumes
on the value of having an educated, skilled, and speedy
workforce. When a lesson can be transmitted quickly to
managers and sales teams worldwide through an e-learning
program, it begins to show on the bottom line. Says James
Moore, Sun Microsystems’ director of workforce, “If you
look at product development at Sun, by the time I got
everyone trained [the traditional way, the product] would
be obsolete.”

“Our customers want learning strategies to integrate all
the learning that goes on in their organization with the
corporate strategy,” says John W. Humphrey, chairman of
Forum Corporation, a 30-year-old provider of leadership
training. FT Knowledge, an e-learning company spun off
from British publishing giant Pearson, announced earlier
in July that it will acquire Forum for $90 million. The
move points to a race among old-economy training groups
to use the Web to meet company needs. The idea is to mix
e-learning with some classroom sessions, using content
from varied sources—executives, university professors, or
private training companies.

Online learning companies are struggling to stay on
top of demand. General manager Robert Brodo of 15-year-
old SMG Net, the online business unit of SMG Strategic
Management Group in Philadelphia, says each of the
company’s 40 top clients—Boeing is its largest—has had a
conversation about bringing courses online. Eighty per-
cent are implementing courses such as SMG’s “simulated
company.” In the two-day simulation, execs can play out
five to six years of business experience. “We can’t keep up
with the demand, and it’s scary when you have to tell a
customer that you can’t start a project for them until Oc-
tober and November.”

Cushing Anderson, program manager for learning-
services research at International Data Corporation, is in
the process of researching how companies are using e-
learning for everyone from managers to sales teams and
programmers. In 1999, 6 percent of all corporate training
was done online, he says. Anderson’s preliminary findings
show that doubling in 2001, then doubling again in 2001.
“Large companies tend to be more adventurous and have
larger budgets to put courses online,” he says, though most
buy programs from outside vendors.

That isn’t the case at IBM. Nancy J. Lewis, IBM’s di-
rector of management development worldwide, says Big

Look Who's Building Online Classrooms

Blue will move its training programs online for 5,000 new
managers, saving the company $16 million in 2000. She
adds that producing five times the content at a third of the
cost has helped convince all of IBM’s training units to
adopt the model. Her unit alone has reduced its staff from
about 500 trainers worldwide to 70 this year.

IBM is so confident about its training that the com-
pany has packaged its programs to sell to customers—a
side business that is already bringing in “small amounts of
revenue” says Lewis’s second in command, Robert Mac-
Gregor. If IBM’s model for e-corporate universities works,
it could become a profitable new business.

Heads of training and development have grander plans
than simply offering a course online. They expect to change
adults’ learning habits. Pippa Wicks, CEO of FT Knowl-
edge, says in January 2001 the company will launch a new
learning program called Insight Forum. “You do your job
through the training program,” she says. For instance, a cus-
tomer service manager would use the program to perform
her daily tasks and then receive feedback about her deci-
sions. Employees could take the training individually, or en-
tire departments can share information in open sessions.

Los Altos, California—based Pensare, a four-year-old
e-learning company, has a different vision. The company
uses a model that lets employees, not trainers, decide what
they need to learn, and when. “Tell [employees] what they
need to do to help [execute] company strategy, then say,
‘What do you think you need to know to help us?” says
Pensare cofounder Dean Hovey.

Online learning, delivered quickly and in a setting
where the information can be commonly shared, will
make the training process more engaging and less of a
chore, experts say. And it’'ll give companies an advantage
over competitors. 3Com, for one, places a high value on
e-learning. “I’ve got senior people saying that they want
more [online training],” says Geoff Roberts, 3Com’s direc-
tor of education. 3Com’s agility with technology makes it
imperative to train not only internal employees but also
its customers. “We're selling into a market where 80 per-
cent of the people don’t understand the industry,” he says.

As companies convert lessons to be delivered over in-
tranets, one massive obstacle remains: Unless it’s manda-
tory, most employees drop out of training. “Getting 2 per-
cent to 3 percent [of a workforce to sign on] can’t
happen,” says Forum’s Humphrey. “There have to be more
breakthroughs to make learning less intrusive to the
worker.” His suggestion to clients: Make lessons relevant.

The good news is that Generation Y workers—recent
college grads—are more comfortable using the Web. In
2003, analysts expect 95 percent of college students to use
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the Internet; only 41.7 percent did in 1996. This means
college grads entering the workforce in 2003, and beyond,
may be more receptive to e-learning. In fact, they may ex-
pect it.

SOURCE: M. Schneider, “Look Who’s Building Online Classrooms,”
BusinessWeek, July 25, 2000.

Questions
1. What features are necessary for e-learning to be effec-
tive? Explain.
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(S8

. At many organizations, online learning blurs the
boundaries between training and work, because the or-
ganizations expect trainees to complete e-learning dur-
ing breaks or outside of work hours. Is this expectation
realistic? Why or why not?

3. What measures can an organization take to improve

employees’ motivation to participate in e-learning?

Case: Training Helps the Rubber Hit the Road at Tires Plus

Customers visiting an old-fashioned tire shop often en-
counter dirty service areas and personnel who know
plenty about installing tires on cars but little about pro-
viding courteous service. Car owners used to such experi-
ences are pleasantly surprised when they visit one of Tires
Plus’s 150 stores, located in the Midwestern United States.
Showrooms are clean and organized, each including a cus-
tomer lounge with television sets, tables, and play areas for
children. Salespeople wear white shirts and ties, and they
immediately greet customers as they enter. Fast, friendly
service is the norm. Customers are encouraged to walk
into the shop to watch the mechanics at work. No won-
der, then, that Tires Plus has recently been experiencing
growth of more than 20 percent a year. With sales at $200
million a year, Tires Plus has become the sixth-largest in-
dependent tire retailer and has ambitious plans for expan-
sion nationwide.

Cofounder Tom Gegax insists that growth will not
come at the expense of employees or customers. One of
the company’s most important goals is to ensure that Tires
Plus’s business strategy promotes employee growth and
loyalty, as well as fairness in economic and social terms.
Rapid expansion will require Tires Plus to recruit, hire,
and develop a fast-growing workforce in spite of the na-
tion’s tight labor market.

To help reach its goals, the company is investing in
training. As one of Tires Plus’s trainers notes, “The more
information and education we can give people, the better
equipped they’ll be to advance within the company. And
if they’re moving up, hopefully they’ll see opportunities to
expand with us.” In other words, the company’s intensive
training and policy of internal promotion motivate em-
ployees who want to advance in their careers. This sup-
ports Tires Plus’s efforts to reduce employee turnover and
improve customer relations.

About 1,700 Tires Plus employees spend about 60,000
hours a year in formal training programs offered by Tires
Plus University at a cost of $3 million. The company’s
training facility includes a 250-seat auditorium, replicas of
store showrooms and service shops, a computer lab, a

media center, and four full-time trainers. New hires re-
ceive a week of product, sales, or mechanical training, de-
pending on their positions. Employees spend hours in
classrooms and in the simulated tire shops, learning how
to create a service environment that encourages customers
to return and recommend the company to their friends.

The Tires Plus training program also supports its policy
of promoting from within. Tires Plus career tracks help
employees develop into mechanics and store managers.
This effort has helped the company recruit new employ-
ees, retain current employees, and fill leadership positions.
Tires Plus also devotes time and money to giving employ-
ees opportunities to advance, which helps recruitment
and retention. For example, a tire technician who wants
to become a mechanic can take an 11-week course at Tires
Plus University, learning the basics of the mechanic’s job.
After completing this formal training, the technician
works with an on-the-job mentor until ready to work
alone as a mechanic. The course is free, and the prospec-
tive mechanic gets paid a full salary while participating in
training. Similarly, employees who show potential to be
managers receive 80 hours of leadership training.

The company’s investment in training shows up in its
business performance. Store surveys show a 96 percent
customer satisfaction rate. Employee turnover is 8 per-
cent—high for businesses in general, but much lower than
the 20 percent average for companies in the automotive
service industry. And the company’s impressive growth
suggests that investing in training is a winning strategy.

SOURCE: K. Dobbs, “Tires Plus Takes the Training High Road,” Training,
April 2000, pp. 57-63.

Questions

1. How does training support Tires Plus’s business objec-
tives!?

2. How might the company measure the effectiveness of
its training?

3. How might Tires Plus apply e-learning to its training
program and training objectives?
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Developing a Diverse Workforce

Most jobs start with an interview,
whether it’s conducted in person, by
phone, or even online. Interpersonal
dynamics can affect those interviews,
so a human resource manager who is
looking to develop a diverse work-
force to meet company needs must be
able to ask the right questions of a
candidate and listen to the answers in
an objective, controlled manner. The
ultimate goal is to evaluate the candi-
date fairly and accurately so that he
or she fits well with job requirements.
As you'll see in the video, two man-
agers for the Beck 'n’ Call company
are interviewing two job applicants,
and the way they conduct the inter-
views and evaluate the applicants will
affect both the organization and the
individuals—in the composition of
the company’s workforce and the way
those employees later develop in
their positions. Both racial and gen-
der issues enter into play in this sce-
nario.

The U.S. workforce is becoming
increasingly diverse. Experts estimate
that by the year 2006, the American
workforce will be 72 percent Cau-
casian, 11 percent African American,
12 percent Hispanic, and 5 percent
Asian and other ethnic or cultural
groups. Companies that want to grow
and remain competitive need to uti-
lize the talents, experiences, and
knowledge of workers from different
backgrounds and cultures. If they do
not, they may miss a golden opportu-
nity to reach a larger customer base.
The customer base for Beck 'n’ Call is
growing more and more diverse, with
African American and Hispanic
communities increasing in popula-
tion in the area where Beck 'n’ Call is
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located. So, it makes sense to recruit,
develop, and retain employees who
can relate to this broadening cus-
tomer base and meet their needs in
specific ways.

Managers at all companies,
whether product or service oriented,
can reap the rewards of diversity for
their organizations if they practice
ethnorelativism—the  idea  that
groups and subcultures are inherently
equal. The first step toward this prac-
tice may be consciously recognizing
their own tendencies toward ethno-
centrism—the idea that their own
cultures are superior. Once a person
recognizes and acknowledges his or
her own ethnocentric attitudes and
stereotypical beliefs, he or she can
open up to new ideas and begin to
change. For instance, conducting a
structured employment interview
with questions that are standardized
and focused on accomplishing de-
fined goals will help promote eth-
norelativism as opposed to ethnocen-
trism. In addition, the interview
should contain questions that allow
the job applicant to respond and
demonstrate his or her competencies
in ways that are job related, not per-
sonal. Hunches and gut feelings
should play but a tiny part in such an
interview, because once a job appli-
cant becomes an employee, it’s the
concrete evidence of performance
that counts, not whether the inter-
viewer and employee went to the
same college or like the same sports
teams.

Once employees are hired, it is im-
portant to give them opportunities to
develop their skills and to advance.
This practice not only enhances the
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employee—employer relationship but
also boosts overall productivity of the
company. Managers must be aware of
the possibility of a glass ceiling in
their organization, an invisible barrier
that separates female employees or
those of different cultural or ethnic
backgrounds from top levels of the or-
ganization. One way to guard against
such barriers to advancement is to ex-
amine workforce composition and
statistics. Do certain groups of em-
ployees top out at middle manage-
ment positions? Is there a cluster of
women and minorities near the bot-
tom of the employment ladder? Is
upper management made up entirely
of Caucasian males? If so, why? Do all
employees receive equal training and
opportunities for advancement, or do
some receive preferential treatment,
even if it isn’t obvious? Some studies
indicate that companies may also
have “glass walls,” which are invisible
barriers to important lateral moves
within the company. These barriers
are just as important as the glass ceil-
ings, because a glass wall can prevent
an employee from receiving training
or experience in certain areas that
would enable him or her to move up
eventually. Studies confirm the exis-
tence of glass ceilings and glass walls;
one showed recently that 97 percent
of the top U.S. managers are Cau-
casian and 95 percent of them are
male. Limiting career advancement
for certain groups undermines morale
at a company and reduces productiv-
ity and competitiveness. If employees
believe that no matter how well they
perform they will never advance, they
will not try their hardest for the or-
ganization. Since a company’s most
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important asset is its employees, it
makes sense to be sure they have the
opportunities to perform at the high-
est level of creativity and productiv-
ity possible.

A firm like Beck 'n’ Call can do
plenty to develop its workforce to its
fullest potential: If the company hires
one of the candidates in the video-
taped interview, it can assign a men-
tor to the new hire to help her learn
the ropes and identify ways to further
her career within the organization. It
can also offer specific training and op-
portunities for general education. It
can make sure that its approach to as-
sessment is fair and accurate, and it
can introduce benchmarking to help
the employee mark her own progress.
Down the road, it could consider
ways to enlarge her job. Of course,
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the company must review its organi-
zational culture to be sure no glass
ceiling or glass walls exist.

Thus, an interview is much more
important than a casual conversation
about a job. It is the first step toward
shaping an organization’s future
workforce. If it is conducted well,
both parties win.

SOURCES: Bureau of Labor Statistics, “BLS
Releases New 1996-2006 Employment
Projections,” www.bls.gov/new.release/
ecopro.nws.htm; Sharon Nelton, “Nurturing

Diversity,” Nation’s Business, June 1995, pp.
25-21.

Questions

1. Evaluate the interviewers in terms
of their interviewing techniques
and follow-up. Did either of the
managers conduct their interviews
with unfair or discriminating prac-

© The McGraw-Hill
Companies, 2003

tices! Did they evaluate the best
person for the job fairly and accu-
rately? What could/should they
have done differently?

2. Imagine that you were interview-
ing either of these candidates.
How would you conduct your in-
terview! Write four or five ques-
tions that you think should be
asked to find the best applicant.
Which candidate do you think
you would hire, and why? (Be sure
to think about long-term implica-
tions for both the employee and
the organization.)

3. Think of your own experience in
job interviews. Based on what you
now know about interviewing, in
what ways might you be able to
improve your own techniques for
participating in an interview as a
job applicant?
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