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SECTIONI
INTRODUCTION TO TRAINING CONCEPTS AND THE TRAINING PROCESS

The first section of this report 1s meant to introduce the reader to the basic concepts of training
management, 1ts utihity in furthering an organization’s human resource objectives, and provide
definitions of terms and concepts  The process of traming from identification of training needs,

through implementation and evaluation of the traming program 1s also introduced here and
discussed 1n more detail 1n subsequent sections

Definition of tramning

Traming is a planned process to modify attitudes, knowledge or skill behaviour through learning
experiences to achieve effective performance n an activity or range of activities

Purpose of traming

The purpose of training, in the work situation, 1s to develop the abilities of the individual and to
satisfy the current and future HR needs of the organization

Objective of traimng

The fundamental objective of traming 1s to keep and to help the organization achieve 1ts purpose
by adding value to its key 1esouice- the people it employs Tramning requires mvesting in people

to enable them to perform better and to empower them to make the best use of their natural
abilities

Benetfits of training
Effective traming can

*  Mminimize learmng costs

» mprove individual, team and corporate performance n terms of output, quality, speed and
overall productivity

improve operational flexibility by extending the range of skills possessed by employees
(multishalhing)

attract ligh quality employees by offering them learning and development opportunities,
mcreasing their levels of competence and enhancing their skills

increase the commitment of employees by encouraging them to identify with the mission and
objectives of the organization

help manage change by increasing understanding of the reasons for change and providing
people with the knowledge and skills they need to adjust to new situations

develop a positive culture in the organization, one which is oriented towards performance
improvement

provide higher levels of service to customers

The Traming Process

Systematic tramning 1s traming which 1s specifically designed to meet defined needs

It 1s
designed and implemented by skilled tramners and its impacts are carefully evaluated

Effective training 1s a deliberate intervention that achieves the learning necessary for improved
Its design and implementation follows seveial key steps illustrated by the
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The following provides a quick characterization of each step in the tramning process More
detailed discussion of specific elements within this process are found in subsequent sections
Identify Needs
The process starts off by 1dentifying the busimess needs and turn.ng these needs into training
requirements

Evaluate Needs

A check 1s made to ensure that the required or mandated training 1s suitable for the
individuals concerned A check 15 also made to make sure that training can meet the

identified need 1t traming, 1s not a suitable approach, the need has to be analysed further and
alternatives can be suggested

Select Courses

The choice will be between

® using an existing in-house course

* sending trainees to an external course
e developing a new course

Develop Courses

If no suitable courses are available, new courses have to be developed and piloted

Determine Workload

At this stage, the first estimate of the resources that are required to meet training needs 1s to
be made

Reeruit Tramners

If the orgamization does not have sufficient trainers to meet the expected workload, there 1s a
need {o start the process of recruiting trainers

Select Tramners

Suitable tramers need to be 1dentified before the course 1s to be delivered

Develop Tramners

Trainers who are selected to run courses will need further development of their own skills and
knowledge such as found in training of trainers courses

Certify Trainers

If a course 1s new to the tramners, they should undergo a program of observation and practice
to ensure that they reach the required standard before they are allowed to deliver the course

on their own

Identify Location and Resources

Before announcing the dates of the proposed courses, be sure that appropriate location(s) and
resources are available

Finahze Budget

Identify costs required to meet training needs and finalize a tramming budget BEFORE the
training plan 1s finahized
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Finahze Traming Plan

After budget negotiations are complete, there 1s a need to mahe adjustments to the training
plan  Prioriizing should still be done even 1if sufficient places are available, so the
individuals most in need of the course will still get trained 1f the budget 1s cut later in the year

Pre-Course Administration

Once the traming plan has been concurred, the course administrator has to ensure that the
identified individuals get to the right course, at the right time

Prepare a Course

Before the courses can be delivered, the trainers need to prepare themselves, the materials,
and the tramning room

Deliver a Course

Participants are tramned However, it 1s recommended that as far as the rest of the

organmization 1s concerned, this 1s only the start of the change process Training will need to
be supplemented with other on-the-job learning experiences

Validate Traming

Validation 1s the process of ensuring that the course meets and continues to meet 1ts stated
objectives Tests observations, and trainee feedback are all data which has to be analysed to

determine whether the objectives are bemng met
Post - Course Admimistration

As soon as the training has been completed, attendance should be noted on the tramees
traming records

Transfer Learmng

The trainees then have to use the knowledge and practice the shills on the job to ensure that
the learming s transferied mto the wothplace

Evaluate Training

The traming process should have a method of ensuring that the piocess has had the desired
citeet or result

Revise Courses

The courses need to be revised to incorporate the changes 1dentified during evaluation

Responsibility for traiming

WA SO ST e

Before we close this section, 1t 1s umportant to note that training, and real learning, mn an
organization i1s not the sole responsibility of the HRD and traiming staff Senior managers should
understand that they must create a learming organization in which managers recognise that
tratning and development are a key part of their role and one on which their performance will be

assessed It 1s a contmuous process, whereby traming that 1s received in a formal setting, 1s
reinforced on a daily basis in the regular work environment

Without this remforcement,
traming, no matter how good, 1s unlikely to have the desired effect
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The role of a specialized training function 1s generally to provide advice and guidance to
managers on their training responsibilities They are responsible for the following activities
* Developmg training strategies
e Analyzing and 1dentifying corporate and occupational training needs
Developing proposals on how these needs should be satisfied
Preparing plans and budgets for traming activities
» Identifying external training resources

* Organizing internal courses and training programs
L

Traming managers, supervisors and mentors in their training responsibilities

Providing help and guidance to individuals in preparation and implementation of personal
development plans

Monitoring and evaluating the effectiveness of training
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SECTION 2
BFGINNING THE PROCESS ~ THE TRAINING NEEDS ANALYSIS

The critical first step 1n designing an effective tramning program 1s found n the tramning needs
analysis (TNA) It is worth nvesting resources n this analysis for without it, the resultant
{t unng design s unlikely to adequately meet the needs of the oigamization For this reason, a

significant portion of this report 1s devoted to discussing the elements of framing needs analysis
in some detail

What s training needs analysis concerned with?

Training needs analysis (TNA) 1s partly concerned with defining the gap between what 1s
happening and what should happen It 1s also concerned with 1dentifying and satisfying the need

for multi-skitling—equipping people with the skills to take on extra responsibilities and increase
all-round competence

- ( What 1s ] [ Trammg gap? j ( What should be ]

SR

- Corporate or - Corporate or
functional functional
results standards

- Knowledge and - Knowledge and
skill possessed ~p—- skill required

- Actual - Targets or
performance of standards
individuals performance

Traiming Gap

Defining Training Needs Analysis

Successful TINA demands care, attention to detail, and a determmation to search for the
performance facts and their implications, rather than simply to justify existing opmions and

pressures The TNA process provides a valuable component of any continumng effort to achieve
performance improvement in the organization

It 1s important to note that when training 1s seized upon too quickly as an organizational solution,
it can become part of the problem, rather than part of the solution A thorough traming needs

analysis can be a valuable tool 1n demonstrating to an organization where trammg can be most
effective as well as where other means of improving performance must be used
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For the purpose of this report, 1 shall talk about the Process of TNA and consider Training Needs

Identification as a sub-set of the process Before we begin, 1t is important to define the concepts
that will be discussed

Traiming Need 1t 1s a need for human performance improvement that can best be met by tramning
of some kind For effective analytical use, this need must be spelled out 1n clear, behaviourally-

ortented terms It is vital that tramning needs, once tdentified, are written down for easy
reference

Training Needs Identification It 1s the process required to identify and specify tramming needs at

the individual or organizational levels In effect, this process involves a form of information

filtering designed to sort out (needs) from (wants), and then to clarify which of the needs
discovered are actually training needs

Traming Needs Analysis 1t 1s the process of examining training needs to determine how best

they might actually be met In this process, such considerations as organizational priorities,
costs, resources, and the precise nature of the learning mvolved come mnto play

Ideally, orgamzations should develop a general alertness to performance problems

Directorate should certainly encourage this kind of alertness Symptoms of performance
problems may show up in mcreased levels of absenteeism, and time off for illness, or more
numerous accidents They may also show up 1n routine boss-subordinate relationships

The HRD

Sometimes major changes such as orgamizational re-structuring or technological changes will

automatically raise performance questions In this case, we might deal with anticipated

performance problems or, more positively, performance concerns The TNA process still
applies

The following diagram helps to highlight the key stages involved in TNA process
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Qverview of the TNA Proecess

All of the TNA process must remamn open to further adjustments The TNA process can

encourage learning n a general way by ensuring that feedback channels into the traming system
remain open, flexible, and attentive

TNA can also encourage continuous improvement in a productive way The challenge 1s to use 1t
in a thoughtful, flexible way, never allowing 1t to become a rigid, imposed structure




_--—J——;—

The TNA process 1s intended not only to provide better training programs, although this 1s

It can also become a vital component of better management in
Keeping the lines of feedback/ monitoring open at all times will automatically help to
ensure the continuous mclusion of new formation and the refinement of old ones It will also
help to convince employees throughout the orgamization that their opinions count and will be
considered Employee cooperation with and support for TNA 1s essential to the development of
a useful tramning plan But 1t requires the right kind of encouragement and the right conditions

certainly ifs primary purpose
general

The TNA Process Plan

The HRD Manager needs a plan for carrying out a complete analysis of the tramning needs of the
orgamzation It flows logically from a good action appraisal, and details the critical aspects of
the planned analysis The plan as shown 1n the following figure provides a good outlmne

The following describes the information required for each element of the TNA Process Plan and

Orgamzation/ Work Group
Location (s)
Date (s)

Authorizing person (s)
Traming Needs Analysis Objectives
Target Population
Key Performance Area (s)
Requests for Conduct of Analysis
Required Performance Objectives
Performance Discrepancies
Apparent Reasons for Performance Discrepancies
Identified Trammng Needs
Analysis of Training Needs
Traming Objectives

Recommended Tramning Design

discusses its importance

¢ The mitial mformation concerning the organization/ work group, the location and the date 1s
important for ortenting and logging information All the informatton which will be gathered,
will lend itself to future reference for different kinds of training and development work

LJ
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The authorizing person 1s the key decision-maker who gives authority to conduct the TNA

The TNA objectives outline the reasons for conducting the TNA It could be n such a form
[ This analysis project will identify and analyse the TN withm the
organization for improving the operational effectiveness of the

work group as a whole The completion date 1s
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e The target population 1s that specific group or number of people whose performance needs to
be examined We can identify the target group as

[ Al HRs whose job descriptions mndicate they have
a significant role to play

]

The key performance area i1s an area or sphere of activity mcluded as part of a job, or
identified as an important performance objective set within a given area of work
responsibility In job descriptions, 1t 1s called a “key duty” This might be stated as
[ The contiuing provision of accurate and timely
communications to the managers of all types It includes

all types of communication messages related to the effective
and safe result

]

Requests for Conduct of Analysis outlines those individuals, material and time resources
needed by the analyst It 1s a job estimate to some extent Time estimation 1s also needed
A PERT chart helps with this, an example of which 1s found 1n the following figure

.

Performance Traming Traming Tramng Presentation
Start | { Objective Needs [ Objectives | | Design | to key
Ident:fied Identified Set out Set Out Deciston
Makers
Qct 5 Oct 18 QOct 22 Oct 24 Nov 9 Nov 14
\ \ \
Examine Examine Refine Analyze Prepare
key performance performance TN TN management
area objectives report

Two key terms m PERT are “EVENT” and “ACTIVITY” The Circles depict the Events and
the Lines show the Actrvity

The area of required performance objectives 1s likely to be the trickiest one of all to work
with These are the performance objectives of the individual or group that 1s being analyzed
What should they be able to do in order to perform their job most effectively? In developing
a list of performance objectives for a particular training analysis, we may have to use a

number of sources, such as job descriptions, target population, supervisors and actual on-the-
job observations

In explaining this part of the plan to the key decision-maker or the authorizing person, the

HRD Manager or the Analyst must show how he/she intends to establish the required
performance objectives

10
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»  When the performance discrepancies are obtained, the analyst 1s almost near the heart of the

matter Here we are 1dentifying the tramning gap — the difference between what 1s vs what

should be  The analyst 1s determining where the target population 1s falling short of the
performance objectives as defined

While the performance discrepancies themselves take a lot of ctfort to identify, and the
analyst may not receive organizational recognition immediately the apparent reasons for the
performance discrepancies can prove even trickier to deal with The analyst needs fo be
specific in pin-pointing the reasons for the discrepancies in clear cause-effect terms

The analysis of TN 1s the process of examining training needs to determine how best they
might actually be met The focus here 1s on 1dentifying the kinds of learning needed and the
nuture of the trammg or cducation that can impart that lcarning

Even though tramning i1s seen as a worthy mtervention, be awarc that the specific training
needs proposed may not meet quick acceptance

The traming objectives emerge naturally from the analysis of training needs In fact the
training needs can be worded as performance objectives Tiammg performance objectives

should be arranged 1n logical groupings or hierarchies, showing their interconnections for
particular skill and knowledge 1ssues

The recommended training design section of the TNA plan 1s a very important section The
analyst here comes to the heart of the matter How will the decision-maker resolve the
performance discrepancies that lend themselves to the training solution? The recommended
training design will outline the How, When, Why, Where and What of the training the

analyst proposes This may meclude details of different courses, and/or interconnected
courses

Key Steps Involved 1n Conducting the Traming Needs Analysis

The exact steps to go through n carrying out the analytical work will look something like this
1 Conduct a general appraisal of the entire work group, department or organization

2 Luist all the immediately 1dentified training needs

3 Identify the actual and potential sources of information

4 Draw up lists of the key performance areas of all the employees whose work will be

examined

5 Determine the methods which will be used in carrying out the TNA process (This will be

explored later)

6 Develop a list or hists of performance objectives for the key performance areas

11
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7 Note the kev performance areas and the performance objectives that do not measure up m
actual results

8 Lay out specific performance discrepancies for the employees and hey performance areas and
objectn es concerned

9 Identitv the probable causes of the performance discrepancies

10 Draw up an mtial hist of training needs from the causes 1dentified, including setting them out
as training objectives

11 Analyse the TN, setting out such things as the types of learning mvolved, the ideal learning
locations and methods

12 Lay out the options available for meeting other kinds of performance needs

13 Specifs the organizational consequences of the performance discrepancies

14 Draw up a general training design, at least mn outline form

15 Prepare a report detailing the work carried out in the tramning needs analysis process,

mcluding the objectives, the actual work groups mvolved, the methods used, the resources
emploved the findings, and the training recommendations

Laying out the steps will help to illustrate the complexity of the TNA process and underhine its

significance It also serves to underscore the importance of solid preparation and organizational
support

Areas and methods of TNA

Traming needs should be analyzed, first for the organization as a whole, second for departments,

teams, functions and occupations, and third for individuals These three areas are interconnected
as shown in the following figure

12

mth Fegiicy
Yr—— -



l | , |

[ Corporate ] [ Group } [ Indrvidual

J

| T

Analysis Performance
of review

Analysis
of human

Traming
Surveys

strategic
plans

resource
plans

Job
analysis

Tramning needs analysis - areas and methods

It 1s important to note that needs identification must balance corporate demands, policies and
strategtes as well as individual and organizational requests Corporate policies and strategies
should be the umbrella under which individual and organizational needs are identified It 1s thus

important that the analyst understand corporate policies and strategics to ensure alignment of
traming activities with the business direction

Analysing the Tramming Needs

The critical piece of the TNA process 1s the analysis  Once we have identified the training
needs, we need to examine them closely from a training perspective What kind of training 1s

really requued by whom how, where, and when 1t will be delivered are key questions to be
answered

In statting the analysis of tiaining needs, « number of questions need to be set out These
questions might be

Does this need apply across the woirk group, department or organization?

Does this need apply to just one particular group of employees 1n a gtven location?
Does this need apply only to one or several individuals?
Is this need an anticipated one?

N B W N

Is this need one that arises out of present performance shortcomings?

Does this tramning need involve some form of speciahzed know ledge or shill that might make
it difficult to leain for someone in the target population?

Is this need centred directly on an identifiable job, or is it more global?

Wil accomplishment of this traiming objective by the mdividual or group of people
concerned be cost effective for the organization as a whole?



Traming Need Decision Factors

The following figure lays out the issues/factors to keep 1n mind as one examines each training

need This will help in focusing on each training need and making recommendations for dealing
with 1t 1n a more useful wav to the organization

4 Organizational
climate

3 External 5 Available
Influences

Training Resources

2 dIatennl

Influences

6 Cost
vs benefit

1 Mahe-up ofw ( Training

( 7 Timme
Human Resources) Need

L required

12 Organization
goals
required

8 Nature of
learning required

11 Proactive
vs Reactive
required

9 Trammng
design

10 Individual

vs Group

Needs evaluation

All traming requests need to be validated to ensure the tramning 1s both appropriate and
necessary It has been stated several times that trammg 1s not always the best solution for

improving performance, so it 1s useful at this point to elaborate a bit on why this 1s and how the
analyst might go about outhning other options

There are two main sets of factors that affect performance on the job

14
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Factois related to the individual including

Skills and competencies
* Psychological set-up

e Physical set-up

+ Social set-up

Factors related to the work including
Tasks and responsibilities of work
Social organization of the work
Financial and material resources

Training can deal effectively with improving skills and competencies of the individual but it 1s
not an appropriate response when other factors are affecting the level of performance For
example something as simple as inadequate hghting might be hindciing the performance of an
employee or something a bit more complex like the incentive structure for promotion within an
orgamzation Neither of these factors will be addressed by tramng, but they can be addressed by
amending the physical set-up of an office in the first case, and by amending the structure of
mcentives that are used to motivate employees in the second Both examples highlight the fact
that the individual conducting the TNA must be sensitive to other factors within the mdrvidual or
organization that are affecting performance and must be able to indicate to sentor management
when traming s not the appropriate response but other alternatives may be more effective

The best time to evaluate training needs 1s when the needs are bemng 1dentified A useful process
for evaluating training needs by the training admnistrator 1s shown 1n the following figure

15
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Process for evaluatmg traimng needs

The Traming Need Analysis Report

Management 1 any organization will need a report showing the results of the traiming needs
analysis A useful structure for such a report follows

I Executive Summary lays out the most important findings of the entire report It should not
be more than one page It gives the bare bones of what has been done and the resulting

recommendations

2 Introduction lets the reader know the general layout of the report It should give fuller
details and gets the reader properly oriented to the main structure of the report —

3 Background lets the reader know the history that led up to the TNA process being deait
with This includes detatls of dates, people, and decisions

16
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Scope describes the target population that was dealt with, the location and how the work was

analyzed Terms of Reference are set forth here showing what, who, why, and when of the
work

Method  leaves the reader with a thorough understanding of how the TNA process was

cutied out meluding the teasons Lot the method(s) used and details all people involved in
conducting the analysis

Findings

outlines the result of the analysis conducted, the identified training needs, and
analysts of the tramning needs

Analysis ighlights the various analyses carried out during the TNA process It includes the
arguments, viewpounts, and evidence used to justify the findings

Conclusions sets out the conclusions farly and logically They should be organized by
priority and areas of performance or training concerned

Recommendanons these should be worded crisply and point to definite actions, complete
with time/date references where possible

10 Appendices attaches all the detailed forms or data sheets that support the work reported

17
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SECTION 3
TRAINING DESIGN AND IMPLEMENTATION

Once v owntlen trumng plan s agreed upon with semor management, 1t 5s important o
communicale its content to all employee levels 1n the traming department, so that each employee
knows how he/she can contribute to its achievement The plan should also be monitored
regulaily and subjected to a thorough review along side the organization plan

When the traming plan has been established, the traming manager and his/her staff will start to
design the training programs in order to satisfy the tramning needs A successful trammg program

will depend on the ability of a program designer to construct a program that 1s relevant to the
needs of the emplovees and maximises their learning

The following section highlights in more details the steps mvolved in designing a traming
program

1 The objectives of a traming program

The first step m designing the tramig program 1s to clearly outline its objectives, expressed as
far as possible in terms of behaviour expected of the employee upon completion of traming

The designer of the program must avoid using general or ambiguous objectives because

generahties lead to tarlure of a traming program and wasted efforts Additionally, ambiguity and
generality of objectives may lead to difficulties in evaluation

It 1s the duty of a program designer to establish the overall program objectives and the sub-
objectives of specific components The main objectives are the overall result of the whole

ttaming program  while the sub-objectives are a chain of results leading to this overall
achievement

2 The content of training

The content of each training program differs in accordance with its objectives For example, a

program aiming to develop deciston-making skills will be significantly different than one aimed
at developimg communication shills

Content 1s also effected by the level of post held by the trainees, as well as by other factors such
as time available number of persons to be tramed, depth of knowledge, skills and attitudes
requited and bachground of the trainees and their scientific levels

3 Trammng methods and materials

The wise selection and proper use of a variety of methods and materials are essential to
mcreasing the efficiency and effectiveness of traming They stimulate interest, increase
attention promote understanding and provide experience not obtamable n other ways

18
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In designing a traming program, the tramer must assume the responsibility for ensuring learning

eftectiveness by selecting the proper traming methods and materials to meet the objectives of the
taming

4 Timing and Location

Timing and location of a training program have a strong impact on the success of the program 1n
achieving its objectives

As far as timing 1s concerned, the designer must determme the amount of time the trainers
require to develop necessary job performance skills To do that several factors must be
considered both mdividually and i combimnation For example tactors in estimating tiune
requirements mclude objectives of the program, content of the program number of trainees and
tunes  The designer must also take into consideration other matters such as whether or not
tramees time 15 completely devoted to the tramning at hand or whether the work s to be
completed during working hours n conjunction with other responsibilities

\s lar s location 1s concerned, the training should be situated n a place that 1s conventent to as
many participants as possible It should provide an atmosphere conducive to serious study and
reflecion The size and layout of the site will also affect the training outcome because the

amount and hind of equipment and facilities needed to support mstruction are determined by
them

5 Selection of Tratnees

Although the determination of who needs to be tramed 1s done during the training needs analysis
process mawching trainees to suitable programs is done at this stage

Critena such as management level, specialization, age, kind of academic qualification, and years
of experience are some of the factors that are evaluated in the process of selection
Additionally scientific analysis of personnel records of tramees can also help Despite the
stmtlanitics among tranees that will be participating m the same proginm good designers have
to be teminded that no two tramnees are ahke Each has a different desire to learn, a ditferent

bachground to build upon, and a different environment mto which they return when the training
1s complete

I attach two forms to assist in identifying the training objectives and contents clarifying the afore
mentioned matters
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Title of Progiam

The Goals

The Contents

The Training Program

( )

l Targeted Group of Participants

[Traznzng Methods

Training Aids

Period of Trawning

Schedule of Session

Numbei of Hours

Location

Program Supervisor

3

(from day to day)

(from hour to hour)
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Title of Program (

Location

The Traming Program

( )

Tuming From

Largeled Group

Numbet of Days

Number of THours  (

Numbui of Participants

Program Supervisor

Day

First Session

Date

Fm____To

Break
Fm To Fm

First Session
—_To__

Break
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f
6 Selecting tramers

{
l ] The tramers play an important role in setting the pace, 1n providing guidance and assistance, and

in furmishing the subject-matter expertise He/she also helps 1n evaluating the training programs
during the validation phase of system design

[

Although there are differences n the mix required of a trainer, he/she must have such tangible
M; qualifications as
|
1 Having a sense of mission or responsibihity
-

2 Technical expertise in traming as well as general management shills

R 3 Spectfic knowledge of the subject to be discussed
l 4 The ability to select appropriate matenals
!
' 5 The capability 1o organize the tramnees group for the learning expcrience
6 _ The ability to speak clearly and effectively
l 7 The capability to stimulate trainee interest and participation and to keep the learning exercise
1 on Liach

8 The abihity to evaluate and criticise individual and group performance effectively and
constructively

9 Lapuicnce 1 public and private sector to help in presenting cases from real life

10 The mterest, talent and commitment to participate and conduct research and consultancies
¥

7 Traming Program Budget

One method of cost assessment and control 1s to consider every program as an mdependent
project and prepare an estimate for covering its expenditures

A traming budget can be defined as a type of numerical plan for the allocation of resources to
achieve a program’s objectives But in addition to being a plan, a budget 1s also a managerial
control technique The purpose of a budget 1s to make possible a managerial determmation of

what resources should be expended by whom and for what resources, where, by whom and for
what control

The traming staff prepare the program budget ncluding all operating costs that allow the
program to achieve its objective The followmng breakdown of operating cost should be
considered

Payments and fees to external instructors and nstitutions in respect of trammg
[ ]

Admunistration costs, mcluding the printing of various materials, stationary, and postage
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Tanspoitation

Costs of utilities needed
* Catermg

Cost of materials used

Selecting Courses

Having established that train

Ing 13 appropriate for t
15 to find courses that meet t

he needs

When 1t comes to selecting courses, there are severa] options

¢ usmgan existing course

modifying an existing course
having an exterpal course
developing own course

L]
[ ]

The following

figure helps to make the selection decision

he identified development needs, the next step
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Suitable Yes
enisting
course?
Can
Yes

existing
course be

( Consider using
l organization course

modified?

Large
demand®?

Medium
Demand?

Yes

Urgent
Demand?

,{ Consider modifying

existing course

Consider buying or
licensing an external
course

Consider developing

L your own course

Consider using a

L public course

Selecting Courses

\r Constder using an
1 m-house course
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\ Lo (I _a v oid each ttamer can

[T o ovle
The foll vang 1 vtors shoud be ¢ nowered

* the numbes of courses

e the duration of the courses

* the amount of time the trainer spends in the class

« the number of tramers needed to 1un each course

how much time 1s spent to run each course

how much time 1s spent in preparing courses

how much time 1s spent in developing courses

how much time 1s spent in other activities such as planning, supervising and evaluating
the learning curve of new traners

® & 8

Selecting, Recrutting and Developing Tramners

An organization that will engage m a significant amount of traiing on an on-going basis will
want to cultivate a cadre of qualified in-house trainers As with the recruitment of any other
petsonnel, their shills and experience will need to be matched to the hind of traming that the
organization expects to undertake  Like other personnel tiamneis also need continuous
dayvdlopment to hone then shills 1emain current 1 various uaming methodologies, and help
them develop a career path  Depending on the subject matter and 1ts complexity, tramner
certification o1 ‘accreditation ’ may also be considered

Identifving Location ind Resources

By this stage you will have selected the courses and trainers The next decision to make 1s
wheie you arc gomg to run the courses what the best learning situation will be, and where you
arc gomg to obtam the cquipment and matenials  To do this, the traming manager will want to

e determine the type of learning environment desired,
¢ dentify potential Jocations,

e carry out site surveys, and

¢ compare costs, suitability and availability

Finalize Tramning Plan
The kinds of information that 1s needed for a traming plan are as follows

e Who is to be trained?
e Why are they to be trained?
*  When are they to be tramed
What courses have been identified to meet the training requirements?
s What is/are the occupations of the trainees

25
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* How long Is the course?
e How much will the traming cost?

The following format could be used to finalize a training plan

- B . .

When will Who 15
,'"J trammng Course To be Number Category/ Grade
l Be done? Tramed?
|
I’ Why are How 1s Where 1s How much
They to be Traming to Training to Trainer will it
Traimned? be performed? Take place? cost?

Pre-comise Admmstiration

The HRD Directorate 1s the “glue” of the tramning process They need to get the right people to
the right courses at the night time  In addition to all the work that has so far been done, the HRD

staff need to handle all the logistics involved prior to the actual conduct of a tramng program
Activities imclude

Procuring location catering, equipment and trainers
Preparing work agreements

Preparing course lists

Confirming location

Handling course registration

Sending pre-course preparation work and other instructions
Submitting tramnee information to the trainer

me e . - .

B B e R S S

It should also be noted at this point, that the HRD staff will also be responsible for some post-
course administration to ensure that

1 Tramee attendance has been confirmed and becomes part of their personnel record
2 Course critiques are analyzed, and
3 Finances are completed

Course Preparartion

The more effort that 1s put into the preparation of a course, the more trouble- free that-eourse will
be Always plan to prevent what you know could go wrong The following figure indicates that
there are two parallel streams of preparation actrvity Not only do tramers have to prepare, but

trainees should also be expected to prepare themselves for the course to ensure the most effective
fraining experience

26
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[ From Pre- course administration

-

__/

r
( Trainees do pre-work J Trainer does pre-work
-
—
Prepare print masters
Tramees meet their managers -
to discuss s N
c\pectations for the Obtamn printed materials
course N J
4 A
Review lesson plan
\ _
\
Obtain qudio-visual tapes &
cquipment s
- [ Check course logistics J
[ Set up the training room J
y
[ To Deliver Couise
\ Course Preparation Process

Course Delivery

There are only a few comments to be made about course delivery since much will depend on the
content However, a good training program will generally contain the following basic elements

1 Pre-course check — a tramer should ALWAYS be sure to arrive early and check to see that all

materials, equipment, etc are ready for use
Course mtroduction

2
3 Body of course
4
5

Course summary and wrap-up -
Evaluation

27
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SECTION 4
EVALUATION AND LEARNING TRANSFER

Evaluating the traiming that has taken place 1s critical to ensuring that the traming program
design 1s actually meeting its objectives If 1t 1s not, the evaluation process provides a means for
HRD staff to determine why 1t 1s not and gives them a too] through which to amend, finetune,
and when necessary, eliminate the training that 1s being offered  There are two levels to this
evaluation The first 1s an immediate evaluation by the tramnees themselves as to whether or not
they feel the tramming they received met their needs and expectations It is focused on the
mdividual trainee  The second level 1s longer term 1n nature and looks more broadly at whether
or not the training 1s helping the organization meet 1ts HR objectives s learning transfer really

taking place? Is the training having any visible impact when the trainees return to the
workplace?

Tramee Evaluation

Let us begin with the trainee evaluation It 1s well known that favourable reactions to a training
program do not guarantee that learning has taken place or that the behaviour of the trainees has

changed as a result of the program Nevertheless, reaction measures are important to collect for
several reasons such as

1 Positive Reactions help ensure organizational support for a program

2 The measures can be used by the training staff to assess the success of therr efforts, and to
ptovide them with information that may help them plan future programs

3 Favouwable 1eactions can enhance trainee motivation to learn

4 Itis sometimes useful to take the reactions of particular groups of trainees and analyze them
sepatately

5

[t 1s important to collect reaction measures again several months after the training program
has taken place

The attached evaluating forms may be helpful in evaluating both the course content and the
tramers who delivered the course
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A Trqnee Reaction/Evaluation Questionninre

I Considuring everything, how would you rate this program? (chech one)

Unsatisfactory Satisfactory Good Outstanding

Plcasc eaplain briefly the reasons for the rating you have given

2 Were your expectations exceeded matched fall below ? {check one)

3 Are you going to recommend this training program to other members of your department?
Yes No

If you checked ‘yes’ please describe the job titles held by the people to whom you would
recommend this program

4  Please rate the relative value ( 1 = very valuable, 2 = worthwhile, 3 = neglgible) of the
" following components of the traming program to you
* Video cassettes
»  Workbooks

* Small groups discussion

Role playing
Brainstorming

A

Lectures
* (Cases Readings
5 Was the ratio of lectures to cases ( check one )
High Ok Low ?

6  Were the videocassettes pertinent to your work ? ( check one )
* To most of my work
* Tosome of my work

e To none of my work

7 How would you evaluate your participation in the program ? (check)

Overall workload Too heavy Just right Too hight
Case preparation Too heavy Just night Too hght
Homeworh assignments  Too heavy Just right Too hight

8 What suggestions do you have for improving the program ?

9 Please add any additional comments that you think might be helpful for the tram_mg staff to
know before scheduling future programs

29
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Form for ev Juiting Trainers Rating Scalc for Instruction

l% Trammg Coutse

Dnte Started
l[ Location

Tramer

y

H

H
Note to Tramers To keep conditions as nearly uniform as possible, 1t 1s important that no

2 instructions be given to the trainees The rating scale should be passed out without comment

l Note to Tramees Following 1s a list of qualities that tend to determine 1f the tramer (instructor)
is effective or meffective Of course, nobody approaches the 1deal in all of these qualities, but
some do some more than others You can provide information that will be used in 1mproving

one of the ten numbers along the lme at the point which most nearly describes him or her with
reference to the quality you are considering

This rating 1s entirely confidential Do not sign your name or make any other mark on the paper
that could se1ve to 1dentify yourself

Intetest in 10 9 8 7 6 5

4 3 2 1
subject Always appears full

Seems mildly Subject seems

of his subject Interested irksome to him
Considerste 10 9 8 7 6 5 4 3 2 |
attitude Always courteous Tries to be considerate, Entirely unsympathetic
toward and considerate but finds this and
meconsiderate
traimnees difficult at times

t Stimulating 10 9 8 7 6 5 4 3 2 1

>
Intellectual Inspires students Occastonally Destroys interest in

Curiostty to mdependent mnspiring, creates subject, makes
effort, creates desire mild interest Work repulsive
for investigation
Presentation 10 9 8 7 6 5 4 3 2 1
of subject Clear, defimite, and Sometimes mechanical Indefinite, unimvolved,
Matter forceful And monotonous and monotonous
10 9 8 7 6 5 4 3 2 1
Relevance Ties 1deas and Occastonally goes off Is too academic and
facts back to onto rrelevant school like
the job tangents
Depth of 10 9 g 7 6 5 4 3 2 -1
knowledge Knows the area Sometimes has to look Knows little
more thoroughly Things up to answer than tramees

qUCSUOHS
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Lenining Transfer

Traming, no matter how good, 1s a waste of time 1f 1t does not help improve the business, and
trammg will have no impact on the business unless the skills are used back at the workplace

Learning transfer, therefore, refers to the post-traming application of the newly acquired
knowledge and skills to improve the business

Transferring the traiming nto bustness can be both difficult and complex How can we optimize
the possibility of getting positive transfer?

Strategies for maximizing retention and transfer, can be discussed in three stages Before,
During, and After training

Before

Conduct a needs analysis that includes multiple representatives and participants
Seek out supervisory support for tramning

Inform the tramees regardimg the nature of the training

Assign tasks prior to the traming sesstons to stimulate interest in advance

During

Maximize the similarity between the training situation and the job situation
Provide as much experience as possible with the task bemng taught

Have the trainees practice their newly learned skills in actual situations that they will
encounter back on ther jobs

Provide for a variety of examples when teaching concepts or skills
Label or identify important features of a task
Make sure that general principles are understood before expecting much transfer

Provide tramees with the knowledge, skills, and feelings of self-efficiency to self-
regulate their own behaviours back on therr jobs

Design the traming content so that the trainees can see its applicability
Use adjacent questions to guide the trainee’s attention

After

Tramnees should be assigned specific behavioural goals, and should complete

behavioural progress reports with help from their supervisors to monitor the extent
of the goal achievement back on the job

Have the tramer collaborate with each of the tramees 1n using the applications plan
principle which consists of several basic steps designed to assist the tramnee in

choosing relevant material from the traiming program and applying them through a
set of measurable activities or behaviours

Make certan that the trained behaviours and 1deas are rewarded 1n the job situation
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i‘ SECTION 5
I ESTABLISHING A TRAINING CENTER AND THE ROLE
- OF THE PROGRAM COORDINATOR
|
‘ ‘ Logistics for Establishing a Tramng Centre
q There are many reasons why an organization might think of having its own tramning centre rather
l than sending employees to other training instituttons

! Among the reasons which justify having a Corporate Training Centre are the following
l I

It may be that 1t allows the organization to set up exactly the kind of learning climate that 1s
needed

.-

It mav be more economical to have its own facilities rathcer than to contract out for HRD
STV LS

(VS

On-job-tiaiming tor groups of employees mn one field or kind of work, needs a traming
- premise that allows a large number of staff to be trained by their supervisors

L
LY

It enhances the concept of continuous learning at all levels and with many different
approaches and techniques ot learning, especially action learning and experiential learning

The follow ing requirements and resources are important to establishing a training centre

i 1 Matenal Requirements
- Audio Visual Aids including
- ¢ Magnetic Board (s)
« Flip Chart (s)
l ¥ ¢ Overhead Projector (s)
e TV and Video
e (Camera
l ¢ Recorder

- Furniture and Machines including
¢ U- Shape or Round - Shape tables
¢ Movable Chars
e Telephone (s)
* Facsimile
e Photo - coprer
e Personal Computers

- Equipped rest area
- Bus or other transportation facilities

- Stationary
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- A secure and comfortable atmosphere 1n terms of
* Good Central Heating and Air Conditioning
Far from noise and/or mental distraction
Proper lighting and sun/heat prevention

2 Human Resources

- Recruitment or appomntment of the following staff
¢ Trammng Centre Manager
¢ Trammg Designers
*  Supervisors
Clerical staff
e Admunistrator / Register

¢ Typist and Data Entry
Driver (s)

Messenger (s)
Store Clerk
Cafeteria Servants
Tramers

Cleaners
Accountant

The Role of a Program Coordinator

The program coordmator 1s an expert n the content of the program and has sufficient
adminmistrative background to accomphish the tasks incidental to operation of the program His
role 1s very important to the success of a traming program The main contribution of the
coordmator 1s to implement the training plan by carefully scheduling and controlling all aspects

of the program to make certain that everything happens as it should and the program runs
smoothly

The mamn duties of a program coordinator may be divided into three stages as follows

I Before the program starts

a The Program Coordiantor (PC) should secure the space and facilities at an early

stage to ensure they are adequate for the needs and comfort of the groups

b The (PC) should prepare and present the program schedule and matenals to top
management for approval, prior to the start of the program

¢ The (PC) should identify all the participants in the program 1n ample time

d The (PC) should send letters which explain the program and how 1t will be managed
to each participant These letters will help the participants to shape expectations
about the program

e The (PC) should contact and discuss the needed matenal, training aids, and the
session plans with trainers

f

A day or two before the program begins, the (PC) and the traming staff double check
arrangements to ensure that everything 1s 1n good order

2 During the Program
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On the first day of the program, the (PC) 1s to arrive an hour before the starting time
to give a last minute check and help the participants to find their places

The first meeting 1s allocated to welcome and to orient the participants Then he/she
reviews the nature and purpose of the program, the daily schedule, the course subject
areas, and the methods of mstruction

The (PC) has to give a thorough briefing to each instructor on what has occurred at
the program to date, the content that has been coveicd and the characteristics and
mood of the group

At the beginning of every session, the (PC) introduces the mnstructor The time for
the introduction should not take more than five minutes

Every three or four sessions, a special sesston 1s to be purposely scheduled to allow
time for the (PC) to discuss with the participants how they feel about the program
and therr learning to date

At the last day, the (PC) will hold the final session to summarize the main themes
and messages which are covered during the program After that, the participants wiil
complete a program evaluation, and then a graduation and presentation of
certificates

3 After the Program

a

The (PC) has to take into consideration all the useful suggestions which the
participants and mstructors made to improve the program that will be held n the
future Y

The (PC) and the staff tabulate and summarize the evaluation forms i a brief report
to use 1t as a guide for the new program
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