
CHAPTER 13PRIVATE 


TRAINING & DEVELOPMENT
Learning Objectives
1.
Define training, and learning

2.
Describe the characteristics of an orientation program

3.
Explain the role that a performance analysis can play in identifying employees’ needs for training

4.
Discuss the differences among development programs targeted for individuals, for


groups, and for the total organization

5.
Explain the importance of evaluation training and development and how it can be done in an organization

6.
Compare the distinct characteristics of goal setting, behavior modification, and team building

Key Terms

	apprentice training
	A combination of on-the-job and off-the- job training. The apprentice, while learning the job, is paid less than the master worker. Some of the jobs in which one serves as an apprentice include electrician, barber, tool and die maker, and plumber.

	behavior modeling
	Learning by observing a role model's behavior. The fundamental characteristic of modeling is that learning takes place by observation or imagination of another individual's experience.

	behavior modification
	Individual learning through reinforcement.

	case method
	A training technique in which a description (a case) of a real situation is analyzed by participants. The interaction of the participants and trainer is invaluable in improving the degree of learning that occurs. 

	computer-assisted instruction (CAI)
	Involves the delivery of instruction at the person’s own pace using their personal computer.

	development
	Learning and personal development that is designed to prepare individuals for the future.

	distance learning (distance training)
	The type of learning that is self-initiated and uses instructors or training delivery via a computer, computer courses, or some type of electronic transmittal of training modules or materials.

	extinction
	A decline in the rate of a response brought about by non-reinforcement.

	goal setting
	A process that appears to motivate individuals to attempt to accomplish specific goals.

	Internet
	A system of over 30 million computers all connected together and communicating with each other.

	intranet
	A firm's internal electronic networks, similar to the Internet.

	learning
	The act by which a person acquires skills, knowledge, and abilities that result in a relatively permanent change in his or her behavior.

	learning organizations
	An organization that attempts to create a learning culture in which employees learn from each other, past practices, and other organizations.

	management games
	Techniques (cases, roll plays, simulations) and devices that are used to develop problem-solving skills. Games provide descriptions, scenarios, and problems that are used to make individual and group problem-solving decisions.

	multimedia-based training (MBT)
	An interactive learning experience that incorporates the use of either CD-ROM or World Wide Web technology.

	negative reinforcement
	An increase in the frequency of a response following removal of a negative reinforcer immediately after the response.

	orientation
	The HRM activity that introduces new employees to the organization and to the employees' new tasks, superiors, and work groups.

	outdoor action-oriented programs
	Training programs, usually conducted in remote areas, that combine outdoor skills with classroom seminars. These programs are designed to foster leadership, teamwork, and risk-taking. Popular formats include river rafting, mountain climbing, rope climbing, and team competition.

	performance analysis
	A systematic procedure that is used to determine if training is needed to correct behavior deficiencies.

	positive reinforcement
	Anything that both increases the strength of response and induces repetition of the behavior that preceded the reinforcement.

	punishment
	An uncomfortable consequence of a particular behavior.

	role playing
	The acting out of a role by participants as others in the training session observe.

	team building
	A development method that helps organization members work more efficiently or effectively in groups.

	Total Quality Management (TQM) training
	An approach that involves everyone in the firm in developing and fine-tuning processes that are customer-oriented, flexible, and responsive to improving the quality of every activity and function of the organization.

	vestibule training
	A trainee learns a job in an environment that closely resembles the actual work environment. For example, pilots at United Airlines train in a jet simulation cockpit.

	virtual reality (VR)
	A computer-based technology that enables users to learn in a three-dimensional environment.


Presentation
· orientation

· training

· development

1.
Introduction to Orientation


a.
Goals of orientation

· reduces start-up costs

· reduces anxiety and hazing

· reduces employee turnover

· saves time for supervisor and co-workers

· develops realistic job expectations, positive attitudes toward the employer and job satisfaction


b.
Who orients new employee?

· operating (smaller organizations)

· HRM managers

· peers, colleagues

· union officials (in some unionized organizations)

· retired employees (ex. Hewlett Packard)


c.
How orientation programs work?


i.
comprehensive orientation programs

· company policies

· compensation/benefits topics

· safety & accident prevention

· employee/union relations



ii.
job specific orientation


iii.
orientation material

· programmed learning

· written material or employee handbook

· orientations for disadvantaged employees (oral + written)


iv.
orientation information overload prevention:

· begin with the most relevant and immediate kinds of information 

· give new employees human information about supervisors/workers





and work standards

· an experienced worker or supervisor should act as sponsor/contact

· use gradual introduction to people that employee will be working 






with

· new employees be given sufficient time to get adjusted 


d.
Orientation follow-up

· supervisors take over

· feedback systems (checklist) or use MBO

· an appointment scheduled to follow-up on new employee adjustment

2.
Introduction to Training


a.
Important definitions



i.
training - behavior alteration to achieve organizational goals

ii. formal training program - provided by employer for employee


 acquisition of job related K,S, & Attitudes

iii. learning - acquisition of K,S, Abilities by employees resulting in 


        permanent changes


iv.
skill - any learned behavior

b. Goals of training (Goldstein’s training model)

· training validity

· transfer validity

· intraorganizational validity

· interorganizational validity


c.
Learning Theory & training



learning principles

· motivated to learn

· ability to learn

· reinforcement of learning (rewards: praise, promotion)

· practice of material (repetition & assimilation)

· meaningful material (variation: cases, problems, outlines, readings)

· material communicated effectively (uniform, absorption time)

· transfer to the job situation

· knowledge of practice

· distributed learning

· whole vs. part learning


d.
“Learning Organizations” (ex. Xerox, GE)


stages of learning 

i. cognitive:  exposed to new ideas for expansion of knowledge

ii. behavioral:  employees alter their behavior

iii. improvement of performance:  changes that show improved results

e. Training Activities


4 step model in assessing benefits & costs 

i. establish an organization-specific definition of training

ii. determine all training cost categories

iii. calculate training costs

iv. code costs

3.
Managing the Training Program


a.
Determining Needs and Objectives


1.
perform needs assessment

· organizational needs

· personal needs


i.
examine long run and short run objectives of the firm


ii.
match objectives with firm's talent, structure and climate


iii.
collect data from incumbents, supervisors and experts




2.
4 ways to determine employees’ training needs


i.
observe employees


ii.
listen to employees


iii.
ask supervisors


iv.
examine employee's work problems


3.
conduct performance analysis

· behavioral discrepancy

· cost/value analysis

· is it a can't or won't do situation?

· set standards

· remove obstacles

· practice

· training

· change the job (job enlargement, enrichment, simplification)

· transfer or terminate

· create a motivational climate


4.
establish specific, measurable training objectives (behavioral)   


b.
Choosing Trainers and Trainees


i.
selecting trainers

· personal characteristics: communicate well, convincing

· consultants & company trainers: can perform needs analysis and training 



program development

· operating supervisors: can often be the best trainers technically with





preparation help of training mgr.


ii.
selecting trainees

· some programs designed to train particular employees in


certain skills

· techniques similar to selection procedures may be used to


select trainees

· firms are offering training for near retirees in areas such as


health, aging, financial planning and insurance

4.
Training & Development Instructional Methods


a.
selection of training content


b.
training approaches for employees

· on-the-job training (OJT)

· off-the-job training (OFFJT)



on-the-job training (OJT)


i.
job instruction training (JIT)


ii.
job rotation


iii.
apprentice training

· internships

· assistantships


iv.
supervisory assistance (training for managers)

· coaching

· counseling

· mentoring

· transitory anticipatory experiences

· transfers/rotation



off-the-job training (OFFJT)

· vestibule training

· programmed instruction (PI)

· computer 

· computer assisted instruction (CAI)

· internet

· intranet

· multimedia-based training

· virtual reality (see simulation)

· distance learning

· lectures/TV lectures

· conferences/discussion

· business games/simulation

· case study

· assessment center

· sensitivity training

· role playing

· in-basket technique

· management games (see business games)

· behavioral modeling

· outdoor oriented programs (Outward Bound)
5.
Management Development:  an overview


a.
what is management development?

· its an area of study directed towards using behavioral science knowledge to

deal with problems of change (ex. new tech, productivity fluctuations)

6.
Development:  Individual Techniques


a.
goal setting


i.
The goal-setting process

· diagnosis

· preparation of employee for goal setting (communication, training, 


action plan)

· emphasizing attributes of goals

· conducting intermediate reviews for making adjustments to fulfill goals

· performing a final review to check set goals, modifications &

accomplishments

ii. Research on goal setting

· specific goals lead to higher output than vague goals 

iii. Individual differences and goal setting

· for more educated workers,  goal difficulty is significant to 


performance

· for less educated workers, goal clarity and goal feedback is significant 

to performance

· participatory goal setting can impact performance

iv. Criticisms of goal setting

· goal setting is complex & difficult to sustain

· goal setting work for simple jobs but not for complex ones

· goal setting encourages game playing

· goal setting is used as another check on employees

· accomplishment of goals can become an obsession

b.
Behavior Modification


principles of operant conditioning

· positive reinforcement

· negative reinforcement

· punishment

· extinction

i. Behavior modification:  A managerial perspective

ii. Criticisms of behavior modification

· use of reinforcers has no real change in underlying behaviors

· person is just being “bribed” to perform

· individuals can become too dependent on extrinsic reinforcers

7.
Development:  A Group Technique – Team Building

· development process that helps or prepares firm’s members to work more efficiently or effectively as a group

8.
Development:  An Organizational-Wide Technique


a.
Total Quality Management (TQM)

· philosophy & process that provides organization with what it needs to 

continuously improve its effectiveness

· flexible, responsive to improving quality of every activity in the org., changes

in attitude, communication, employee involvement, commitment

9.
Evaluation of Training & Development


a.
Criteria for Evaluation


Kirkpatrick's model

· reaction

· learning

· behaviors

· results


b.
Research Designs


i.
one group:  after design


ii.
one group:  baseline /after design

iii. two groups:  baseline/after with control group design

Review Questions

1.
Why is training an important requirement for organizations to undertake? 

2.
Do you believe that acceptance of training programs would be higher in organizations classified as learning organizations? Why?

3.
What are the main purposes of orientation programs? What aspects of orientation seem to be the most neglected?

4.
Why is the evaluation and assessment of training and development programs so different?

5.
Will e-learning or on-line training replace classroom training? Why?.

Application Case 13-1
Dunkin’ Donuts and Domino’s Pizza: Training for Quality and Hustle

1.
What are the strengths and shortcomings of a decentralized approach to training managers and hourly employees? Discuss.

2.
In your opinion, why was the turnover rate among management trainees in Dunkin’ Donuts’ centralized program so high?

