Human Resource Development 6e

Jon M. Werner
+
Randy L. DeSimone



Human Resource Development

SIXTH EDITION

JON M. WERNER
University of Wisconsin-Whitewater

RANDY L. DESIMONE
Rhode Island College

S~ SOUTH-WESTERN

| CENGAGE Learning-

Australia « Brazil « Japan « Korea « Mexico * Singapore « Spain « United Kingdom « United States

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



This is an electronic version of the print textbook. Due to electronic rights restrictions,
some third party content may be suppressed. Editorial review has deemed that any suppressed
content does not materially affect the overall learning experience. The publisher reserves the right
to remove content from this title at any time if subsequent rights restrictions require it. For
valuable information on pricing, previous editions, changes to current editions, and alternate
formats, please visit www.cengage.com/highered to search by ISBN#, author, title, or keyword for
materials in your areas of interest.

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



SOUTH-WESTERN

CENGAGE Learning"

Human Resource Development,
Sixth Edition

Jon M. Werner and Randy L. DeSimone
Vice President of Editorial, Business:

Jack W. Calhoun

Publisher: Erin Joyner

Senior Acquisitions Editor: Michele Rhoades
Developmental Editor: Jeffrey Hahn

Senior Editorial Assistant: Ruth Belanger
Marketing Manager: Gretchen Swann
Marketing Coordinator: Leigh Smith

Content Project Management:
PreMediaGlobal

Manufacturing Planner: Ron Montgomery

Senior Marketing Communications Manager:

Jim Overly
Production Service: PreMediaGlobal

Rights Acquisition Specialist (Text, Image):
Sam Marshall

Senior Art Director: Tippy Mcintosh

Cover and Internal Designer: Kim Torbeck,
Imbue Design

Cover Image: Creative Crop, Digital Vision

Printed in the United States of America

1234567151413 1211

© 2012, 2009, 2006 South-Western, Cengage Learning

ALL RIGHTS RESERVED. No part of this work covered by the copyright
herein may be reproduced, transmitted, stored, or used in any form or by
any means graphic, electronic, or mechanical, including but not limited to
photocopying, recording, scanning, digitizing, taping, web distribution,
information networks, or information storage and retrieval systems, except
as permitted under Section 107 or 108 of the 1976 United States Copyright
Act, without the prior written permission of the publisher.

For product information and technology assistance, contact us at
Cengage Learning Customer & Sales Support, 1-800-354-9706

For permission to use material from this text or product,
submit all requests online at www.cengage.com/permissions
Further permissions questions can be emailed to
permissionrequest@cengage.com

Library of Congress Control Number: 2011935328
ISBN-13: 978-0-538-48099-4
ISBN-10: 0-538-48099-8

South-Western

5191 Natorp Boulevard
Mason, OH 45040
USA

Cengage Learning products are represented in Canada by
Nelson Education, Ltd.

For your course and learning solutions, visit www.cengage.com

Purchase any of our products at your local college store or at our preferred
online store www.cengagebrain.com

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



FOR BARBARA AND TAINA

“Pass on what you heard from me ... to reliable leaders who are competent
to teach others.” (II Timothy 2:2; Message translation)
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Employee skills and motivation are critical for organizational success. This has
always been true, but the pace and volume of modern change is drawing
increased attention to the ways that human resource development (HRD) activities
can be used to ensure that organization members have what it takes to successfully
meet their challenges. While there is solid evidence that HRD works, it is not a
magic bullet. The challenges many organizations face are complex, and new
dimensions, such as globalization and an increasingly diverse workforce, make it
more difficult to ensure HRD efforts will succeed. Unless those responsible for
training and development make informed choices about the content of a develop-
mental experience and the methods of delivering it, the results of many HRD
efforts will fail to meet expectations.

Fortunately, there is a growing base of theory, research, and practical experi-
ence to support HRD efforts. We wrote this book to help students, HRD profes-
sionals, and managers at all levels take advantage of this knowledge and experience.
We firmly believe that if they do so, they will increase their effectiveness, along
with that of individuals with whom they work and the organizations of which
they are a part.

Intended Audience. We wrote Human Resource Development to serve primar-
ily as a comprehensive text for undergraduate and graduate courses in business,
management, public administration, educational administration, and other fields
that prepare individuals to train and develop other people. As such, the book:

o Covers the entire field of HRD (as defined by two different competency stud-
ies by the American Society for Training and Development), from orientation
and skills training, to career development and organizational development

o Provides a clear understanding of the concepts, processes, and practices that
form the basis of successtul HRD

o Shows how concepts and theories can and have been put into practice in a
variety of organizations

o Focuses on the shared role of line management and human resource specialists
in HRD

o Reflects the current state of the field, blending real-world practices and
up-to-date research

In addition to being an appropriate text for academic courses, this book is an
excellent resource for HRD professionals. It can serve as a comprehensive intro-
duction for managers and supervisors who have had limited (or no) coursework
or experience with HRD. Not only can they become better trainers and devel-
opers, they will become more informed consumers of the HRD efforts offered
by their organizations.

Xl
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Xii Preface

Pedagogical Features. We have included a number of pedagogical aids in
the text to enhance student learning and interest. These aids include:

o Learning objectives and opening questions at the beginning of each chapter

e An opening case in each chapter that places the contents of the chapter into a
meaningful context

o llustrations, examples, and boxed inserts throughout the book to help readers
better assimilate the information

o A return to the opening case to provide closure and show how the chapter con-
tents may be used to address the issues in the case

o A list of key terms and concepts at the end of each chapter

o End-of-chapter discussion questions to stimulate thought and provide students
with an opportunity to discuss and apply the information in the chapter

e Exercises have been included in every chapter to provide further experience
with applying materials from the text, or to see how the materials relate to
a real-world setting

o A glossary of key terms and concepts is included at the end of the book

Numerous examples from organizations, along with perspectives oftered by
organization leaders and HRD professionals, are used to reinforce concepts and
demonstrate the importance of effective HRD to organizational success.

New to the Sixth Edition. The sixth edition of this book has been updated
to reflect the research and thinking on HRD theory and practice that has taken
place since 2008. Information from more than 1,200 new sources has been
added. Some examples of material added to the sixth edition are:

¢ A new case on the strategic HRD efforts at Kasikorn Bank of Thailand, plus
updated discussions of ethical dilemmas in HRD, as well as certification as a
learning professional (Chapter 1)

¢ Updated discussion of the many influences on employee behavior to include
recent research (Chapter 2)

e A new case on learning and development at Caterpillar, Inc., plus a continued
emphasis on individual learning styles and preferences, along with an updated
discussion of how technology changes employee learning (Chapter 3)

e Revised discussions of needs assessment activities, especially in relation to
changes caused by technological advances (Chapter 4)

e Updated information concerning the use of particular training topics and
approaches used to design training and other HRD interventions (Chapter 5)

e A new case on Colliers International, plus updated coverage of major meth-
ods of providing HRD programs, with expanded emphasis on experiential
and computer-based training (Chapter 6)

¢ An emphasis on a stakeholder approach to HRD evaluation, and an expanded
Kirkpatrick evaluation framework, while maintaining the emphasis on the use of
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Preface Xiii

return on investment (ROI) and utility estimates for communicating HRD
effectiveness (Chapter 7)

e A new case on orientation at the Mayo Clinic, plus updated content con-
cerning socialization, with expanded discussion of ways to effectively use
technology in orientation programs (Chapter 8)

¢ A new case on customer service at Cisco Systems, Inc., as well as extensive up-
dating concerning the various forms of skills and technical training (Chapter 9)

e A revised opening case on coaching scenarios, plus updated coverage of both
coaching and performance management, as well as a new experiential exercise
concerning developing performance management competence (Chapter 10)

¢ A new integrative case on wellness efforts at KPMG LLP, plus updated research
on the need for, and effectiveness of, employee counseling and worksite health
promotion programs to address such issues as alcohol and drug abuse, stress,
hypertension, and fitness (Chapter 11)

o Updated discussion of the shifts occurring in career development, including
the changing employment relationship, new models of career development,
team-based career development, learning portfolios, and the individual’s
responsibility in career development, plus a new career planning exercise
called “The five-year resume” (Chapter 12)

e Updated discussions of the nature of managerial work, strategic management
development, global management development, competency-based man-
agement education, ethics instruction in management education, leadership
development (including transformational leadership and experience-based
approaches), as well as a new integrative case on training general managers
at Bristol-Myers-Squibb (Chapter 13)

o Updated discussion of the concept of organizational development and
change management in today’s business environment, plus a new integrative
case concerning promotional problems at a metropolitan transit system

(Chapter 14)

¢ An updated case and web assignment concerning global diversity efforts at
IBM, while addressing current ways that organizations can go beyond diver-
sity training to eftectively manage diversity to serve the needs of all employ-

ees (Chapter 15)

‘We have worked hard to maintain the elements that made the previous edi-
tions a useful and meaningful resource to students and practitioners, including
clear writing, a comprehensive approach to HRD, a strong research base, and a
balance between theory, research, and practice. To promote ease of reading, yet
still provide easy access to the reference materials, all citations are included as
endnotes at the end of the book.

We welcome questions, comments, and suggestions from users and potential
adopters of this book. You can reach Jon Werner at the Department of Manage-
ment, University of Wisconsin-Whitewater, Whitewater, WI 53190, by tele-
phone at (262) 472-2007, or by e-mail at wernerfj@uww.edu. You can reach
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Xiv Preface

Randy DeSimone at the Department of Management & Marketing, Rhode
Island College, 600 Mt. Pleasant Avenue, Providence, RI 02908, by telephone
at (401) 456-9533, or by e-mail at rdesimone@ric.edu.

Ancillaries. A number of excellent supplements have been developed to
accompany the sixth edition.

e Instructor’s Manual with Test Bank. The Instructor’s Manual with Test
Bank contains chapter outlines, sample syllabi, and follow-up materials for
the opening cases and many of the exercises in the text. An updated test
bank with ExamView is also available for the revision of the textbook.

e PowerPoint Slides. A detailed set of PowerPoint slides is available with
the new edition of the textbook. These excellent teaching tools highlight
key concepts from the textbook. The slide set is easy to customize to better
meet the needs of your course.

¢ Student Website. A student support website accompanies the new edition
of the textbook—students have access to flashcards, glossary terms, and brief
quizzes for each chapter.

¢ CengageBrain. All ancillaries can be found at CengageBrain (www.cengagebrain.
com).
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FOUNDATIONS OF HUMAN
RESOURCE DEVELOPMENT

1 Introduction to Human Resource Development
2 Influences on Employee Behavior

3 Learning and HRD

PART



INTRODUCTION TO HUMAN
RESOURCE DEVELOPMENT

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

1. Define human resource development (HRD)

2. Relate the major historical events leading up to the establishment of HRD as
a profession

Distinguish between HRD and human resource management (HRM)

Identify and describe each of the major HRD functions

Describe how HRD can be linked to the goals and strategies of an organization
Recognize the various roles and competencies of an HRD professional

Cite some of the contemporary challenges facing HRD professionals

© N o o ko

Identify the major phases of the training and HRD process

2
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CHAPTER 1

Introduction to Human Resource Development

OPENING CASE )

What makes one large bank different from other
banks? How important are the size and resources
commanded by the bank, versus the bank leader-
ship, strategy, and even marketing that is done? As
of June, 2010, Kasikorn Bank in Thailand employed
over 15,000 employees in almost 800 branches in
Bangkok and throughout Thailand. K-Bank, as it is
called, has done an impressive job of branding them-
selves, with a bright green “K-Excellence” and logo
that are well-recognized throughout Thailand. Their
mission statement is that they aim “to be a strong
Thai financial group that provides a variety of finan-
cial services of world-class quality responsive to
serve customers’ needs by harmoniously combining
technology and human resources so as to achieve
optimal benefits to customers, shareholders,
employees and the country” (2009 Annual Report,
p. 1). Their leadership team has promoted a strong
linkage between their business strategy and their
human resource management strategy. As part of
this, executives have actively supported the devel-
opment of “human resource capital,” including the
use of succession planning, career development,
training, performance management, and compensa-
tion systems, among other things. There is also a

strong executive-level commitment to what they
have called an “HR roadmap,” where employees
at all levels have a formal plan in place that guides
employees and their managers in their on-going
development efforts.

Questions: If you were part of the leadership team at
K-Bank, what types of human resource issues would
you like to see emphasized concerning bank employ-
ees? What types of training programs do you think
might be appropriate for training managers? How
about for training employees? Why? Are there other
things that you would include in addition to formal train-
ing (e.g., other types of developmental opportunities)?
How might all of this fit into the business strategy (or
strategies) that the bank is pursuing?

SOURCES: Personal communications with Mr. Somkiat Sirichatchai,
Senior Executive Vice President, and Dr. Schwin Dhammanungune,
Director, Kasikorn Bank Board of Directors; Sthienrapapayut, T., &
Sahachaisaeree, N. (2010). Corporate strategy as design orientation
of spatial function and environmental identity: A case of Kasikorn
Bank's branch office in Bangkok. Procedia Social and Behavioral
Sciences, 5, 1294-1300; Kasikorn Bank (2011). Accessed on January 12,
2011 at: http://www.kasikornbank.com/EN/Pages/Default.aspx;
Kasikornbankgroup Annual Report (2009). Assessed on January 12,
2011 at: http://www.kasikornbank.com/en/investors/finaninfore-
ports/financialreportsannual/en00_k bank_all.pdf

INTRODUCTION

Have you ever:

¢ trained a new employee to do his or her job (either formally or informally)?

¢ taught another person how to use a new technology, for example, how to con-
duct an effective PowerPoint presentation, set up a wireless Internet connec-
tion, or use a hand-held device such as a Blackberry, an Android, or an iPod?

¢ attended an orientation session for new employees?

o taken part in a company-sponsored training program, for example, diversity
training, sexual harassment awareness and prevention, or career development?

e gone through an experiential training experience, such as a “ropes” course
or other outdoor learning experience?

o completed some type of career planning project or assessment, for example,
a vocational interest inventory?

e participated in an organization-wide change effort, for example, your orga-
nization was seeking to change its culture and move toward a flatter, more
team-oriented structure?
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4 PART 1 Foundations of Human Resource Development

If you said “yes” to any of the previous questions, you’ve been involved in some
form of human resource development. It is often said that an organization is only as good as
its people. Organizations of all types and sizes, including schools, retail stores, govern-
ment agencies, restaurants, and manufacturers, have at least one thing in common:
they must employ competent and motivated workers.' This need has become even
stronger as organizations grapple with the challenges presented by a fast-paced, highly
dynamic, and increasingly global economy. To compete and thrive, many organiza-
tions are including employee education, training, and development as an essential part
of their organizational strategy. The American Society for Training and Development
(ASTD) estimates that U.S. organizations spent $134.1 billion on employee learning
and development in 2008, and $125.9 billion in 2009.> Human resource managers in
large organizations ranked training and development as the most important functional
area they had to deal with. This was followed in descending order by recruiting and
selection, productivity and quality, succession planning, employee job satisfaction,
compensation, globalization, and diversity.” Alan Greenspan, former chairman of the
U.S. Federal Reserve Board, stated that a “critical aspect of wealth creation in the
United States, and doubtless globally, is the level of knowledge and skill of the popu-
lation. Today, the knowledge required to run the economy, which is far more com-
plex than in the past, is both deeper and broader than ever before. We need to ensure
that education in the United States, formal or otherwise, is supplying skills adequate
for the effective functioning of our economy.”*

‘What is human resource development? As a starting point, Richard Swanson has
defined it as “a process for developing and unleashing human expertise through train-
ing and development and organization development for the purpose of improving
performance.” Learning is at the core of all HRD efforts (and will be the central
focus of Chapter 3). Indeed, a major focus today is on workplace learning and perfor-
mance. Jacobs and Park define workplace learning as “the process used by individuals
when engaged in training programs, education and development courses, or some
type of experiential learning activity for the purpose of acquiring the competence
necessary to meet current and future work requirements.”® For our purposes,
then, human resource development (HRD) can be defined as a set of systematic and
planned activities designed by an organization to provide its members with the
opportunities to learn necessary skills to meet current and future job demands.
Focused most broadly, HRD seeks to develop people’s “knowledge, expertise, pro-
ductivity, and satisfaction, whether for personal or group/team gain, or for the bene-
fit of an organization, community, nation, or, ultimately, the whole of humanity
(p. 322).”” HRD activities should begin when an employee joins an organization
and continue throughout his or her career, regardless of whether that employee is
an executive or a worker on an assembly line. HRD programs must respond to job
changes and integrate the long-term plans and strategies of the organization to ensure
the efficient and effective use of resources. In short, while training and development
activities, or “T&D” for short, constitutes a major part of human resource develop-
ment, activities such as coaching, career development, team building, and organiza-
tion development also are aspects of human resource development.

This chapter provides a brief history of significant events contributing to
contemporary thought within the HRD field. We then discuss human resource
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CHAPTER 1 Introduction to Human Resource Development 5

management and HRD structure, functions, roles, competencies, and process.
We also discuss certification and education for HRD professionals. Next, we
describe several critical challenges facing HRD professionals. Finally, we present
a systems or process framework that can guide HRD efforts.

THE PROGRESSION TOWARD A FIELD OF HUMAN
RESOURCE DEVELOPMENT

The term human resource development has been in common use since the 1980s.
However, the concept has been around a lot longer than that. To understand
its modern definition, it is helpful to briefly recount the history of this field.

Early Apprenticeship Training Programs
The origins of HRD can be traced to apprenticeship training programs in the
eighteenth century. During this time, small shops operated by skilled artisans
produced virtually all household goods, such as furniture, clothing, and shoes.
To meet a growing demand for their products, craft-shop owners had to employ
additional workers. Without vocational or technical schools, the shopkeepers had
to educate and train their own workers. For little or no wages, these trainees, or
apprentices, learned the craft of their master, usually working in the shop for
several years until they became proficient in their trade. Not limited to the
skilled trades, the apprenticeship model was also followed in the training of phy-
sicians, educators, and attorneys. Even as late as the 1920s, a person apprenticing
in a law office could practice law after passing a state-supervised examination.
Apprentices who mastered all the necessary skills were considered “yeomen,” and
could leave their master and establish their own craft shops; however, most remained
with their masters because they could not afford to buy the tools and equipment
needed to start their own craft shops. To address a growing number of yeomen, master
craftsmen formed a network of private “franchises” so they could regulate such things
as product quality, wages, hours, and apprentice-testing procedures.” These craft guilds
grew to become powerful political and social forces within their communities, making
it even more difficult for yeomen to establish independent craft shops. By forming
separate guilds called “yeomanries,” the yeomen counterbalanced the powerful craft
guilds and created a collective voice in negotiating higher wages and better working

L. . .10
conditions. Yeomanries were the forerunners of modern labor unions.

Early Vocational Education Programs

In 1809, a man named DeWitt Clinton founded the first recognized, privately
funded vocational school, also referred to as a manual school, in New York
City."" The purpose of the manual school was to provide occupational training
to unskilled young people who were unemployed or had criminal records. Man-
ual schools grew in popularity, particularly in the midwestern states, because they
were a public solution to a social problem: what to do with “misdirected”
youths. Regardless of their intent, these early forms of occupational training
established a prototype for vocational education.
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6 PART 1 Foundations of Human Resource Development

In 1917, Congress passed the Smith-Hughes Act, which recognized the value of
vocational education by granting funds (initially $7 million annually) targeted for state
programs in agricultural trades, home economics, industry, and teacher training.'
Today, vocational instruction is an important part of each state’s public education sys-
tem. In fact, given the current concerns about a “skills gap” (especially for technical
skills), vocational education has become even more critical at the present time.

Early Factory Schools

With the advent of the Industrial Revolution during the late 1800s, machines
began to replace the hand tools of the artisans. “Scientific” management princi-
ples recognized the significant role of machines in better and more efficient pro-
duction systems. Specifically, semiskilled workers using machines could produce
more than the skilled workers in small craft shops. This marked the beginning of
factories as we know them today.

Factories made it possible to increase production by using machines and
unskilled workers, but they also created a significant demand for the engineers,
machinists, and skilled mechanics needed to design, build, and repair the
machines. Fueled by the rapid increase in the number of factories, the demand
for skilled workers soon outstripped the supply of vocational school graduates.
To meet this demand, factories created mechanical and machinist training pro-
grams, which were referred to as “factory schools.”"?

The first documented factory school, in 1872, was located at Hoe and Com-
pany, a New York manufacturer of printing presses. This was soon followed by
Westinghouse in 1888, General Electric and Baldwin Locomotive in 1901,
International Harvester in 1907, and then Ford, Western Electric, Goodyear,
and National Cash Register.'* Factory school programs differed from early
apprenticeship programs in that they tended to be shorter in duration and had a
narrower focus on the skills needed to do a particular job.

Early Training Programs for Semiskilled and

Unskilled Workers

Although both apprenticeship programs and factory schools provided training for
skilled workers, very few companies during this time offered training programs for
unskilled or semiskilled workers. This changed after two significant historical events.
The first was the introduction of the Model T by Henry Ford in 1913. The Model T
was the first car to be mass-produced using an assembly line, in which production
required only the training of semiskilled workers to perform several tasks.

The new assembly lines cut production costs significantly and Ford lowered its
prices, making the Model T affordable to a much larger segment of the public.
With the increased demand for the Model T, Ford had to design more assembly
lines, and this provided more training opportunities. Most of the other automobile
manufacturers who entered the market at this time also used assembly line pro-
cesses, resulting in a proliferation of semiskilled training programs.

Another significant historical event was the outbreak of World War I. To meet
the huge demand for military equipment, many factories that produced nonmilitary
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CHAPTER 1 Introduction to Human Resource Development 7

goods had to retool their machinery and retrain their workers, including the semi-
skilled. For instance, the U.S. Shipping Board was responsible for coordinating the
training of shipbuilders to build warships. To facilitate the training process, Charles
Allen, director of training, instituted a four-step instructional method referred to as
“show, tell, do, check” for all of the training programs offered by the Shipping
Board."® This technique was later named job instruction training (JIT) and is still in
use today for training many workers on the basic elements of their job.

The Human Relations Movement

One of the undesirable by-products of the factory system was the frequent abuse
of unskilled workers, including children, who were often subjected to unhealthy
working conditions, long hours, and low pay. The appalling conditions spurred a
national anti-factory campaign. Led by Mary Parker Follett and Lillian Gilbreth,
the campaign gave rise to the “human relations” movement advocating more
humane working conditions. Among other things, the human relations move-
ment provided a more complex and realistic understanding of workers as people
instead of merely cogs in a factory machine.

The human relations movement highlighted the importance of human
behavior on the job. This was also addressed by Chester Barnard, the president
of New Jersey Bell Telephone, in his influential 1938 book The Functions of the
Executive.'® Barnard described the organization as a social structure integrating
traditional management and behavioral science applications.

The movement continued into the 1940s, with World War II as a backdrop.
Abraham Maslow published his theory on human needs, stating that people can be
motivated by both economic and noneconomic incentives.'” He proposed that
human needs are arranged in terms of lesser to greater potency (strength), and distin-
guished between lower order (basic survival) and higher order (psychological) needs.
Theories like Maslow’s serve to reinforce the notion that the varied needs and desires
of workers can become important sources of motivation in the workplace.

The Establishment of the Training Profession
With the outbreak of World War II, the industrial sector was once again asked to
retool its factories to support the war effort. As with World War I, this initiative
led to the establishment of new training programs within larger organizations and
unions. The federal government established the Training Within Industry (TWI)
Service to coordinate training programs across defense-related industries. The
TWTI also trained company instructors to teach their programs at each plant. By
the end of the war, the TWI had trained over 23,000 instructors, awarding over
2 million certificates to supervisors from 16,000 plants, unions, and services. '
Many defense-related companies established their own training departments
with instructors trained by TWI. These departments designed, organized, and
coordinated training across the organization. In 1942, the American Society for
Training Directors (ASTD) was formed to establish some standards within this
emerging profession.'” At the time, the requirements for full membership in
ASTD included a college or university degree plus two years of experience in
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8 PART 1 Foundations of Human Resource Development

training or a related field, or five years of experience in training. A person work-
ing in a training function or attending college qualified for associate membership.

Emergence of Human Resource Development

During the 1960s and 1970s, professional trainers realized that their role extended
beyond the training classroom. The move toward employee involvement in many
organizations required trainers to also coach and counsel employees. Training and
development (T&D) competencies therefore expanded to include interpersonal
skills such as coaching, group process facilitation, and problem solving. This addi-
tional emphasis on employee development inspired the ASTD to rename itself as
the American Society for Training and Development (ASTD).

The 1980s saw even greater changes affecting the T&D field. At several
ASTD national conferences held in the late 1970s and early 1980s, discussions
centered on this rapidly expanding profession. As a result, ASTD approved the
term human resource development to encompass this growth and change. Influential
books by individuals such as Leonard and Zeace Nadler appeared in the late
1980s and early 1990s, and these helped to clarify and define the HRD field.*”
Further, since the 1990s, efforts have been made to strengthen the strategic role of
HRD, that is, how HRD links to and supports the goals and objectives of the
organization.>' There was also an emphasis within ASTD (and elsewhere, such as
the International Society for Performance Improvement, or ISPI) on performance
improvement as the particular goal of most training and HRD efforts, and on
viewing organizations as high petformance work systems.”> In 2010, ASTD
had approximately 40,000 members in over 100 countries, including 132 U.S.
local chapters, and remains the leading professional organization for HRD pro-
fessionals.” Recent emphases in HRD (and within ASTD) will be discussed
more fully in the following section, but first it would be helpful to discuss the
relationship between human resource management and HRD.

THE RELATIONSHIP BETWEEN HUMAN RESOURCE
MANAGEMENT AND HRD/TRAINING

In some organizations, training is a stand-alone function or department. In most orga-
nizations, however, training or human resource development is part of a larger human
resource management department. Human resource management (HRM) can be
defined as the effective selection and utilization of employees to best achieve
the goals and strategies of an organization, as well as the goals and needs of
employees. An important point to stress is that the responsibility for HRM is
(or, at least, should be) shared by human resource specialists and line manage-
ment. How the HRM function is carried out varies from organization to
organization. Some organizations have a centralized HRM department with
highly specialized staff, but in other organizations, the HRM function is
decentralized and conducted throughout the organization.

The most comprehensive way to present the HRM function is to examine
the activities carried out by a larger department, such as the HRM division
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FIGURE 1-1 Organizational Chart of a Large HRM Division

Vice President
Human Resource Management

EEO Officer
HR Research and Staffing Employee Relations HRD Compensation and
Planning Director Director Director Director Benefits Director

headed by a vice president, as depicted in Figure 1-1. HRM can be divided into
primary and secondary functions. Primary functions are directly involved with
obtaining, maintaining, and developing employees. Secondary functions either
provide support for general management activities or are involved in determin-
ing or changing the structure of the organization. These functions are detailed
below.

¢ Human resource planning activities are used to predict how changes in
management strategy will affect future human resource needs. These activi-
ties are critically important with the rapid changes in external market
demands. HR planners must continually chart the course of an organization
and its plans, programs, and actions.

¢ Equal employment opportunity activities are intended to satisty both the
legal and moral responsibilities of an organization through the prevention of
discriminatory policies, procedures, and practices. This includes decisions
affecting hiring, training, appraising, and compensating employees.

o Staffing (recruitment and selection) activities are designed for the timely
identification of potential applicants for current and future openings and for
assessing and evaluating applicants in order to make selection and placement
decisions.

¢ Compensation and benefits administration is responsible for establishing and
maintaining an equitable internal wage structure, a competitive benefits package,
as well as incentives tied to individual, team, or organizational performance.

¢ Employee (labor) relations activities include developing a communications
system through which employees can address their problems and grievances.
In a unionized organization, labor relations will include the development of
working relations with each labor union, as well as contract negotiations and
administration.

o Health, safety, and security activities seek to promote a safe and healthy
work environment. This can include actions such as safety training,
employee assistance programs, and health and wellness programs.

¢ Human resource development activities are intended to ensure that orga-
nizational members have the skills or competencies to meet current and future
job demands. This last point, quite obviously, is the focus of this book.
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10 PART 1 Foundations of Human Resource Development

Secondary HRM Functions
Other functions that may be shared by HRM units include the following:

¢ Organization/job design activities are concerned with interdepartmental
relations and the organization and definition of jobs.

¢ Performance management and performance appraisal systems are used
for establishing and maintaining accountability throughout an organization.

¢ Research and information systems (including Human Resource Informa-
tion Systems) are necessary to make enlightened human resource decisions.

Line versus Staff Authority

One of the primary components of an organization’s structure is the authority dele-
gated to a manager or unit to make decisions and utilize resources. Line authority is
given to managers and organizational units that are directly responsible for the produc-
tion of goods and services. Staff authority is given to organizational units that advise and
consult line units. Traditionally, HRM functional units, including HRD, have staft’
authority. In general, line authority supersedes staftf authority in matters pertaining to
the production of goods and services. For example, suppose several trainees miss train-
ing sessions because their supervisor assigned them to duties away from the job site.
Can the HRD manager or trainer intervene and force the supervisor to reassign these
employees so that they can meet their training responsibilities? The short answer is no.
The long answer is that HRD managers and staff must exert as much influence as
possible to ensure that organizational members have the competencies to meet current
and future job demands. At times this may require some type of intervention (such as
organization development) to achieve a greater amount of understanding across an
organization of the values and goals of HRD programs and processes.

HUMAN RESOURCE DEVELOPMENT FUNCTIONS

Human resource development, as we discussed, can be a stand-alone function, or it
can be one of the primary functions within the HRM department. An ASTD-
sponsored study by Pat McLagan in 1989 identified the HRD roles and competen-
cies needed for an effective HRD function.>* This ASTD study documented a shift
from the more traditional training and development topics to a function that
included career development and organization development issues as well. The
study depicted the relationship between HRM and HRD functions as a “human
resource wheel.” The original HR wheel from McLagan identified three primary
HRD functions: (1) training and development, (2) organization development, and
(3) career development. We will discuss these functions in greater detail.

Training and Development (T&D)

Training and development (often abbreviated as TE&ED) focuses on changing or
improving the knowledge, skills, and attitudes of individuals. Training typically
involves providing employees the knowledge and skills needed to do a particular
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CHAPTER 1  Introduction to Human Resource Development 11

task or job, though attitude change may also be attempted (e.g., in sexual harass-
ment training). Developmental activities, in contrast, have a longer-term focus on
preparing for future work responsibilities while also increasing the capacities of
employees to perform their current jobs.>

T&D activities begin when a new employee enters the organization, usually
in the form of employee orientation and skills training. Employee orientation
(covered in Chapter 8) is the process by which new employees learn important
organizational values and norms, establish working relationships, and learn how
to function within their jobs. The HRD staft and the hiring supervisor generally
share the responsibility for designing the orientation process, conducting general
orientation sessions, and beginning the initial skills training. Skills and technical
training programs then narrow in scope to teach the new employee a particular
skill or area of knowledge (see Chapter 9).

Once new employees have become proficient in their jobs, HRD activities
should focus more on developmental activities—specifically, coaching and
counseling. In the coaching process (Chapter 10), individuals are encouraged to
accept responsibility for their actions, to address any work-related problems, and
to achieve and sustain superior levels of performance. Coaching involves treating
employees as partners in achieving both personal and organizational goals.
Counseling techniques are used to help employees deal with personal problems
that may interfere with the achievement of these goals. Counseling programs
may address such issues as substance abuse, stress management, smoking cessation,
or fitness, nutrition, and weight control (see Chapter 11).

HRD professionals are also responsible for coordinating management train-
ing and development programs to ensure that managers and supervisors have the
knowledge and skills necessary to be eftective in their positions. These programs
may include supervisory training, job rotation, seminars, or college and university
courses (see Chapter 13).

Organization Development

Otrganization development (OD) is defined as the process of enhancing the effec-
tiveness of an organization and the well-being of its members through planned
interventions that apply behavioral science concepts.”® OD emphasizes both
macro and micro organizational changes: macro changes are intended to ulti-
mately improve the effectiveness of the organization as a whole, whereas micro
changes are directed at individuals, small groups, and teams. For example, many
organizations have sought to improve organizational effectiveness by introducing
employee involvement programs that require fundamental changes in work
expectations, reward systems, and reporting procedures (see Chapter 14).

The role of the HRD professional involved in an OD intervention is gener-
ally to function as a change agent. Facilitating change often requires consulting with
and advising line managers on strategies that can be used to effect the desired
change. The HRD professional may also become directly involved in carrying
out the intervention strategy by such means as facilitating a meeting of the
employees responsible for planning and implementing the actual change process.
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12 PART 1 Foundations of Human Resource Development

Career Development

Career development is “an ongoing process by which individuals progress through a
series of stages, each of which is characterized by a relatively unique set of issues,
themes, and tasks.”*’ Career development involves two distinct processes: career
planning and career management (see Chapter 12).® Career planning involves
activities performed by an individual, often with the assistance of counselors and
others, to assess his or her skills and abilities in order to establish a realistic career
plan. Career management involves taking the necessary steps to achieve that plan,
and generally focuses more on what an organization can do to foster employee
career development. There is a strong relationship between career development
and T&D activities. Career plans can be implemented, at least in part, through an
organization’s training programs.

The “New Learning and Performance Wheel”

More recently, ASTD sponsored another study of trends affecting HRD and
skills or competencies that are required of HRD professionals.>” As part of this
study, Paul Bernthal and his colleagues developed a new learning and perfor-
mance wheel (see Figure 1-2). Several things should be noted about this wheel.
First, as described below, business strategy should be at the hub or center of all
HRD efforts. Second, the upper right spokes depict traditional human resource
management functions, as presented earlier in this chapter. Third, the lower right
spokes portray how other organizational disciplines, such as sales, production,
and finance, also are major drvers of organizational performance. Finally, and
most importantly for our purposes, the left side of the diagram depicts an expanded
view of human resource development. You can still see the core functions of
training and development, career management, and managing organizational
change and development, as presented earlier by McLagan. However, there is
an increased emphasis on learning and performance, rather than primarily on
training and development. Indeed, functions such as managing organizational
change and managing organizational knowledge are considerably broader than
what has traditionally been viewed as the domain of HRD. We think this
expanded wheel provides an excellent picture of what HRD is and how it fits
with other organizational functions. It also complements on-going discussions
concerning the parameters of HRD, as well as the value added by research and
practice in this area.”’ Next, we expand upon the notion of business strategy as
the hub of the wheel, discussing the critical (though often underdeveloped) link-
age between strategic management and HRD.

Strategic Management and HRD

Strategic management involves a set of managerial decisions and actions that are
intended to provide a competitively superior fit with the external environment
and enhance the long-run performance of an organization.”" It involves several
distinct processes, including strategy formulation, strategy implementation, and
control. At the formation or formulation level, top management must first assess
the viability of the current mission, objectives, strategies, policies, programs,
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FIGURE 1-2
Learning and Per-
formance Wheel

SOURCE: Davis, P.,
Naughton, J., &
Rothwell, W. (2004).
“New Roles and

New Competencies
for the Profession.”
T&D, 58(4), 26-36.
Copyright © April 2004
from T + D by Davis, P.,
Naughton, J., &
Rothwell, W. Reprinted
with permission of
American Society

for Training &
Development.
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technology, workforce, and other resources. Then, they must monitor and assess
different aspects of the external environment that may pose a threat or offer
potential opportunities. Finally, in light of these assessments, management must
identify strategic factors (for example, mission, technology, or product mix) that
need to be changed or updated.

The past two decades have seen increasing interest, research, and action con-
cerning strategic human resource management.”> The emphasis has been on more
fully integrating HRM with the strategic needs of an organization. To do this, two
types of alignment are necessary. First, as just described, external alignment is neces-
sary between the strategic plans of the organization and the external environment
that it faces. Second, internal alignment is necessary within an organization. That is,
the strategy of the organization must be aligned with the mission, goals, beliefs,
and values that characterize the organization.33 Further, there needs to be
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14 PART 1 Foundations of Human Resource Development

alignment among the various subsystems that make up an organization. Some areas
that need to be addressed include:

¢ Management practices—how employees are managed and treated (e.g., how
much do employees participate in decision making?)

¢ Organizational structure—how an organization is structured (e.g., how “flat”
is the organization’s managerial hierarchy?)

e Human resource systems—how employees are selected, trained, compen-
sated, appraised, and so on (e.g., how closely is pay linked to individual,
team, or organizational performance measures?)

e Other work practices and systems (e.g., to what extent is technology or an
information system used to facilitate the work process?)

The value of this approach lies in looking at the organization as an entire system.
All of the parts of an organization must work together as a whole to reach the goals of
that organization. Some of the desired outcomes of such a high performance work
system are increased productivity, quality, flexibility, and shorter cycle times, as well
as increased customer and employee satisfaction and quality of work life.>* As one
example, FedEx uses several different practices that foster high performance. Much
of their employee training is conducted via interactive video instruction. A pay-
for-knowledge system has been implemented that rewards employees who have
completed the video training and passed job-knowledge tests. A performance man-
agement system is in place that allows employees to track service performance, and an
elaborate information system is used to monitor the progress of each item in the
FedEx system. All of this is complemented by a survey feedback process that allows
employees to grade their manager’s leadership skills, as well as provide suggested solu-
tions for any problems they encounter. As you can see, it is the effective synergy of
everything working together that defines high performance work systems.

A current challenge (or opportunity) for HRD professionals is to play a more
strategic role in the functioning of their organization. Progress has been made in mov-
ing toward a more “strategically integrated HRD.” In particular, HRD executives
and professionals should demonstrate the strategic capability of HRD in three primary
ways: (1) directly participating in their organization’s strategic management process,
(2) providing education and training to line managers in the concepts and methods
of strategic management and planning, and (3) providing training to all employees
that is aligned with the goals and strategies of their organization.

First, HRD executives should contribute information, ideas, and recommen-
dations during strategy formulation and ensure that an organization’s HRD strat-
egy is consistent with its overall strategy. The HRD strategy should offer answers
to the following questions: Are the organization’s HRD objectives, strategies,
policies, and programs clearly stated? Are all HRD activities consistent with the
organization’s mission, objectives, policies, and internal and external environ-
ment? How well is the HRD function performing in terms of improving the
fit between the individual employee and the job? Are appropriate concepts and
techniques being used to evaluate and improve corporate performance? Tom
Kelly, director of worldwide training for Cisco Systems in San Jose, California,
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states that there have been dramatic changes in the HRD field. He adds: “This is
our chance to actually achieve strategic partnerships within the organization.”’

A second strategic role for HRD professionals is to provide education and
training programs that support effective strategic management. Training in strate-
gic management concepts and methods help line managers develop a global per-
spective that is essential for managing in today’s highly competitive environment.
These issues are offered as part of the organization’s management development
program. A survey of HRD professionals suggested that approximately 50 percent
of organizations provide training in strategic plalnning.3 Management education
efforts (such as university programs, which will be discussed in Chapter 13) also
place a heavy emphasis on strategic management issues. Increasingly, separate
courses (or portions of courses) are emphasizing strategic HR issues and how
these relate to organizational strategies and outcomes.””

Finally, HRD professionals must ensure that all training eftorts are clearly
linked to the goals and strategies of the organization. Although this may seem
obvious, it is not uncommon for the link between training programs and organi-
zational strategy to be far from clear. As an extreme example, a medical products
manufacturer, Becton, Dickinson and Company, went through a major restruc-
turing in 1983, in response to a downturn in its business. Before that, the com-
pany had offered a large number of training and education opportunities,
particularly to its managers. After restructuring, these education and training pro-
grams were completely eliminated.*” Some have argued that the reason training
is frequently the first thing to be cut or reduced in times of financial stress is that
top executives fail to see a link between training and the bottom line.*’

In contrast, IBM set up a Human Resource Service Center in Raleigh, North
Carolina. The goal was to provide information and high quality service to over
500,000 active and retired IBM employees. An array of technology is in place to
assist Service Center employees. This includes a website within the organization’s
intranet (called HR INFO), a call tracking system, and an HR Information System,
which employees and managers can use to view and retrieve HR-related informa-
tion, as well as process certain HR transactions (salary changes, address changes,
etc.). However, the key factor in the success of this effort has been training.
According to Bob Gonzales: “Training Customer Service Representatives
well [was] critical to the Center’s success because they are the initial point of
contact with the customer.”** Service representatives are carefully selected and
then put through three weeks of intensive training, including lectures, role playing,
and partnering with an experienced employee. Refresher training is provided
throughout the employee’s career, as well as additional training whenever new pro-
grams are offered. This example suggests how training can be linked to the strategic
goals and strategies of an organization (in this case, a shift to a centralized HR Ser-
vice Center). As we will discuss in Chapter 7, HRD professionals are increasingly
expected to demonstrate that their efforts are contributing to the viability and finan-
cial success of their organization. The growing emphasis on strategic HRD is part of
this movement to build a stronger business case for HRD programs and interven-
tions.*> This fully supports the placement of business strategy at the center of the
learning and performance wheel, as presented in Figure 1-2.

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



16 PART 1 Foundations of Human Resource Development

The Supervisor’'s Role in HRD

Supervisors play a critical role in implementing many HRD programs and pro-
cesses. As we emphasize throughout this book, many organizations rely on line
supervisors to implement HRD programs and processes such as orientation,
training, coaching, and career development. Especially in smaller organizations,
there may be no training department (or even an HR department), so most
HRD efforts fall upon supervisors and managers.

Organizational Structure of the HRD Function

The HRD function, like HRM, should be designed to support an organization’s
strategy. Using the chart from Figure 1-1, Figure 1-3 further delineates how the
HRD function might be organized within an HRM department. Alternatively,
Figure 1-4 depicts how the HRD function might be organized in a multiregional
sales organization. In this example, the training activities, except for management/
executive development, are decentralized and other HRD activities are centralized.
There is evidence to suggest that, at least in larger organizations, HR departments
are becoming more cross-functional and less specialized in HR topics alone.**

ROLES AND COMPETENCIES OF AN
HRD PROFESSIONAL

An HRD professional must perform a wide variety of functional roles. A func-
tional role is a specific set of tasks and expected outputs for a particular job, for
example, classroom trainer or instructional designer. To carry out these various
roles, HRD professionals need to possess many different skills or competencies. In
their “Mapping the Future” study, Bernthal and colleagues describe three areas of
“foundational” competencies needed by all HRD professionals (see Figure 1-5).*
Foundational competencies are depicted as falling into three areas: personal, inter-
personal, and business/management. HRD professionals then make use of these
foundational competencies as they develop particular areas of expertise. These
areas of expertise are shown in the middle of the pyramid (and correspond to the
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terms used to describe HRD in the learning and performance wheel shown in
Figure 1-2). Finally, the top of the pyramid shows four key roles for HRD profes-
sionals: learning strategist, business partner, project manager, and professional
specialist. The learning strategist is involved in the high-level decision making con-
cerning how HRD initiatives will support the goals and strategies of an organiza-
tion. The business partner works together with managers and others in
determining how the HRD initiative will be implemented and evaluated. The
project manager is involved with the day-to-day planning, funding, and monitor-
ing of HRD initiatives, whereas the professional specialist adds his or her expertise
to particular areas, for example, designing, developing, delivering, and evaluating
an HRD initiative. HRD managers and executives are most likely to be involved
with the learning strategist and business partner roles. Next, we will briefly discuss
the roles played by two types of HRD professionals: the HRD executive/manager
and the HRD practitioner.

The HRD Executive/Manager

The HRD executive/manager has primary responsibility for all HRD activities. In the
past, this person was often referred to as the Training Director. Today, such indivi-
duals are increasingly referred to as the Chief Learning Officer (or CLO).*® Regard-
less of the title, this individual must integrate the HRD programs with the goals
and strategies of their organization and normally assumes a leadership role in the
executive development program, if one exists. If the organization has both an
HRM and an HRD executive, the HRD executive must work closely with the
HRM executive as well. The HRD executive often serves as an adviser to the
chief executive officer and other executives. The outputs of this role include
long-range plans and strategies, policies, and budget allocation schedules.
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FIGURE 1-5 The 2004 ASTD Competency Model
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One of the important tasks of the HRD executive is to promote the value of
HRD as a means of ensuring that organizational members have the competencies
to meet current and future job demands. If senior managers do not understand the
value of HRD, it will be difficult for the HRD executive to get their commitment
to HRD efforts and to justify the expenditure of funds during tough times. His-
torically, during financial difficulties, HRD programs (and HRM in general) have
been a major target of cost-cutting efforts. Unless the HRD executive establishes a
clear relationship between HRD expenditures and organizational effectiveness
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(including profits), HRD programs will not receive the support they need. But
how does an HRD executive who wants to offer a program on stress manage-
ment, for example, compete with a line manager who wants to purchase a new
piece of equipment? The answer is clear: the executive must demonstrate the ben-
efit their organization receives by offering such a program. Evaluation data are vital
to the HRD executive when presenting a case.

The role of the HRD executive has become more important and visible as
organizations address the demands of a global economy. The immediate chal-
lenge to HRD executives is to redefine a new role for HRD during this period
of unprecedented change. According to Jack Bowsher, former director of educa-
tion for IBM, when HRD executives “delve deeply into reengineering, quality
improvement, and strategic planning, they grasp the link between workforce
learning and performance on the one hand, and company performance and prof-
itability on the other.”*” The HRD executive is in an excellent position to
establish the credibility of HRD programs and processes as tools for managing
in today’s challenging business environment. Salary.com estimated that, in
2009, the median salary for U.S. HRD/training executives was over $150,000.*

Other HRD Roles and Outputs for HRD Professionals

As organizations have adjusted to environmental challenges, the roles played by
HRD professionals have changed as well. HRD professionals perform many distinct
roles, nine of which are described below.*” These roles are more likely than not to
correspond to the job titles or job descriptions for professional positions in HRD.

The HR strategic advisor consults strategic decision-makers on HRD issues that
directly affect the articulation of organization strategies and performance goals. Outputs
include HR strategic plans and strategic planning education and training programs.

The HR systems designer and developer assists HR management in the design
and development of HR systems that affect organization performance. Outputs
include HR program designs, intervention strategies, and implementation of HR
programs.

The organization change agent advises management in the design and imple-
mentation of change strategies used in transforming organizations. The outputs
include more efficient work teams, quality management, intervention strategies,
implementation, and change reports.

The organization design consultant advises management on work systems
design and the efficient use of human resources. Outputs include intervention
strategies, alternative work designs, and implementation.

The learning program specialist (or instructional designer) identifies needs of
the learner, develops and designs appropriate learning programs, and prepares
materials and other learning aids. Outputs include program objectives, lesson
plans, and intervention strategies.

The instructor/facilitator presents materials and leads and facilitates structured
learning experiences. Outputs include the selection of appropriate instructional
methods and techniques and the actual HRD program itself.

The individual development and career counselor assists individual employees
in assessing their competencies and goals in order to develop a realistic career
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plan. Outputs include individual assessment sessions, workshop facilitation, and
career guidance.

The performance consultant (or coach) advises line management on appropriate
interventions designed to improve individual and group performance. Outputs
include intervention strategies, coaching design, and implementation.

The researcher assesses HRD practices and programs using appropriate statis-
tical procedures to determine their overall effectiveness and communicates the
results to their organization. Outputs include research designs, research findings
and recommendations, and reports.

Some popular HRD jobs include instructional designer, change agent, execu-
tive coach, and “multimedia master.”” For more information on this last position,
see the “Master of Multimedia” box on the following page.

Certification and Education for HRD Professionals

One indication of the growth of the HRD field is the push for professional certi-
fication. To increase the credibility of the HRD field, ASTD began a certification
program in 2006, based upon the competencies identified in its recent “Mapping
the Future” study (and shown in Figure 1-5).>' This certification is called the Cer-
tified Professional in Learning and Performance™ (or CPLP™), and is offered by
the ASTD Certification Institute. It includes both a 150-item multiple choice test,
as well as the submission of a “work product.” Further information can be found
at the ASTD website.”

For the field of human resource management in general, there are three certifi-
cation examinations offered by the Human Resource Certification Institute (HRCI)
(in conjunction with the Society for Human Resource Management). They are
called the Professional in Human Resources (PHR), Senior Professional in Human
Resources (SPHR), and Global Professional in Human Resources (GPHR) exami-
nations. The PHR and SPHR examinations both consist of 225 multiple-choice
items that cover various HRM topics.>> Seventeen percent of both PHR and
SPHR examinations cover human resource development. The GPHR examination
consists of 165 items, with 22 percent of them devoted to “organizational effective-
ness and talent development.” To be certified for any of these three examinations,
individuals must pass the test and have two years of HR exempt-level work experi-
ence. Beginning in 2011, students who do not have the required work experience
will not be allowed to sit for the exam (prior to this, students could take the exam,
and then had five years to obtain the relevant work experience). As of July, 2010,
over 106,000 HR professionals have been certified with either the PHR, SPHR,
or GPHR designations (PHR: 60,767; SPHR: 45,155; GPHR: 932).>*

Opver the past twenty years, the HRD profession has become better connected
to and involved with the academic community. Three developments illustrate this
relationship: (1) ASTD changed its governance structure to include a Professor’s
Network and an Academic Relations Committee; (2) The Human Resource Devel-
opment Quarterly, a research journal focusing on HRD issues, began publishing in
1990; (3) Another organization has been formed, the Academy of Human
Resource Development, to further advance scholarly research concerning human
resource development issues.”> This has led to the subsequent publication of three
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Master of Multimedia

Consider the following want ad: “Creator of award-
winning training programs has immediate opening
for dynamic individual in multimedia development
department. Must have instructional design back-
ground and knowledge of Authorware or Dreamwea-
ver. General business knowledge a plus.” Although

Introduction to Human Resource Development 21

him apart was his ability to know when to use web-
based training and when not to. “Until we get a
totally computerized generation, we will always
need some form of stand-up training,” he says. As
Kim Kiser writes: “Just because a company can put
training on the Web doesn't mean employees will

find those courses interesting or, for that matter,
learn anything from them.” What is most critical is
to find course designers who understand training
and instructional design issues, as well as the tech-
nological issues involved. Such people must “speak
the language of both the training and information sys-
tems departments,” says Kiser. David Brinkerhoff, a
recruiter of HRD professionals, finds that some of his
most difficult searches have been for people like
Schmohl who possess the necessary computer skills
and understand how to get their message across to
various audiences. “It's a very unique combination,”
Brinkerhoff says. “Those people are worth their
weight in gold, if they can deliver what they say.”

this may not have been exactly how it appeared in a
newspaper, this captures the type of person that
Centech Group in Arlington, Virginia, was seeking to
hire. Centech designs training programs for other
organizations and makes extensive use of the Inter-
net and CD-ROMs for their programs. Therefore, they
were looking for people with strong computer skills,
especially knowledge of HTML and graphic design.
For example, Kevin Schmohl earned a master's
degree in instructional technology from Bloomsburg
University in Bloomsburg, Pennsylvania. Prior to
that, he had worked in public relations and advertis-
ing. He was considered a hot commodity because of
his knowledge of HTML, as well as software pro-
grams such as ToolBook, Quest, Designer's Edge,

Authorware, and Director. However, what really set  SOURCE: Adapted from Kiser, K. (1999). Hot jobs, Training, 36(8), 32.

additional HRD journals: Advances in Human Resource Development, Human Resource
Development International, and Human Resource Development Review.>®

HRD programs at colleges and universities are most often found in one of
three academic departments: business/management, psychology, and education.
The content and philosophy of these programs tend to reflect that of the founding
professors. Certain schools of business (or management) offer majors or minors in
HRD, with courses in training and development, organization development, and
career development. The SHRM Foundation has published a directory of graduate
HR programs and posted it on the SHRM website.”” Some psychology depart-
ments offer degree programs and courses in industrial and organizational (I/O) psy-
chology and personnel psychology, with specific courses in HRD. In addition to
HRD classes, schools of education may also offer degrees and courses in fields
related to HRD, such as educational technology, curriculum development, adult
education, and organization development.

Another way HRD professionals can keep current is to examine the prac-
tices of leading organizations. ASTD has established a Benchmarking Forum for
the purpose of identifying and learning about best practices among member
organizations so that they can be adopted by other organizations. The bench-
marking process involves a questionnaire that “helps to define the focus, criteria,
and context for practices, and provides information about the incidents that led
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to adopting the practices.” The best practices organizations are selected at a bian-
nual meeting of ASTD and members of the Benchmarking Forum. These orga-
nizations and a description of their practices are published in ASTD reports and
highlighted in the professional journal T&D (formerly Training & Development).”®

CHALLENGES TO ORGANIZATIONS AND
TO HRD PROFESSIONALS

Many challenges face organizations today. The ASTD-sponsored study mentioned
earlier presents eight emerging workplace trends that impact HRD.>” These trends
are depicted in Figure 1-6. Along the same lines, Michael Hitt and his colleagues
have identified increasing globalization and the technological revolution (in partic-
ular, the Internet) as two primary factors that make for a new competitive land-
scape.®” They suggest a number of actions that organizations can take to address
the uncertainty and turbulence in the external environment. These actions include
developing employee skills, effectively using new technology, developing new
organizational structures, and building cultures that foster learning and innovation.
These methods obviously have a great deal to do with human resource develop-
ment. We will add to and build upon these two lists to present six challenges
currently facing the field of HRD. These challenges include (1) competing in a
global economy, (2) eliminating the skills gap, (3) increasing workforce diversity,

FIGURE 1-6 Emerging Workplace Trends

1. Drastic times, drastic measures: Uncertain economic conditions force
organizations to reconsider how they can grow and be profitable.

2. Blurred lines—life or work? New organizational structures are changing the
nature of work for employees and HRD professionals.

3. Small world and shrinking: Global communication technology is changing the
way people connect and communicate.

4. New faces, new expectations: Diversity in the workplace continues to rise.

5. Work be nimble, work be quick: The accelerated pace of change requires
more adaptable employees and nimbler organizations.

6. Security alert! Concerns about security and about the ability of governments
to provide protection have increased individual anxiety levels worldwide.

7. Life and work in the e-lane: Technology, especially the Internet, is
transforming the way people work and live.

8. A higher ethical bar: Ethical lapses at the highest levels in large organizations
have shaken employees’ loyalty, trust, and sense of security.

SOURCE: Based on K. Colteryahn & P. Davis (2004). Eight trends you need to know. T&D, 58(1), January, 28-36.
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(4) meeting the need for lifelong individual learning, (5) facilitating organizational
learning, and (6) addressing ethical issues and dilemmas in a proactive and effective
manner. Each of these challenges and their potential impact on HRD will be dis-
cussed briefly in the following sections and further amplified in later chapters.

Competing in a Global Economy

As companies increasingly compete in a global economy, many are introducing
new technologies that require better-educated and trained workers. In fact, in
the United States today, over one-half of all jobs require education beyond
high school. Thus, successful organizations must hire employees with the knowl-
edge to compete in an increasingly sophisticated market. Competing in the
global economy requires more than educating and training workers to meet
new challenges. In addition to retraining the workforce, successful companies
will institute quality improvement processes and introduce change efforts (for
example, high involvement programs). The workforce must learn cultural sensi-
tivity to better communicate and conduct business among different cultures and
in other countries. Developing managers into global leaders has been identified as
a major challenge for organizations.”’ Developing globally competent managers
will be discussed in more detail in Chapter 13.°> As one example, TRW revised
their leadership development program to focus on global leadership issues. They
used a combination of classroom and “in-the-field” action learning to prepare
their future leaders to more effectively deal with their global operations.®” Addi-
tionally, employers are implementing new ways of managing their employees.
Approaches to managing change will be discussed in Chapter 14.

Eliminating the Skills Gap
As we discussed, for companies to compete successfully in a global economy, they
must hire educated workers; however, at least in the United States, portions of the
public education system are in need of considerable reform. Almost 30 percent of
today’s high school students fail to graduate, and employers must confront the fact
that many young adults entering the workforce are unable to meet current job
requirements. Even though the United States has one of the highest standards of
living in the world, the Upjohn Institute for Employment Research reports that
between 25 and 40 percent of hourly employees have some basic skills deficiency.®*

This skills gap poses serious consequences for American companies.””> How
can trainees learn how to operate new equipment if they cannot read and com-
prehend operating manuals? Furthermore, how can new employees be taught to
manipulate computer-controlled machines if they do not understand basic math?*®
Obviously, the business community has a vested interest in education reform.
There are some encouraging signs, however. For example, the Los Angeles public
school system is offering a guarantee to employers, stating that if any high school
graduate is found to be deficient in basic skills, such as computation and writing, the
school system will retrain the graduate at no cost to the employer.

Other industrialized nations have made systematic changes in order to bridge
the skills gap. For example, Japan and Germany, two of the United States’ biggest
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competitors, have educational systems that do a better job of teaching students the
basic skills needed by most employers. Among other things, Germany emphasizes
vocational education and school-to-work transition programs so that school-age
children can begin apprenticeship programs as part of their formal education.
These and other approaches will be discussed in more detail in Chapter 9.

Increasing Workforce Diversity

The workforce has become increasingly more diverse, and this trend toward
diversity will continue.®” This includes increasing diversity along racial, ethnic,
and gender lines, as well as an increasing percentage of the workforce that is
over age fifty-five.”® Effectively managing diversity has been identified as one
of five distinguishing features of organizations that make it onto Fortune maga-
zine’s list of 100 Best Companies.®” Diversity issues have several implications for
HRD professionals. First, organizations need to address racial, ethnic, and other
prejudices that may persist, as well as cultural insensitivity and language differ-
ences (this will be discussed in more detail in Chapter 15). Second, with the
increasing numbers of women in the workforce, organizations should continue
to provide developmental opportunities that will prepare women for advance-
ment into the senior ranks and provide safeguards against sexual harassment.
Third, the aging of the workforce highlights the importance of creating HRD
programs that recognize and address the learning-related needs of both younger
and older workers (this will be discussed in Chapter 3). Diversity can be a catalyst
for improved organizational performance—though this is far from a sure thing!”"

The Need for Lifelong Learning
Given the rapid changes that all organizations face, it is clear that employees must
continue the learning process throughout their careers in order to meet these chal-
lenges. This need for lifelong learning will require organizations (as well as govern-
ments and society as a whole) to make an ongoing investment in HRD.”' Lifelong
learning can mean different things to different employees. For example, for semi-
skilled workers, it may involve more rudimentary skills training to help them build
their competencies. To professional employees, this learning may mean taking
advantage of continuing education opportunities. This is particularly important for
certified professionals who are required to complete a certain number of continuing
education courses to maintain their certification. To managers, lifelong learning may
include attending management seminars that address new management approaches.
The challenge to HRD professionals is to provide a full range of learning
opportunities for all kinds of employees. One way that organizations are meeting
this challenge is by establishing multimedia learning centers (sometimes on the
organization’s intranet). These centers offer a variety of instructional technologies
that can be matched to each trainee’s unique learning needs. Individual assessments
can determine deficiencies or gaps in employees’ performance capabilities while
also pointing out their preferred learning styles. For instance, self-motivated
employees found to be deficient in arithmetic might be trained in an interactive
video program allowing them to set their own pace. A multimedia learning center
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could also provide teleconferencing facilities for technical and professional employ-
ees to participate in a seminar that is being conducted thousands of miles away.
These and other different approaches to learning will be discussed in future chap-
ters. What is clear, however, is that whether they use multimedia or other training
approaches, organizations must find a way to provide lifelong learning opportu-
nities for all of their employees.

Facilitating Organizational Learning

Organization development scholars such as Chris Argyris, Richard Beckhard, and
Peter Senge, author of the book The Fifth Discipline, have recognized that if orga-
nizations are going to make fundamental changes, they must be able to learn,
adapt, and change.”> A survey of HRD executives reported that 94 percent of
the respondents felt that it is important for an organization to become a learning
organization.” Chapter 14 includes a discussion of how macro-level organiza-
tion transformation approaches can be used to help an organization adopt the
principles of a learning organization.

Although such principles emphasize the organizational level, they also have
implications at the group and individual levels. One challenge for HRD professionals
is facilitating a transition from traditional training programs to emphasizing three
things: learning principles and tactics; how learning relates to performance; and
more importantly, the relationship between learning and fundamental change.”
To do this, HRD professionals must develop a solid understanding of learning theory
and be able to devise learning tools that enhance individual development. These
concepts and tools will be discussed in more detail in Chapters 3, 9, and 12.

Addressing Ethical Dilemmas

The recent flood of business scandals pose troubling questions for organizations,
government, society, and business education.”> How could schemes such as those
at Enron, WorldCom, Tyco, and other companies go on for so long? What are
the possibilities and limitations of legal and governmental actions (such as the
Sarbanes-Oxley Act)?’® What can business education do to promote an under-
standing of ethics and ethical behavior among students and graduates?’’

Ethical issues and dilemmas also arise for human resource development. For
example, suppose you were asked to provide consulting services for an organiza-
tion, and in the process of the work, you suspected that the primary intention of
the manager(s) who hired you was to provide a rationale for closing the facility in
which you did your consulting work.”® How would you respond? Are there
ethical principles or guidelines to assist HRD professionals in handling such situa-
tions? Efforts have been made to address these issues, particularly in the past
decade. These include a seventeen-page report, “Standards on Ethics and Integ-
rity,” produced by a sub-committee of the Academy of Human Resource
Development.”” There are useful writings on the subject by Timothy Hatcher,
as well as other work addressing difficult issues concerning the possibility of a
global HRD Code of Ethics.*” We will be returning to these ethical issues at
various points throughout the book.
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ASTD Code of Ethics

The Code of Ethics provides guidance to individuals
to be self-managed, workplace learning and perfor-
mance professionals. Clients and employers should
expect the highest possible standards of personal
integrity, professional competence, sound judgment,
and discretion. Developed by the profession for the
profession, the Code of Ethics is the public declara-
tion of workplace learning and performance profes-
sionals’ obligations to themselves, their profession,
and society. | strive to:

— Recognize the rights and dignities of each
individual

— Develop human potential

— Provide my employer, clients, and learners with
the highest level quality education, training, and
development

—  Comply with all copyright laws and the laws and
regulations governing my position

Foundations of Human Resource Development

— Keep informed of pertinent knowledge and com-
petence in the workplace learning and perfor-
mance field

— Maintain confidentiality and integrity in the prac-
tice of my profession

— Support my peers and avoid conduct which
impedes their practicing their profession

—  Conduct myself in an ethical and honest manner

— Improve the public understanding of workplace
learning and performance

— Fairly and accurately represent my workplace
learning and performance credentials, qualifica-
tions, experience, and ability

— Contribute to the continuing growth of the
profession

SOURCE: American Society for Training and Development (ASTD).
Accessed on July 14, 2010 at: http://www.astd.org/ASTD/aboutus/
missionAndVision/

A FRAMEWORK FOR THE HRD PROCESS

HRD programs and interventions can be used to address a wide range of issues
and problems in an organization. They are used to orient and socialize new
employees into the organization, provide skills and knowledge, and help indivi-
duals and groups become more eftective. To ensure that these goals are achieved,
care must be taken when designing and delivering HRD programs.

Following from system theory, we argue that HRD interventions should be
designed using a four-step process or sequence: needs assessment, design, imple-
mentation, and evaluation. For ease of memory, this can be referred to as the
“A DImE” framework (assess, design, implement, and evaluate). In this book, we
will use this four-phase process approach to describe HRD efforts: needs assess-
ment, design, implementation, and evaluation (see Figure 1-7).%'

Needs Assessment Phase

HRD interventions are used to address some need or gap within an organization.
A need can be either a current deficiency, such as poor employee performance, or a
new challenge that demands a change in the way the organization operates (e.g., new
legislation or increased competition). For example, in 2009, the Equal Employment
Opportunity Commission (EEOC) sued Jack Marshall Foods, Inc., an Alabama-based
company that operates a Kentucky Fried Chicken restaurant in Monroeville, AL. The
EEOC alleged sexual harassment against female employees at this restaurant. The suit
ended with the company signing a consent decree in 2010 in which they agreed to
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FIGURE 1-7 Training and HRD Process Model
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pay over $1 million to nineteen current and former employees, provide harassment
training at the store, and monitor harassment and discrimination issues in the future.*
Identifying needs involves examining an organization, its environment, job tasks, and
employee performance. This information can be used to:

o Establish priorities for expending HRD efforts

o Define specific training and HRD objectives

e Establish evaluation criteria

Design Phase

The second phase of the training and HRD process involves designing the HRD
program or intervention. If the intervention involves some type of training or devel-
opment program, the following activities are typically carried out during this phase:

o Selecting the specific objectives of the program

¢ Developing an appropriate lesson plan for the program
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¢ Developing or acquiring the appropriate materials for the trainees to use
e Determining who will deliver the program
¢ Selecting the most appropriate method or methods to conduct the program

¢ Scheduling the program

Once the assessment phase has been completed, it is important to translate the
issues identified in that phase into clear objectives for HRD programs. This should
also facilitate the development of clear lesson plans concerning what should be
done in the HRD program. Selecting the proper person to deliver the HRD pro-
gram is also an important decision, and it can be difficult, depending on the
resources available. If the organization employs a group of full-time HRD profes-
sionals, the choice will depend largely on the expertise and work schedules of
those professionals. However, if the organization does not have an HRD staft, it
will have to rely on other people, including managers, supervisors, coworkers, or
outside consultants. Using such individuals raises a host of issues, from costs to their
willingness, ability, and availability to train.

The design phase also involves selecting and developing the content of the
program. This means choosing the most appropriate setting for the program
(e.g., on the job, in a classroom, online, or some combination), the techniques
used to facilitate learning (such as lecture, discussion, role play, simulation), and
the materials to be used in delivering the program (such as workbooks, job aids,
web-based or web-enhanced materials, films, videos, Microsoft® PowerPoint™
presentations, etc.) Inherent in these decisions is the issue of whether to develop
the program in-house or purchase it (or parts of it) from an outside vendor.

Scheduling the program may not be as easy as it appears. Issues to be
resolved include lead time to notify potential participants, program length and
location, covering participants’ regular job duties, and potential conflicts (such
as vacations, busy periods, and facility availability).

The needs assessment may also reveal that training is not the ideal solution
for the issues or problems facing an organization. It may be that some manage-
ment practice needs to be changed, or that changes need to be made in another
human resource practice (such as staffing or compensation). It may also be the
case that a different type of HRD intervention is called for besides training, for
example, a change in the organization of work, or a change in the focus on total
quality or process reengineering. Such HRD interventions would not require a
lesson plan. However, other design issues occur with career management and
organizational development interventions (and these will be discussed in later
chapters of the text).

Implementation Phase

The goal of the assessment and design phases is to implement effective HRD
programs or interventions. This means that the program or intervention must
be delivered or implemented using the most appropriate means or methods (as
determined in the design phase). Delivering any HRD program generally pre-
sents numerous challenges, such as executing the program as planned, creating
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an environment that enhances learning, and resolving problems that may arise
(missing equipment, conflicts between participants, etc.).

Evaluation Phase

Program evaluation is the final phase in the training and HRD process. This is where
the effectiveness of the HRD intervention is measured. This is an important but
often underemphasized activity. Careful evaluation provides information on partici-
pants’ reaction to the program, how much they learned, whether they use what they
learned back on the job, and whether the program improved the organization’s
effectiveness. HRD professionals are increasingly being asked to provide evidence
of the success of their efforts using a variety of “hard” and “soft” measures, that is,
both bottom line impact, as well as employee reaction.® This information allows
managers to make better decisions about various aspects of the HRD effort, such as:

¢ Continuing to use a particular technique or vendor in future programs
e Oftering a particular program in the future
¢ Budgeting and resource allocation

¢ Using some other HR or managerial approach (like employee selection or
changing work rules) to solve the problem

It is important that HRD professionals provide evidence that HRD pro-
grams improve individual and organizational eftectiveness. Armed with this
information, HRD managers can better compete with managers from other
areas of the organization when discussing the effectiveness of their actions and
vying for organizational resources.

ORGANIZATION OF THE TEXT

This text is organized into three parts: foundation, framework, and applications. The
picture we would convey is that of building a new home or other structure. First,
Part 1 of the book, which includes Chapters 1 through Chapter 3, presents founda-
tional material. Part 1 is meant to ensure that the reader has a strong base of founda-
tional concepts before exploring the HRD process and the various ways that HRD is
practiced in organizations. As you have just seen, Chapter 1 presents an overview of
HRD, including three of its major areas of emphasis: training and development,
career development, and organizational development. Because all HRD efforts
involve trying to bring about changes in learning and behavior, it is important for
you to understand why people in the workplace behave the way they do and how
people learn. These issues are the focus of Chapters 2 and 3. Chapter 2 explores the
major factors that affect workplace behavior, and Chapter 3 focuses on how people
learn, the factors that affect learning, and ways to maximize learning.

Part 2 of the book includes Chapters 4 through Chapter 7. In these chapters,
we describe the HRD and training process, focusing on the activities described
earlier, namely needs assessment, design, implementation, and evaluation. These
chapters are anchored in the framework shown in Figure 1-7 and provide the heart
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or main story line of the book. Chapter 4 details the importance of assessing the
need for HRD and the approaches that can be used to perform a needs assess-
ment. Chapter 5 focuses on designing HRD interventions based on the informa-
tion obtained from the needs assessment. Activities discussed in this chapter
include establishing program objectives and content, selecting a trainer, HRD
methods and media, and the practical issues involved in delivering the program.
Chapter 6 emphasizes implementation issues and highlights the different types of
training methods available to deliver training content, both in the traditional training
classroom and via technology. Chapter 7 completes our discussion of the HRD
process by explaining the importance of evaluating HRD efforts and demonstrat-
ing ways an evaluation can be done to ensure decisions made about HRD pro-
grams are based on meaningful and accurate information. Because of the
increased importance of technology to all phases of the HRD process, we have
added new material in each of the chapters in Part 2 to highlight how technology
is impacting and changing the way HRD is conducted.

The remainder of the book, Part 3, focuses on particular topic areas within
human resource development, that is, HRD applications. With so many methods
available to choose from, one can feel like Alice in Wonderland; that is, having
fallen down a rabbit hole, Alice finds many doors available, with little idea of
which one to choose!® We have selected what we think are the most important
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HRD topics and methods to address in Part 3 of the book. These topics line up well
with both the old and new learning wheels described earlier in the chapter.

Chapters 8 through 12 focus more on individual-level employee develop-
ment issues, from orientation to career development. Chapter 8 discusses the
socialization process, its importance to employee and organizational effectiveness,
and how orientation programs can be used to facilitate successful socialization.
Chapter 9 describes skills training programs, including ways to ensure that
employees possess the specific skills (such as literacy, technological, and interper-
sonal skills) that they need to perform effectively and contribute to an organiza-
tion’s success. Chapter 10 discusses the importance of coaching as an employee
development process and explains how supervisors and line managers can suc-
cessfully fulfill their critical coaching responsibilities. Chapter 11 provides an
overview of employee counseling as a way to help employees overcome personal
and other problems (such as substance abuse or stress) and remain effective in the
workplace. Finally, Chapter 12 focuses on career development as a way to ensure
an organization’s members can be prepared to meet their own and the organiza-
tion’s needs over the course of their working lives.

The final three chapters in the book focus on more macro issues in HRD.
Chapter 13 discusses how individuals can be developed to fulfill the multifaceted
challenge of becoming effective managers. Chapter 14 explores how HRD can be
used to prepare organizations for change, including ways to diagnose organizational
problems and how to create and implement intervention strategies to improve
individual, group, and organizational eftectiveness. Chapter 15 closes the book
with a discussion of the challenges organizations face as the workforce becomes
increasingly diverse, and the role HRD can play in meeting these challenges and
achieving the goal of full participation by all members of an organization.

We think you will find this to be an exciting and dynamic field. Everyone
working in an organization of any size is impacted by human resource devel-
opment. Whether you currently work in the field, some day hope to do so, or
simply want to learn more about HRD, you will be impacted by the topics
discussed in this book.® Our hope is that you will study and learn the content
of this book, enjoy the process (really!), and then apply what you learn to
your own work experiences. The concepts and models in this book can
make you a more effective employee, manager, or trainer/HRD professional.
The text before you (along with the materials available on the Cengage web-
site) are our part. Your professor or instructor will add her or his part. But the
last piece of the equation is yours—what will you put into and get out of your
study of the field of human resource development? Enjoy the journey!

RETURN TO OPENING CASE

Like almost all organizations in the past decade, K-Bank  the issues they faced have been mentioned in this
faced many challenging issues as it sought to promote  chapter. Your instructor has additional information con-
employee growth and development in the midst of tur-  cerning what was done at K-Bank to develop employ-
bulent economic and political developments. Many of  ees and managers throughout the organization.
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SUMMARY

This chapter traced several historical events that contributed to the establishment
of human resource development. Early training programs (such as apprentice-
ships) focused on skilled training. At the turn of the twentieth century, more
emphasis was placed on training semiskilled workers. Training departments as
we know them today were introduced in many large companies during World
War II. The establishment of the professional trainer led to the formation of a
professional society (ASTD). This culminated in the 1980s when ASTD, in part-
nership with the academic community, officially recognized the professional des-
ignation of human resource development (HRD).

HRD, as part of a larger human resource management system, includes
training and development, career development, and organization development
programs and processes. HRD managers and staff must establish working relation-
ships with line managers to coordinate HRD programs and processes throughout
the organization. To be effective, HRD professionals must possess a number of
competencies and must be able to serve in a number of roles. These roles will
help the HRD professional meet the challenges facing organizations in this new
century. These challenges include increasing workforce diversity, competing in a
global economy, eliminating the skills gap, meeting the need for lifelong learning,
becoming a learning organization, and addressing ethical dilemmas. The systems or
HRD process framework (A DImE—assess, design, implement, evaluate) was pre-
sented as the major framework for promoting effective HRD efforts. The remain-
der of the book expands upon the concepts introduced in this chapter.

KEY TERMS AND CONCEPTS

American Society for Training and human resource certification institute
Development (ASTD) (HRCI)

apprenticeship training human resource development (HRD)
career development human resource management (HRM)
career management individual development

career planning individual development and career
coaching counselor

competencies instructor/facilitator

counseling learning organization

craft guilds learning program specialist (or

employee orientation instructional designer)

management training and

high performance work systems
development

HR strategic advisor o b
. organization change agent
HR systems designer and developer & o ] 8¢ 98

. organization design consultant
human relations
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organization development (OD) skills and technical training
performance consultant (or coach) training and development
researcher

QUESTIONS FOR DISCUSSION

1. Do supervisors have HRD responsibilities? If so, how do they coordinate
these with HRD professionals?

2. In your opinion, what HRD skills or competencies does an HRD manager
need? How are these skills and competencies learned?

3. What qualities do you think an HRD professional must possess to be eftec-
tive in an organization of approximately 1,000 employees? How might your
answer be different for an organization with 10,000 employees? Support
your answers.

4. Briefly describe an HRD effort in a familiar organization. Was it successful?
If so, why? If not, what contributed to its failure?

5. A manager states that “HRD must become more strategic.” What does this state-
ment mean, and what can HRD professionals do to practice “strategic HRD?”

6. Which challenges to HRD professionals discussed in this chapter will
directly affect your present or future working environment? What additional
challenges do you foresee affecting HRD?

EXERCISE: INTERVIEW AN HRD PROFESSIONAL

Conduct an informational interview with an HRD professional. This could be
someone working in the areas of training and development, career development,
or organizational development. Some of the questions you might ask include
(1) what do they do in their job? (2) what has changed in their job over the past
five to ten years? and (3) where do they see the HRD field going in the next five
to ten years? Your instructor will give you guidelines as to the appropriate length
and format for the written document you turn in for this assignment.
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INFLUENCES ON EMPLOYEE BEHAVIOR

LEARNING OBJECTIVES

After reading this chapter, you should be able to:
1. ldentify the major external and internal factors that influence employee
behavior

2. Describe two primary types of outcomes that may result from behavior and
tell how they may influence future behavior

3. State how a supervisor’'s leadership and expectations can affect employee
behavior

4. Recognize the impact that coworkers and organizations themselves have on
employee behavior

5. Define motivation and describe the main approaches to understanding moti-
vation at work

6. Discuss how knowledge, skill, ability, and attitude influences employee
behavior

34
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OPENING CASE )

United Technologies Corporation (UTC) is a Fortune
50 conglomerate with headquarters in Hartford,
Connecticut. In 2009, it had a worldwide workforce
of over 216,000 employees. Some of its major
subsidiaries include Pratt & Whitney (jet engines),
Carrier (air-conditioning systems), Otis (elevators),
Hamilton Sundstrand (aerospace and industrial
equipment), and Sikorsky (helicopters). Since
1990, it has undergone several major reductions
of its U.S. workforce, with a substantial increase
in its workforce outside the United States. In
2009, 60 percent of its revenue came from outside
of the United States. George David, former CEO of
UTC, stated: “"We and others create jobs overseas
fundamentally for market access, to extend our
global market leadership and thereby to make our
company stronger and to assure employment at
home."” Later, he stated that “we cannot guarantee
anyone a job, but we are nonetheless obliged to
provide employees reasonable opportunities to
reestablish themselves, ideally on more favorable
conditions, in the event of job loss.” One of the
commitments made by UTC was to provide tuition

reimbursement for undergraduate or graduate courses
taken by their employees.

The Pratt & Whitney subsidiary has been heavily
impacted by the ups and downs in the world aero-
space markets. In the past, a large number of their
U.S.-based employees worked in Connecticut, and
many layoffs have occurred over the years across
these facilities. An obvious challenge in the midst of
such changes is the maintenance of employee skills
and morale.

Questions: What do you think is likely to happen to
employee training and development efforts in the midst
of major downsizing efforts? Do you think employees
will take advantage of a tuition reimbursement program
during restructuring? What happens to employees who
are laid off at the time they are taking college classes?
Can Pratt & Whitney (and UTC) maintain their commit-
ment to tuition reimbursement in such an environment?

SOURCES: Fast facts (2011). UTC. Accessed on January 21, 2011
at: http://www.utc.com/About+UTC/Fast+Facts; George David
(1995). Remarks on restructuring. National Press Club, December
14, 1995.

INTRODUCTION

Have you ever wondered:

e why a coworker behaves the way he or she does?

¢ why people so often live up (or down) to the expectations that others have

for them?

¢ why managers seem to develop relationships of different quality with differ-

ent subordinates?

¢ why some work teams develop more trust and cohesiveness than others?

e how motivation influences employee behavior?

o whether there are some general frameworks or models that can help in
understanding the various influences on employee behavior?

The overarching goal of Human Resource Development interventions is to
assist employees and organizations in attaining their goals. While this might, at
first glance, seem relatively straightforward and uncontroversial, the working
out of a multiple stakeholder approach is not easy, and it is definitely not without
controversy." HRD professionals can help employees meet their personal goals
by providing programs and interventions that promote individual development,
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36 PART 1 Foundations of Human Resource Development

for example, career development activities, mentoring, and formal training and
educational opportunities. Concerning organizational goals, the ultimate objec-
tive of most, if not all, HRD programs is to improve organizational performance.
HRD efforts are certainly not the only contributors to organizational perfor-
mance; however, they are increasingly recognized as a critical component of
organizational success.” Further, a major focus of most HRD interventions is an
effort to change employee behavior. That is, the hope is that providing employees
with the skills and behaviors they need to perform successfully should lead to the
greatest accomplishment of both employee and organizational goals. Thus, the
field of HRD has always had a strong focus on employee behavior. However, to
change any behavior, we must first understand the factors that cause employees to
behave the way they do. Armed with this knowledge, we can more accurately
diagnose performance problems, understand what makes effective performance
possible, and design HRD programs to foster the behavior we want.

Identitying the causes of employee behavior is no easy task. The factors
contributing to any behavior are numerous, complex, and difficult to ascertain.
But, however difficult this may be, a thorough understanding of employee
behavior and its causes is critical for any HRD program to be effective. The
purpose of this chapter is to introduce readers to the major factors influencing
employee behavior and their implications for HRD. Students with back-
grounds in organizational behavior or applied psychology will find that this
chapter provides an important review and an opportunity to relate these topics
to issues within HRD.

MODEL OF EMPLOYEE BEHAVIOR

The model of employee behavior shown in Figure 2-1 presents what we con-
sider to be the key factors affecting employee behavior and their corresponding
relationships. It includes two main categories: (1) external forces—that is, those
found in the external environment (outside the organization), as well as in the
work environment (inside the organization), including leadership, aspects of the
organization itself, coworkers, and the outcomes of performance (such as praise);
and (2) internal forces—that is, those within the employee, including motivation,
attitudes, and KSAs (knowledge, skills, and abilities). This model assumes that
external and internal forces interact or combine to produce a given behavior,
and that employee behavior has a direct relationship to the personal and organi-
zational outcomes that are obtained. Although it may be possible in some cases
to trace the cause of a behavior to one or two dominant forces, we believe that
overall patterns of behavior can best be explained by the combination of many
factors.

Regarding clarity and relevance, this model is relatively simple to apply to
HRD concerns. Our goal is not to cover all possible causes for employee behav-
ior, but to include only those most critical to designing, delivering, and using
HRD programs. Additional concepts will be presented in later chapters. The
remainder of this chapter focuses on the elements contained within the model.
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FIGURE 2-1

Model of Employee Behavior
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Major Categories of Employee Behavior

If HRD eftorts are primarily intended to change employee behavior, then it is
useful to first ask what types of behavior they are intended to change. Recent
research strongly suggests that individual performance is multidimensional.’
Although many different aspects of individual performance have been identified,
one vital distinction exists between those behaviors central to performing one’s
job (often called task performance), and other behaviors less central yet still valuable
for the effective functioning of a team, department, or organization as a whole.”
Many training efforts focus on the first group of behaviors, namely those relating
to performing the critical tasks associated with a given job. But the second cate-
gory of behaviors is also important. Behaviors in this category have been given
different labels (such as organizational citizenship behaviors or contextual perfor-
mance).” A central aspect of such behaviors (we term them organizational citizen-
ship behaviors) is that in the aggregate, they contribute to organizational
effectiveness.’ For example, HRD efforts to inculcate a culture of innovation
and initiative-taking would focus more on this second category of behaviors.
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38 PART 1 Foundations of Human Resource Development

Similarly, team-building efforts that promote cooperation and teamwork emphasize
such citizenship behaviors. Alternately, coaching or mentoring efforts often seek to
promote behaviors that, while helpful to the organization as a whole, are not
enforceable requirements of a given job.” The motivational issues discussed later in
this chapter are particularly critical in determining the extent to which employees
engage in behaviors that are above and beyond their formal job requirements. As
Daniel Katz wrote many years ago: “An organization [that] depends solely upon its
blueprints of prescribed behavior is a very fragile social system.”® As we present a
systems perspective on human resource development throughout the book, we
begin our discussion by highlighting these two critical aspects of individual employee
behavior. Next, we describe the major factors that influence such behavior.

EXTERNAL INFLUENCES ON EMPLOYEE BEHAVIOR

Factors in the External Environment
Influences from outside the organization, that is, the external environment,
clearly influence employee behavior. Factors from the external environment include
the general state of the economy (e.g., the rate of inflation, level of unemploy-
ment); the various governmental laws, regulations, and regulatory agencies; the
activities of other organizations or competitors plus the many global and techno-
logical issues mentioned in Chapter 1. Our model in Figure 2-1 depicts these as
general forces that influence the organization and all parts within it.” Even orga-
nizations with strong internal work environments and high levels of employee
behaviors can be negatively impacted by external factors such as a downturn in
the economy or a sudden technological change. External forces often lead orga-
nizations to reduce their workforce. For example, downsizing refers to voluntary
actions on the part of organizations to reduce the overall size of their workforce,
generally to reduce costs. A huge number of organizations have had major work-
force reductions over the past 30 years, including AT&T, Boeing, DuPont, IBM,
Xerox, and United Technologies (the organization highlighted in the Opening
Case). Despite the widespread nature of downsizing, there is little solid evidence
concerning its long-term effectiveness as a business practice. A study by Wayne
Cascio of companies that downsized more than 3 percent in a given year found
“no significant, consistent evidence that employment downsizing led to
improved financial performance, as measured by return on assets or industry-
adjusted return on assets” (p. 40)."" A negative relationship between downsizing
and firm performance was found in a sample of Spanish companies.'' Similarly,
an ASTD survey found that downsized organizations reported lower organiza-
tional performance, lower quality products or services, and lower employee sat-
isfaction compared to organizations that had not downsized.'? Another study by
Kenneth DeMeuse and colleagues found that it took several years for downsized
companies to return to financial health."

For organizations to ensure their future success, they must maintain their
investment in their workforce, even when they are restructuring or downsizing.
This includes training the survivors of downsizing on how to carry out their
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CHAPTER 2 Influences on Employee Behavior 39

responsibilities after downsizing has occurred, but it can also include decisions to
retrain rather than lay off employees.'* For example, Southwest Airlines, Google,
and Apple have all been lauded for their efforts to avoid or minimize layoffs.'> The
ASTD study cited earlier found that organizations did best when they emphasized
both organizational and individual performance. In particular, three individual-
level practices were more common in companies designated as “high performance
work systems,” namely coaching and mentoring, individual development, and
multirater feedback. Further, companies with the most extensive high performance
work systems were nearly three times less likely to cut their workforces than were
companies with less extensive use of such practices.'® It should be clear from this
brief discussion that downsizing has enormous implications for human resource
development, and conversely, that HRD efforts can have a significant impact on
the effectiveness of organizational downsizing. A leading HRD scholar, Warner
Burke, argued that HRD professionals should play a more active role in challeng-
ing or redirecting corporate downsizing efforts.'” This is certainly an area where it
can be challenging to meet the goals of various stakeholders in an organization,
presenting ethical dilemmas to organizational leaders, HRD professionals, as well
as to the employees who remain or “survive” a major downsizing.'®
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Factors in the Work Environment

In addition to factors in the external environment, there are also factors within
the organization that influence employee behavior. We emphasize four sets of
forces within the work environment that affect employee behavior: outcomes,
supervisors, characteristics of the organization itself, and coworkers. Table 2-1
presents a list of these forces and some of the issues stemming from each.

Outcomes. Outcomes occur as a result of a given employee behavior. Out-
comes can be personal or organizational in nature. Personal outcomes are those that
have value to the individual, such as pay, recognition, and emotions. Organizational

TABLE 2-1
Influences on

Influences on Employee Behavior from the Work Environment

Outcomes Types
Effect on Motivation

Supervision Leadership
Performance Expectations

Organization Reward Structure
Organizational Culture
Job Design

Coworkers Control of Outcomes
Norms
Group Dynamics
Teamwork/Trust/Cohesiveness
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40 PART 1 Foundations of Human Resource Development

outcomes are things valued by an organization, such as teamwork, productivity, and
product quality. These outcomes are what an organization would ultimately hope
to achieve by the collective efforts of all organizational members. The word value
in this context should not imply that outcomes are always positive or desirable.
Behavior can also result in outcomes that employees fear or dislike. Embarrass-
ment, disciplinary actions, transfers, loss of pay or privileges, and ostracism are all
possible unpleasant outcomes of employee behavior.

Figure 2-1 presents these outcomes as following from employee behaviors.
Although there are clearly other factors that influence individual and organiza-
tional outcomes, we limit our discussion to those things that influence employee
behaviors and the subsequent influence these behaviors have on personal and
organizational outcomes. However, it is also important to note the likely influ-
ence that organizational outcomes have on employee behaviors (this is actually
the reverse of the ordering presented in Figure 2-1). For example, several of
the motivation theories presented later in the chapter propose that employee per-
ceptions of outcomes are important determinants of behavior. Here are two
examples:

1. Expectancy theory states that people will perform behaviors that they per-
ceive will bring valued outcomes. If employees fulfill certain obligations to
an organization but do not receive promised outcomes (such as promotions
or pay raises), they may reduce their expectations about the link between
their performance and the desired outcomes and thus choose to behave dif-
ferently. Further, if outcomes are not as rewarding as anticipated, the
employees may revise their judgments about the value of such outcomes
and perform different behaviors, or leave the organization.'”

2. Equity theory states that outcomes are evaluated by comparing them to the
outcomes received by others. If employees perceive an inequity, they may
change their performance or cognitions, or both, to reduce the inequity. In
addition, outcomes can serve as a form of feedback to employees. Bonuses
and recognition, for example, let employees know they have performed
appropriately and that their performance is valued by an organization.?”

Consider for a moment why outcomes and outcome perceptions are so impor-
tant to HRD. If employees do not believe that attending a training program will
lead to valued outcomes, they may choose not to attend the program, or may
devote little effort to learning and using the skills being taught. If an employee per-
ceives that company training will require increased individual effort with no greater
personal outcomes than what other employees receive, the training may be seen as
unfair. As a result, the employee may resist participating in the program.

It is often the outcomes of performance (such as embarrassment or a poor
evaluation) that serve as attention getters, convincing an employee that training
or development is needed. For example, if a nurse who treats patients rudely
never experiences any unpleasant outcomes as a result (such as complaints to the
supervisor or disciplinary actions), it 1s unlikely that the nurse will perceive any
need to change this behavior. Similarly, if college professors who have not kept
current in their field continue to receive support and recognition for their work
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in the classroom, they may perceive that their behavior is acceptable and see no
reason to attend professional seminars or engage in other developmental actions.

Thus, it is important that managers remain aware of the outcomes of their
subordinates’ performance, as well as how their subordinates view these out-
comes. This knowledge can be useful in detecting needs for training, motivating
employees to participate in training, and in ensuring that what employees learn
in training is applied to their jobs.

Supervision and Leadership. An immediate supervisor plays an important
role in the employee’s work life, delegating tasks and responsibilities, setting
expectations, evaluating performance, and providing (or failing to provide) feed-
back, rewards, and discipline. Even with the shift toward greater use of teams,
including more self-directed work teams, supervisors continue to play a critical
role in the success of most organizations.”' Although the influences supervisors
have on subordinates are numerous and sometimes complex, two factors deserve
comment: self-fulfilling prophecy and leadership.

Research on self-fulfilling prophecy, or the Pygmalion effect, shows how the
expectations a supervisor establishes can influence a subordinate’s behavior. First
demonstrated in classroom settings, self-fulfilling prophecy states that expecta-
tions of performance can become reality because people strive to behave consis-
tently with their perceptions of reality.* If supervisors (or trainers) expect good
performance, their behavior may aid and encourage their subordinates (or trai-
nees) to raise their own self-expectations, increase their efforts, and ultimately
perform well. The opposite can happen if supervisors or trainers expect poor
performance.” Dov Eden and his colleagues demonstrate in a variety of work
settings that raising managers’ performance expectations leads to higher levels of
performance in their employees.”* The implications for supervisors and HRD
professionals who conduct training programs are clear: they must be aware of
their own expectations and what they communicate to others, while taking
advantage of the benefits resulting from high but realistic expectations. This
effect has also been demonstrated in team member expectations for new mem-
bers.”” In addition, supervisory expectations play a key role in the coaching pro-
cess, which will be discussed in greater detail in Chapter 10.

The supervisor’s approach to leadership can influence employee performance
as well. Leadership is the use of noncoercive influence to direct and coordinate
the activities of a group toward accomplishing a goal.*® There are almost as many
definitions of leadership and theories about it as there are leadership researchers!
Two examples serve to demonstrate the effect a supervisor’s leadership may have
on employee behavior.

First, Robert House argued in his path-goal theory that a leader’s role is to
identify goals and clarify paths employees may take to reach these goals.”” If this is
done, then motivation, job satisfaction, and employee performance are predicted to
increase. Research has supported the theory’s predictions regarding job satisfaction.*

Second, George Graen’s Leader-Member-Exchange (or LMX) model of lead-
ership (earlier called the vertical-dyad linkage approach) observes that supervisors
tend to develop different quality relationships with different subordinates.®” In early
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research, this was depicted in terms of two extremes, that is, those employees with
high quality relationships with a supervisor (the in-group), and those with low quality
relationships (the less favored out-group). In-group members have relationships with
their supervisors characterized by respect, liking, mutual trust, and influence; the
opposite is true of relationships for out-group members. In-group members tend
to have higher performance and satisfaction, lower turnover, and more positive
career outcomes than out-group members.”’ Subsequent writing on LMX focuses
on improving the leadership-exchange relationship managers have with all employ-
ees. As Graen and Uhl-Bien write, the emphasis is now placed “not on how man-
agers discriminate among their people but rather on how they may work with each
person on a one-on-one basis to develop a partnership with each of them.””" Super-
visors should work to develop effective dyadic relationships with each employee
under their supervision. Recent research on LMX also studies the extent to which
supervisors perceive support from their organizations. Erdogen and Enders found
that “LMX is more strongly related to job satisfaction and job performance to the
degree to which supervisors feel they are supported by the organization” (p. 328).%
Thus, it would seem that a supportive organizational culture (as discussed below) is
also important for developing healthy relationships between supervisors and employ-
ees. A study by Bezujjen and colleagues found that LMX impacted the amount of
employee engagement in learning actitivies.”

These and other leadership theories highlight the effect an immediate super-
visor has on employee behavior. Subordinates look to their managers for cues
about appropriate and inappropriate behavior. If a manager or supervisor speaks
and behaves in ways that indicate training and development are unimportant,
employees will likely have little enthusiasm for these activities. Alternatively, if
managers and supervisors take these activities seriously and reward employees
for learning and using new skills, techniques, and attitudes, HRD efforts will be
more effective, and ultimately the employee, manager, and organization will
benefit. Leadership is also a key aspect of management development. Many orga-
nizations use management development programs (discussed in Chapter 13) as a
way to improve the leadership skills of managerial employees.

In organizations that use teams as the primary means to accomplish tasks, some
of the influences supervisors ordinarily control can be controlled by team members
or a team leader (if one exists), or by both. There is evidence that the differential
quality of exchange relationship among team members can influence a team’s
cohesiveness, internal satisfaction with coworkers, and general job satisfaction.”*
Although the dynamics of a self~managed team are more complex than the tradi-
tional supervisor-subordinate relationship, the impact of expectations and leader-
ship will likely be similar. More will be said about teams in Chapter 14.

The Organization. The organization itself can influence employee behavior
through its reward structure, culture, and job design. Reward structure focuses on
e the fypes of rewards an organization uses (material, social);

e how rewards are distributed (e.g., equally to all, relative to each individual’s
contribution, or on the basis of need); and
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o the criteria for reward distribution (results, behavior, or nonperformance
. - 35
issues, such as seniority or tenure).

Further, rewards include not only tangible things, such as financial bonuses
and plaques, but also intangible things, such as recognition and acceptance.
Reward systems should ideally provide the outcomes desired by members of
the organization. Similar to our previous discussion of outcomes, motivation
theories can serve as the foundation for organizational reward systems as well.
That is, motivation theories can help explain why reward systems sometimes
fail. As both expectancy and reinforcement theory predict, employees are more
likely to do things for which they are rewarded. If management does not care-
fully design and implement a reward system, then it may unintentionally rein-
force undesirable behavior in employees (such as lack of initiative, or low
participation rates in HRD programs). Also, when reward systems are perceived
too strongly as control mechanisms, this can serve to reduce employee motiva-
tion and performance.”®

Therefore, it is important for supervisors and HRD professionals to under-
stand what an organization’s reward system is intended to do, how it is put into
practice, and how employees respond to it. Some performance problems may be
solved simply by adjusting the reward system. It must also be understood that a
major reason why many employees become involved in HRD programs is to
obtain valued rewards, such as promotions, pay increases, and more desirable
work assignments. As mentioned earlier, some organizations choose to highlight
the linkages between desired rewards and HRD as a way to pique employee
interest in HRD programs. Rewards and their effective distribution can also
be a topic of training, particularly in management development programs. In some
instances, access to HRD programs can be used as a reward, or access may be per-
ceived as one.

An organization’s culture can also have a strong eftect on individual behav-
ior. Organizational culture is a set of values, beliefs, norms, and patterns of
behavior that are shared by organization members and that guide their behav-
ior.”” Individuals who understand an organization’s culture are better able to
accurately interpret organizational events, know what is expected of them, and
behave in appropriate ways in new or unfamiliar situations. Organizations that
have a strong culture try to perpetuate that culture by selecting individuals who
already share the culture (as Southwest Airlines does in its efforts to recruit peo-
ple who have a fun, team-oriented attitude) and by socializing new members so
that they accept these norms and values.

Two examples can illustrate the impact of organizational culture on individ-
ual behavior. If an organization firmly embraces the idea of continuous improve-
ment as the way to ensure high levels of quality (as in total quality management
efforts), employees should be motivated to find ways to improve quality, engage
in HRD programs to improve knowledge and skills, and focus their efforts on
satisfying customer needs and expectations. Similarly, in organizations committed
to diversity (where individuals from all cultural backgrounds are viewed and trea-
ted as full organizational members and participate fully within the organization),
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employees will behave in ways that encourage acceptance and the active partici-
pation of all members in achieving the organization’s goals. One clear implica-
tion of organizational culture for HRD is that HRD can be a means through
which an organization’s culture is perpetuated or changed, and HRD can also
be influenced by the organization’s culture (in terms of HRD content, impor-
tance, and acceptance).”®

Job design is the development and alteration of the components of a job
(such as the tasks one performs, and the scope of one’s responsibilities) to
improve productivity and the quality of employee work life. As proposed by
Richard Hackman and Greg Oldham, when jobs contain factors that satisfy
employees’ personal growth needs or provide elements that generate feelings of
responsibility, meaningfulness, and knowledge of results, employees will be more
satisfied and more productive. Job design has received considerable attention and
research support.”” The implications of job design for HRD are twofold. First,
the way an organization chooses to construct its jobs can affect an employee’s
behavior and attitudes. Second, to improve an employee’s performance and atti-
tudes, the focus can be on altering the job rather than the employee. Job design
will receive more attention in our discussion of organizational development in

Chapter 14.

Coworkers and Teams. Coworkers, and especially team members, can exert
a strong influence on an employee’s behavior in at least three ways. First, cow-
orkers control some of the outcomes valued by an employee and can use those
outcomes to influence the employee’s behavior. For example, if an employee
behaves in a way that coworkers value, they may reward or reinforce that behav-
ior by offering friendship and recognition. Similarly, coworkers may choose to
react to behavior they disapprove of by withholding desired outcomes or punish-
ing the employee through insults, ostracism, or threats. This is especially true in
team situations, where members hold each other accountable for behaviors and
performance, and where access to rewards is based on team performance.

Second, norms, or informal rules for appropriate behavior established within
work groups, can serve as guidelines for appropriate behavior, if the employee
chooses to comply.*” Norms send a clear message about what behavior is
expected and may lead employees to behave in ways that differ from typical
patterns.

Third, because HRD programs are often administered to groups of employ-
ees and employees must perform newly-learned behaviors in group settings,
HRD professionals need to understand the eftect of group dynamics on behav-
ior. Group dynamics influence the way an employee may behave when interact-
ing in a group. Dynamics such as groupthink and social loafing show that the
performance of individuals within groups can differ from how they behave
alone.*' Groupthink occurs when group members are primarily concerned with
unanimity, and make poor decisions by failing to realistically assess alternatives.
Social loafing is the tendency for group members to reduce their effort as the size
of the group increases. The implication of dynamics such as social loafing and
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groupthink is that consideration must be given to how employees will behave
when they are in group settings. Care should be taken when designing and
implementing HRD programs to ensure that group dynamics do not undermine
the learning process. Teamwork both amplifies the importance of coworkers’
influences on individual behavior and brings other dynamics to the forefront.
Two teamwork issues are trust and cohesiveness. Trust has to do with expecta-
tions that another person (or group of people) will act benevolently toward you.
There is a certain vulnerability or riskiness to trust, in that the other party may
not fulfill your expectations. But research demonstrates strong links between
interpersonal trust and employee performance (including citizenship behaviors),
problem solving, and cooperation.* Cohesiveness is the members’ sense of
togetherness and willingness to remain part of the group. Given team members’
high level of interdependence, they must trust one another and feel a sense of
cohesiveness if the team is to work together and be successful.

Similarly, group and team dynamics should be taken into account when
planning actions designed to ensure that what is learned is transferred back to
the job. Managers and team leaders can monitor potentially destructive dynam-
ics, as well as the level of communication, trust, and cohesiveness, and act to
address issues that arise in an effort to maximize the chances that employees
will use what they learn from training and development activities.* Involving
coworkers and team members in the learning process as participants or trainers
can increase their acceptance of newly learned skills and the likelihood that
they’ll use them on the job. Likewise, managers should pay attention to
employee attitudes toward training and using new methods and skills.

MOTIVATION: A FUNDAMENTAL INTERNAL
INFLUENCE ON EMPLOYEE BEHAVIOR

Motivation is one of the most basic elements of human behavior. Motivational theo-
ries attempt to explain how effort is generated and channeled. Terry Mitchell synthe-
sizes many definitions of work motivation as “the psychological processes that cause
the arousal, direction, and persistence of voluntary actions that are goal directe

This definition makes several important points. First, the motivation to work
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should be understood first and foremost as a voluntary behavior. Even in situations
where employees feel they do not have a choice, their behavior reflects consid-
eration of the perceived consequences of their actions.

Second, motivation focuses on several processes affecting behavior:

¢ Energizing—the generation or mobilization of effort
¢ Direction—applying effort to one behavior over another
¢ Persistence—continuing (or ceasing) to perform a behavior
Third, motivation at work is usually seen as an individual phenomenon
because all people have unique needs, desires, attitudes, and goals. Most motiva-

tional theories recognize these differences among individuals and often include
components that describe how they aftect the motivational process.
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Approaches to Approach: Theories:

Explaining Motivation Need Based
Underlying needs, such as the needs for Maslow’s Need Hierarchy Theory
safety or power, drive motivation Alderfer’s Existence, Relatedness,

and Growth (ERG) Theory
Herzberg's Two-Factor Theory

Cognitive Process

Motivation is a process controlled by Expectancy Theory

conscious thoughts, beliefs, and Goal-Setting Theory

judgments Social Learning Theory
Equity Theory

Noncognitive

Motivation is explained as an interaction  Reinforcement Theory
between behavior and external events

without appealing to internal thoughts or

needs

Understanding motivation is critical to HRD. The success of many HRD
programs and processes depends in part on whether the individual is motivated
to participate, learn, and use what is learned to improve performance. The reason
a person chooses to attend a training class, but then fails to use the learned skills
back on the job may be rooted in motivational issues. Programs designed with an
eye toward motivation can explicitly address these issues. In addition, motivation
theories are useful in diagnosing the cause of performance problems and often
serve as the basis for designing or choosing HRD programs to remedy those pro-
blems. Recent research on concepts such as employee engagement or “work
passion” build upon past work on the topic of employee motivation.*

Theories of work motivation abound. Although some theories share com-
mon processes and constructs, there is no single, inclusive, widely accepted
explanation of work motivation.*® In general, approaches to explaining
motivation can be grouped into the three categories displayed in Table 2-2:
need-based, cognitive, and noncognitive. After we present various prominent
motivational theories, we will use a diagnostic model of motivation to synthesize
these theories.*’

Need-Based Theories of Motivation

Several motivational theories are rooted in the concept of needs. Needs are defi-
ciency states or imbalances, either physiological or psychological, that energize
and direct behavior. Henry Murray proposed that humans experience a large
number of needs, such as aggression, affiliation, autonomy, and achievement.*®
Although needs are internal states, they can be influenced by forces in the envi-
ronment. The opening case, for example, suggests that forces in the global
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Process Example FIGURE 2-2
The Need
Need is activated Layoff announced; Activation-
Need for security Need Satisfaction
is activated Process
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Perform behaviors Performance improvement
to reduce tension leads management to
remove employee's

name from layoff list

Tension eliminated Fear and worry
or significantly No significantly reduced
reduced?
Yes
Need satisfied; Need for security
Need no longer satisfied

drives behavior

economy and the potential for layoffs within an organization may heighten an
employee’s need for security, thereby reducing motivation to learn or engage
in educational opportunities, if the employee fears that job loss is likely.

Needs are said to drive behavior through the combination of need activation
and need satisfaction, a process depicted in Figure 2-2. A need becomes activated
when a person lacks something necessary for maintaining psychological or phys-
iological equilibrium. The activated need is felt as tension. The tension may be a
recognizable feeling, such as loneliness, or it may be more general, such as anxi-
ety. Because tension is unpleasant, the person will look for ways to reduce the
tension by eliminating the deficiency causing it. That person will continue to
perform different behaviors until one effectively reduces the tension and, thus,
satisfies that need. Only activated needs can be motivational, because only an
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activated need produces the tension the person is motivated to eliminate. Once
the need is satisfied, the tension is gone, and the need is no longer felt.

Two widely cited need-based theories of motivation, Maslow’s need hierar-
chy theory and Alderfer’s existence, relatedness, and growth (ERG) theory, sug-
gest that needs are arranged in a hierarchy.*” They propose that needs emerge in
a particular pattern whereby certain groups of needs (those important to physical
survival) emerge first and must be satisfied before other needs (psychological and
social, like affiliation and esteem) can emerge and aftect behavior. Once currently
activated needs are satisfied, the next most powerful group of needs is felt and
will then drive behavior.

Maslow’s need hierarchy lists five categories (or levels) of needs: physiologi-
cal, safety and security, love, status and esteem, and self-actualization. Alderfer’s
ERG theory reduces Maslow’s hierarchy to three levels of needs: existence, relat-
edness, and growth. More importantly, ERG theory proposes that if a person
becomes frustrated trying to satisfy currently activated needs, this frustration
causes previously satisfied needs to activate and drive behavior.

Another widely discussed need-based theory is Herzberg’s two-factor theory.™
Herzberg claimed that people have two sets of basic needs, one focusing on survival
and another focusing on personal growth. He argued that factors in the workplace
that satisfy survival needs, or hygiene factors, cannot provide job satisfaction—they
only prevent dissatisfaction. Alternatively, motivator factors, which satisfy the growth
needs, can create feelings of job satisfaction, but their absence will not necessarily
lead to dissatisfaction. Following the two-factor theory, workers can be motivated
by ensuring hygiene factors are present, thereby preventing dissatisfaction, and then
adding motivator factors to create job satisfaction. This strategy is referred to as
job enrichment.

Need-hierarchy theories have been popular with managers and students in
part because they are easy to understand and intuitively appealing. They seem
to make sense. Unfortunately, need theories are difficult to test rigorously, in
that they require measuring internal states that people find difficult to accurately
identify and explain. Although most studies of Maslow’s theory have failed to
support it, much of this research has not been conducted properly.”’ Some
research has been conducted to test the ERG theory, but there is insufficient
evidence to strongly support it.>> Needs exist, but a generalizable hierarchy
explaining the relationships among them is not available.””

Similar problems exist with the two-factor theory. Herzberg’s initial studies
supported the notion that there are two separate sets of factors that affect job satis-
faction differently.>* However, other researchers could not replicate these results
using other methods.”® Although there is support for job enrichment as a way to
motivate employees, the validity of the two-factor theory remains controversial.>®

So although need-based theories of motivation provide some insight into
one category of possible forces that drive behavior, they have proven difficult
to test and apply. In our opinion, need theories are insufficient as a stand-alone
explanation of motivation. Even so, HRD programs based on need-based theo-
ries, such as job enrichment and achievement motivation training, have been
used in organizations with some success.
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Cognitive Process Theories of Motivation

Few of us would deny that our conscious thoughts play a role in how we
behave. A second group of motivation theories, called cognitive process theories,
recognizes this and argues that motivation is based on a person’s thoughts and
beliefs (or cognitions). These theories are sometimes referred to as process theo-
ries because they attempt to explain the sequence of thoughts and decisions that
energize, direct, and control behavior.

Cognitive motivation theories have direct relevance to HRD. Most HRD
programs include attempts to change employee behavior by influencing their
thoughts, beliefs, and attitudes. Learning, which lies at the heart of HRD, is
often seen as a cognitive process (learning is discussed in Chapter 3). We can
do a better job of designing and implementing HRD programs if we understand
how employees’ thoughts and beliefs affect their behavior. In the following sec-
tion, we briefly review four cognitive theories of motivation: expectancy theory,
goal-setting theory, social learning theory, and equity theory. Each theory has
relevance for the practice of HRD.

Expectancy Theory. Expectancy theory, first proposed by Victor Vroom, assumes
that motivation is a conscious choice process.”” According to this theory, people
choose to put their effort into activities they believe they can perform that will
produce desired outcomes. Expectancy theory argues that decisions about which
activities to engage in are based on the combination of three sets of beliefs: expec-
tancy, instrumentality, and valence.

Expectancy beliefs reflect an individual’s judgment of whether applying (or
increasing) effort to a task will result in its successful accomplishment. Stated
another way, people with high expectancy believe that increased effort will lead
to better performance, but people with low expectancy do not believe that their
efforts, no matter how great, will affect their performance. All things being equal,
people should engage in tasks for which they have high expectancy beliefs.

The second belief, instrumentality, is a judgment about the connection the
individual perceives (if any) between task performance and possible outcomes.
Making an instrumentality judgment entails asking the question, “If I perform
this task successfully, is it likely to get me something I want (or something I
don’t want)?” Instrumentality ranges from strongly positive (the individual is cer-
tain that performing a task will lead to a particular outcome), through zero (the
individual is certain there is no relationship between performing the task and the
occurrence of a particular outcome), to strongly negative (the individual is cer-
tain that performing a certain task will prevent a particular outcome from
occurring).

The third belief important to expectancy theory is valence. Valence refers to the
value the person places on a particular outcome. Valence judgments range from
strongly positive (for highly valued outcomes), through zero (for outcomes the per-
son doesn’t care about), to strongly negative (for outcomes the person finds aversive).

Expectancy theory posits that employees will make these three sets of judg-
ments when deciding which behaviors and tasks to engage in. Specifically, the
theory predicts that employees will choose to put effort into behaviors they

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



50 PART 1 Foundations of Human Resource Development

o believe they can perform successfully (high expectancy) and

e believe are connected (high instrumentality) to outcomes they desire (high
valence) or

¢ believe will prevent (negative instrumentality) outcomes they want to avoid
(negative valence).

Figure 2-3 graphically depicts this process. For example, suppose the man-
ager of a bus company tries to motivate drivers to drive more safely by offering
safe drivers additional vacation days. Whether this will motivate a driver to drive
more safely depends on whether

1. the driver thinks he or she can improve his or her safety record to the level
desired by the manager (expectancy),

2. the driver believes the manager will give more vacation days if his or her
safety record is improved to the desired level (instrumentality), and

3. the driver values having more vacation days (valence).

Do people behave in the way expectancy theory predicts? Empirical studies
testing the theory have supported its predictions.”® However, methodological
problems in some of these studies may have led to underestimates of the theory’s
predictive ability.”” Expectancy theory may seem complex, and more research is
needed to understand whether the theory accurately represents the behavioral
choices we make.®” Expectancy theory is, however, clearly relevant to HRD. It
offers a way to diagnose performance problems and then suggests how these pro-
blems can be overcome. In addition, expectancy theory has implications for the
design and effectiveness of HRD programs. For example, according to expec-
tancy theory, employees will not be motivated to attend HRD programs and
try to learn from them unless they believe

1. their efforts will result in learning the new skills or information presented in
the program,

2. attending the program and learning new skills will increase their job perfor-
mance, and

3. doing so will help them obtain desired outcomes or prevent unwanted
outcomes.

Viewing employee behavior from an expectancy theory perspective, super-
visors and HRD professionals can design and market programs in ways to ensure
that employees make the appropriate judgments and, as a result, will be motivated

FIGURE 2-3 A Graphic Representation of Expectancy Theory

Expectancy Instrumentality Valence
Should | How likely is it that Will | receive various How desirable or
exert effort? | will reach my outcomes if | reach undesirable are
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to attend, learn, and apply what they have learned back on the job. Some ways
to do this include offering incentives such as holding HRD programs in attrac-
tive locations, offering paid time off from work to attend, designing a program
that is interesting and enjoyable, providing proof that the program is eftective,
and making success in the program a prerequisite for promotion and other
desirable outcomes.®’

Goal-Setting Theory. A second cognitive theory of motivation is goal-
setting theory. Goal-setting theory contends that performance goals play a
key role in motivation. The theory proposes that goals can mobilize employee
effort, direct attention, increase persistence, and affect the strategies employees
use to accomplish tasks.®®> Goals influence an individual’s intentions, which are
defined as the ‘“cognitive representations of goals to which the person is
committed.”® This commitment will continue to direct employee behavior
until the goal is achieved or until a decision is made to change or reject the
goal.

Goal setting is probably the best-supported theory of work motivation, and
one of the best-supported management theories overall.** Research convincingly
shows that specific, difficult, and employee-accepted goals will lead to higher
levels of performance than easy, vague (such as “do your best”), or nonexistent
ones. This research also demonstrates that the presence of feedback enhances the
effectiveness of goal setting.®®

Further research is needed to understand how and under what conditions
goal setting works best.° For example, a study on the effectiveness of asser-
tiveness training tracked assigned goals given to half the trainees at the end of
a training program. These trainees were told to use key points taught in train-
ing in two settings per week for four weeks. Checklists were provided to assist
these trainees in tracking their goal attainment. Interestingly, trainees who had
been assigned goals liked the training significantly less right after training than
those in the no goal-setting condition. However, in a follow-up session four
weeks later, reactions from trainees in the goal-setting condition had improved.
More importantly, they could reproduce from memory a significantly larger
portion of the training content than could the trainees without assigned goals,
and they also demonstrated more assertive behaviors in a role-playing experi-
ence than did the no-goal trainees. A basic point of this research is that adding
a goal-setting condition to an already effective training program makes it more
effective.®’

Goal setting has become an integral part of many HRD programs, particu-
larly in helping participants understand the desired results of a program, and to
motivate them to achieve these results. Goals can then be discussed with their
supervisors back on the job to ensure that employees use what they have learned
during the HRD program to improve their performance. For example, a key
component of the career development process is setting career goals.68 According
to goal-setting theory, an employee who establishes career goals is more likely
to advance his or her career, especially if the goals are specific, challenging,
and accompanied by regular feedback on progress toward the goals. Career
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FIGURE 2-4 Model of the Relationship Between Self-Efficacy and Performance
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development programs should ensure that employees set such goals and help
employees and the organization establish mechanisms for regular feedback.

Social Learning Theory. Albert Bandura developed a third cognitive theory of
motivation known as social learning theory.” Bandura proposes that outcome and
self-efficacy expectations affect individual performance (see Figure 2-4). An out-
come expectation (similar to the concept of “instrumentality” in expectancy theory)
is a person’s belief that performing a given behavior will lead to a given outcome.
Self-efficacy can be defined as “people’s judgments of their capabilities to organize
and execute courses of action required to attain designated types of performances. It
is concerned not with the skills one has but with judgments of what one can do
with whatever skills one possesses.”’’ A shorthand definition of self-efficacy is that
it is a person’s judgment of the likelihood that he or she can successfully perform a
particular task or activity. As Bandura recently wrote, “Unless people believe they
can produce desired effects by their actions they have little incentive to act or to
perform in the face of difficulties.””! Self-efficacy beliefs are malleable and can be
influenced by one’s accomplishments, observations of others, verbal persuasion, and
physiological states.”

The major prediction of the social learning theory is that a person’s self-
efficacy expectations will determine

1. whether a behavior will be performed,
2. how much effort will be spent, and

3. how long the person will continue to perform the behavior.

Bandura argues that people who have high self-efficacy for a particular task
focus their attention on the challenges of a situation and use greater effort in
mastering them, thus increasing the chances of successtul performance. Con-
versely, people who have low self-efficacy for a particular task focus their
thoughts on obstacles and shortcomings, and as a result, reduce their chances of
successful performance. Research shows that self-efficacy is strongly related to
task performance.”” Furthermore, research also shows that self-efficacy can
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predict performance in training programs.’* Clearly, self-efficacy has direct rele-
vance for success in HRD. If employees have low self-efficacy expectations, it is
unlikely that they will attempt to improve performance. If they do try to
improve performance, they will not put forth the same effort as persons with
high self-efficacy. Therefore, trainers and supervisors should behave in ways
that increase the trainees’ positive judgments of their self-efficacy, as well as
their outcome expectations.”” A scale measuring organizational efficacy has
been developed by Bohn.”®

Of particular relevance to HRD, social learning theory also proposes that most
behavior is learned by observing others, a process called modeling. Research suggests
that through observing behavior and its consequences in others, individuals learn
new behaviors and make decisions about whether to perform a particular behavior
themselves. Modeling has also been applied to HRD with great success in a train-
ing approach known as behavior modeling (also called “demonstration-based train-
ing”).”” In behavior modeling training, a trainee is told the components of the
behavior to be learned (for instance, firing a poor performer) and shown a film
or videotape in which an actor (the model) demonstrates how to perform the
behavior. Then the trainee practices the behavior with feedback from others and
finally receives social reinforcement for performing the behavior.

Equity Theory. A fourth cognitive theory of motivation, equity theory, suggests
that motivation is strongly influenced by the desire to be treated fairly and by
people’s perceptions about whether they have been treated fairly. As a theory
of work motivation, it is based on three assumptions:

1. People develop beliefs about what is fair for them to receive in exchange for
the contributions that they make to an organization

2. People determine fairness by comparing their relevant returns and contribu-
tions to those of others

3. People who believe they have been treated unfairly (called inequity) will
experience tension, and they will be motivated to find ways to reduce it’®

Equity theory predicts that employees who believe they are being treated
fairly (a judgment called equity) will be motivated to continue their present per-
formance and behavior patterns, whereas employees who believe they are vic-
tims of inequity will search for ways to reduce their feelings of unfairness.
There are at least five ways in which individuals reduce their feelings of inequity:

1. Cognitively distorting views of contributions or rewards (“She must be smar-
ter than I thought.”)

2. Influencing the perceived rival to change his or her contributions or rewards
(e.g., convincing the person to be less productive)

3. Changing one’s own contributions or rewards (either working harder or con-
tributing less)

4. Comparing oneself to a different person

5. Leaving the situation (requesting a transfer or quitting)””
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FIGURE 2-5 out. reward
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Typically, people choose the way to reduce inequity that appears to be the
least costly to them. Figure 2-5 depicts this process.

Are the predictions made by equity theory supported by research? In gen-
eral, there is support for the predictions made about what people do when they
believe they are under-rewarded. There is less support for predictions about what
people do when they believe they are over-rewarded.® A growing body of
research suggests that there are important individual differences in the extent to
which people perceive over- versus under-reward.®'

Equity theory has clear implications for HRD, particularly in understanding
how employees perceive HRD programs and their response to them. In some
organizations, participation in HRD programs is used (or perceived) as a reward
for good performance or a punishment for poor performance. Also, the decisions
concerning which employees will be included in HRD programs are not with-
out consequences. Equity theory suggests, for example, that employees who
consider themselves unjustly left out of an HRD program (such as a management
development seminar) will experience inequity. As a result, those employees may
attempt to reduce their perceived inequity by lowering their job performance or
becoming less committed to the organization. Employees may even leave the
organization for someplace where they feel their talents will be more appre-
ciated. To prevent this from occurring, managers should make the selection cri-
teria for attending HRD programs clear and provide employees with feedback so
they can see that participation judgments are made fairly.

Equity theory can also help us determine whether employees use the skills or
knowledge they have learned back on the job. For example, if employees view the
application of their new skills or knowledge as an input in their exchange with
an employer, they may expect their organization to provide them with certain
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outcomes in return. If the employees see other employees who lack the newly
acquired skills receiving the same outcomes as themselves, they may choose not
to use the new skills on the job as a way to restore a feeling of equity.

Reinforcement Theory: A Noncognitive

Theory of Motivation
The last motivation theory we will discuss, reinforcement theory, is rooted in
behaviorism, which attempts to explain behavior without referring to unobservable
internal forces such as needs or thoughts.®* Behaviorists seek to explain behavior by
focusing only on things they can directly observe: the behavior itself and environ-
mental events that precede and follow the behavior. In short, reinforcement theory
argues that behavior is a function of its consequences. This is based on the law of
effect, which states that behavior that is followed by a pleasurable consequence will
occur more frequently (a process called reinforcement), and behavior that is fol-
lowed by an adverse consequence will occur less frequently.*”> According to rein-
forcement theory, a manager or trainer can control an employee’s behavior by
controlling the consequences that follow the employee’s behavior.
Reinforcement theory can be applied using a set of techniques known as
behavior modification. Behavior modification suggests four choices for controlling
an employee’s behavior:

1. Positive reinforcement refers to increasing the frequency of a behavior by
following the behavior with a pleasurable consequence

2. Negative reinforcement increases the frequency of a behavior by removing
something unpleasurable after the behavior is performed

3. Extinction seeks to decrease the frequency of a behavior by removing the
consequence that is reinforcing it

4. Punishment secks to decrease the frequency of a behavior by introducing
an adverse consequence immediately after the behavior

In addition to the type of consequence that follows a behavior, the way that
consequences are paired with behaviors, called a schedule of reinforcement, is an
important part of how behavior modification can be effectively applied.

Reinforcement theory has received strong support in a large body of
research and has helped increase our understanding of work-related behavior.®*
Reinforcement theory has also had a strong influence on HRD. Methods of
instruction, such as programmed instruction and some approaches to computer-
based training, draw heavily from reinforcement theory (this will be discussed
more in Chapter 6). Trainers and managers can also motivate employees to
learn and use what they have learned back on the job by using aspects of behav-
ior modification techniques.®> Although a strict behaviorist would reject any
emphasis on thoughts or needs (i.e., all the methods covered earlier), we feel
that such an approach is too narrow, and that an effective HRD professional
should consider a more holistic or integrated approach to motivation. Along
these lines, we point the reader to a recent review of perceptions of internal
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versus external control of reinforcements by Kormanik and Rocco; for a fascinat-
: e 86
ing case study of motivation in the classroom, see Levy.

Summary of Motivation

As we have seen, there are many approaches to explaining and understanding
motivation.”” Each theory we have discussed enhances our understanding of
employee behavior and has at least some research support (with the strongest
support going to goal setting, reinforcement theory, social learning theory, and
expectancy theory). In addition, each approach offers valuable insight into the
design and implementation of HRD programs.

This brief discussion of different approaches to understanding work motiva-
tion is not exhaustive and does not explain the complexity of and interrelation-
ships among theories. Some theories, such as expectancy theory and
reinforcement theory, make many similar predictions.®® In addition, researchers
have attempted to integrate several theories into a larger, more inclusive model
(for example, the Porter-Lawler model, which combines expectancy and equity
theories). One attempt to synthesize multiple motivational models was proposed
by John Wagner and John Hollenbeck.® Their model can be seen in Figure 2-6.
In this model, four employee work outcomes are of particular interest (these are
the rectangles in the center of the model): employee desire to perform, the effort
employees put forth, employee performance, and employee satisfaction. Expectancy

FIGURE 2-6 The Wagner-Hollenbeck Model of Motivation and Performance
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theory is used as an overarching framework to depict influences on employee moti-
vation and performance. However, the other theories described earlier are also used
to increase our understanding of how this process unfolds.

For example, we previously described valence, instrumentality, and expec-
tancy during our discussion of expectancy theory. However, the various need the-
ories can assist us in understanding valences, that is, what it is that people value or
want. Similarly, both reinforcement theory and social learning theory can provide
guidance in understanding what employees believe will lead to the attainment of
what they want, that is, their instrumentality beliefs. The various forms of reinforce-
ment, as well as the vicarious learning via modeling (suggested by social learning
theory), lead to such instrumentality beliefs. These combine to produce a given
desire to perform on the part of employees. As suggested by expectancy theory,
this then interacts with expectancy (the judgment that one’s efforts will lead to a
successful outcome) to produce a high level of effort. Effort, in turn, must be
accompanied by a sufficient level of ability (described later), as well as accurate
role perceptions. Goal-setting theory is useful here in providing guidance to
employees concerning what needs to be done, at what performance level, and
who has responsibility for doing it. When effort, ability, and accurate role percep-
tions are all present, then high levels of individual performance are predicted to
occur. The final variable in this model, satisfaction, is predicted to follow from
performance, as well as from a perception that rewards have been given out fairly.
Equity theory provides a helpful framework for understanding employees’ percep-
tions of the equity of rewards. Finally, the model portrays return arrows back to
valence, instrumentality, and expectancy. This is meant to portray the dynamic
nature of employee motivation and performance, that is, that motivation and per-
formance can change over time. A highly motivated person can lose motivation
when valence, instrumentality, or expectancy decline. On the other hand, when
one of the aspects of this model improves or increases, then higher levels of moti-
vation, performance, and satisfaction are predicted to occur. We view this model
as a useful diagnostic tool to understand employee motivation, since it effectively
synthesizes and summarizes our discussion of the various motivational theories.

We hope this discussion encourages the reader to appreciate both the impor-
tance of motivation in determining employee behavior as well as the richness of
potential applications that motivation theories have for HRD. We hope you
share our conviction that motivation is a foundational topic for HRD. For an
interesting motivational challenge faced by corporate trainers many years ago,
see the nearby box: “An HRD Classic: ‘On the Effectiveness of Not Holding a
Formal Training Course.””

OTHER INTERNAL FACTORS THAT INFLUENCE
EMPLOYEE BEHAVIOR

Internal factors, in addition to motivation, that influence employee behavior
include attitudes and knowledge, skills, and abilities (KSAs). Each of these factors
is discussed in the following sections.
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Attitudes

Attitudes are the second major internal influence depicted in our model of work
behavior (refer again to Figure 2-1 on page 35). Attitudes add to our understand-
ing of employee behavior by showing another way that thoughts can influence
behavior. Many HRD interventions, including training evaluation, management
development, and organizational development, either focus on modifying
employee attitudes or use attitudes as a central component. For example, one
common way HRD programs are evaluated is by means of assessing employee
attitudes toward the program and its content.

What is an attitude? An attitude “represents a person’s general feeling of
favorableness or unfavorableness toward some stimulus object.””” Attitudes are
always held with respect to a particular object—whether the object is a person,
place, event, or idea—and indicate one’s feelings or affect toward that object.
Attitudes also tend to be stable over time and are difficult to change.”’

Of particular interest to HRD is the relationship between attitudes and
behavior. Although common sense tells us that attitudes often cause behavior,
the reality is more complex. If attitudes did directly affect our behavior, without
any other intervening factors, our behavior should be consistent with those atti-
tudes. Unfortunately, this is not always the case. Attitudes can be used to predict
behavior, but the predictions are at best only moderately accurate. Researchers
attempting to prove a direct relationship between attitudes and behavior have
experienced considerable frustration.

Research conducted over the past thirty-plus years suggests that the relation-
ship between attitudes and behavior is not simple or direct. One widely discussed
model that explains this relationship is the behavioral intentions model.”> This
model states that it is the combination of attitudes with perceived social pressure
to behave in a given way (called subjective norms) that influences an individual’s
intentions. These intentions, in turn, more directly influence behavior (see
Figure 2-7).”> When attitudes and subjective norms contflict, the stronger of the
two plays the dominant role in determining what the individual’s intentions will
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An HRD Classic: “On the Effectiveness of Not Holding a Formal

Training Course”

Have you ever wondered if maybe training isn’t the
answer to an organization’s performance problems?
Industrial psychologists Paul Thayer and William
McGehee faced this question many years ago
when they worked for Fieldcrest Mills in North Car-
olina. The plants were unionized, and the managers
were urging McGehee, the training director at the
time, to hold training courses for the supervisors
on the contents of the company’s contract with the
union. It seems that the union stewards (who spoke
on behalf of the employees in the various plants)
knew the contract in great detail, and were fre-
quently challenging the authority of the supervisors
to assign jobs, discipline employees, or conduct
other supervisory responsibilities. Thayer and McGe-
hee write that a supervisor’'s request “that a loom
fixer fill in for an operator for a brief time, for exam-
ple, might be challenged by an unsupported reference
to certain clauses in the union contract. Stewards cap-
italized on [supervisor] ignorance. Many managers sus-
pected that stewards frequently ran bluffs just for
sport” (p. 455).

Although these trainers felt they could provide
competent instruction, they were concerned that a
course on the contract would not be well received
by the supervisors. Their concern was that the stew-
ards’ actions were more frustrating to the managers
than they were to the supervisors, and that an “essen-
tial condition for learning was missing,” namely, moti-
vation. Their suggestion was that, before conducting
training, some baseline data should be collected
to see what the supervisors already knew and avoid
covering unnecessary materials. Because each super-
visor could make use of a pocket edition of the con-
tract on the job, the test should be open book.

As an incentive, the company president agreed
to host a steak dinner for the supervisor with the
best score on the test. That individual’'s manager
would also be invited. While preparations were
being made for the supervisors to take the test,
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suggestions that certain supervisors would do better
than others were made among the managers. This
led quickly to bets “being placed at all levels among
plants, from [supervisor] to manager” (p. 456). A
very difficult, “hair-splitting” examination was pre-
pared, and then delivered to all mills on the same
morning. Supervisors began taking the examination
“before work, during breaks, at lunch, after work, at
home, etc.” (p. 456). Thayer and McGehee comment
that Thayer's phone did not stop ringing for a week,
with supervisors claiming that there were two, three,
or even four correct answers to various questions.

Within a week, all examinations were turned in,
and all were perfect or near perfect. Two weeks
later, the president hosted a steak dinner for
75 supervisors and their managers. Thayer and
McGehee raise the question of whether supervisors
learned something from this “nontraining course.”
Throughout the course of the dinner, “Thayer was
surrounded by indignant [supervisors] who quoted
sections of the contract verbatim to support conten-
tions as to the unfairness of certain exam ques-
tions” (p. 456). Perhaps just as interesting, the
pressure from the mill managers to provide such a
training course for supervisors “disappeared.”
Thayer and McGehee ask, “Essential learning condi-
tions must exist. Do we look at those conditions first
before—or instead of—building a course?” (p. 456).
In the context of this chapter, it is evident that
proper motivation for training was lacking among
the supervisors. However, a rather ingenious manip-
ulation of incentives (an informal part of the reward
system) led to significant changes in how the super-
visors treated the union contract. Despite the pas-
sage of over fifty years, there is a lesson in this
classic case for current HRD professionals.

SOURCE: Thayer, P. W., & McGehee, W. (1977). “Comments:

On the Effectiveness of Not Holding a Formal Training Course.”
Personnel Psychology, 30, 455-456. Copyright © 1977 by John
Wiley and Sons. Reproduced by permission.
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be. According to the behavioral intentions model, then, attitudes appear to affect
behavior only to the extent that they influence one’s intentions.

Measuring a program’s effectiveness is one example of when the behavioral
intentions model of attitudes can inform HRD practice (see Chapter 7). Relying
solely on measuring attitudes to determine whether employees will apply what
they have learned in an HRD program will likely produce only moderately
accurate results. The behavioral intentions model suggests that it may be more
useful to measure trainees’ intentions to use what they have learned, because
intentions incorporate attitudes and more directly influence behavior. Although
this is no substitute for assessing an actual change in job behavior, the behavioral
intentions model implies that intentions, rather than attitudes alone, may be a
better indicator of program effectiveness.

Attitudes are an important factor in HRD programs. Ray Noe proposed that
two types of attitudes, reaction to skills assessment feedback and career/job atti-
tudes, can have a direct effect on the motivation to learn.”* An empirical test of
the model suggested that these factors do in fact influence motivation and learn-
ing in a training program.””> We believe that explicitly considering and under-
standing the effects that trainees’ attitudes can have on training effectiveness, as
suggested here, is a promising avenue of research—one that will yield new
insights into ways HRD programs can be made more effective.”

Knowledge, Skills, and Abilities (KSAs)

The third and final internal factor included in our model of employee behavior
(Figure 2-1) is the employee’s knowledge, skills, and abilities (KSAs). It is clear
that KSAs have a significant impact on employee performance. All things being
equal, if employees lack the KSAs to perform a task or behavior, they will likely
fail. Almost all HRD programs focus on improving or renewing the KSAs of
employees.

Despite the ubiquitous nature of KSAs, these factors can be difficult to
define with precision. Definitions differ according to the person defining
them. Edwin Fleishman, a leading researcher of human abilities, defines abilities
as general capacities related to the performance of a set of tasks.”” Abilities
develop over time through the interaction of heredity and experience and are
long-lasting. Skills are similar to abilities, but differ in that they combine abili-
ties with capabilities that are developed as a result of training and experience.”®
Skills are often categorized as psychomotor activities (whereas abilities tend to
be more cognitive), and skills are typically measured in terms of the ease and
precision evident in the performance of some task.” Increasingly, skills are
being studied and addressed using the broader term of “competency.”'"’
Finally, knowledge is defined as an understanding of factors or principles related
to a particular subject.

Over 100 different types of abilities have been identified, including general
intelligence, verbal comprehension, numerical ability, and inductive reasoning,'”'
Some types of abilities, like general strength, have even been partitioned into
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subcategories (including explosive, dynamic, and static abilities).'’> Researchers
have developed taxonomies to describe the abilities needed to perform particular
tasks. Taxonomies help HRD professionals select and assign employees for train-
ing, choose appropriate learning strategies for individuals of differing skill levels,
and specify training needs and content when designing training programs. Fleish-
man and colleagues have developed one such taxonomy that has been applied to
HRD.'” We will discuss needs assessment in Chapter 4.

It should be clear from the preceding discussion that motivation, attitudes,
and ability are critical to explaining employee behavior and to understanding
and applying HRD. It is the combination of these influences with the external
influences described earlier that affect employee behavior.

RETURN TO OPENING CASE

Pratt & Whitney and UTC established an Employee
Scholars Program that pays 100 percent of the costs
of tuition and books for employees pursuing college
courses at any accredited educational institution.
According to the UTC website: “Employees can
obtain a degree in any field, whether or not it is related

to their job.” Your instructor has additional information
about what happened to Pratt & Whitney, UTC, and
their Employee Scholars Program after the significant
downsizing that took place, especially in Connecticut.

SOURCE: Employee Scholars Program (2011). Accessed on
January 21, 2011 at: http://careers.utc.com/empprogram.asp.

SUMMARY

Because HRD interventions are attempts to change employee behavior, it is
important to understand the factors that influence employee behavior. This
chapter presented a number of such factors that have direct relevance to HRD,
using a simple model of employee behavior to guide the discussion. The model
contains two sets of factors that interact to influence employee behavior:
(1) external factors, which include factors in the external environment (economic,
governmental, and competitive issues), as well as those in the work environment
(e.g., outcomes, the supervisor, the organization, and coworkers); and (2) internal
factors, which include motivation, ability, and attitudes.

Outcomes—the results from performing a behavior in a particular way—are an
external influence on employee behavior. Both personal outcomes (relevant to the
individual, like pay or recognition) and organizational outcomes (relevant to the orga-
nization, like productivity or profits) can be used to diagnose and motivate employ-
ees to attend HRD programs and apply what they learn to their jobs. Theories of
motivation, such as equity theory, expectancy theory, and reinforcement theory,
attempt to explain whether and how outcomes affect employee behavior.

Supervisors, through their leadership and expectations, also influence
employee behavior. A supervisor can use leadership (noncoercive influence) to
affect a subordinate’s performance, attitudes, and motivation. According to the
leader-member exchange theory, employees who are treated by their supervisor
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with trust, respect, and friendship are more satisfied and perform better than
those who are not. Research on self-fulfilling prophecy has shown that a super-
visor’s expectations of an employee can affect the way the supervisor interacts
with the employee, with the employee’s performance tending to live up or
down to those expectations.

Two additional factors in the work environment that influence employee
behavior are coworkers and the organization itself. Coworkers provide influence
through group norms, group dynamics, and teamwork, and by controlling valued
outcomes. The organization can also affect employee behavior in several ways,
including its culture, reward structure, and the way it designs the employee’s job.

One of the key internal factors that influences employee behavior is motiva-
tion. Motivation is defined as the psychological processes that energize, direct, and
lead to the persistence of voluntary behavior. Theories of motivation use different
sources to explain behavior, including needs (Maslow’s need hierarchy, Alderfer’s
ERG theory, and Herzberg’s two-factor theory); cognitions (expectancy theory,
goal-setting theory, social learning theory, and equity theory); and the conse-
quences of behavior (reinforcement theory). Each of these theories has implications
for developing and conducting HRD programs. The Wagner-Hollenbeck model
of motivation and performance was presented as a useful means of combining the
various theories to diagnose motivational and performance issues.

Attitudes and the employee’s knowledge, skills, and abilities (KSAs) are also
important internal factors of behavior. Without ability (the capability one has to
perform a set of tasks), a person will be unable to perform a given behavior,
regardless of motivation. Attitudes, which are made up of beliefs, feelings, and
behavioral tendencies, affect behavior indirectly through intentions. According to
the behavior intentions model, attitudes combine with perceptions of social pressure
to form intentions, which in turn directly affect behavior. Research shows that both
employee attitudes and ability play a role in the effectiveness of HRD programs.

HRD professionals and managers are in the business of understanding and
influencing employee behavior. As the sampling of concepts and theories in
this chapter shows, there are many possible explanations for employee behavior,
though fewer unequivocal facts. The techniques discussed in the chapters that
follow draw upon the foundations laid by researchers of work motivation and
behavior. Obviously, applying these theories to a given situation requires judg-
ment and modification. In this sense, designing and delivering HRD interven-
tions is an art as well as a science.'"*

KEY TERMS AND CONCEPTS

abilities behavioral intentions model
attitudes cohesiveness
behavior modeling downsizing

behavior modification equity theory
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expectancy
expectancy theory
goal-setting theory
group dynamics
groupthink
instrumentality
job design

job enrichment
knowledge

law of effect
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organizational culture
outcome expectation
outcomes
reinforcement theory
reward structure
rewards

self-efficacy
self~fulfilling prophecy
skills

social learning theory
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leadership social loafing
motivation teamwork
needs trust

norms valence

QUESTIONS FOR DISCUSSION

1. Describe at least three ways that factors in the external environment influ-
ence employee behavior. If you were an HRD professional involved with
an action team that was charged with evaluating the likely success of a pro-
posed downsizing of your organization, what factors would you want to
consider in making this recommendation? That is, based on what you know
of HRD to this point, how can HRD professionals impact the likely success
or failure of this action?

2. Select a familiar problem that you have encountered in the workplace.

Use the model of employee behavior presented in this chapter to seek to
explain why this problem exists. Be specific.

3. Suppose that you are the recruitment manager for a medium-sized bank.
One of your best recruiters appears to be unmotivated lately. The number of
recruits the recruiter brings in is normally above the average for effective
performance but has fallen below the standard for the past two weeks. What
might expectancy theory suggest is causing the drop in the employee’s per-
formance? What might equity theory suggest? Based on your knowledge of
the equity and expectancy theories, develop two recommendations for
helping to improve the recruiter’s performance.

4. Suppose you are the HRD manager for a large electric/utility company. The
quarterly report shows a 25 percent decrease in participation in management
development programs over the same quarter last year. The number of
managers employed by the company has not changed, and the company’s
profits have remained stable. You already hold these programs in desirable
locations off-site (conference centers) and participating in these programs
counts toward the employees’ annual performance evaluation. Using your
knowledge of motivation theory, suggest three possible reasons that could
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explain why participation rates are down. If, after investigation, those reasons
turned out to be the true causes, what might you be able to do to improve
participation rates?

5. Compare and contrast the need-based and cognitive-based approaches to
understanding motivation.

6. The HRD manager for a chicken processing plant has come to you for
advice. Even though all employees in the plant recently completed a safety
training program, the accident rate has not improved. In particular, the
manager has found that employees are not wearing safety gear (goggles,
shoes with nonskid soles, etc.) consistently and are not following safety
procedures. Using your knowledge of attitudes and supervisory expectations,
develop two possible reasons to explain the employees’ behavior. If your
hypotheses are true, how could the HRD manager improve the situation?

7. Why do people with low self-efficacy perform more poorly in training
programs than those with high self-efficacy? What might be done to address
problems with low self-efficacy?

8. Briefly describe three ways that coworkers can affect an employee’s behavior
at work.

9. Recall a time at work or school when you found it difficult to motivate
yourself to complete a required task (like start a report or study for an
examination). Using two different motivation theories, explain why this lack
of motivation may have occurred.

EXERCISE: INCREASING EMPLOYEE MOTIVATION

Assume that you have been asked to design a portion of the orientation program
that your organization is using for new employees. How might the three con-
cepts from expectancy theory (expectancies, instrumentality, and valence; see
Figure 2-3) be used to increase the motivation of these new employees? That
is, what activities or discussions might be conducted that would increase the
likelihood that employees will exert high levels of effort toward achieving
work-related goals?
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LEARNING AND HRD

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

1. Define learning and list at least three learning principles

2. Describe the three broad categories of issues that should be considered to
maximize learning

3. Identify and discuss several personal characteristics (such as ability, person-
ality) that affect trainee learning

4. |dentify and discuss the training design issues that can be used to maximize learning

5. Identify and discuss the factors that affect the transfer of training, and how
these can be used to maximize learning

6. Discuss how various individual differences affect the learning process
7. Discuss the value of adult learning theory to HRD interventions

8. Describe the role that learning styles, learning strategies, and perceptual pre-
ferences play in learning

9. Cite recent perspectives from instructional and cognitive psychology that
have importance for HRD
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Foundations of Human Resource Development

OPENING CASE )

How can a major manufacturing company make
use of employee learning and development to fos-
ter its own corporate growth and development? At
Caterpillar, Inc., the answer to this question has
come in many different forms. For the past decade,
in particular, there has been a strong executive-
level commitment to employee learning and devel-
opment. As mentioned in Chapter 1, this has
included a concerted effort to align corporate strat-
egy with the learning and development function.
Along with this, there have been active efforts to
demonstrate the “business value of learning,” i.e.,
to show how learning initiatives are impacting
important organizational outcomes or “metrics.”
Part of this included setting up a corporate univer-
sity which is called “Cat U.” As you might expect,
Caterpillar has also made a major investment in
learning technology, and runs a learning manage-
ment system (LMS) that supports both online and
classroom-based learning.

Four central issues needed to be answered as
Caterpillar addressed the learning and development
needs of their growing workforce, both inside and
outside the United States:

1. What should be the primary areas of learning,
that is, what skills, knowledge, or attitudes do
employees need to develop further?

2. What types of training media should be used to
make these resources available to employees,
for example, print, video, computer, and/or
classroom training?

3. What can be done to ensure that employees
have the time and opportunity to take advan-
tage of these learning opportunities (including
those based outside the U.S.)?

4. How can the value or effectiveness of these
learning and development efforts be measured
and used by managers and employees alike?

If you were part of the leadership team tasked
with operating the Learning & Development function
at Caterpillar, what recommendations would you
make?

SOURCES: Anderson, M. C., & Arvin, C. (2003). Caterpillar University
dashboard: Measuring — and maximizing — the business value of
learning. In L. Schmidt (Ed.), Implementing training scorecards.
Alexandria, VA: ASTD Press; Bingham, T., & Galagan, P. (2008).
Learning is a powerful tool. T&D, 62(1), 30-37; Caterpillar: Learning
& development (2011). Accessed on January 31, 2011 at: http:/
www.caterpillar.com/careers/learning-and-development.

INTRODUCTION

Quiz—Do you agree or disagree with the following statements?

e For learning to take place, the most important variable to consider is
whether the individual learner has sufficient ability to learn what is being
taught.

¢ In general, people learn best and remember the most when they can spread
out the time spent learning new material.

¢ Opverlearning something is generally a waste of time and should be
avoided.

e If training has been effective, then it really doesn’t matter whether there is
support in the work environment or not.

e Trainers should always seek to match the type of training delivery methods
to the characteristics of the individuals being trained.

o Adult learners typically respond best to a lecture-style approach to training.

(We encourage you to look for the answers to these questions as you read

through this chapter.)
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Learning is a vital aspect of all HRD efforts." Whether you are training a
carpenter’s apprentice to use a specialized power tool, conducting a workshop
to teach managers how to use discipline more effectively, trying to get meat-
packers to understand and follow new safety procedures, or promoting career
development among your employees, your goal is to change behavior, knowl-
edge, or attitudes through learning. Supervisors and HRD professionals who
understand the learning process and how to create an environment that facilitates
learning can design and implement more effective HRD interventions. The
Wisconsin Public Service Corporation, a public utility in northeastern Wisconsin,
was recognized as a “training investment leader” in part because they established
numerous “learning centers” around the region they serve.” Caterpillar, Inc., the
major manufacturer of construction and mining equipment, has placed learning at
the center of their recent growth. Their CEO, Jim Owens, stated that “learning is
essential to our aspiration to be a great company” (p. 32).” Michele Burns, CEO of
the Mercer consulting firm, has stated: “Learning is critical because it’s so central to
retention. We all enjoy feeling that we’re worth the investment associated with
learning, and any engagement survey you look at points to the desire on the part
of every level of employee to learn and grow” (p. 41).*

With the growth of corporate universities and other learning centers, there is a
new position within the top leadership of many large organizations, namely, chief
learning officer. This is more than a renaming of the training director’s position.
Such an individual must emphasize both individual and organizational (strategic)
objectives, and be able to make effective use of different forms of learning delivery
(not just a classroom approach).” As mentioned in Chapter 1, there is now a
certification for HRD professionals, the “Certified Professional in Learning and
Performance” (or CPLP™). It is clear that ASTD wishes to place learning at
front and center in terms of what to emphasize as a profession, including the use
of the term “workplace leaming professional.®

The purpose of this chapter is to define learning and present the learning-
related issues important to HRD. The topics we will cover include the relation-
ship between learning and instruction, methods of maximizing learning, and the
importance of recognizing and dealing with various individual differences in the
learning process. The issues concerning technology and e-learning will also be
discussed at the end of the chapter.

LEARNING AND INSTRUCTION

Learning is defined as a relatively permanent change in behavior, cognition, or
affect that occurs as a result of one’s interaction with the environment. Several
aspects of this definition are important. First, the focus of learning is change, either
by acquiring something new (like skill in conducting meetings) or modifying
something that already exists (like a soldier becoming more accurate in shooting
a rifle). Second, the change must be long-lasting before we can say learning has
really occurred. If an administrative assistant can recall the commands needed to
create a macro operation in a word processing program on the second day of a
training course but cannot remember them four days later back on the job,
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learning has not occurred. Third, the focus of learning can include behavior, cogni-
tions, affect, or any combination of the three. Learning outcomes can be skill-
based (climbing a utility pole), cognitive (procedures for applying for a research
grant), or affective (becoming more safety conscious). Finally, learning results
from an individual’s interaction with the environment. Learning does not include
behavior changes attributable to physical maturation or a temporary condition
(such as fatigue or drugs).

Researchers have studied learning from a variety of perspectives, such as
behaviorism and cognitivism, using both humans and animals in their experi-
ments. Two main approaches have been used. One approach is to study how
people learn simple tasks, like identifying symbols or associating pairs of mean-
ingless syllables (such as bix, rik, and moc). The goal of this line of research is to
identify basic principles that apply to learning any kind of content. The other
approach focuses on how people learn complex tasks, including school subjects,
like reading and math. Although some researchers who use this approach seek
generalizable principles, many believe that learning cannot be separated from
what is being learned, and therefore different principles may apply to different
learning outcomes.”

The Search for Basic Learning Principles

Concerning the first approach, research over the past 100-plus years has yielded a
number of principles thought to govern learning. The cornerstone of learning
theory is the concept of association. Association is the process by which two
cognitions become paired (e.g., “dozen” and “twelve items”), so that thinking
about one evokes thoughts about the other.® Three principles that influence
the learning of associations include:

1. Contiguity—QObjects that are experienced together tend to become associ-
ated with each other.” For example, learning vocabulary in a foreign lan-
guage usually involves pairing a new word with an object or picture of an
object (like the German word Katze and a picture of a cat).

2. The Law of Effect—As discussed in Chapter 2, the law of effect states that a
behavior followed by a pleasurable consequence is likely to be repeated.'’
For example, when a superior compliments a police officer who values rec-
ognition for the way he or she handled a difficult arrest, the officer associates
the compliment with the arrest method and will likely use that method to
make difficult arrests in the future.

3. Practicce—Repeating the events in an association will increase the strength of
the association. For example, the more times someone rappels down a cliff
or wall, the more adept he or she becomes at rappelling. But practice alone
is not enough to guarantee a strong association. The effect of practice is
strengthened with reinforcement, such as receiving a pleasurable
consequence.

A group of researchers known as Gestalt psychologists offer an alternative to
the association view of learning. These researchers propose that learning does not
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occur by trial and error or by associating facts and ideas, but rather happens
suddenly in the form of an insight (sometimes called an epiphany or an “Aha!”
experience).!" Insight is seen as a sudden reconceptualization of one’s experi-
ences that results in a new idea or in discovering the solution to a problem.
For example, learning to solve a puzzle may occur in the form of a series of
sudden flashes in which new ideas bring one closer and closer to solving the
puzzle.

Sudden insight as a mechanism for learning has been questioned. Some
critics seek to explain “insight” by stating that people simply transfer what they
have learned in one set of situations to another setting.'” If this is true, then
insight may not be a particularly useful model for how people learn. That is,
although considerable learning may indeed occur through sudden insights,
knowledge of this may not be very helpful in designing effective learning experi-
ences. Many of the behaviors of interest to HRD program designers (such as
learning a new set of regulations or procedures) are likely to be learned
in other, probably more structured ways. On the other hand, proponents of expe-
riential learning (such as David Kolb, whose views on learing styles are presented
later in this chapter) argue that many experiential exercises and simulations do a
good job of promoting insight or “Aha!” experiences.”” Thus, as we will discuss
further in Chapters 5 and 6, the value of this approach to learning may depend
upon the particular objectives to be obtained, as well as the particular HRD
methods employed.

Limits of Learning Principles in Improving
Training Design
Unfortunately, when it comes to improving training design, these general prin-
ciples are not as helpful as one might expect. Since much of the research that
demonstrates these principles was conducted in tightly controlled laboratory set-
tings using artificial tasks, the findings do not apply to many real-world settings.
Robert Gagné convincingly demonstrated the limited benefit of learning
principles to increase training effectiveness in the landmark article: “Military
Training and Principles of Learning.”'* Gagné showed that practice and rein-
forcement failed to improve performance of three representative military tasks:
gunnery (a motor skill), turning on a radar set (a procedural task), and diagnosing
malfunctions in complex electronic equipment (troubleshooting). Rather than
relying on the prevailing learning principles, Gagné argued that training could
be improved by using three principles:

1. Task Analysis—Any task can be analyzed into a set of distinct component
tasks.

2. Component Task Achievement—Each component task must be fully
achieved before the entire task may be performed correctly.

3. Task Sequencing—The learning situation should be arranged so that each of
the component tasks is learned in the appropriate order before the total task
is attempted.'?
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The Impact of Instructional and Cognitive Psychology

on Learning Research

The field of instructional psychology, developed in the 1960s, has become an
active field of theorizing and research on how the learning environment may
be structured to maximize learning. Whereas traditional learning theorists
focused on describing what happens in learning situations, instructional theorists
focus on what must be done before learning can take place.'® Robert Glaser char-
acterized instructional psychology as “focusing on the acquisition of human
competence” (p. 299) with the following four components:

1. Describe the learning goal to be obtained

2. Analyze the initial state of the learner (what the learner knows or can per-
form prior to learning)

3. Identity the conditions (instructional techniques, procedures, and materials)
that allow the learner to gain competence

4. Assess and monitor the learning process to determine progress and whether
. . 1
alternative techniques should be used'’

Since the 1970s, instructional psychology (and much of psychology in general)
has been heavily influenced by developments in cognitive psychology, adopting the
language, methods, and models that portray humans as information processors.
A major goal of cognitive psychology is to develop models and theories that
explain how people function. These methodologies and theories can help create
an “‘integrated understanding of how cognitive processes produce intelligent
behavior,” such as learning.'” One of the foundational ideas of cognitive psychol-
ogy is that of cognitive architecture, which is defined as “a fixed system of mechan-
isms that underlies and produces cognitive behavior.” The structures described
by a cognitive architecture will determine in part how humans process information
and come to learn and understand the world around them.

Various reviews of research in instructional psychology, cognitive psychology,
and adult learning provide a good place for the reader to investigate the develop-
ments in these fields and how they will shape HRD and training methods in the
future.*' Instructional psychology and cognitive psychology hold promise for
maximizing learning from HRD programs. As the nature of work continues to
shift from manual skill to more complex mental processes, the findings from
these fields will help pave the way for effective HRD efforts in the future.
Researchers such as William Howell and Nancy Cooke show how information
processing models and instructional psychology concepts can be applied to train-
ing.”> We will consider some of these applications at the end of this chapter.

MAXIMIZING LEARNING

Our definition of learning makes it clear that people acquire and develop skills
and knowledge, and change behavior, as a result of an interaction between forces
within the learner and in the environment. In this section of the chapter, we
present factors that have been shown to affect learning and discuss their
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outcomes. We discuss three primary areas as we emphasize ways to maximize
learning, namely trainee characteristics, training design, and the transfer of train-
ing (see Table 3-1).

Trainee Characteristics

A learner or trainee’s personal characteristics will influence how he or she learns
new tasks and new information. Three such characteristics are trainability, per-
sonality, and attitudes.

Trainability. Trainability focuses on the trainee’s readiness to learn and com-
bines the trainee’s level of ability and motivation with his or her perceptions of
the work environment.> A simple formula to convey this is:

Trainability = f (Motivation X Ability X Perceptions of the Work Environment)

. L. TABLE 3-1 Issues
Trainee Characteristics Involved in

Tefneliiy Maximizing Learning

Motivation

Ability

Perception of the work environment
Personality and attitudes

Training Design

Conditions of practice
Active practice
Massed versus spaced practice sessions
Whole versus part learning
Overlearning
Knowledge of results (feedback)
Task sequencing

Retention of what is learned
Meaningfulness of material
Degree of original learning
Interference

Transfer of Training

Identical elements

General principles

Stimulus variability

Support in the work environment
Opportunity to perform
Transfer-of-training climate
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This formula illustrates that a trainee must have both the motivation and the
ability to learn; if either is lacking, learning will not occur. The equation also
shows that a very high level of one cannot completely overcome a very low
level of the other. In addition, if employees perceive little support in the work
environment for learning new knowledge or skills, they will be less likely to
learn and use them. Thus, it is important to note that trainability is not just a
function of the individual trainee, but also of the work environment in which
the learner will be asked to use what is presented in an HRD intervention.

Trainability is extremely important in HRD. Placing employees in programs
they are not motivated to attend or are not prepared to do well in wastes time
and resources. Trainees with less ability take longer to learn, which can increase
the length of the training period and the expense involved in conducting train-
ing. In fact, it is possible that such trainees may never learn to the levels desired
by the organization.

To illustrate this, suppose a service technician for an office equipment
company is in a training program designed to teach selling skills for the equip-
ment being serviced. Selling requires skills in oral communication and interper-
sonal relations. If the technician lacks either skill, it is likely that learning to sell
effectively will be difficult. The technician may want to learn and try hard to do
so, but this low level of ability will hinder learning. Similarly, if the technician
has excellent communication skills but sees selling as unpleasant or distasteful, or
does not think learning to sell will help to achieve his or her own personal goals,
no effort may be made to learn the sales skills. A number of studies have shown
the clear links between ability and learning.”* The same is true for motivation,”
as well as for perceptions of the work environment.*®

Over the past several years, researchers have studied the notion of pretraining
motivation.”’ Findings from this research include:

o The way trainees perceive training (e.g., as remedial versus advanced, or as an
unpleasant task versus an opportunity) affects levels of learning, perceptions
. . . 28
of efficacy, anxiety, and perceptions of fairness.

o The way in which individuals view their own ability (as a fixed entity or an
acquirable skill) affects anxiety level, efficacy perceptions, and the learning
of declarative (factual) knovvledge.29

o Experiencing negative events on the job prior to training can increase trainees’ moti-
: : : O )
vation to learn and their performance in training.

e A number of other factors have been found to increase individuals’ motivation to
participate in and learn from training. Factors investigated include involvement
in decisions about training, perceptions that participation in training will lead
to benefits (e.g., increased job performance and career advancement oppor-
tunities), and perceptions of support (or a lack of obstacles that might hinder
using learned training in the work environment).31

o Characteristics of the organization (e.g., policies and guidelines regarding train-
ing participation) have been linked to participation in developmental
activities.”
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o These findings are useful in that they suggest ways in which organizations
can increase the motivation to participate in and learn from HRD interven-
tions. For example, to ensure that trainees perceive the value of what is
being presented, they must see training as an opportunity, as a way to
address a need they have, and as a way to achieve valued outcomes. Further,
trainees must perceive the organization and their immediate work environ-
ment as supporting participation in training and using what has been
learned.” However, for an interesting study of the potential downfall of
allowing trainees some choice in what training they receive, see the boxed
insert nearby entitled “The Perils of Participation.”

An experiment on the impact of ability and prior job knowledge on learning
finds that general cognitive ability (i.e., intelligence) has a direct impact on “the
acquisition of” job knowledge, but prior job knowledge has almost no effect on
the acquisition of subsequent job knowledge.”® This finding suggests that cogni-
tive ability rather than prior job knowledge should be used to select trainees into
programs designed to teach complex tasks.

Trainability testing is one approach that can be used to ensure that trainees
have both the motivation and the ability to learn. This approach focuses on mea-
suring the motivation and relevant abilities of candidates for training and select-
ing for training only those who show a sufficient level of trainability. For
example, military researchers developed a questionnaire that measured motiva-
tional and personality factors to predict success in combat training. The question-
naire measured such things as independence, sociability, and motivation to serve
in a combat unit. The combination of questionnaire responses and other predic-
tors was strongly related to training success.’

Another approach to trainee testing is to allow candidates to complete part
of the training program and use their performance on that section as a predictor
of how well they will perform during the remainder of training. For example,
Arthur Siegel described a method called miniature training and evaluation test-
ing, in which U.S. Navy recruits were trained on a sample of important tasks and
tested on their ability to perform these tasks. Using eleven training and evalua-
tion modules, the approach yielded better predictions of success for several jobs
than the test normally conducted by the Navy.”® In a manufacturing setting,
BMW took a similar approach when it opened its first U.S. auto manufacturing
facility in Greer, South Carolina. To lure the company to South Carolina, state
government officials offered generous tax incentives. The state also agreed to
create training facilities to BMW’s specifications and worked with them to
recruit and train potential BMW employees. Once trainees completed their
training, BMW selected only those they wanted to hire to be among the initial
1,500 associates in its new plant. BMW stated that it was looking for associates
with a strong commitment to quality and teamwork, and this procedure allowed
the company to select the very best among those who had completed the rigor-
ous training program administered by the state’s technical college system. The
quality and success of the cars made at this plant (including the Z3 roadster), as
well as subsequent expansions of the plant and workforce, indicate that this
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The Perils of Participation

Picture the following: you've agreed to attend a two-
hour, skill-based training session. WWhen you enter
the room, packets are handed out that list four
choices for possible training topics for this session.
One of the topics is “performance appraisal and
feedback.” You either select this topic as your
most preferred option—or you don’t. The question
is: will your pretraining motivation and post-training
learning be any different depending upon whether
you received your top choice or whether you
didn’t? Further, would results differ for other trai-
nees who were given no choice, that is, were told
when they entered the room that they would be tak-
ing part in a training session on performance apprai-
sal and feedback?

Researchers at Indiana University addressed
these questions. Through a pretest of other similar
trainees, they discovered that performance appraisal
was rated as average among trainee preferences for
potential training content. Through a clever manipu-
lation, some trainees saw other options on their
sheet (besides appraisal), which the results from
the pretest suggested most trainees would view
more favorably than performance appraisal (hence,
trainees would be less likely to select appraisal as
their preferred training topic). Other trainees
received packets where all the other options had
been rated considerably lower than appraisal (mak-
ing it more likely that appraisal would be selected as
the preferred training choice). Through a true major-
ity vote (no deception here), the performance apprai-
sal topic was always selected as the “choice” for
training content.

What the researchers found was that pretrain-
ing motivation was highest for those who received
the training of their choice and lowest for those who

Foundations of Human Resource Development

didn’t (the mean for those given no choice was in
between). As far as learning the material taught in
training, those in the “choice-received” condition
learned more than those in the “choice-not
received” condition. Somewhat surprisingly, how-
ever, learning was greatest for those who had
been given no choice concerning training content.

Given the natural expectation that providing
trainees some choice would be a good thing, this
study raises the question of whether there may be
potential risks in allowing choices in a training
context. That is, it may not be practically or physi-
cally possible for every trainee to receive the
training of his or her choice. If that is the case,
then there could indeed be some “perils of
participation.” Not receiving one’s choice of train-
ing topics could result in lower training motivation
and worse outcomes than having been provided no
choice at all. Trainee motivation is such a vital
aspect of trainability (in this study, trainee cognitive
ability was measured and statistically controlled, so
as to emphasize the effects of the three choice
manipulations on pretraining motivation). Although
choice and participation are generally good things in
a training context, this project demonstrates the
potential dangers of raising trainee expectations
and then not meeting them. The same training pro-
gram resulted in different learning and motivational
outcomes, depending upon how it was presented
to trainees. That's rather thought provoking, don’t
you think?

SOURCE: From Baldwin, T. T., Magjuka, R. J., & Loher, B. T.
(1991). “The perils of participation: effects of choice of training on
trainee motivation and learning.” Personnel Psychology, 44, 51-66.
Copyright © 1991 by John Wiley and Sons. Reproduced by
permission.

“train, and then select” strategy was successful.”” Similarly, from the research lit-
erature, a meta-analysis of research studies examining the use of work sample
tests of trainability concluded that such tests predict success in training and job
performance for untrained job applicants. Trainability testing has also been effec-
tive in predicting the training success of older workers.”®
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Personality and Attitudes. Although not explicitly mentioned in the defini-
tion of trainability, a trainee’s personality and attitudes can also have an effect on
learning (see Chapter 2). Ray Noe suggested that an employee’s attitudes toward
career exploration and job involvement impact learning and its applications to
the job.”” Other research has shown that job involvement, expectations for train-
ing, and trainee confidence are all related to success in training.*’

Personality is the stable set of personal characteristics that account for consis-
tent patterns of behavior. Personality traits that are related to employee learning
include locus of control, the need for achievement, activity, independence, and
sociability.*' Murray Barrick and Michael Mount reported the results of a meta-
analysis showing that two personality dimensions—extraversion and openness to
experience—are valid predictors of success in training.** Joseph Martocchio and
Jane Webster found that an individual’s level of cognitive playfulness (which is in
part the spontaneity, imagination, and exploratory approach a person brings to
task performance and learning) affects learning, mood, and satisfaction with train-
ing.*> They also found that individuals with low levels of cognitive playfulness
are affected more by positive feedback than individuals with higher levels of cog-
nitive playfulness. As further research is conducted on the impact of personality
characteristics on success in training, it may be useful to include measures of rel-
evant traits in the selection process before trainees are sent to expensive or
lengthy training and other HRD programs.44

To summarize, assessing employee’s relevant abilities, motivation, and per-
sonality prior to HRD programs can be important in maximizing the chances
that learning will occur. This approach to maximizing learning fits with Glaser’s
notion that knowing the initial state of the learner is an important part of effec-
tive training.45

Training Design

Training design involves adapting the learning environment to maximize learn-
ing. Training design issues include (1) the conditions of practice that influence
learning and (2) the factors that impact retention of what is learned.

Although much of the research on this topic was conducted before 1970,
new research in instructional psychology has revived interest. While the informa-
tion presented in the following sections can be helpful in designing an effective
training program, not all the findings will work in all situations. Recall Gagné’s
arguments cited earlier about traditional learning principles. There is no substi-
tute for conducting a thorough task analysis and clearly specifying what is to be
learned (task analysis will be discussed in detail in Chapter 4).

Conditions of Practice. At least six issues have been studied that relate to
practice and learning. They include active practice, massed versus spaced practice
sessions, whole versus part learning, overlearning, knowledge of results, and task
sequencing.

Active practice suggests that learners should be given an opportunity to
repeatedly perform the task or use the knowledge being learned.*® For example,
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if a paramedic is learning how to operate the “jaws of life” (to extract passengers
from vehicles damaged in accidents), the training sessions should include multiple
opportunities for the paramedic to operate the “jaws.”

Researchers have also been interested in whether mental practice, the “cog-
nitive rehearsal of a task in the absence of overt physical movement,” can
improve task performance. A meta-analysis of many studies concluded that men-
tal practice is effective for both cognitive and physical tasks (though more so for
cognitive tasks). This study also showed that the effect of mental practice on per-
formance decreases as the time interval between practice and performance
increases.*” These findings suggest that trainees should be encouraged to mentally
rehearse the tasks they are learning to perform outside of the training environ-
ment as one way to enhance their performance.

Massed versus spaced practice sessions involve whether to conduct training in
one session or divide it into segments separated by a period of time. For exam-
ple, is it better to study for an examination over a period of several days (spaced
practice) or in one cram session (massed practice)? In general, information and
skills can be learned either way, but spaced practice sessions with a reasonable
rest period between them lead to better performance and longer retention of
what is learned than a massed practice session.*® Daniel Willingham reviewed
100 years of research, and concluded that massed practice or “cramming” was
the least effective strategy for learning and retention.*” As one recent example,
students taking an introductory statistics course were compared. Some students
took six exams during the semester, plus a cumulative final exam, whereas stu-
dents in other sections took two exams during the semester, plus the identical
final exam. Students taking the bi-weekly exams outperformed students who
took the two midterm exams, both in final exam performance, as well as in
their overall course grade.”® For difficult, complex tasks, an initial massed session
followed by spaced practice sessions has led to improved performance.”’

Using a massed rather than a spaced practice session is often a matter of prac-
ticality winning out over science. Time and resource constraints may influence
organizational decision-makers to schedule a single training session, even though
a series of spaced sessions would be more effective. However, HRD professionals
should realize that under these conditions retention can suffer. It may be neces-
sary to schedule follow-up sessions to boost retention. Furthermore, the effec-
tiveness of approaches used to motivate trainees during training may be affected
by whether massed or spaced sessions are used. One research study found that
trainees assigned specific, difficult goals in massed practice performed more
poorly than those told simply to do their best, whereas those in spaced sessions
assigned specific, difficult goals performed slightly better than those told to do
their best.”

Whole versus part learning concerns the size of the unit to be learned, that is,
should trainees practice an entire task (or study certain material as a whole), or
should the task or material be learned in separate parts or chunks? Gagné argued
that procedural material (material organized into a series of steps) should be ana-
lyzed and divided into subunits, with the trainees mastering each subunit before
performing the entire procedure.>

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 3 Learning and HRD 77

Actually, the answer to which method is most effective appears to depend
on the nature of the task to be learned. When the subtasks are relatively easy to
perform and are well organized (interrelated), the whole method is superior. Oth-
erwise, the part method has proven to be more effective.”® For example, operating
a chain saw involves adding fuel, holding it properly, starting it, making various
cuts, and turning it off. Given that these subtasks are interrelated, it makes sense
that they be learned together. The task of supervising others, however, includes
subtasks such as scheduling, evaluating employee performance, disciplining, plan-
ning, and delegating work. These subtasks are less closely related and would best
be learned by focusing on each subtask separately. To teach someone how to
drive a stick shift automobile, which approach would you use?

Overlearning is defined as practice beyond the point at which the material or
task is mastered.” For example, an instructor teaching cardiopulmonary resusci-
tation (CPR) in a first-aid course would be using overlearning if trainees were
required to repeatedly practice the CPR procedure even after they had success-
fully “revived” a training dummy.

The rationale in favor of overlearning is threefold. First, overlearning may
improve performance in a variety of different situations. By developing stronger
associations between the parts of a task (or unit of knowledge), it is less likely
that situational changes will interfere with learning. Second, overlearning pro-
vides additional practice in using a skill or knowledge when there is little oppor-
tunity for doing so in the job setting.”® For example, overlearning the procedure
to handle an engine flameout would be useful in pilot training because pilots
don’t often face this situation when flying. Third, overlearning should make
what is learned more automatic, thereby improving performance in stressful or
emergency situations.”’ For instance, soldiers repeatedly practice their maneuvers
and tasks, so when orders come to attack, these tasks will be second nature and
can be performed quickly and correctly.

Research indicates that overlearning does, in fact, increase retention of what
is learned.”® As stated by Daniel Willingham, “Practice makes perfect—But only
if you practice beyond the point of perfection.”” Quite obviously, its major
drawback is that overlearning can increase the time and expense of training.

Knowledge of results, or feedback, provides objective information regarding the
adequacy of one’s performance, and it can come from observers, the performer,
or the task itself. A sizable body of research suggests that feedback enhances
learning and retention.’” Trainers and educators generally agree that feedback
improves learning. However, a meta-analysis of research on feedback interven-
tions found that feedback actually decreased performance in one-third of the stud-
ies examined.®! Avraham Kluger and Angelo DeNisi theorize that this has to do
with the level of control individuals go through when learning and performing
tasks. They argue that individuals proceed through three hierarchical levels of
control (task learning, task motivation, and metatasks or self-regulatory actions),
and that feedback changes the individual’s locus of attention to a particular level
of control. They suggest that the effectiveness of feedback decreases as the indi-
vidual moves through the levels from task learning to task motivation to meta-
tasks. Kluger and DeNisi’s theory supports the use of feedback during skill and
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knowledge acquisition, but suggests that feedback is less effective (and may even
harm performance) when individuals perform back on the job.

Other researchers suggest that feedback is both informational—when it helps
learners determine whether they’ve performed something correctly, and
motivational—when it is valued by the learner or indicates valued outcomes.®”
The eftectiveness of feedback also seems to depend on how it is provided,
especially in regard to timing and specificity. To ensure that the learner clearly
understands the relationship between the feedback and the behavior, it should
be provided as soon as possible after the behavior occurs. Furthermore, the
judgments individuals make about feedback (whether it is connected to factors
inside or outside the trainee’s control) can affect efficacy beliefs, with feedback
attributed to factors within the trainee’s control increasing perceptions of
efficacy. In addition, recall the research cited earlier that found that the impact
of feedback may be moderated by elements of the individual’s personality
(i.e., cognitive playfulness).®®

Finally, task sequencing suggests that tasks and knowledge can be learned more
effectively if what is to be learned is divided into subtasks that are arranged and
taught in an appropriate sequence. Gagné and colleagues provide guidelines for
how task sequencing can help in learning intellectual skills, motor skills, and atti-
tudes.®* The success of an intelligent medical diagnosis-tutoring program called
GUIDON supports this approach, as does the research of Philip Decker and
others on behavior-modeling training.®> However, more research is needed before
definitive conclusions are reached about the effectiveness of task sequencing.®

To summarize, research on the various conditions of practice offers some
practical guidelines for designing more effective HRD interventions. In general,
overlearning, feedback, and practice sessions spaced over time tend to increase
learning.

Retention of What Is Learned

The goal of training goes beyond ensuring that the trainee learns the task or
material being presented. It is equally important that newly learned material is
retained. Three additional issues that influence retention are the meaningfulness
of material, the degree of original learning, and interference.

The meaningfulness of material is the extent to which it is rich in associa-
tions for the individual learner. For example, a new way of soldering circuits
might be quite significant to an electronics enthusiast, yet absolutely meaningless
to a professional athlete or hair stylist.

Simply put, the more meaningful factual material is, the easier it is to learn
and remember.”” For example, college humanities students were asked to rate
the meaningfulness of three Bible passages. Later in that same period, they were
given a pop quiz, and asked to recall as much of each passage as possible. For two
of the three readings, greater meaningfulness significantly related to greater recall
of the content of the passages.68 In general, then, training should be designed to
be more meaningful to employees to encourage learning retention. Overviews of
topics at the beginning of training sessions can help trainees understand the
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course content as a whole. Using examples and terminology familiar to trainees
and mnemonic devices (such as creating a word out of the first letters of items in
a list) also increase meaningfulness by providing more associations.®” Textbook
writers (us included) often seek to use this principle when introducing and pre-
senting material in each chapter.

The degree of original learning also influences learning retention.”’ The
more effectively information is initially learned, the more likely it will be
retained—after all, you can’t retain something you never had to begin with.
Though this is not surprising, it does reinforce the research on overlearning,
massed versus spaced practice, and whole versus part learning as ways to ensure
initial learning.

Interference can also affect the extent to which learning is retained. Interfer-
ence can be of two types.”" First, material or skills learned before the training ses-
sion can inhibit recall of the newly learned material. For example, an accountant
who is an expert on the New York tax code may have difficulty remembering
recent instruction regarding the tax code and procedures for Florida. The
accountant’s prior knowledge is so well learned that he or she may automatically
follow New York procedures when helping a client who must file in Florida.

Second, information learned affer a training session may also interfere with
retention. For example, a firefighter trained to operate the power ladder on the
city’s older fire trucks may have difficulty retaining that knowledge if a difterent
sequence of steps must be learned for the same operation on a newer fire truck.

Both types of interference are similar in that the learner is required to make
different responses to the same situation. The more responses one learns, the
greater the chances for interference in learning to occur.

Transfer of Training

Transfer of training is an important and recurring theme in the HRD litera-
ture.”” A main goal of HRD is to ensure that employees perform their jobs
effectively. In addition to learning and retaining new material, employees must
also use it on the job to improve performance. The transfer of training to the job
situation is critically important to the success of HRD efforts.

Transfer can take difterent forms. Positive transfer occurs when job perfor-
mance improves as a result of training. Zero transfer occurs when there is no
change in job performance as a result of training. Negative transfer occurs when
job performance worsens as a result of training. Negative transfer may seem
unlikely, but recall the detrimental effects interference can have on learning
and performance. Tennis players, for example, may find that their tennis shots
become less accurate after learning how to play racquetball. Although the two
sports seem similar, an accurate tennis shot requires a locked wrist, yet racquetball
players use their wrists during the swing. Therefore, the player’s tennis stroke
may become more “wristy” after learning racquetball, leading to less accurate
shots in tennis.

Another distinction that should be made is near transfer versus far transfer.
Near transfer involves the ability to directly apply on the job what has been
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learned in training, with little adjustment or modification; far transfer has to do
with expanding upon or using what was learned in training in new or creative
ways.”> Other writers have referred to this as a distinction between skill repro-
duction and skill generalization.”* For example, in a study of assertiveness train-
ing, a negative relationship was observed between near and far transfer: trainees
who had done well demonstrating their mastery of the training content did less
well in a surprise test of their ability to demonstrate transfer outside of training,
and vice versa.”> Context obviously plays a part in whether an organization
should be more concerned with near transfer, far transfer, or both, but in most
cases, far transfer is the best indicator that training has been successful.

Timothy Baldwin and Kevin Ford developed a model of the training transfer
process.”® The model suggests that training inputs—including trainee character-
istics, training design, and the work environment—affect learning, retention, and
transfer, with trainee characteristics and the work environment affecting transfer
directly. Baldwin and Ford were critical of the lack of a strong theoretical frame-
work and the limited number of research studies in this area, because this limited
their ability to generalize findings from studies of transfer of training to organiza-
tional settings. Despite these concerns, these principles and the results of recent
research offer many ideas for maximizing training transfer. These include the use
of identical elements, general principles, stimulus variability, and the degree of
support for transfer in the work environment.

Identical Elements. The principle of identical elements, first proposed by
Thorndike and Woodworth in 1901, suggests that the more similar the training
and the performance situations are in terms of the stimuli present and responses
required, the more likely it is that training transfer will occur.”” For example, if
customer service representatives are expected to handle complaints from angry,
impatient customers, practice with such customers (possibly via role playing) can
improve the transfer of training. But if the only examples used in training are
customers who are polite, reasonable, and patient, training transfer to the job is
less likely.

Similarity has two dimensions: physical and psychological fidelity. Physical
fidelity is the extent to which the conditions of the training program, such as
equipment, tasks, and surroundings, mirror those in the performance situation.
Building a highly realistic airline cockpit simulator, with the same controls,
appearance, and physical sensations as experienced in true flight, would be an
attempt to achieve a high level of physical fidelity. Psychological fidelity is the
extent to which trainees attach similar meanings to both the training and per-
formance situations. Psychological fidelity is encouraged in a learning experi-
ence that imposes training task time limits that are similar to those on the job.
There is some evidence that psychological fidelity is more important to training
transfer than physical fidelity, but more research is needed to support this
claim.”®

The principle of identical elements is particularly relevant to simulation
training, such as with the use of case studies, business games, or role plays. How-
ever, increasing fidelity often involves increasing complexity and costs, which
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can strain HRD budgets. So, once again, there are frequently trade-offs between
what is desired and what can actually be carried out in terms of fidelity and iden-
tical elements.

General Principles. Rather than focusing on identical elements, the general
principles theory suggests that learning fundamental elements of a task will ensure
transfer from training. This is demonstrated in a project that taught trainees to
accurately hit an underwater target by learning the principle of refraction of
light.”” Since light bends when crossing the air-water boundary, the target is
not exactly where it visually appears to be. Understanding this principle allowed
trainees to correctly judge where the target really was and adjust their aim
accordingly.

However, it is often difficult to identify and include in training those prin-
ciples that maximize positive transfer. It is still not clear whether training pro-
grams that apply the general principles theory will result in skilled performance
on specific tasks, though recent research in higher education suggests that general
principles should be valuable in training settings.®

Stimulus Variability. Transfer can be enhanced when training contains a
variety of stimuli, such as using multiple examples of a concept or involving
the trainee in several different practice situations.®’ For example, stimulus vari-
ability is increased when clothing trainees are required to practice making but-
tonholes in a variety of fabrics, rather than in only one or two types of fabric.

Stimulus variability has been found to increase training transfer.®

Support in the Work Environment. The extent to which trainees perceive
support for using newly learned behavior or knowledge on the job affects trans-
fer of training. For example, if a supervisor who is trying to become more par-
ticipative is ridiculed by peers and receives the cold shoulder from subordinates,
it is unlikely that this person will continue to use these skills.

Supervisory support is an important aspect of work environment support.
Supervisory support is a multidimensional concept. Components such as encour-
agement to attend training, goal setting, reinforcement, and behavior modeling
have all been shown to increase transfer.®’

Support at the organizational level is also important. Janice Rouiller and
Irwin Goldstein studied employee perceptions of the transfer of training climate,
which is defined as “those situations and consequences which either inhibit or
help to facilitate the transfer of what has been learned in training into the job
situation.”® Climate perceptions affected learning and behavior back on the
job. Bruce Tracey and colleagues investigated the effect of both transfer of
training climate and the presence of a continuous-learning work environment
(where “organizational members share perceptions and expectations that learn-
ing is an important part of everyday work life” p. 241) on employee behavior
after training. They found that the presence of both transfer of training climate
and a continuous-learning work environment affected behavior after training.
This research suggests that the organizational climate should be examined to
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determine the supportiveness of the work environment during needs assess-
ment, and that areas found wanting should be modified to increase the chances
training will transfer back to the workplace. Also, organizations that promote a
continuous-learning environment stand a better chance of having what is
learned transfer back to the job.*> Recently, Martin found that peer support
was an important determinant of whether or not training transferred in a
corporate field setting.>

Robert Marx proposed a model of improving training transfer based on
counseling techniques used to prevent relapse by substance abusers. The
approach teaches trainees and supervisors to anticipate and prevent regressions
to old behavior patterns. By developing strategies to cope with and overcome
foreseen obstacles, the trainee will feel a greater sense of control and self-
efficacy, thereby reducing the chances of relapse.”” A field study of research
scientists who went through a coaching skills training program found that relapse
prevention tactics had the greatest effect when individual scientists also reported a
strong transfer climate in their department.®™ A review of eight studies of relapse
prevention strategies by Holly Hutchins and Lisa Burke found only partial sup-
port for this approach to promoting positive transfer.”” However, these authors
argue that a number of methodological issues in these studies have prevented
relapse prevention from getting a fair shake in the studies done to date.

Opverall, supervisory support can increase transfer by clarifying the manager’s
and trainee’s expectations prior to training, and by making managers aware of
their role in the transfer process so they can develop ways to encourage
transfer.”

The opportunity to perform what has been learned back on the job is an
important element of the work environment. Work by Kevin Ford and collea-
gues is useful here. They define the opportunity to perform as “the extent to
which a trainee is provided with or actively obtains work experiences relevant
to tasks for which he or she was trained.””' The opportunity to perform is influ-
enced by both the organization and the individual. Ford and colleagues investi-
gated the effects of three groups of variables (organizational level, work level, and
individual characteristics) on the opportunity to perform. They found that sub-
jects did have different opportunities to perform trained tasks on the job and that
the variables that most influenced their opportunities to do so included supervi-
sors” attitudes toward training, work group support, and the trainees’ self-efticacy
and cognitive ability.

A study by Lim and Johnson asked trainees to list reasons for the lack of
transfer from an organizational training program. The number one reason cited
for low transfer (listed by over 64 percent of trainees!) was “lack of opportunity
to apply on the job.””* More research is needed to specify the factors that influ-
ence the opportunity to perform. However, it is clear that effective strategies
should ensure that trainees have opportunities to use their new knowledge and
skills if real organizational benefit is to be expected from HRD interventions.

Opverall, research supports the transfer of training model proposed by
Baldwin and Ford. That is, trainee characteristics, training design principles,
and aspects of the work environment all impact trainee learning and retention,
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_ — — TABLE 3-2
1. Develop (and follow) clearly stated learning objectives for the training Recommendations
2. Use an instructor or trainer recognized for providing high quality instruction for Increasing the
3. Maximize the similarity b h - L d the iob situati Likelihood that
. Maximize the similarity between the training situation and the job situation Training Will
4. Provide ample opportunity during training to practice the task Transfer Back
5. Use a variety of situations and examples, including both positive and negative ~ t© the Job
models of the intended behavior
6. ldentify and label important features of a task

7. Make sure trainees understand general principles

8. Provide support back in the work environment, including clear goals, checklists,
measurement, feedback, accountability, and rewards for using the new
behaviors on the job

9. Provide ample opportunity to perform what is learned back on the job

SOURCES: Ellis, H. C. (1965). The Transfer of Learning. New York: Macmillan; Baldwin, T. T. & Ford, J. K.
(1988). “Transfer of training: A review and directions for future research.” Personnel Psychology, 41,
63-103; Baldwin, T. T. (1992). “Effects of alternative modeling strategies on outcomes of interpersonal
skills training.” Journal of Applied Psychology, 77, 147-154; Ford, J. K., Quifiones, M. A., Sego, D. J., &
Sorra, J. S. (1992). “Factors affecting the opportunity to perform trained tasks on the job.” Personnel
Psychology, 45, 511-527; Garavaglia, P. L. (1993). “How to ensure transfer of training.” Training &
Development, 47(10), 63-68; Werner, J. M., O’'Leary-Kelly, A. M., Baldwin, T. T., & Wexley, K. N. (1994).
“ Augmenting behavior-modeling training: Testing the effects of pre- and post-training interventions.”
Human Resource Development Quarterly, 5, 169-183; Burke, L. A. & Baldwin, T. T. (1999). “"Workforce
training transfer: A study of the effect of relapse prevention training and transfer climate.” Human Resource
Management, 38, 227-242; Burke, L. A., & Saks, A. M. (2009). Accountability in training transfer: Adapting
Schlenker’'s model of responsibility to a persistent but solvable problem. Human Resource Development
Review, 8, 382-402; Russ-Eft, D. F., & Dickison, R. (2010). Taking the pulse of training transfer: Instructor
quality and EMT certification. Human Resource Development Quarterly, 21, 291-306.

which in turn impacts training transfer. Cumulatively, research on transfer of training
offers a number of recommendations for designing, training, and HRD programs,
nine of which are listed in Table 3-2. We view these as practical lessons learned
from our discussion of training transfer. A recent review by Andreas Gegenfurtner
and colleagues highlights the importance of motivation to transfer, which links back
to our discussion earlier in this chapter concerning trainability.”> Holly Hutchins and
colleagues provide practical recommendations concerning how to increase trainer
competencies that will support training transfer in the work environment.”* Drewitt
advocates the use of bi-weekly “progress reports” or updates, where trainers meet
with trainees to determine the extent to which trainee implementation (i.e., transfer)
goals have been met back in the workplace.”

INDIVIDUAL DIFFERENCES IN THE LEARNING
PROCESS

As discussed earlier, trainee characteristics play a role in the learning, retention,
and transfer of skills and factual material. We now identify three additional fac-
tors that account for differences in individual learning processes: diftering rates of
trainee progress, interactions between attributes and treatment, and the training
of adults and older workers.
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Rate of Progress

People learn at different rates. Some people progress more quickly than others,
and individual learners may even progress at difterent rates during the same train-
ing program. For example, a new employee learning to operate a punch press
may show little progress at first, making many mistakes, and then suddenly mas-
ter the procedure and quickly progress to competence.

A useful way to show rates of learning is by drawing learning curves.
A learning curve is plotted on a graph with learning proficiency indicated verti-
cally on the y-axis and elapsed time indicated horizontally on the x-axis. Five
types of learning curves are shown in Figure 3-1.

The learning curve for Trainee 1 shows a fast rate of learning, taking little
time to achieve high performance. The curve for Trainee 2 shows a slower rate
of learning, with training ending at a lower level of final performance than for
Trainee 1. Trainee 3 reaches a moderate level of performance quickly, but then
makes little further progress despite continued practice. This contrasts to the

FIGURE 3-1 Proficiency
Types of Learning
Curves
Trainee 1 Time
Proficiency Proficiency
Trainee 2 Time Trainee 4 Time
Proficiency Proficiency
Trainee 3 Time Trainee 5 Time
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progress of Trainee 4, who learns slowly at first but steadily improves to a high
level of performance. Finally, the S-shaped learning curve for Trainee 5 shows
rapid progress at first, followed by a period of little progress during the middle of
training, and then rapid progress in the latter part of training.

Learning curves can provide useful feedback to both trainers and trainees.
For instance, if a trainer notices a plateau (the flat part of a curve indicating no
progress being made), different approaches, encouragement, or other interven-
tion may be needed for the trainee to improve. When implementing a new
HRD program, learning curves can be used as baselines for communicating
expectations of progress to future trainees and trainers and as aids in scheduling
and planning future sessions.”

Attribute-Treatment Interaction (ATI)

Interest in the effect of trainee intelligence on learning has led some researchers
to hypothesize that the effectiveness of training methods may be influenced by
various trainee characteristics. Stated simply, some methods of training may be
better suited to certain types of people. Thus, research on attribute-treatment
interactions (ATI) has sought to develop training systems that can be adapted to
differences between individual learners.””

Two variables that have received considerable attention in ATI research are
cognitive ability and motivation. The expectancy theory of motivation (discussed
in Chapter 2) suggests that when motivation is low, both high- and low-ability
individuals will perform at low levels, but when motivation is high, differences in
performance can be expected between them.”® To date, research has found
mixed support for an interaction between motivation and ability.”” Jeff Terborg
argues that this mixed evidence regarding the existence of a motivation-ability
ATI may be the result of differences in complexity of the tasks studied. Terborg
suggests that tasks of moderate difficulty will be the place where ATIs will most
likely occur.'”

An illustration of a well-developed ATI theory is the cognitive resource allo-
cation theory proposed by Ruth Kanfer and Philip Ackerman.'”" Their theory
uses an information processing perspective to explain the existence of a cognitive
ability-motivation ATI for both skill acquisition and task performance of moder-
ately difficult tasks. We will discuss this theory in some detail to illustrate the
ATT approach, and also to give the reader a sense of the contributions being
made to HRD by cognitive psychology.'"

Cognitive resource allocation theory is based on several propositions, which
are explained below:

1. The attentional demands made by a task will determine the contribution of
both ability and motivation to task performance.

2. The attentional demands required to acquire a skill change during the skill
acquisition process. Skill acquisition occurs in three phases: declarative knowl-
edge (forming a mental representation of the task), knowledge compilation (inte-
gration of cognitive and motor processes needed to perform a task), and
procedural  knowledge (knowing how to perform cognitive processes and
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being able to perform the task automatically, with little attention).'” Atten-
tional demands are highest during the declarative knowledge phase, but are
reduced significantly during knowledge compilation and proceduralization.

3. Cognitive ability is related to the amount of attentional resources an individual
has: the higher the level of cognitive ability (e.g., general intelligence), the more
attentional resources the individual has. For example, research shows that intel-
ligence predicts performance best during the declarative knowledge phase
(when attentional demands are high) and predicts performance less well during
the procedural knowledge phase (when attentional demands are low).

4. Motivational processes place a limit on the amount of available cognitive
resources (e.g., attention) that an individual will apply to a task (e.g., the
more motivation, the more available attention the individual will apply to
a task). In addition, motivational processes that determine how the individual
allocates cognitive resources (e.g., self-regulation, goal-setting) require cog-
nitive resources themselves, thereby using resources that could be used to
learn or perform the task. Therefore, to the extent that motivational pro-
cesses use cognitive resources that can only be taken from the resources
needed to perform a task, task performance will be hindered rather than
facilitated by a motivational attempt.

Cognitive resource allocation theory predicts that:

1. Individuals with higher levels of cognitive ability perform better than those
with lower levels of cognitive ability during the declarative knowledge phase
(because they have more attentional resources available), but this differential
decreases as knowledge becomes proceduralized (because attentional
demands are reduced during this phase).

2. Motivational efforts reduce performance during the declarative knowledge
phase because such efforts use part of the limited attentional resources avail-
able to learn a task; but these same efforts enhance performance during the
compilation and proceduralization phases because the attentional demands of
these phase are less, which frees up resources for motivational processes; this
is especially true for low-ability individuals.

3. The negative impact of using attentional resources for motivation during the
declarative knowledge phase is less on high-cognitive-ability individuals
(because they have a greater amount of resources to draw upon).

Research generally supports these predictions.'"* It appears as though ability
and self-efficacy are better predictors of performance in the early stages of skill
acquisition, whereas motivation is a better predictor of performance during later
stages. Perhaps the most direct implication of this research is that saving motiva-
tional efforts until later phases of training for moderately complex tasks may yield
better results because they are less likely to harm performance and more likely to
lead to higher levels of performance. Further research of this type will help us
better understand attributes that influence training design effectiveness in organi-
zational settings.' >
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Training Adult and Older Workers

Given the graying of the workforce and the rate at which jobs have been chang-
ing, some theorists question whether training older workers requires a different
approach than training younger people. This subject has been approached from
several directions, including adult learning theory and gerontology.

Adult Learning Theory. Researchers such as Malcolm Knowles note that
many instructional methods and principles of learning have been developed
with and for children, and they argue that teaching adults requires a different
set of techniques.'’® Pedagogy (PED a go gee) is the term traditionally used for
instructional methodology, and it has most often emphasized educating children
and teenagers through high school. Knowles proposes an adult-oriented approach
to learning that he calls andragogy (AN dra go gee).

Some important differences between pedagogical and andragogical approaches
to learning are:

1. A pedagogical approach emphasizes more one-way, downward communica-
tion, whereas an andragogical approach uses more two-way communication.

2. A pedagogical approach is more likely to focus on rules, subject matter and a
rigid format, whereas an andragogical approach is more likely to be flexible,
open, and developmental.

3. With a pedagogical approach, evaluations are mostly, if not totally, made by
the instructor, whereas with an andragogical approach, evaluations are more
likely to be criterion-based, i.e., based on standards agreed to by all involved
(students, peers, and instructors).'"”

Andragogy is based on four hypotheses concerning differences between
adults and children:

1. Adults are self-directed.

2. Adults have acquired a large amount of knowledge and experience that can be
tapped as a resource for learning.

3. Adults show a greater readiness to learn tasks that are relevant to the roles they
have assumed in life.

4. Adults are motivated fo learn in order to solve problems or address needs, and
they expect to immediately apply what they learn to these problems and needs.'”®

Andragogical instructional techniques are designed with these factors in
mind. These techniques include joint planning, self-diagnosis, formulation of
learning objectives, a collaborative teaching process, and involvement of students
in the evaluation of success.'" Two examples illustrate how this approach has
been applied. First, an andragogical approach was used to teach writing to adults.
The program used fifteen strategies including the following:

e Consider the audience (for instance, conduct a needs assessment)

¢ Remember that adults need to be self-determining
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e Use peer collaboration
e Include assessment to enhance course content
¢ Find clear applications for writing

e Rely on students’ experiences

o Include students in evaluating writing' '’

A second example comes from an article discussing the differences between
“how learners learn” and “how trainers teach.” Shari Caudron spells out a number
of differences between traditional (student) and nontraditional (adult) learners.""’
Caudron suggests that traditional learners are more likely to raise few questions,
focus primarily on grades, want to know “the answer,” and to not expect to imme-
diately apply what they have just learned. In contrast, nontraditional learners are
more likely to raise questions in class, to be more interested in relevance than grades,
to want to connect class materials to real-world experiences, and to immediate pro-
blems. These contrasts may generate some discussion among class members.

Although andragogy has intuitive appeal, there are also some major concerns.
Critics argue that separating the learning process into two stages—child and adult
learning—makes little sense. Rather, they see learning as a continuous process.' '
In addition, other significant problems and weaknesses of the andragogical
approach have been noted. Some of the issues raised include the rigidity of the par-
adigm, the extent to which learners are viewed as either children or adults in their
approach to learning, the approach’s lack of recognition of the differences among
adult learners, and the reluctance of many HRD professionals to criticize the
approach because it presents a socially desirable view of adults as learners.' '

Although Knowles moderated some of his original claims, he continued to
argue that andragogical techniques can be used to teach both adults and more tra-
ditional, school-aged students.''* Indeed, many of the recent trends in elemen-
tary and secondary education (e.g., group learning, writing based on students’
experiences) look remarkably similar to Knowles’ suggestions for adult learning.

What seems necessary at this point is to move beyond andragogy by oftering
amore complex (and more realistic) view of adults as learners.' " As several recent
reviews make clear, a significant amount of progress has been made recently in
understanding adult learning.''® For example, Sharan Merriam and colleagues
present andragogy as but one approach to adult learning among others they pres-
ent as well. In a different vein, John Newstrom and Mark Lengnick-Hall devel-
oped a contingency model that assumes that “adult learners are a heterogeneous
group requiring different approaches to training and development depending on
individual differences across important characteristics.”''” Based on this
approach, trainee differences should be actively considered in designing HRD
programs, leading to programs adapted to fit the characteristics of the participants,
especially concerning the extent to which an active versus a more passive (or “tra-
ditional”) teaching style should be utilized.''® Newstrom and Lengnick-Hall
propose assessing groups on ten dimensions: instrumentality, skepticism, resis-
tance to change, attention span, expectation level, dominant needs, absorption
level, interest in the topic, self-confidence, and locus of control. For example, it
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is suggested that trainees differ in attention span, self-confidence, and locus of
control, but that this is not strictly a function of biological age. This very much
supports our emphasis on individual differences in this chapter.

This contingency approach to adult learning shares some similarities with the
notion of ATIs discussed earlier, but as with andragogy, research has yet to determine
its superiority to other adult learning approaches. As Merriam and colleagues state in
concluding their discussion of various theories of adult learning, the process of theory
building should stimulate inquiry and reflection, all of which may hopefully provide
answers to remaining questions about adult learning.''” Recent efforts linking vari-
ous adult learning orientations to action learning (an applied problem-solving
approach mentioned in Chapter 1) appear to be very promising.

Gerontology. A second approach to the question of whether older adults need to
be trained differently is rooted in gerontology and industrial gerontology. Gerontol-
ogy is the scientific study of old age and aging. Recent research suggests some differ-
ences between older and younger adults in certain learning situations. For example,
several studies have reported that older trainees performed worse on tests of declara-
tive knowledge in computer training, although it is not clear whether these results are
due to ability or motivation."*! Also, in an open learning situation (i.e., self-directed
participation in training activities such as video viewing, computer-based training, or
interactive video), older trainees exhibited lower learning scores (i.e., ratings of learn-
ing by a tutor) than did younger trainees.'*> However, research increasingly chal-
lenges common stereotypes concerning older adults” ability to learn.'* A consistent
finding is that, although older adults can take longer to learn new knowledge and
skills and tend to make more errors during learning, they can and do attain perfor-
mance levels equal to those achieved by younger adults. In addition, individual
expertise can be maintained throughout one’s lifetime.

Five principles can be used for the effective training and development of
older adults:

1. Older workers can and do develop.

2. Supervisors need to realize that they may consciously or unconsciously
exclude older workers from training opportunities because of unwarranted
negative attitudes.

3. For a training program to be effective for older workers, attention must be
paid to motivation, structure, familiarity, organization, and time.

4. The organizational climate must reward entry into training and transfer of

skills back to the job.

- . s . 124
5. Training must be considered within an integrated career perspective.

With respect to motivation, older adults may need more encouragement to
attend training programs because of the negative attitudes others have about their
ability to learn. Because older adults tend to take longer to reach proficiency, suf-
ficient time should be scheduled to allow them to do so. And, because older adults
may have a fear of failure or competition, and may feel alienated in traditional
training settings, active participation in the training program should be encouraged.
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For thoughttul discussions of the progress made in educating older adults, as well as
the challenges still to be faced by the swelling numbers of such individuals, see
reviews by Ronald Manheimer and Seth Fishman.'” A book by James Moseley
and Joan Dessinger provides practical guidance concerning training issues for older
workers (they label them OWLs, for older workers and learners).'*

LEARNING STRATEGIES AND STYLES

Another perspective on the learning process and how to maximize learning
examines what people do when they learn. Learning styles and strategies can be
important in determining learning outcomes. In this section, we briefly relate a
sampling of ideas from the research studies regarding this aspect of learning.

Kolb’s Learning Styles

David Kolb, a leading theorist on experiential learning, argues that the learning pro-
cess is not the same for all people. Because of the complex nature of the learning
process, there are opportunities for individual differences and preferences to emerge.
A learning style represents how individual choices made during the learning process
affect what information is selected and how it is processed. Kolb illustrates the
notion of learning styles by observing how people learn to play pool:

Some people just step up and hit the ball without bothering to look

very carefully at where their shot went unless it went in the pocket.

Others seem to go through a great deal of analysis and measurement but

seem a bit hesitant on the execution. Thus, there seem to be distinctive
: . . 127

styles or strategies for learning and playing the game.

Difterences in learning styles can explain why some individuals are more com-
fortable and successful with some training approaches (e.g., role playing, lectures,
and videotapes) than others. Similarly, learning style differences among trainers can
also contribute to their preferences for certain training approaches over others.

Kolb theorizes that an individual’s learning style is based on that person’s
preferred modes of learning. A mode of learning is the individual’s orientation
toward gathering and processing information during learning. Kolb proposed
four basic modes of experiential learning:

1. Concrete Experience (CE)—an intuitive preference for learning through
direct experience, emphasizing interpersonal relations and feeling as opposed
to thinking. For example, someone using this mode to learn about job poli-
tics would personally use various political tactics in different group situations
to get a sense of how each one feels, while also gauging others’ responses
during each interaction.

2. Abstract Conceptualization (AC)—a preference for learning by thinking
about an issue in theoretical terms. For example, a person using this mode to
learn about job politics analyzes political tactics and their implications, per-
haps consulting or constructing a model that includes abstract representations
of the components of political activities.
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3. Reflective Observation (RO)—a preference to learn by watching and exam-
ining different points of view to achieve an understanding. For example, people
using the RO mode to learn about job politics observe others involved in politi-
cal activities and reflect on what they’ve seen from a variety of perspectives.

4. Active Experimentation (AE)—a preference for learning something by
actually doing it and judging its practical value. For example, someone
using this mode to learn about job politics might experiment with various
political tactics, determining their effectiveness by the amount of influence
they had on other people.

Kolb argues that an individual’s learning style often combines two modes of
learning, such as abstract conceptualization and active experimentation (thinking
and doing). Each learning style emphasizes some learning abilities and deempha-
sizes others. Based on his own work and the work of earlier theorists (including
Lewin, Dewey, and Piaget), Kolb identifies four learning styles:

1. Divergent—a combination of concrete experience and reflective observa-
tion ( feeling and watching), emphasizing imagination, an awareness of values,
and the ability to generate alternative courses of action.

2. Assimilation—a combination of abstract conceptualization and reflective
observation (thinking and watching) that stresses inductive reasoning, the integra-
tion of disparate observations into an explanation, and the creation of theoretical
models.

3. Convergent—a combination of abstract conceptualization and active
experimentation (thinking and doing), with a focus on problem solving, deci-
sion making, and the practical application of ideas.

4. Accommodative—a combination of concrete experience and active
experimentation ( feeling and doing), this style is usually demonstrated by
accomplishment, executing plans, and involvement in new experiences.

Kolb theorizes that learning styles are developed as a result of life experi-
ences, as well as hereditary influences. He notes that although individuals may
have a dominant learning style, they may use other styles in particular situations.
An open debate continues among researchers concerning whether learning styles
are relatively fixed or more fluid, as well as whether or not there are cultural
differences in learning preferences.'*® To help individuals identify their learning
style, Kolb developed a questionnaire called the Learning Style Inventory (LSI).
The LSI, currently marketed by the Hay Group (Hay Group Transforming
Learning), assesses an individual’s orientation toward the four modes of the learn-
ing process (CE, AC, RO, and AE).129 Scores also reflect the individual’s ten-
dencies toward abstractness over concreteness and action over reflection.

Kolb’s theory and the LSI can help HRD professionals, supervisors,
employees, and educators identify and appreciate different approaches to learn-
ing."”" As a result, interventions can be tailored to individual learner prefer-
ences in both traditional HRD programs and especially in those using
computerized instruction. For example, a team at the University of Colorado
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at Colorado Springs developed a computer-based tutoring system that uses
Kolb’s theory to assess an individual’s learning style and adjust its presentation
accordingly.””' Roland Yeo has recently proposed that problem-based learning
in the workplace follows the four modes of learning proposed by Kolb, but in
the following order: reflective observation, abstract conceptualization, active
experimentation, and then concrete experience.'>” This would seem to pro-
vide a useful link between Kolb’s work, and the research and writing on
adult learning (described above).

Learning Strategies

Similar to Kolb’s modes of learning, learning strategies represent the “behavior
and thoughts a learner engages in during learning.”'>> Learning strategies are the
techniques learners use to rehearse, elaborate, organize, and/or comprehend new
material and influence selffmotivation and feelings.'** The use of mnemonic
devices (discussed above to increase the meaningfulness of material) can be seen
as a type of learning strategy.">> Learning strategies can be grouped into various
categories (examples of each are listed in parentheses):

1. Rehearsal strategies (e.g., repeating items in a list; underlining text in an
article; copying notes)

2. Elaboration strategies (c.g., forming a mental image; taking notes, para-
phrasing, or summarizing new material)

3. Organizational strategies (e.g., grouping or ordering information to be
learned; outlining an article; creating a hierarchy of material)

4. Comprehension monitoring strategies (c.g., self-questioning)

5. Affective strategies (e.g., increasing alertness; relaxation; finding ways to
reduce test anxiety)'®

HRD efforts have applied learning strategies in learning-to-learn programs,
which seek to provide learners with skills necessary to learn effectively in any learn-
ing situation.””” Given the dynamic nature of organizations and environments, as
described in Chapter 1, there is now a greater pressure on individuals to learn
throughout their lives. Learning-to-learn programs are aimed at enhancing the
learning process and making individuals more independent. The programs empha-
size selecting those learning strategies needed to cope effectively with the nature of
given material and the demands of a learning situation. Clearly, if employees can
acquire and become skilled in applying a variety of learning strategies, they will
likely benefit more from both formal learning opportunities (such as training pro-
grams) and informal ones (such as a problem-solving meeting).

Perceptual Preferences

Just as individuals have preferences about the types of information they seek out
in learning situations and how they process it, they also have preferences for the
sensory channels they use to acquire information. For example, someone who
asks you for directions may request that you write the directions out, draw a
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map, explain them verbally, or use some combination of the three. (It’s tempting
to enter into the popular debate about whether some people ever stop to ask for
directions—but we probably don’t want to go there, do we?)
Wayne James and Michael Galbraith propose seven primary perceptual
preferences:
1. Print (reading and writing)
. Visual (such as graphs and charts)
. Aural (auditory, i.e., listening)
. Interactive (discussing, asking questions)
. Tactile/manipulative (hands-on approaches, such as touching)

. Kinesthetic/psychomotor (role playing, physical activities)
138
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. Olfactory (association of ideas with smell or taste

Neil Fleming developed the VARK questionnaire, which he describes as a
scale measuring one’s “preference for taking in and putting out information in a
learning context.” This questionnaire is available online, and can be taken in many
different languages (see Exercise 2 at the end of this chapter). The four preferences
measured by this scale are visual (V), aural (A), read/write (R), and kinesthetic (K).
These preferences correspond to items 1, 2, 3, and 6 on the list above from James
and Galbraith. In his research to date, Fleming finds differences between males and
females, with males more likely to have kinesthetic preferences, and women more
likely to have read/write preferences. Differences have emerged between students
(who have a greater preference in general for the kinesthetic) and teachers/profes-
sors (who have a greater preference for reading and writing).'>”

Other research suggests that the majority of adults have a preference for visual
material. Females are more likely than males to assimilate information from all avail-
able sources, whereas males tend to focus on fewer information sources.'*’ Further-
more, similar to Fleming’s findings concerning difterences between students and
teachers, it has been argued that people who grew up watching more television and
movies and playing interactive computer games may have difterent perceptual pre-
ferences than previous generations, and may need to be trained in different ways.'*'

Perceptual preferences imply that trainers should, if possible, tailor their material
and techniques to match trainee preferences. For example, a study of advanced safety
training for truck drivers focused on individuals with aural versus kinesthetic prefer-
ences. Training was provided either by lecture (with visuals) or by a hands-on, simu-
lation approach. Trainees with auditory preferences learned substantially more when
taught via lecture, whereas those with kinesthetic preferences learned substantially
more when taught via the hands-on approach. The reverse was also true, that is,
when preferences and training method were mismatched, training achievement and
trainee attitudes were significantly lower.'** Another implication of the research on
perceptual preferences is that it would be desirable to train learners to increase their
learning efficiencies by taking advantage of multiple perceptual channels.

Recently, educators at different levels have been making use of “concept
maps” to facilitate student learning. In essence, a concept map is a visual
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depiction of key learning points, most often prepared by the student, or by a
group of students.'* While this research has not been explicitly focused on lear-
ners with a preference for visual learning, it seems clear that learners with strong
visual preferences will be particularly likely to benefit from visual teaching aids
such as a concept map.

FURTHER CONTRIBUTIONS FROM INSTRUCTIONAL
AND COGNITIVE PSYCHOLOGY

As we discussed earlier, instructional psychology focuses on identifying instruc-
tional principles and techniques that maximize learning. Progress in this field—in
particular, the four areas that we will now present—should yield applications that
make HRD efforts more effective. We feel it useful to give the reader a sense of
the types of research currently underway.

The ACT*/ACT-R Approach to Learning

Procedural Skills
John Anderson and his colleagues at Carnegie-Mellon University developed

instructional computer programs that have been effective in teaching students
how to perform complex procedural skills, such as solving algebraic equations
and programming using the computer language LISP.'** The underlying theory
is called ACT* theory, which assumes that the learning process is the same regard-
less of the material being learned. ACT* theory focuses on the changes that
occur as a learner proceeds from knowing what to do (declarative knowledge) to
knowing how to do it (procedural knowledge).'*

Progressing from declarative to procedural knowledge is important to successtul
performance. For example, a person who understands the steps involved in making
an effective sales presentation may not actually be able to perform one. It is one thing
to learn what must be done, and another thing to actually accomplish it.

An instructional technique called model tracing is used in developing a
computer-tutoring program. This approach starts with the assumption that
there is an ideal way to solve problems in the content area being learned. This
is identified, along with the types of mistakes that are commonly made. A learn-
ing model is then developed that contains all the correct and incorrect rules for
performing the task, and includes a set of assumptions about how a student’s
knowledge changes after each step in the process.

Through problem solving, trainees learn by doing. The tutoring program
helps learners identify problems and corrects their errors immediately. The
tutor reduces the burden placed on a learner’s memory by displaying the goals
to be reached and helping to fill in some of the details. The tutor in effect guides
the student through the learning process.

The ACT* approach features an intelligent computer-assisted instruction pro-
gram. One example of a company using this approach is the Campbell Soup Com-
pany, which has a computer-based Cooker Maintenance Advisor.'** Campbell’s
food-processing plants use a huge cooker to sterilize processed food. Cooker
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breakdowns are expensive because they disrupt all other operations in the plant.
Because cookers are such complex systems, it is not easy to train engineers and mechan-
ics to install, operate, and maintain them. When the engineer who knew the system
best was nearing retirement, the company developed an intelligent tutoring software
program that captured much of the knowledge he had acquired over forty-four years
on the job.

The Cooker Maintenance Advisor is an interactive system that uses a
question-and-answer format. Engineers and maintenance technicians use the sys-
tem in training and as an aid when on the job. Use of the Cooker Maintenance
Advisor has resulted in both cost and time savings, and employees throughout
the company can benefit from the expert’s advice and experience.

Anderson has outlined another iteration of ACT*, which he referred to as
ACT-R (R for rational). ACT-R contains revisions to the theory that have
come from continued research and technical developments in the simulation
models used to test the theory. Although ACT-R shares many of the same
assumptions and basic predictions of ACT*, some concepts and processes have
been modified to reflect new findings about how declarative knowledge
becomes procedural knowledge, and how humans continue to fine-tune the
procedural knowledge they have gained.'*’

The ACT*/ACT-R approach focuses on the acquisition of procedural skills.
Given that many of the skills used in organizations today are procedural in nature
(e.g., the proper way to use a piece of equipment), this technique holds promise,
especially as computer-assisted HRD training programs develop.

Learning to Regulate One’s Own Behavior

‘What is it that makes experts able to perform more quickly and at higher levels
than novices? Research suggests that experts develop self-regulation and control strat-
egies through experience. These strategies enable them to monitor their perfor-
mance by quickly checking their work, accurately judging how difficult a
problem is, allocating their time, assessing progress, and predicting the results of
their efforts.'*®

The development of expertise is an important goal of HRD, and one way to
reach this goal is to teach trainees these self-regulatory and control skills. For
example, a reading comprehension program was developed based on a technique
called reciprocal teaching, in which students learn strategies they can use to mon-
itor their own performance. By individually applying learning techniques such as
questioning, clarifying, summarizing, and predicting, with the teacher serving as
coach, the group shares responsibility for its own learning.'*’

Although this research has been conducted using schoolchildren, such an
approach should also be effective in organizational training. HRD approaches
such as behavior modeling already use components of this strategy. For example,
when trainees in a behavior modeling session practice the behaviors they are
learning, they often receive feedback and coaching from one another on the
adequacy of their performance and on ways it can be improved." Similar pro-
grams have been developed to improve general problem-solving and thinking
skills as a way to improve learning."
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Expert and Exceptional Performance
Recent research has addressed the topic of expert or exceptional performance.
‘What factors lead to the acquisition and production of human performance at the
highest level? Perhaps the most significant finding is that “counter to the common
belief that expert performance reflects innate abilities and capacities, recent research
in different domains of expertise has shown that expert performance is predomi-
nantly mediated by acquired complex skills and physiological adaptations.”">?
Expert performance is defined as “consistently superior performance on a
specified set of representative tasks for a domain.”'”> Defining expert perfor-
mance in this way captures the idea that experts can reliably display their high
performance levels on demand, which makes its study possible under laboratory
conditions, allowing careful observation and firm conclusions. Expertise in a
wide range of domains has been studied, including chess, medical diagnosis,
auditing, athletic performance, music, typing, bridge, and physics. Literature
reviews have reported the following findings:

o Exceptional abilities and performance are acquired primarily under optimal envi-
ronmental conditions. A superior level of innate ability is not a sufficient (or
even necessary) condition for expert-level performance. For example, 1Q is
only weakly related to performance among experts in chess and music.

¢ Exceptional performance is acquired through deliberate practice, done consis-
tently over a period of a decade or longer. Deliberate practice is “an effortful
activity motivated by the goal of improving performance” and provides the
best opportunity for learning and skill acquisition.'>* Deliberate practice is
often performed under the guidance of a master teacher or coach using
methods and techniques developed over a long period. For example, many
marveled when U.S. cyclist Lance Armstrong won the Tour de France six
consecutive times from 1999-2004, especially because he had been diag-
nosed with cancer in 1996. However, what is less well known is his almost
single-minded commitment to intensive, daily practice. His ascents up
mountains such as Mount Hautacam are attributed to both his conditioning
and his motivation to win.'>>

e To perform deliberate practice daily over a period long enough to attain the
highest levels of performance requires sustaining a very high level of motivation,
especially given that practice in and of itself is not inherently pleasurable.

o Over time, deliberate practice leads to anatomical and physiological adaptations that
contribute to high levels of performance. This is especially true for children
and adolescents, whose bodies are developing at the same time extreme
demands are being made upon them by deliberate practice activities.

¢ Given the demands that deliberate practice places on a person, it is esti-
mated that over the long period that is needed to achieve elite perfor-
mance the maximum amount of practice time that a person can tolerate is four 1-
hour sessions per day, separated by periods of rest. Experts structure their lives to
be able to do this, often sleeping more (in the form of naps) than amateurs
and novices do.

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 3 Learning and HRD 97

o Although it has been widely believed that expert performance is highly
automatized (done without conscious awareness), research has shown that
expert performance is facilitated by planning, reasoning, and anticipation. For exam-
ple, a tennis player prepares to return a serve before the server hits the ball,
moving and anticipating the flight of the ball from the movement of the
server’s arm and toss of the ball.

o Experts are generally expert in a limited performance domain.

e The age at which an individual can attain peak performance levels varies based on the
domain of expertise but most often occurs in the twenties, thirties, or forties.
Difterences in the age at which an individual begins practice and the amount
of time spent weekly in practice produce significant differences in perfor-
mance and total practice time.'>°

It is not realistic to expect performance at the highest human levels from
all employees in all kinds of work (and this would be impossible, given the
definition of exceptional performance among humans). Nevertheless, effec-
tive organizational performance does demand very high levels of performance
in key positions by key members. The study of exceptional performance
offers many insights into how such performance is acquired and can be main-
tained. It can also offer ideas for how higher levels of performance can be
reached.

One implication for HRD has to do with the opportunity to engage in
deliberate practice in the workplace. Although normal working conditions pro-
vide some opportunities for learning and improvement, these opportunities are
not ideal and are unlikely by themselves to lead to high levels of performance.
One explanation for this is that the factors that influence performance in the
workplace (e.g., reliable production at a given level, motivated by external social
and monetary rewards) are significantly different from the factors that encourage
deliberate practice."”” Therefore, provision has to be made for deliberate practice
to occur on a regular basis if exceptional performance is expected to develop and
be maintained. A second implication from this research concerns task analysis and
the development of training methods. For example, studying “expert performers
and their master teachers and coaches offers a nearly untapped reservoir of
knowledge about optimal training and specific training that has been accumu-
lated in many domains for a long time.”"'>®

Gagné’s Theory of Instruction

The Gagné (or Gagné-Briggs) theory of instruction focuses on the kinds of
things people learn and how they learn them.">” The theory argues that different
learning outcomes are learned in different ways; in other words, there is not one
best way to learn everything. The two main components of the theory are a
taxonomy of learning outcomes (what is being learned) and the techniques
needed to teach them. Gagné proposed that human performance could be
divided into five categories, each of which requires a different set of conditions
for maximizing learning, retention, and transfer. The categories are:
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1. Verbal information, or declarative knowledge, involves the ability to state
or declare something, such as a fact or an idea. Reciting the Bill of Rights or
the provisions of the Americans with Disabilities Act are examples of verbal
information.

2. Intellectual skills, sometimes called procedural knowledge, are the rules,
concepts, and procedures that we follow to accomplish tasks. Intellectual
skills may be simple or complex. English grammar is an example of an intel-
lectual skill.

3. Cognitive strategies, or strategic knowledge, are the skills used to con-
trol learning, thinking, and remembering. Cognitive strategies allow us to
determine what procedural knowledge and verbal information we need to
perform a task. For example, an IRS representative uses a cognitive strat-
egy when selecting the auditing approach to take for a particular tax audit.

4. Attitudes are internal states of mind that can influence which of several
behaviors we choose (recall our discussion in Chapter 2). Attitudes are
not learned simply by hearing facts from others. For instance, is it likely
that your attitude toward nuclear power is going to change just because
someone tells you it is good or bad? Something additional, such as rein-
forcement or personal experience regarding the object of the attitude, is
needed for learning to occur. Even so, attitudes are often highly resistant to
change.

5. Motor skills involve using our bodies to manipulate something. Writing,
icing a cake, and balancing a tray of dishes are examples of motor skills.
Motor skills are learned by practicing the movement, and in doing so the
quality of the movement should improve.

According to Gagné, these five categories are important because they differ:
first, as human preferences; second, because the requirements for learning difter
despite the pervasiveness of general conditions like contiguity and reinforcement;
and third, because the effects of learning—the continued learning—appear also
to differ from each other.'®’

Gagné and his colleagues argue that successful performance of any given task
requires learning in one or more of these categories. Research continues con-
cerning which techniques are best suited to teaching each kind of outcome.
Table 3-3 presents a summary of this work. The events listed in the left-hand
column of the table are the nine steps, or instructional events, that should be
used in instructional design. Corresponding entries in the table list the actions
that should be taken to implement each of these steps for each of the five cate-
gories of learning outcomes. Gagné’s theory provides a rich source of ideas for
HRD professionals looking for ways to enhance the effectiveness of their training
programs. It has been cited as a “training classic” that helps “to turn the free-
form art of instruction into something more reliable” (p. 32).'°" Robert Gagné
is one of a small number of individuals to receive the “HRD Scholar Hall of
Fame Award.”'®

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Type of Capability

Instructional Event

1. Gaining attention

2. Informing learner of
objective

3. Stimulating recall of
prerequisites

4. Presenting the
stimulus material

5. Providing learning
guidance

6. Eliciting the
performance

7. Providing feedback

8. Assessing
performance

9. Enhancing retention
and transfer of
information

Verbal Information

Introduce stimulus change; variations in sensory

mode (same for all)

Indicate the kind of verbal
question to be answered

Stimulate recall of context
of organized information

Present information in
propositional form

Provide verbal links to a
larger meaningful context

Ask for information in
learner’'s own words
(paraphrase)

Confirm correctness of
statement of information

Learner restates informa-
tion in paraphrased form

Provide verbal links to
additional areas of
information
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TABLE 3-3 Instruc-
tional Events and

the Conditions of
Learning They Imply for
Five Types of Learned
Capabilities

Intellectual Skill

Provide description and
example of the expected
performance

Stimulate recall of
relevant rules and
concepts
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Present examples of
rules and concepts

Provide verbal cues for
proper combining/
sequencing of rules or
concepts

Ask learner to apply rules
or concepts to new
examples

Confirm correctness of
rule or concept
application

Learner demonstrates
application of rules or
concepts

Provide spaced reviews
including a variety of
examples

Continued
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TABLE 3-3
Instructional Events and

the Conditions of
Learning They Imply for
Five Types of Learned
Capabilities (Continued)
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Cognitive Strategy

Clarify the general nature
of the solution expected

Stimulate recall of task
strategies and associated
intellectual skills

Present novel problems

Provide prompts and
hints to novel solutions

Ask for problem solution

Confirm originality of
problem solution

Learner originates a novel
solution

Provide occasions for a
variety of novel problem
solutions

Foundations of Human Resource Development

ype of Capability

Attitude

Provide example of the
desired choice of action

Stimulate recall of rele-
vant information, skills,
and human model
identification

Present human model,
demonstrating choice of
personal action

Provide for observation of
model’s choice of action,
and of reinforcement re-

ceived by model

Ask learner to indicate
choices of action in real or
simulated situations

Provide direct or vicarious
reinforcement of action
choice

Learner makes desired
choice of personal action
in real or simulated
situation

Provide additional varied
situations for selected
choice of action

Motor Skill

Provide a demonstration
of expected performance

Stimulate recall of sub-
routine and part-skills

Provide external stimuli
for performance, includ-
ing tools or implements

Provide practice with
feedback on performance
achievement

Ask for execution of the
performance

Provide feedback on
degree of accuracy and
timing of performance

Learner executes perfor-
mance of total skill

Learner continues skill
practice

SOURCE: Gagne/Wager. Principles of Instructional Design 4th edition. © 1992 Wadsworth, a part of
Cengage Learning, Inc. Reproduced by permission. www.cengage.com/permissions.



Where Is the Learning in E-Learning?*

Advances in technology are greatly changing the
field of human resource development.'®® Develop-
ments with the Internet, and increased access to
large bandwidth, have made distance learning (or
“e-learning”) available to a much larger audience.
For instance, information searches are much faster
and more powerful today because of Google and
other Internet search engines. Training vendors and
consultants are much more likely to place their pro-
ducts and services on the Web. Whole courses are
now offered on-line, with discussions taking place
via course management systems (such as Desire
to Learn, or D2L). Internet-based collaboration,
often called “"Web 2.0” applications have prolifer-
ated, and are now giving rise to calls for expertise in
“e-learning 2.0.""®* Podcasting has increased as a
way to provide training content to learners via
Apple iPods, MP3 players, or computers.'®® Another
example, open sourcing, as demonstrated by
the online encyclopedia Wikipedia, demonstrates
the use of a “wiki,” that is, “a website that allows
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the creation and editing of any number of interlinked
webpages via a web browser.”"6®

However, with the dizzying growth in the use of
technology within HRD, writers such as Gary Woo-
dill, former Chief Learning Officer for Operitel Corpo-
ration, have questioned how much learning actually
takes place online. Many of the criticisms concern
inadequate attention paid to assessment, design,
implementation, and evaluation issues.’®” In Chap-
ters 4 through 7, we will discuss these technology
issues in more detail, as they relate to each of the
four main phases in the HRD process model pre-
sented in Chapter 1. Be forewarned, there is good,
bad, and “ugly” in the array of technology-based (or
technology-enhanced) HRD offerings. While prog-
ress has been made, there is much yet to learn con-
cerning how to maximize the amount of learning that
occurs via technology.
SOURCE: *This is the title of a white paper written by Gary Woodill.

Accessed on February 2, 2011 at http://www.operitel.com/pdf-eng/
wp_elearning_analysis.pdf

RETURN TO OPENING CASE

Beginning in 2001, Caterpillar, Inc. made a commitment
to becoming a “continuous learning organization.”
Their corporate university (“Cat U”) was established
as part of this commitment. A “Training Dashboard”
was also developed, and this provided managers and
learning professionals with both financial and training
outcome data for all areas of the company. Your

instructor has other information about this organization
and the questions raised in the Opening Case.

SOURCES: Anderson, M. C., & Arvin, C. (2003). Caterpillar Univer-
sity dashboard: Measuring — and maximizing — the business value

of learning. In L. Schmidt (Ed.), Implementing training scorecards.

Alexandria, VA ASTD Press; Glynn, C. E. (2008). Building a learning
infrastructure. T&D, 62(1), 38-43.

SUMMARY

Understanding the learning process and how learning can be maximized are
critical issues in designing and implementing HRD programs. Learning is a rela-
tively permanent change in behavior or cognitions that occurs as a result of one’s
interaction with an environment. Traditional research on the learning process
identifies three principles of learning: contiguity, the law of effect, and practice.
Although these principles enhance our understanding of the learning process,
they are not sufficient for designing programs that maximize learning.
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Trainee characteristics play a significant role in the learning process. Three
trainee characteristics that affect the extent to which trainees learn are trainability,
personality, and attitudes. Trainability is a combination of motivation, ability,
and the work environment. The higher the level of trainability, the more likely
it is that trainees will learn. Several personality traits, such as locus of control and
the trainee’s attitudes, have also been shown to affect learning.

Knowledge of training design issues—in particular, the conditions of
practice—should also be used to maximize learning. These conditions include
active practice, massed versus spaced practice sessions, whole versus part learn-
ing, overlearning, knowledge of results, and task sequencing. In general,
trainee learning is improved by overlearning, feedback, and practice sessions
spaced over time, with sufficient rest periods between them.

The information or skills an employee learns are of little value to the orga-
nization if the employee does not retain or use them back on the job. Retention
of what is learned is influenced by such factors as the meaningfulness of material,
the degree of original learning, and interference. Factors that affect learning
transfer to the work situation include identical elements, general principles, stim-
ulus variability, and support in the work environment.

Obviously, not all trainees are alike. Individual differences among trainees
affect the learning process. First of all, difterent people learn at different rates, a
fact that should be considered in designing training programs. Second, people
with different characteristics (such as intelligence levels or various learning styles)
may learn best using different training approaches. And third, contrary to many
stereotypes, older adults can learn as well as younger adults, but they do learn
differently. Finally, recent research in instructional psychology demonstrates
considerable promise for HRD. Research on the ACT*/ACT-R approach,
self-regulation, expert performance, and Gagné’s theory of instruction suggest
creative ways to design training approaches that maximize learning. As we said
at the start of this chapter, learning is a vital aspect of all HRD efforts.

Technological developments are transforming the manner in which training
and other HRD interventions are conducted. While a positive aspect of this is
that it can shift more of the control of learning onto the learner, design issues
greatly affect the amount of learning that can and does occur via technology-
enabled (and technology-enhanced) programs. Technology issues will be
addressed in more detail in future chapters.

Now that you’ve read this chapter, have any of your answers to the true or
false questions we posed on page 67 changed? Dare we ask if learning has taken
place? For our answers to these questions, visit the website for this book (www.
academic.cengage.com/management/werner).

KEY TERMS AND CONCEPTS

active practice cognitive architecture
andragogy cognitive resource allocation theory

association component task achievement
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contiguity
continuous-learning work
environment

declarative knowledge
degree of original learning
deliberate practice
expert performance
gerontology

identical elements
instructional psychology
interference

law of effect

learning

learning curves

learning strategy
learning style

meaningfulness of material
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mental practice

mode of learning
opportunity to perform
overlearning
pedagogy

personality

physical fidelity
practice

procedural knowledge
psychological fidelity
task analysis

task sequencing
trainability

training design
transfer of training

transfer of training climate
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QUESTIONS FOR DISCUSSION

1. Compare and contrast the pedagogical and andragogical approaches to
instruction. Suppose the president of a local hospital asks you to design a
program to increase employee awareness of sexual harassment and train parti-
cipants in ways to deal with harassment complaints. Which principles (from
either approach) do you feel might be useful? Support your choices.

2. Explain the role that trainability plays in the effectiveness of an HRD
program or intervention. Briefly describe the options available to assess
the trainability of employees.

3. Robert Gagné and others have argued that traditional principles of learning (such
as contiguity and association) are not sufficient for designing effective training
programs. State the reasoning behind this argument. What does research in
instructional psychology and cognitive psychology offer as a resolution to these
problems? Do you agree with this solution? Support your answer.

4. Few HRD professionals would disagree that practice plays an important role in
learning and retention. Using your knowledge of the conditions of practice, what
sort of practice do you think would be most eftective for training mechanics in a
new installation procedure for automobile air-conditioners? How about for
training new supervisors to comply with the U.S. Americans with Disabilities Act?

5. Identify and discuss the factors that can aftect whether training transfers back
to the job. Which two factors do you feel are the most important to ensure
transfer? Support your choices.

6. A common stereotype about older workers is that they find learning difficult.
Does research from the field of gerontology support or disprove this stereotype?
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Explain. What two findings or recommendations do you feel supervisors should
follow to ensure effective training experiences for older workers?

7. Research by David Kolb and others suggests that individuals have different
learning styles. How would a manager who has a convergent learning style and
a manager who has a divergent learning style differ in their approach to learn-
ing? Suppose you are going to conduct training sessions designed to teach
managers how to give feedback to subordinates. These two managers are
scheduled to participate. What might you do (if anything), to handle their style
differences to ensure that both of them learn the material you present?

8. Learning strategies are used by learners to rehearse, organize, elaborate, and
comprehend new material. From the learning strategies discussed in this
chapter, select two that you have used. For each one, identify how you
applied it and how it helped you learn more effectively.

9. Supervisors and coworkers are often asked to serve as trainers. Although they
may be experts on the material they are teaching others, many times they are
novices when it comes to understanding how others learn. Based on the
material presented in this chapter, what three things do you think supervisors
and coworkers who train others should know about learning? Describe each
one and explain why you feel it is important.

EXERCISE 1: LEARNING STYLES

Review the material on learning styles presented earlier (from David Kolb). In your
opinion, which of the four learning styles best describes you? Have a friend or some-
one close to you look over this material and see what learning style they think you
have (hopetully, there is agreement between the two of you). Finally, discuss your
individual learning styles with a small group of students (e.g., from your class). What
sorts of implications are there for group work when group members have different
learning styles? How might this carry over to the workplace?

EXERCISE 2: VARK QUESTIONNAIRE

You are encouraged to take the VARK questionnaire concerning preferences for
taking in information. The English version of the questionnaire is available at
http://www.vark-learn.com/english/page.asp?p=questionnaire.

As an additional assignment (if requested by your instructor), work with others in
your class on a “mini training design project.” Specifically, take the four preferences
emphasized in the VARK questionnaire (visual, aural, reading/writing, and kines-
thetic) and make specific recommendations for how training can be designed to max-
imize learning for individuals with each of these different preferences. For example,
what type of learning experiences would best serve a visual learner? An aural learner
(one who learns best by listening)? Someone who learns best by reading and writing?
Someone who learns best by doing, that is, by physical activity? What are the implica-
tions of your recommendations for effective training program design?
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ASSESSING HRD NEEDS

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

Discuss the purpose and advantages of conducting a needs assessment

2. State the purpose of conducting a strategic/organizational analysis, and describe
the four issues it is intended to address

3. Discuss the five steps that can be used to conduct a task analysis
4. Conduct a task analysis for a job of your choosing

5. Explain the importance of identifying individual performance deficiencies and
developmental needs in planning and developing training and HRD programs

6. Discuss the pros and cons of using multiple sources to collect data for person
analysis

7. Explain the importance of prioritizing training and HRD needs

106
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OPENING CASE )

HRD programs can be key components when an
organization seeks to revitalize itself and change
its organizational culture. For instance, Cathay
Pacific Airways is an international airline based in
Hong Kong that serves 141 destinations on six con-
tinents. In 2009, Cathay Pacific carried over 25 mil-
lion passengers, and also maintained a large and
growing cargo operation. Worldwide, over 27,000
people work for the airline. A survey in the 1990s
revealed that travelers felt that Cathay Pacific ser-
vice was good, but not as warm and friendly as
customers desired. Some even described the ser-
vice as “robotic.” This led to a reexamination of
how the company recruited, trained, and managed
its employees.

devised and followed careful lesson plans. This was
intended to provide a set standard of service on all
flights. However, to increase customer retention,
especially among business travelers, Cathay Pacific
decided that something more was needed.

Questions: Assume you are a training manager at this
airline. First, what are your thoughts concerning how
you would conduct a needs assessment for the airline?
What methods would you use to design training that
emphasized exceptional customer service? Second,
what type(s) of training would you recommend for flight
attendants, if the new goal was to provide exceptional
customer service? Finally, how might the training pro-
grams themselves have to change in order to promote

One major change that Cathay Pacific made was
in its in-flight training department. In the past, trainers

innovation and collaboration among flight attendants, as
well as from the trainers?

INTRODUCTION

How would you rate the following statements as reasons for adopting a new
management development program?

e “Look at all the big companies that are using this program. It’s got to be
right for us.”

e “We're going to get Professor Z to do our program. Everybody’s talking
about how great she is.”

e “We asked managers to list the topics they wanted in the program. About a
third responded, and we’ve included everything they suggested.”

e “Purchasing just asked for management training in two weeks. Here’s a firm
that will do it.”

e “A consulting firm tells us they’ve been successfully running this program for
years.”

o “A consulting firm tells us that, if we spend a lot of time and money, they
will tailor their program to our environment.”

Hopefully, you are looking at this list with some suspicion. Stated another way,
can you see anything wrong with starting a new training program for any of the
reasons just listed? The scary thing (to us, at least) is that these types of sentiments
were expressed by HRD professionals (many years ago, thankfully).! Scarier still is
how easy it is for managers and HRD professionals to engage in such behaviors
today, that is, using a training program because of a follow-the-leader mindset, or
because of “star gazing,” or with a “burger-and-fiies-to-go” mentality.” As speaker
John G. Miller states, “Do not buy fads. ‘Everyone is doing it!” and “This author’s
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book is hot right now!” are not reasons to buy a training program. Resist the
temptation.” Engaging in training or any other form of HRD intervention for
any of these reasons is most unlikely to lead to improved individual, team, or organi-
zational performance.

Ultimately, the goal of HRD is to improve an organization’s effectiveness by:

1. Solving current problems (like an increase in customer complaints)
2. Preventing anticipated problems (such as a shortage of skilled technicians)

3. Including as participants those individuals and units that can benefit most

In short, HRD is effective if it successfully addresses some organizational
need (as illustrated by Cathay Pacific’s experience described in the opening
case). How are those needs identified? The answer is through conducting needs
assessments.

As discussed in Chapter 1, HRD interventions should be designed and con-
ducted using a four-phase approach: needs assessment, design, implementation,
and evaluation (see Figure 4-1). The framework laid out in Figure 4-1 is often
described as the instructional systems design (ISD) approach.* The purpose of this
chapter is to discuss the first phase of this approach, namely needs assessment, and
how various assessment efforts are used to then design, implement, and evaluate

FIGURE 4-1 Training and HRD Process Model

Assessment Design Implementation Evaluation
Assess needs
Prioritize Define Select
needs objectives evaluation
\ criteria
Develop ¢
lesson plan Determine
evaluation
; design
Develop/acquire g
materials ¢
Deliver the gsgi:fiton
Select > HRD program of program
trainer/leader or intervention P S )
or intervention

Select methods ¢

and techniques Interpret
results

Schedule the
program/intervention

_/
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HRD programs and activities. It is vital that each phase be connected to, and
integrated with, each of the other phases.”

Definition and Purposes of Needs Assessment

Needs assessment (or needs analysis) is a process by which an organization’s HRD
needs are identified and articulated. It is the starting point of the HRD and train-
ing process. A needs assessment can identify:

¢ An organization’s goals and its effectiveness in reaching these goals

¢ Discrepancies or gaps between employees’ skills and the skills required for
effective current job performance

e Discrepancies (gaps) between current skills and the skills needed to perform
the job successfully in the future

¢ The conditions under which the HRD activity will occur

With this information, HRD professionals learn where and what kinds of
programs or interventions are needed, who needs to be included in them, and
whether there are currently any roadblocks to their effectiveness. Criteria can
then be established to guide the evaluation process. It is obvious, then, that
needs analysis is critical for an effective HRD eftort.

However, despite its importance, many organizations do not perform a needs
assessment as frequently or as thoroughly as they might. If anything, the competi-
tive pressures currently facing organizations have made it more difficult than ever
to carry out a needs assessment.® Sometimes, even the very act of seeking to con-
duct a needs assessment can stir up destructive conflict among team members.”
Needs assessments are not conducted for a number of reasons, such as:

1. A needs assessment can be a difficult, time-consuming process. A
complete needs analysis involves measuring a variety of factors at multiple
levels of the organization.

2. Action is valued over research. Managers often decide to use their lim-
ited resources to develop, acquire, and deliver HRD programs rather than to
do something they see as a preliminary activity.

3. Incorrect assumptions are made that a needs assessment is unnecessary
because available information already specifies what an organization’s
needs are. As indicated earlier, factors such as fads, demands from senior
managers, and the temptation to copy the HRD programs of widely
admired organizations or competitors often lead to such conclusions.

4. There is a lack of support for needs assessment. This can be caused by a
lack of bottom-line justification or by the HRD professional’s inability to sell
needs assessment to management. Documenting the assessment and its bene-
fits, and using analogies from respected fields (e.g., medical diagnosis, engi-
neering scoping), are two ways to build support for doing needs assessment.”

These factors should be considered when promoting needs assessment.
Although it is possible to improve the organization’s effectiveness without accurate
needs assessment information, the results are by no means guaranteed. If the limited
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resources available are spent on programs that don’t solve the organization’s pro-
blems (or help it take advantage of opportunities), the effort is a failure and the
resources are wasted. Plus, the original problems still demand solutions.

Before discussing different approaches to needs analysis, it is useful to exam-
ine what is meant by the term “need.”

What Is a Training or HRD Need?

In this context, the concept of need typically refers to a discrepancy or gap
between what an organization expects to happen and what actually occurs.”
For example, a discrepancy exists if a shipping supervisor has been charged to
maintain an average turnaround time of twenty-four hours for shipping customer
orders, and it is actually taking his or her department an average of thirty-six
hours. A similar inconsistency is demonstrated when a police officer is expected
to use minimum force to apprehend suspects, but the department receives docu-
mented complaints that the officer has used excessive force with suspects. These
discrepancies may become the foundation of a training or HRD need.

Identified needs in this sense focus on correcting substandard performance. In
some cases, an HRD intervention such as coaching or skills training may be nec-
essary to correct the discrepancy. However, sometimes another HRM strategy
(such as improving compensation or changing staffing practices), or another man-
agement action (like replacing machinery or negotiating new work rules with the
union), may be more appropriate solutions. It is important to stress that not every
need identified can or should be addressed by training or even by other, broader
HRD efforts such as team building or organizational development.'’

Robert Brinkerhoff argues that focusing only on performance deficiency in
needs analysis is too restrictive and proposes other ways of looking at training
needs.'" These include diagnostic and analytic needs. Diagnostic needs focus on
the factors that lead to eftective performance and prevent performance problems,
rather than emphasizing existing problems. Diagnostic needs are identified by
studying the different factors that may impact performance. The goal is to deter-
mine how effective performance is obtained. For example, Lisa Harrison and
colleagues report on a training needs assessment survey conducted for public
health workers in North Carolina.'> The purpose was to identify core compe-
tencies that could be used to train public health workers in advance for emer-
gency preparedness. Analytic needs, on the other hand, identify new or better
ways to perform tasks. These needs are generally discovered by intuition, insight,
or expert consideration. We would add another type of need, namely compli-
ance. Compliance needs are those needs mandated by law. They most often
involve mandated training programs, such as safety training, food handling, or
compliance with healthcare regulations. It is important to recognize that some
HRD interventions are driven primarily by legal mandate, because this can affect
how the intervention is perceived, as well as how it is conducted.'

This discussion of needs is meant to reinforce the notion that HRD should
be proactive and future oriented. Addressing needs from an analytic or diagnostic
perspective is proactive in its emphasis on preventing problems and enhancing
performance and productivity, a notion that is consistent with continuous
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improvement, like the recent focus on total quality management and learning
organizations. This focus contrasts with a reactive approach in which performance
discrepancies only (or compliance needs alone) are the basis for training and
HRD. Clearly, organizations are better served if HRD eftorts consider different
types of needs, focusing on ways to maintain effective performance and make it
even better, as well as fixing what is done poorly.'*

Roger Kaufman provides some valuable advice concerning why HRD
professionals should bother with needs assessment. He frames it in terms of poten-
tially hazardous shortcuts and why they should be avoided.'® For example, focus-
ing only on individual performance issues may mean that group and organizational
issues are not thoroughly reviewed. Sending out questionnaires to ask people what
their training needs are can be valuable; however, if not done correctly, responses
may have nothing to do with important organizational outcomes. Kaufman is also
critical of needs assessment efforts that focus only on “soft data” (employee opi-
nions), as well as efforts that focus exclusively on “hard data” (what can be easily
measured). A critical concern of Kaufman’s (and others, such as Dana Gaines
Robinson and James Robinson) is that HRD professionals must always maintain
a focus on organizational performance.'® Indeed, a recent study of the transporta-
tion industry in New Zealand found a sizable correlation (r = .43) between per-
ceived comprehensiveness of the training needs assessment and perceived
organizational effectiveness (relative to other firms in the industry), exactly as one
might wish to find."” Unfortunately, it continues to be the case that needs assess-
ment is often not done as frequently, or as thoroughly, as one might hope to see.'®
For example, a survey of diversity training programs found a general lack of front-
end needs assessment.'” In contrast, Loriann Roberson, Carol Kulik, and Molly
Pepper provide an excellent example of how needs assessment can enhance the
effectiveness of a diversity training program.”’ Molly Dahm and colleagues have
created an organizational diversity needs analysis instrument that can be used for
such purposes.”’

Levels of Needs Analysis

All assessment and evaluation efforts should begin with a clear assessment strat-
egy, l.e., what is the organization seeking to accomplish with their assessment
efforts, and how is this assessment linked to both strategic and human resource
planning efforts?®> Once an overarching assessment strategy has been created, the
organization then must do the “heavy lifting” of addressing the various levels
where organizational needs can occur. Needs can exist on any of at least three
levels, considering the organization, the job/task, and the individual. To ensure
an effective HRD effort, needs must be measured on each level. Three types of
assessments must be conducted: an organizational analysis, a task analysis, and a
person analysis.>> Each level of assessment measures different aspects of the orga-
nization (see Table 4-1). Strategic/organizational analysis suggests where in the
organization training is needed and under what conditions it will occur. Task
analysis explains what must be done to perform a job or complete a process
successfully. Person analysis reveals who needs to be trained and what kind of
training they need.
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Levels of Needs (VY What Is Measured

Assessment Strategic/ Where is training needed and in what conditions will the
Organizational training be conducted?
Task What must be done to perform the job effectively?
Person Who should be trained? What kind of training do they need?

STRATEGIC/ORGANIZATIONAL ANALYSIS

Needs assessment at the organization level is usually conducted by performing an
organizational analysis. Organizational analysis is a process used to better under-
stand the characteristics of an organization to determine where training and
HRD efforts are needed and the conditions under which they should be con-
ducted. Kavita Gupta and colleagues refer to this type of analysis as a strategic
analysis.”* For example, Scott Paper purchased a food service operation that suf-
fered from low employee morale. An extensive needs assessment process resulted
in the food service division implementing a succession planning and manage-
ment development program. Within four years, product defects dropped dra-
matically, on-time delivery rates increased to 98 percent, and plant capacity
increased by 35 percent. The point to stress here is that the organizational anal-
ysis they conducted (as part of the overall needs assessment) provided the impe-
tus for a successftul HRD effort, as well as the content for the actual
development program.”

Components of a Strategic/Organizational

Needs Analysis

This type of analysis requires a broad or whole-system view of an organization
and what it is trying to accomplish. The organizational characteristics studied
may include goals and objectives, reward systems, planning systems, delegation
and control systems, and communication systems. According to Irwin Goldstein,
an organizational analysis should identify:

1. Organizational goals

2. Organizational resources

3. Organizational climate

4. Environmental constraints>®

Each of these factors provides important information for planning and devel-
oping HRD programs and is described further in the following sections.

Organizational Goals. Understanding an organization’s goals and strategies
provides a starting point in identifying the effectiveness of the organization.
Areas where an organization meets its goals probably don’t require training
efforts, but should be monitored to ensure that opportunities for improvement

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 4 Assessing HRD Needs 113

and potential problems are identified early. Effective areas can be used as models,
and as a source of ideas for how things can be done more effectively in other
areas. Areas where goals are not being met should be examined further and tar-
geted for HRD or other appropriate HR or management efforts.

Organizational Resources and Core Competencies. An awareness of an
organization’s resources and competitive strengths or “core competencies” is
particularly useful in establishing HRD needs.>” Obviously, the amount of
money available is an important determinant of HRD efforts. In addition,
knowledge of resources, such as facilities, materials on hand, and the expertise
within the organization, also influences how HRD is conducted. Resource
availability can dictate some of the options worth considering when designing
and implementing HRD programs and can influence the priorities given to
HRD needs. For example, if there are no classroom or conference room facili-
ties within an organization, the scheduling and location of an HRD program
that requires such facilities can become very difficult and expensive. In this
case, it may be necessary to use an off-site location, such as a conference center
or hotel, or to schedule the program in the company cafeteria after working
hours. Perhaps more importantly, if core human resource competencies are
lacking, this will greatly influence the types of decisions and actions made by
executives (including HRD executives).””

Organizational Culture and Climate. The culture and climate within an
organization is an important factor influencing the success of any HRD interven-
tion.” If the climate is not conducive to HRD, designing and implementing a
program will be difficult. For example, if managers and employees do not trust
one another, employees may not participate fully and freely in a training pro-
gram. Similarly, if problems exist between senior and middle management, as
has happened in many organizations during restructuring, middle managers may
resist or not fully cooperate in a training effort, seriously reducing training effec-
tiveness. As discussed in Chapter 3, research shows that an organization’s transfer
of training climate affects whether employees use the skills they acquire in HRD
programs back on the job.”

Environmental Constraints. Environmental constraints include legal, social,
political, and economic issues faced by an organization. Constraints often fall
within the threat area of an organizational SWOT (strengths, weaknesses, oppor-
tunities, and threats) analysis.”’ Demand for certain types of HRD programs can
be affected by these constraints. For example, in 1998, the Supreme Court
decided two significant cases concerning sexual harassment.”>> Unfortunately, in
both cases, supervisory training concerning sexual harassment was inadequate or
nonexistent.”> In fiscal year 2010, the U.S. Equal Employment Opportunity
Commission received over 11,700 complaints of sexual harassment and won
monetary awards in excess of $48 million dollars for cases resolved.”* We discuss
sexual harassment further in the final chapter and highlight other legal issues in
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relevant chapters throughout the book. Suffice it to say that legal issues play an
important role in HRD.>

Knowledge of legal issues can ensure that an HRD effort is in compliance and
will not itself be a source of problems. For example, equal employment opportu-
nity goals should be considered when determining how people will be assigned to
a training program, especially if the program is a prerequisite for entry into a par-
ticular job. Similarly, economic issues, such as increased competition, can also have
an impact on HRD programs. If an organization decides to reduce staff as part of a
cost-cutting program, training may be necessary to ensure that employees who
remain will be able to perform the tasks performed by the laid-oft workers.

Advantages of Conducting a Strategic/

Organizational Analysis
As discussed earlier, an organizational analysis reveals where HRD is needed and
the organizational and environmental conditions that may affect the HRD effort.
Knowledge of these issues ensures that all HRD programs are tied to the organiza-
tion’s strategy and mission, which is crucial to its success. Communicating the link
between HRD activities and the organization’s strategic plan to operating managers
and employees makes the importance of HRD programs clear. This may also gen-
erate support for HRD efforts and increase the motivation of those being trained.>
One way to establish this connection is to link organizational analysis with
the strategic planning process, especially because much of the same information is
obtained in both procedures. The strategic plan can be a valuable source of infor-
mation for organizational analysis, whereas HRD efforts can become a major
component of carrying out the strategic plan. For example, if an insurance com-
pany decides as part of its strategic plan to expand the services it offers to clients
(e.g., pension management), it is likely that the current employees will require
training in the new service area to ensure successful implementation of the plan.
Carnevale, Gainer, and Villet provide a list of questions that can be used to assess
strategic and human resource management issues.”>” A sampling of the strategic
issues to be addressed include looking at the industry, competitors, technology,
regulations, and management philosophy. Some HR issues to address include:

1. Strengths and weaknesses of the present workforce

2. Potential changes to HR policies needed to match new organizational strategies
3. Training and HRD implications connected to changes in organizational strategy
4

. Appropriate training and HRD delivery mechanisms to match organizational
strategy

5. HRD evaluation efforts to demonstrate the contribution of HRD to the
strategic management of the organization.

Methods of Strategic/Organizational Analysis

Strategic/organizational analysis methods depend on the particular organization. A list
of data sources is available for determining training and HRD needs (see Table 4-2).%®
The list includes the following: human resource inventories (formerly known as
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TABLE 4-2 Sources of Data for Organizational Needs Analysis

Data Source Recommended HRD/Training Need Implications

1. Organizational Goals and Where HRD or training emphasis can and should be placed; these provide
Objectives normative standards of both direction and expected impact, which can
highlight deviations from objectives and performance problems

2. Human Resource (Manpower)  Where HRD/training is needed to fill gaps caused by retirement, turnover,
Inventory age, etc.; this provides an important demographic database regarding
possible scope of training needs

3. Skills Inventory Number of employees in each skill group, knowledge and skill levels, training
time per job, etc.; this provides an estimate of the magnitude of the specific
needs for HRD/training; useful in cost-benefit analysis of HRD projects

4. Organizational Climate Indexes These “quality of working life” indicators at the organization level may help

Labor-Management data— focus on problems that have HRD/training components; all of these items
strikes, lockouts, etc. related to either work participation or productivity are useful both in discrepancy
Grievances analysis and in helping management set a value on the behaviors it wishes
Turnover improved once HRD or training has been established as relevant solutions
Absenteeism

Suggestions

Productivity

Accidents

Short-term sickness
Observation of employee

behavior
Attitude surveys Good for locating discrepancies between organizational expectations and
perceived results
Customer complaints Valuable feedback; look especially for patterns and repeat complaints

5. Analysis of Efficiency Indexes  Cost accounting concepts may represent ratio between actual performance
Costs of labor and desired or standard performance
Costs of materials
Quality of product
Equipment utilization Costs of
distribution Waste
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Downtime
Late deliveries
Repairs

6. Changes in System or New or changed equipment may present HRD or training problems
Subsystem

7. Management Requests or One of the most common techniques of HRD/training needs determination
Management Interrogation

8. Exit Interviews Often information not otherwise available can be obtained in these;

problem areas and supervisory training needs especially

9. MBO or Work Planning and Provides performance review, potential review, and long-term business

Review Systems objectives; provides actual performance data on a recurring basis so that

baseline measurements may be known and subsequent improvement or
deterioration of performance can be identified and analyzed

SOURCE: Academy of Management Review by Moore, M. L., Dutton, P Copyright 2005 by ACAD OF MGMT. Reproduced with permission of
ACAD OF MGMT in the format Textbook via Copyright Clearance Center.
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manpower inventories), skills inventories, organizational climate measures, and effi-
ciency indexes. Some of these sources, such as efficiency indexes, are continuously
monitored by many organizations as part of the normal control procedures and the
data are readily available. Ferdinand Tesoro and Jack Tootson provide guidance for
using existing organizational measures as the basis for training and performance
improvement efforts.”” Other sources, such as organizational climate, may require
the administration of an employee survey. Such surveys can be designed by the orga-
nization or purchased commercially. For example, the Institute for Social Research at
the University of Michigan developed two instruments—the Survey of Organizations
and the Michigan Organizational Assessment Questionnaire—that are supported by
substantial reliability and validity data.*’ A recent study of managers in an international
telecommunications service provider demonstrates the use of surveys to capture man-
agerial competencies.*'

Goldstein provides a list of questions to ask during an organizational
analysis:

1. Are there any unspecified organizational goals that should be translated into
training objectives or criteria?

2. Are the various levels in the organization committed to the training
objectives?

3. Have the various levels or participating units in the organization been involved
with developing the program, starting with the assessment of the desired end
results of training?

4. Are key individuals in the organization ready to accept the behavior of the
trainees, and also to serve as models of the appropriate behavior?

5. Will trainees be rewarded on the job for the appropriate learned behavior?

6. Is training being used to overcome organizational problems or conflicts that
actually require other types of solutions?

7. Is top management willing to commit the necessary resources to maintain
the organization and workflow while individuals are being trained?*?

As we have suggested, organizational analysis can be a critical component of
an effective HRD effort. Although it would be optimal to conduct complete orga-
nizational analyses on a regular basis, resource and time limitations often make this
difficult. At the very least, HRD managers and professionals should continuously
monitor the organization’s environment, goals, and effectiveness by taking advan-
tage of information already collected by the organization (what Ron Zemke refers
to as sifting through “found data”).*’ This responsibility is increasingly expected of
all managers and supervisors (and many employees), as the environment becomes
increasingly more turbulent and competition more fierce.

The municipal government for Los Angeles County completed a customized
needs assessment process for its human resource managers.** An analysis of exter-
nal and internal challenges (i.e., an organizational analysis) led county leaders to
seck a more active strategic partner role for their human resources professionals.*
Before conducting strategic HRM training, a thorough needs assessment was
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conducted. The emphasis was on the important skills or competencies HR
professionals should possess. Comparisons were then made against the extent to
which HR professionals currently possessed these strategic competencies. Com-
petencies rated as most important included understanding customers and the
organizational environment and possessing high levels of business ethics and
communication skills. Comparing the gaps between what was most important
and what was viewed as the current state of preparedness provided the rationale
for what should be emphasized in training. For example, the ability to see the big
picture in decision making was viewed as very important, yet was rated much
lower in current preparedness. This became one of the imperatives for the stra-
tegic HR training conducted by Los Angeles County. We see this as an good
example of how strategic/organizational analysis can lead to tailored training
and HRD programs that fit the needs of the organization.*® We next discuss
the second level of needs assessment: task analysis.

TASK ANALYSIS

Task analysis (sometimes called operations analysis) is a systematic collection of data
about a specific job or group of jobs used to determine what employees should be
taught to achieve optimal performance.*’ Results of a task analysis typically include
the appropriate standards of performance, how tasks should be performed to meet
these standards, and the knowledge, skills, abilities, and other characteristics
(KSAQ:s) that employees need to possess in order to meet the standards.

Table 4-3 lists a variety of data sources available for a task analysis, including
job descriptions, observing a job, asking questions about a job, and reviewing
literature about a job.*®

Although there is general agreement about the purpose of task analysis, there
are differing views of how it should be accomplished. We combine the approaches
used by others into the following five-step process:

1. Develop an overall job description

2. Identify the task
a. Describe what should be done in the task
b. Describe what is actually done in the task

3. Describe KSAOs needed to perform the job
4. Identify areas that can benefit from training

5. Prioritize areas that can benefit from training49

We expand upon these steps in our subsequent discussion.

The Task Analysis Process

Step 1: Overall Job Description. The first step in the process is developing
an overall description of the job or jobs being analyzed. A job description is a
narrative statement of the major activities involved in performing a job and the
conditions under which these activities are performed. In some organizations, job
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TABLE 4-3
Sources of Data for
Task Needs Analysis

Technique for Obtaining Job Data HRD/Training Need Implications

1. Job Descriptions Outlines the job in terms of typical duties
and responsibilities but is not meant to
be all-inclusive; helps define perfor-

mance discrepancies

2. Job Specifications or Task Analysis Lists specified tasks required for each
job; more specific than job descriptions;
specifications may extend to judgments
of knowledge, skills, and other attributes
required of job incumbents

3. Performance Standards Objectives of the tasks of the job and
standards by which they are judged; this

may include baseline data as well

4. Perform the Job Most effective way of determining
specific tasks but has serious limitations
the higher the level of the job in that
performance requirements typically have
longer gaps between performance and

resulting outcomes
5. Observe Job-Work Sampling

6. Review Literature Concerning

the Job

Research in other industries
Professional journals
Documents

Government sources

Ph.D. and master's theses

. Ask Questions About the Job

Of the job holder
Of the supervisor
Of higher management

. Training Committees or

Conferences

. Analysis of Operating Problems

Downtime reports
Waste

Repairs

Late deliveries
Quality control

Possibly useful in comparison analyses
of job structures but far removed from
both unique aspects of the job structure
within any specific organization and
specific performance requirements

Inputs from several viewpoints can often
reveal training needs or HRD/training
desires

Indications of task interference, environ-
mental factors, etc.

10. Card Sort “How to” statements sorted by training

importance

SOURCE: Academy of Management Review by Moore, M. L., Dutton, P. Copyright 2005 by ACAD OF
MGMT. Reproduced with permission of ACAD OF MGMT in the format Textbook via Copyright
Clearance Center.
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descriptions are readily available and updated regularly so that they accurately
reflect the job as it is performed. If this is the case, the HRD professional should
obtain and review the description. Without up-to-date job descriptions, how-
ever, it may be necessary to conduct a job analysis.

A job analysis is a systematic study of a job to identify its major compo-
nents. The job analysis process (described in detail by Gael, as well as Gate-
wood, Field, and Barrick) generally involves observing a job being performed;
asking job incumbents and supervisors questions about a job, tasks, working
conditions, and KSAOs; examining the outcomes of the job; and reviewing
relevant literature about the job.”” Sometimes, the task portion of the job anal-
ysis is referred to as the job description, whereas the KSAO portion is called
the job specification; however, both task and KSAO portions are generally
included in written job descriptions.

Even if a current job description is already available, it is valuable to
observe a job as it is performed—this provides a sort of reality test that can
give the HRD professional a clearer idea about the tasks and the conditions
employees face.

Step 2: Task Identification. Task identification focuses on the behaviors per-
formed within a job. In task identification, the following information about a job
is determined and clearly described:

o The major tasks within the job
e How each task should be performed (i.e., performance standards)

o The varability of performance (how the tasks are actually performed in
day-to-day operations)

Both performance standards and performance variability are critical to an
effective needs analysis. Although the standards describe what should be done infor-
mation about the variability of performance shows what is done. This allows an
HRD professional to identify discrepancies that should be remedied and what
trainees should be capable of at the conclusion of training. Both are important
in developing training objectives.

Five methods for task identification include:

1. Stimulus-response-feedback
2. Time sampling

3. Critical incident technique
4. Job inventories

5. Job-duty-task method

The stimulus-rvesponse-feedback method breaks down each task into three
components.”' The first component is the stimulus, or cue, that lets an employee
know it is time to perform a particular behavior. The second component is the
response or behavior that the employee is to perform. The third component is

the feedback the employee receives about how well the behavior was performed.
For example, when a buzzer (the stimulus) signals that French fries are done
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cooking, a fast-food worker should respond by lifting the basket of fries out of
the cooking oil and hanging it on a rack to drain (the behavior). Whether the
basket stays in place or falls is the feedback on how well the behavior was per-
formed. As another example, for a teacher involved in giving students career
guidance, the stimulus would be the “need to respond to student’s academic
goals” and the appropriate response would be to “provide a list of career options
to students.”>”

This task identification method results in a list of the cues, behaviors, and
feedback that make up each task involved in a job. It is well suited for jobs
with relatively simple tasks that can be directly observed, whether by a supervi-
sor, the job incumbent, or a trained analyst.>

Time sampling, the second task identification method, involves having a
trained observer watch and note the nature and frequency of an employee’s
activities. By observing at random intervals over a period of time, a clearer pic-
ture of a job is understood and recorded. Recent advances in technology make
this much easier to do than previously.”*

The critical incident technique (CIT) developed by John Flanagan can also
be used for task identification.”® The CIT involves having individuals who are
familiar with a job record incidents of particularly effective and ineffective
behavior that they have seen over a period of time (e.g., one year). This can
be done with individuals or in groups. For each incident, the observer
describes circumstances and specific behaviors involved and suggests reasons
why the behavior is effective or ineffective. The CIT results in an understand-
ing of what is considered both good and poor performance. Rachel Lewis and
colleagues used this approach to develop a list of competencies for healthcare
managers.”® Robert Cardy and T. T. Selvarajan provide an interesting exam-
ple of the use of the critical incident technique to identify unethical work
behaviors, e.g., deception, padding expense accounts, and misusing company
resources.’

A job inventory questionnaire is a fourth approach to task identification.
A questionnaire is developed by asking people familiar with a job to identify all
of its tasks. This list is then given to supervisors and job incumbents to evaluate
each task in terms of its importance and the time spent performing it. This
method allows for input from many people and gives numerical information
about each task that can be used to compute indexes and analyzed with statistics.
Winfred Arthur and colleagues recently developed three task analysis scales that
focus on team-level tasks. All three were found to be reliable and could be used
for team training interventions.’®

Finally, the fifth approach is the job-duty-task method. In this method, the job
is divided into its subparts, providing a comprehensive list that identifies the job
title; each of its duties (and the tasks and subtasks that make up that duty); and,
finally, the knowledge, skills, abilities, or other characteristics (KSAOs) required
to perform each subtask.””

Each of these five methods uses job experts (i.e., incumbents or super-
visors) or trained observers to provide and evaluate job information. To
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obtain a more complete view of a job, it is desirable to use more than one
method. This, of course, depends upon the nature of the job being studied
and the time and resources available. Methods that involve a range of orga-
nization members (supervisors, managers, and employees), such as the CIT
and task inventory, have the advantage of building commitment and account-
ability to the overall HRD effort.” This can help facilitate the progress of an
HRD intervention down the line.

It is vital that all task statements are evaluated in terms of their importance
for job performance, the frequency with which the tasks are performed, and how
difficult it is to become proficient at the tasks.” Armed with this information,
the next step in the task analysis process is to identify the characteristics it takes
to perform the tasks.

Step 3: Identify What It Takes to Do the Job. Successful task perfor-
mance requires that employees possess the KSAOs to perform the task. The
HRD professional must specify the KSAOs because it is these competencies
(reviewed in Table 4-4) that employees must develop or acquire during the
training program.

As noted earlier, a thorough job analysis will contain this information in
the job specification section. If this information is not available or is not cur-
rent, the HRD professional can determine these factors by questioning super-
visors, job incumbents, and other experts and by reviewing relevant literature.
Clear KSAO statements should be written and then evaluated as to their
importance to job performance, learning difficulty, and the opportunity to
acquire them on the job.*

Information on KSAOs required to perform a job is valuable in determin-
ing the focus of an HRD program. Some KSAOs, such as oral and written
communication skills or knowledge of safety procedures, are necessary for
effective performance in many jobs. If this is the case, it may be possible to

TABLE 4-4
Knowledge An understanding of a body of information, usually of a Definitions of
factual or procedural nature, that makes for successful Knowledge, Skill,
performance of a task Ability, and Other
Skill An individual’s level of proficiency or competency in Characteristics
performing a specific task; level of competency is (KSAOS)

usually expressed in numerical terms

Ability A more general, enduring trait or capability an individual
possesses when he or she first begins to perform a
task, e.g., the power to perform a physical or mental
function

Other Characteristics  Includes personality, interests, and attitudes

SOURCE: From Gatewood/Field/Barrick. Human Resource Selection, 7th edition. Copyright 2011
South-Western, a part of Cengage Learning, Inc. Reproduced by permission. www.cengage.com/
permissions.
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develop and conduct an HRD program that can be offered to employees in a
wide range of jobs.

Step 4: Ildentify the Areas That Can Most Benefit from Training or
HRD. 1In this step, the focus is on determining which tasks and capabilities
should be included in HRD programs. Both ratings of tasks as well as rat-
ings of KSAOs should be examined. Task ratings should be studied for
their importance, time spent, and ease of acquisition. KSAO ratings should
be studied for their importance, difficulty of learning, and opportunity to
acquire them on the job. The tasks and KSAOs receiving the highest rat-
ings should be considered the primary candidates for inclusion in HRD
programs.

Care must be taken to balance the concerns raised by these ratings. For
example, a high rating on time spent and ease of learning may indicate that a
particular task should be included in training. However, if that same task is
also rated low in importance to successful job performance, it may not be
worth the time and effort involved in training (or perhaps less expensive
training methods can be used). It is also important to remember that not all
problems are appropriately dealt with through HRD programs. Other HR or
management approaches may be better suited for particular issues and
situations.

Step 5: Prioritize Training Needs. At the end of Step 4, it should be clear
which tasks and KSAOs could benefit from training. These tasks and KSAOs
should be prioritized to determine which ones should be addressed first. Again,
inspection of the ratings provided in Steps 2 and 3 can facilitate the prioritization
process (more will be said about prioritizing training needs at the end of this

chapter).

An Example of a Task Analysis: Texas Instruments

A task analysis performed to develop a train-the-trainer program at Texas Instru-
ments Corporation (TI) provides a good illustration of the ideas included in our
discussion of the task analysis process.®> The training staff at TI needed to deter-
mine training needs and deliver an inexpensive program to quickly train expert
engineers to instruct new engineers. Consultants began the process by meeting
with branch managers, department heads, and employees from five TI branches
to determine the following information:

¢ The mission of the department
e Perceived training needs
¢ Current and previous efforts in staff development

o The roles, responsibilities, and team arrangements within the different
branches
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This organizational analysis identified the significant issues involved, and the
training team then used this information in persuading top managers to commit
to a five-step approach to task analysis:

. List typical tasks
. Survey staff
. Observe the classroom

. Conduct structured interviews

O S S

. Prepare and present a final report

The list of tasks was developed by examining literature on training deliv-
ery, including company technical reports and the American Society for
Training and Development’s Models for Excellence study. TI managers
reviewed the initial list of tasks, added several, and reworded other task
statements. The list was then organized into five areas of responsibility and
given to employees to review and supplement. This step ensured that all the
professionals provided input for defining their jobs from their perspectives,
and it resulted in a 117-item list of tasks trainers typically were expected to
perform.

For the staff survey, all members of the department received a questionnaire
listing tasks and asking them to rate each one according to (1) its importance to
their job and (2) their interest in receiving more training related to it. Each
item was given a mean rating score on importance and interest. The results
were examined to determine whether differences existed for the five branches
(they did not).

Classroom observations of experienced and new TT trainers were conducted to
provide additional information on instructional delivery. Teams of observers
viewed instructors for one hour and met with each instructor to provide feed-
back. Individuals from each branch participated in structured interviews to maintain
consistency between the survey findings and the classroom observations. This
allowed the training team to gather more information about each branch and
to validate the data gathered earlier. The interview results were consistent with
data from the other sources.

The final step was preparation of a final report. This consisted of examining
results and developing an executive summary outlining strengths and recommen-
dations for training in each of the five areas of the task list, along with data for
each data collection method.

The needs analysis was described as a success because it allowed input and
participation at all levels, ensuring cooperation and comprehensiveness.64 As a
result, the training team was able to identify and rank training needs based on
sound information rather than relying on intuition alone.

This example reinforces several important points about task analysis:

1. Input from managers, supervisors, and employees can ensure support for
needs analysis and pave the way for support for training
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2. Multiple methods not only provide unique information but also enable the
analyst to confirm findings and identify and resolve discrepancies

3. The rating of tasks allows for quantitative analysis of which tasks may benefit
from training and which should be addressed

4. Viewing needs from a broad perspective, rather than focusing only on per-
formance deficiencies, results in a better understanding of training needs and
can build support for training programs

A Task Analysis Approach at Boeing

The ASTD Benchmarking Forum recognized Boeing Corporation for its
task analysis approach involving engineers who were being trained to use
computer-aided drafting and computer-aided manufacturing (CAD-CAM)
software.®®> The approach involved assessing expert CAD-CAM users’ think-
ing processes for solving problems, dealing with uncertainty, and minimizing
risks. The analysis was performed using a system called the Knowledge
Analysis and Design Support (KADS), a technique originally designed to
build automated knowledge-based systems (recall our discussion of expert
performance in Chapter 3). Once the expert thinking processes were identi-
fied, the HRD analysts worked with course developers, and together they
were able to define CAD-CAM learning objectives and training course
curricula.

Summary of Task Analysis
Task analysis focuses on the job, rather than on the individual doing the job.
Information from task analysis and organizational analysis gives a clear picture
of the organization and the jobs that are performed within it, and knowledge
of the two provides a sound foundation for planning and developing HRD
efforts. Respected scholar Richard Swanson has written a book entitled
Analysis for Improving Performance.®® In his book, Swanson covers task analysis
similar to the way we have previously discussed it. He also extends his discus-
sion to provide extensive comments about three other forms of analysis: pro-
cedural task analysis, systems task analysis, and knowledge task analysis. With
the many changes in the nature of jobs and organizations taking place today,
we expect that task analysis will have to adapt to meet these demands. We
recommend Swanson’s work to the reader interested in pursuing these ideas
in further detail, as well as recent work by Maricel Medina and colleagues
concerning the automation of task analysis.”” We also urge the interested
reader to consider completing the “Conducting a Task Analysis” exercise at
the end of this chapter.

Two final questions remain: Who needs training? What kind of training do
they need? The answers to these questions can be found in person analysis.
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PERSON ANALYSIS

Person analysis 1s directed at determining the training needs of the individual
employee. The focus is typically on how well each employee is performing key
job tasks, but this process may identify a wide range of both common and
unique HRD needs. Someone who can observe the employee’s performance
on a regular basis is in the best position to conduct a person analysis. Tradition-
ally, person analysis has involved an employee and that employee’s immediate
supervisor. Depending on the nature of an individual’s work, that employee’s
peers, customers, and subordinates may also be in a position to provide informa-
tion that can be used to identify person-level needs. In fact, an evaluation
approach called 360-degree performance appraisal uses as many of these sources
as possible to get a complete picture of an employee’s performance. This
approach will be discussed later in this chapter. Regardless of what source is
used, it is important to consider employee reactions to the assessment of their
skills and training needs.®®

Immediate supervisors play a particularly important role in person analy-
sis. Not only are they in a position to observe employee performance, but it is
also their responsibility to do so. Also, access to HRD programs in many
organizations requires the supervisor’s nomination and support. Many meth-
ods of person assessment require an effective supervisor to implement them
properly.

The sources for person analysis data include performance evaluation,
direct observation, tests, questionnaires, and critical incidents as sources of
information available for person assessment (see Table 4-5).°° Kendra Lee
recommends that diagnostic skills assessments be used before, during, and
after an HRD intervention. This provides metrics to measure employee
behavior change, and can be “the secret tool for creating behavior
change without resistance.”’® In addition, for individuals recently hired
into an organization, the information collected as part of the selection
process can also be used to determine any developmental needs that the
individual has.

Components of Person Analysis

In whatever manner the data for person analysis is collected, an effective person
analysis should consist of two components: summary person analysis and diagnos-
tic person analysis.”' Summary person analysis involves determining the overall
success of individual employee performance. Diagnostic person analysis tries to
discover the reasons for an employee’s performance. Effective performers may
be the source for ideas on how to improve employee performance, whereas
analysis of ineffective performers can identify what interventions (HRD or oth-
erwise) are needed to improve performance. Table 4-6 lists and describes these
two components of person analysis.

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



126 PART 2 Framework for Human Resource Development

TABLE 4-5

Data Sources Available
for Person Needs
Assessment

Technique or Data
Obtained

ng Need Implications

1. Performance Data or
Appraisals as Indicators

Include weaknesses and areas of improvement as
well as strong points; easy to analyze and quantify
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of Problems or
Weaknesses
Productivity

Absenteeism or tardiness

Accidents

Short-term sickness
Grievances

Waste

Late deliveries
Product quality
Downtime

Repairs

Equipment utilization
Customer complaints

for purposes of determining subjects and kinds of
training needed; these data can be used to identify
performance discrepancies

2. Observation Work More subjective technigue but provides both
Sampling employee behavior and results of the behavior

3. Interviews Individual is only one who knows what he (she)
believes he (she) needs to learn; involvement in
need analysis can also motivate employees to
make an effort to learn

4. Questionnaires Same approach as the interview easily tailored to
specific characteristics of the organization; may pro-
duce bias through the necessity of pre-structured
categories

5. Tests Can be tailor-made or standardized; care must be

Job knowledge
Skills
Achievement

. Attitude Surveys

taken so that they measure job-related qualities

Useful in determining morale, motivation, or satis-
faction of each employee

7. Checklists or Training Up-to-date listing of each employee’s skills; indi-
Progress Charts cates future training requirements for each job
8. Rating Scales Care must be taken to ensure relevant, reliable, and
objective employee ratings
9. Critical Incidents Observed actions that are critical to the successful
or unsuccessful performance of the job
10. Diaries Individual employee records details of his (her) job

Continued
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] TABLE 4-5
Uil s @7 e Data Sources Avail-
Obtained HRD/Training Need Implications

able for Person Needs
11. Devised Situations Certain knowledge, skills, and attitudes are dem- Assessment
Role play onstrated in these techniques (Continued)
Case study

Conference leadership
Training sessions
Business games
In-baskets

12. Diagnostic Rating Checklists are factor analyzed to yield diagnostic
ratings

13. Assessment Centers Combination of several of the above techniques
into an intensive assessment program

14. Coaching Similar to interview one-to-one

15. MBO or Work Planning Provides actual performance data on a recurring
and Review Systems basis related to organizational (and individually or

group-negotiated) standards so that baseline mea-
surements may be known and subsequent
improvement or deterioration of performance may
be identified and analyzed; this performance review
and potential review is keyed to larger organization
goals and objectives

SOURCE: Academy of Management Review by Moore M. L., Dutton, P. Copyright 2005 by ACAD OF
MGMT. Reproduced with permission of ACAD OF MGMT in the format Textbook via Copyright
Clearance Center.

Recall from our discussion of needs that current performance deficiencies make
up only one type of need. Therefore, an effective person analysis should identify
future developmental needs as well.
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s P Analvsi TABLE 4-6
ummary Person Analysis Components of the

A global analysis; it is an overall evaluation of an individual employee’s Person Analysis

performance; a classification of an individual as a successful versus unsuccessful Process

performer.

Diagnostic Person Analysis

Determine why results of individual employee’s behavior occur; determine how
individual's knowledge, skills, abilities, and other characteristics (KSAQOs), effort,
and environmental factors combine to yield the summary person analysis;
together, the summary and diagnostic person analyses combine to determine
who is performing successfully/unsuccessfully and why the individual is
performing successfully/unsuccessfully; this is the Person Analysis.

SOURCE: From Herbert, G. R., & Doverspike, D. (1990). “Performance appraisal in the training needs analysis
process: A review and critique.” Public Personnel Management, 19(3), 255. Reprinted by permission.
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Performance Appraisal in the Person Analysis Process
Performance appraisal can be a valuable tool for collecting person analysis data.””
However, because of a frequent tendency to “focus largely on the negatives,” apprai-
sals often do not live up to their potential.”” Although it may be tempting to think
that performance appraisal by itself can be the sole source of person analysis infor-
mation, this view is shortsighted. In reality, using performance appraisal in needs anal-
ysis requires a manager to “have access to a variety of different pieces of information
and make a number of complex decisions.””* A model of performance appraisal in the
person analysis process begins with the following steps (see Figure 4-2):

1. Perform or have access to a complete, accurate performance appraisal

2. Identity discrepancies between the employee’s behavior and/or traits and
those required for effective performance

3. Identify the source of the discrepancies

4. Select the intervention appropriate to resolve the discrepancies’

Two steps in this process bear further comment. First, one should not assume that
performance appraisal information is necessarily complete or accurate. Many perfor-
mance appraisals are flawed by either poor appraisal processes or errors committed dur-
ing the appraisal.”® Examination of an organization’s appraisal process and practices can
help assess the quality of the appraisal. Second, there are a variety of possible sources for
a performance or skill discrepancy. Recalling our discussion of employee behavior in
Chapter 2, the cause could be either within the employee (like motivation or attitudes)
or in the environment (such as a lack of support, outdated equipment, or obstructive
work rules). Therefore, identifying the source of the discrepancies will likely involve
integrating information from organizational analysis, task or job analysis, and any indi-
vidual skill or ability testing completed by the employee.””

FIGURE 4-2 A Model of Performance Appraisal in the Person Analysis Process

Appraise individual o . Determine source of . .
, —> Identify discrepancies —>{ . . —> Select intervention
employee’s performance discrepancies

Compare individual’'s Integrate information from
behavior and traits to organization, job, and
others’ behaviors and traits person analyses

or to an ideal /\

Internal factors External factors

Knowledge, skill, or ability Inadequate equipment,

Motivational deficiency deficiency adverse conditions

SOURCE: From Herbert, G. R., & Doverspike, D. (1990). “Performance appraisal in the training needs analysis
process: A review and critique.” Public Personnel Management, 19(3), 254. Reprinted by permission.
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Unfortunately, conditions for conducting performance appraisal and person
analysis are often less than ideal, with many potential problems, such as:

1. There can be enormous costs and complexity when considered at an
organization-wide level

2. The ability of the manager to make accurate judgments is questionable given
evidence of rating errors and biases in making causal attributions

3. The rating system must include all areas of required performance that can be
identified

4. Intentions to use performance appraisal data for needs analysis must be spec-
ified before the system is developed, operationalized, and implemented

5. Raters must be motivated to make accurate performance ratings

6. The manager or training professional must be able to match deficiencies
identified with specific remedial activities.”®

The discussion so far has assumed that an employee’s superior will be con-
ducting the performance appraisal. This is most often the case, and in fact, a sur-
vey of employee preferences for different rating sources revealed that employees
most preferred to be rated by their supervisor.”” However, employees and super-
visors alike often express intense dissatisfaction with their existing (top-down)
performance appraisal systems.® So, rather than relying strictly on supervisors
to conduct appraisals, peers, subordinates, and customers may also be in a posi-
tion to effectively observe and evaluate an employee’s performance. David Dell,
from the Conference Board, argues that “flattening the organizational structure
and moving toward a cross-functional work environment means that a top-
down performance appraisal is no longer appropriate.”®’

The practice of using multiple sources to gather performance information,
called 360-degree performance appraisal (or performance evaluation), has become
more widespread in organizations.*> Edwards and Ewen reported that a majority
of Fortune 1000 companies use some form of multisource appraisals for develop-
mental feedback (among other purposes).®> This approach encourages feedback
from “key constituencies representing the full circle of relevant viewpoints, sub-
ordinates, peers, supervisors, customers, suppliers who may be internal or exter-
nal to the organization, and self-ratings.”®*

The main advantage of using peer, subordinate, and customer input in per-
formance appraisal is that these individuals observe the employee from different
perspectives, which allows them to add information that other sources cannot.
For instance, coworkers may be in a better position than most supervisors to
evaluate employees on citizenship or teamwork behaviors because they typi-
cally have more day-to-day contact with the employee than does his or her
supervisor.””> At the same time, coworkers’ reviews offer an opportunity to
obtain verification or confirmation of observations made by other sources. Fur-
thermore, involving peers and subordinates in appraising a manager’s perfor-
mance and assessing a manager’s developmental needs has two other potential
benefits: it may make these individuals feel that their input matters, and it may
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create a more supportive work environment in which managers can apply their
new skills and knowledge.®®

Research investigating multisource feedback is not at a point that permits
many definite conclusions.®” It has been suggested that peer and self-ratings will
be more lenient than supervisory ratings, especially if the ratings are performed
for administrative purposes, and there is some evidence to suggest this may be
true.® Researchers are also investigating the possible impact of individual differ-
ences (e.g., race, rater ability, job knowledge) on ratings from various sources, as
well as the extent to which an employee/manager being rated will accept ratings
from nonsupervisory sources.®”

One important question is, to what extent do performance ratings from
various sources agree? Lack of agreement among sources is not necessarily
bad.”” To the extent that the lack of agreement between different sources
represents frue differences observed by those sources (e.g., subordinates observe
and rate behavior that has not been seen by a supervisor), lack of agreement is a
positive thing. However, to the extent that the lack of agreement is due to
rater error and other biases unique to each source, lack of agreement is a sign
of potential problems and poor information. Two meta-analyses offer some
information on the extent of agreement but not directly on underlying causes.
One study analyzed research on the agreement of self-supervisor, self-peer, and
peer-supervisor ratings and found that the average correlation of ratings
between these sources varied.”' Peer-supervisor ratings had the highest amount
of agreement (r = 0.62) whereas correlations between self and peer ratings (r =
0.36) and between self and supervisor ratings (r = 0.35) were lower. A second
study meta-analyzed research on the reliability of supervisory and peer perfor-
mance ratings and found that supervisory ratings had higher inter-rater reliabil-
ity than peer ratings.””

From a needs assessment perspective, one potentially limiting factor of
much of the performance appraisal literature is that it has frequently focused
on ratings done for administrative purposes. However, survey research sug-
gests that employees are much more positive toward peer and upward apprai-
sals when ratings are made for developmental purposes rather than administrative
purposes.”” For example, peers may be reluctant to honestly evaluate each
other’s performance if the ratings will be used to make pay or layoft decisions,
but may be more willing to do so if the ratings are only used for developmen-
tal purposes.

Opverall, multiple source performance appraisal has potential both for needs
assessment and as a tool for enhancing individual performance.”* Clearly, organi-
zations are using it. We believe that HRD practitioners should use multiple
source performance appraisal information as one element of person analysis, but
that they should do so with caution (recall the concerns we raised about perfor-
mance appraisal earlier in this section). It is important to verify any information
gathered and to monitor the research being done on the properties of multi-
source performance data to be sure the quality of the information gained is
high enough to accurately identify HRD needs.
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Developmental Needs

Person analysis data are also used to define developmental needs, which can be
identified during the periodic performance evaluation. The primary use of devel-
opmental data is for maintaining and increasing the knowledge, skills, and abili-
ties of each employee. However, the information can also be important to career
development by preparing the employee for future job responsibilities, which we
will discuss in Chapter 12.

A skills inventory can also help determine a person’s need for training. This
assesses employees’ KSAOs by examining their education, training, experience,
certification, performance reviews, and recommendations. Many organizations
today use a human resource information system (HRIS) to compile this information
for easy retrieval.”” Although this type of information is traditionally used to
assess the readiness of individuals to take on higher levels of responsibility (a pro-
motion), it can also be used for training needs assessment. Some organizations
analyze this information to determine the best strategy for developing their
human resources. For instance, if the organization is contemplating changes that
require new skills, the skills inventory may provide necessary information for
devising new training or other HRD programs.

The Employee As a Source of Needs

Assessment Information

Another source of information for training needs is employees themselves. Two
studies provide some useful information regarding the accuracy of employees’
self-ratings of training needs.”

McEnery and McEnery compared self- and supervisory ratings of training
needs for 200 managers and professionals.”” They found that although self-
ratings were more lenient than supervisory ratings, self-ratings exhibited less
halo error (that is, allowing an overall impression to guide the ratings rather
than evaluating each item separately). They also found that the two sources of
ratings were not significantly related and that self-ratings discriminated among
aspects of performance more than supervisory ratings did. They concluded that
self-ratings of training needs may be a useful, valid part of a needs assessment
process. Ford and Noe found that managerial level, function, and attitude toward
training usefulness all had a small but significant effect on self-ratings of training
needs. They conclude more research is needed to examine this issue.”®

Taken together, these studies suggest that although self-ratings of training
needs may be a useful part of a needs assessment, HRD professionals would be
wise to use multiple sources of needs assessment information to ensure validity.

The “Benchmarks” Specialized Person

Analysis Instrument

One option in collecting person analysis data is to design an instrument that can
be used for a specific population of interest (for instance, clerical workers or
supervisors). This can be especially useful if the organization’s HRD strategy
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targets a category of employees for development. The Center for Creative Lead-
ership has developed Benchmarks, a specialized person analysis instrument used
to identify the development needs of managers.””

Research conducted at the Center for Creative Leadership on how execu-
tives develop, learn, and change over their careers provide the impetus for
Benchmarks.'"’ This research identifies key developmental events, the lessons
learned from these events, and reasons why executives succeed or fail.'"" The
Benchmarks instrument is divided into two sections. Section 1 focuses on the
lessons executives learn from key developmental events and contains sixteen
scales (e.g., resourcefulness, team orientation, and self-awareness). Section 2 is
based on the flaws that lead to an executive’s derailment and contains six scales
(e.g., lack of follow-through, overdependence).'’?

A supervisor evaluates the manager using the Benchmarks instrument,
resulting in a profile of the manager’s strengths and weaknesses that can
be used to plan the manager’s future development. Research on the validity
and psychometric properties of Benchmarks has been encouraging, and
ongoing efforts to refine this instrument should make this a valuable tool
for making management development efforts more systematic.'”> Efforts
like Benchmarks can only improve the effectiveness of HRD by providing
an accurate, meaningful base for making program and participant decisions.

PRIORITIZING HRD NEEDS

Assuming that a needs assessment reveals multiple needs, management and
the HRD staft must prioritize these needs. As in any organizational func-
tion, limited resources are usually available for the HRD effort. Decisions
must be made about what resources—including facilities, equipment, mate-
rials, skilled personnel, travel, and consultant fees—will be used in HRD.
A central question to ask in this process is, what is the potential gain or
return on investment from various options? The projected impact on orga-
nizational performance must always be kept in mind when prioritizing
HRD needs.'"*

Participation in the Prioritization Process

The prioritizing of HRD needs works best when individuals throughout
the organization are involved. Because HRD programs are intended to
serve a specific area or areas of an organization, representatives from those
areas should have input in this decision. Some HRD departments regularly
solicit ideas from employees, and this information can be used to refine and
improve ongoing programs, as well to gauge the demand for future pro-
grams. With this input, there is a greater likelihood that more employees
will perceive the HRD programs as being relevant to the organization and
to themselves. By involving others in critical HRD decisions, there is a
greater likelihood that more people in the organization will support the
total HRD effort.
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The HRD Advisory Committee

One way to continuously reflect the needs of employees and assist in prioritizing
needs is to establish an HRD advisory committee. The role of this committee is
to meet regularly and review needs assessment and evaluation data and offer
advice on the type and content of HRD programs to be offered. The advisory
commiittee should be composed of members from a cross-section of the organi-
zation. This provides different perspectives on HRD needs and can create a
broader level of support from all parts of the organization.'”> The organization
should also recognize those employees who volunteer their time to serve on
advisory and other committees. This includes the recognition that meeting time
may take employees away from their normal job responsibilities.

An example of this comes from a General Motors plant in Lansing, Michi-
gan. A press operation (called the blanker area) was selected for study because
this area was experiencing major changes in technology and was not meeting
company goals for production level or cost. A needs analysis team formed, con-
sisting of three training specialists (one from the United Auto Workers union), a
supervisor, plus two hourly employees. This team identified symptoms and likely
causes of the problems in this area, planned, collected, and analyzed data con-
cerning these issues, and then reported their results back to the leaders and
employees in the area. Nine solutions were ultimately recommended, consisting
of both training solutions (e.g., train all production workers in statistical process
control, or SPC) and nontraining solutions (e.g., color code the dies for each
press). The solution that had the greatest impact was training the workers in
SPC. These courses were already available by in-house trainers, so the cost was
minimal. As stated by the two hourly workers on the team: “The results were
improved quality and a 30 percent reduction in scrap rate. The value was a sav-
ings of $502,825 in the first year. The benefits were the financial savings and
workers” pride of ownership for the improvements.”'’® This is certainly a posi-
tive example of how a number of the things recommended in this chapter were
utilized to rectify a performance problem in a large organization.

THE HRD PROCESS MODEL DEBATE

As we have discussed, a thorough needs assessment establishes the foundation for
an HRD or training program. Next, we turn our attention to how HRD pro-
grams are designed (Chapter 5) and implemented (Chapter 6) and how such
programs can be evaluated to determine their effectiveness (Chapter 7). As
should be clear by now, it is vital that these respective phases be integrated and
coordinated for meaningful learning and change to occur.'®’

Before closing this chapter, we add a cautionary note. This chapter and book are
based on the instructional systems design (or A DImE) model depicted in Figure 4-1.
This model (or some variation of it) has been the dominant model in human
resource development since the 1970s."”® However, this approach has also been
strongly criticized.'” We summarize these criticisms in the boxed insert: “The
Attack on ISD.” This article by Gordon and Zemke generated a very vehement
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reader response, including eleven letters that the editors of Training magazine pub-
lished under the label: “The Counterattack of ISD.”"" There is obviously much to
consider in these criticisms and the counterresponses. There are times when it simply
isn’t feasible to do a full-blown needs assessment as laid out in this chapter. The
Zemke article referenced above provides some helpful guidance here, as does a
follow-up article by Zemke and Allison Rossett.''" Furthermore, Darin Hartley
has written a book entitled Job Analysis at the Speed of Reality that provides a model
of quick but thorough task analysis.''* Juan Sanchez and Edward Levine recommend
the use of competency modeling as a supplement to traditional job analyses.'"
Finally, consultant Jack Asgar offers the following questions to assist trainers in iden-
tifying important issues, even when it may not be possible to conduct all of the
analyses described in this chapter:

e What are the operating problems? (Don’t ask, what is the training need?)

¢ Did human behavior cause or contribute to the operating problem? If yes,
describe the present behavior and the desired performance.

e Could the employees perform correctly if they had to? Have they performed
the task correctly lately?

¢ Is the employees’ manager currently requiring the desired performance from
employees? If not, what assurance do you have that the new behavior will
be reinforced on the job after training has been completed?

e What evidence shows that the present performance is a problem? What
would be some observable signs that the problem has been solved (e.g.,
observing employees using particular skills)?

e What other issues might be contributing to this operating problem?
¢ Based on this analysis, is training needed? If yes, what skills should be learned?

e If training is needed, will managers commit themselves to active involve-
ment in the training process before, during, and after the training?'"*

In a survey of HRD professionals released by ASTD in 2010, over 78 percent of
respondents felt that instructional system design would become more important in
the next five years.""> We close by reminding you of our comments at the start of this
chapter wondering “why bother?” Many things can go wrong when needs assessment
efforts are missing or inadequate. As Jack Bowsher, former director of training for IBM,
wrote in response to the “Attack™ article in Training magazine, “People who want to
throw training together over the weekend are as professional as architects who want to
construct buildings without a blueprint to speed up the project. There are a lot of
unqualified people in every profession who take shortcuts. I would not want my job
to depend on ‘quick and easy’ courses.”''® For another response to the “slow and
clumsy” charge, see the next section on “How technology changes needs assessment.”

How Technology Changes Needs Assessment

A review of over 100 articles on e-learning found two glaring problems pertaining to
needs assessment: 1) the failure to identify a real problem or need for e-learning, and
2) a failure to fully analyze the problem or need, even when it was identified.!"” Not
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The Attack on ISD

Well-known leaders in the HRD field have raised some
serious issues concerning the systems model and
instructional systems design (ISD) approach that has
dominated the field of human resource development
over the past three-plus decades. Four main charges or
complaints are raised concerning the model:

1. The model is too slow and clumsy to meet
today’s training needs.

2. There's no “there” there (hang on, we'll explain
this one).

3. Used as directed, it produces bad results.

4. It clings to the wrong world view.

Concerning the first charge, the argument is
that the whole process of needs assessment takes
too long for a “speed-maddened world.” When
training is called for in ninety days, and HRD profes-
sionals say they need that much time at a minimum
just to do the needs assessment, the potential for
trouble is evident. The biggest problem is argued
to be the bureaucratic systems that sometimes
develop in training departments, which can produce
slow and cumbersome responses to managers’
requests for quick action. Fred Nickols, of the Edu-
cational Testing Service, says, “ISD takes too long, it
costs too much, and by the time you're through, the
opportunity you were trying to exploit through train-
ing has passed you by."”

Second, the ISD model is a “process” model,
meaning that it focuses on the process by which
effective training can take place. As such, it can be
an orderly way to organize instruction to produce
consistent results. The problems come when
emphasis gets placed on whether all the steps in
the process are getting done, versus solving the
problem the training was designed to address. The
ultimate goal of training should be to accomplish
something of value "out there,” that is, in the
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organization. The question should be asked, “How
do you know when you've developed good train-
ing?” Nickols suggests that, if the only thing you
can say is, “It's good training because it was devel-
oped using the following process,” then your prod-
uct probably isn’t worth much.

The third charge against the ISD model is that,
even if it is used as intended, it produces bad (as in
narrow or incomplete) solutions. The primary focus
has been on achieving narrowly worded behavioral
or cognitive objectives. Attitudes and emotions
are often ignored or minimized. Diane Gayeski, of
OmniCom Associates, says that “the executives |
work with are more concerned with developing a cre-
ative and resilient work force than with having employ-
ees memorize and play out some predetermined set
of steps. We inadvertently may be creating ‘disabled’
learners when we spoon-feed them instructions in
an effort to achieve homogeneous outcomes: You
know, ‘Upon completion of course, everyone will
have learned to behave in exactly the same way."”

The last point is that the ISD model works best
when jobs are well defined, and HRD professionals
can spell out exactly what the trainee should know
or do after completion of training. Nickols calls this
“prefigured” work, where the job is clearly laid out.
In contrast, an increasing amount of work is “config-
ured,” meaning that it is not clear ahead of time
what a person is supposed to do. With the ISD
model, a performance gap is typically viewed as
the difference between expected and obtained
results for a well-defined job. According to Nickols,
when work is configured, “you encounter a problem
whenever you have to figure out what to do next.
The core skill becomes problem solving.”

SOURCE: Gordon, J., & Zemke, R. (2000). “The attack on ISD."”
Training, 37(4), 42-53. Copyright © The Lakewood Media Group.
Reproduced by permission.

very encouraging! In the following chapters, we will stress the importance of using
the content from the foundation chapters (1-3) when designing, implementing,
and evaluating any HRD intervention.''® In a study of over 1,000 vendors of
e-learning programs (all listed on the reputable website www.brandon-hall.
com), every vendor highlighted their innovative technology and/or services. But
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only around seven percent of the sites mentioned learning theory, instructional
design, pedagogy, or teaching methods."'” This is really discouraging! With all of
the potential positives than can come from technology-enhanced HRD, or via
programs delivered completely via modern technologies like the Internet or pod-
casting, it is imperative that the HRD principles stressed in Chapters 1-3 not get
“lost in translation.” Further, resistance to change by employees or trainees
(discussed in Chapter 14) also can hinder the implementation of new software
intended to aid in the needs assessment process.' >

On the positive side, there is considerable potential for technology to speed
up the manner in which needs assessments are conducted. Surveys can now be
easily conducted via the Internet (or internally, using an organization’s intranet),
which can greatly accelerate the process of compiling and analyzing the data
gathered. Thus, technology can be used to gather the knowledge, skills, abilities,
or other characteristics (KSAOs) that individuals should have via benchmarking
competitors or other leading organizations. For example, Theresa Murphrey and
Kim Dooley use an online classroom program called Centra” to collect data on
what competencies are needed by individuals who wish to work as e-learning
professionals.'*! Technology can also be used to capture what current employees
already know or can do, that is, their present level of KSAOs. For example,
JoAnn Harris-Bowlsbey and James Sampson, Jr. discuss how career counselors
can assess needs for career guidance services via the Internet.'*” Rudolph Darken
presents a novel use of learning theory (e.g., Bloom and Gagné) to guide in the
task analysis and design of training simulators.'*>

One other area that is likely to have broad implications for HRD in general,
and assessment in particular, is the growing use of mobile or wireless technology.
This includes wireless transmission systems (such as Wi-Fi), mobile products,
such as personal digital assistants (PDAs), smartphones, iPads, or tablet PCs, and
the increasing ability of computer applications to run on such mobile products
(e.g., e-mail, Internet, podcasts).'** Diane Gayeski described a number of such
issues, including the use of a PDA with a digital camera to speed up the needs
analysis process.'”> Christopher Seebregts and colleagues describe the use of
Palm™ Pilots to conduct questionnaires/interviews in rural areas.'*® Such appli-
cations are increasing every year!

RETURN TO OPENING CASE }

In 1996, Cathay Pacific unveiled a new motto and
business philosophy: “Service straight from the
heart.” A retraining of its trainers was emphasized.
In 1999, Cathay Pacific was named the Best Long-
Haul Airline for Business by Condé Nast Traveller’s
magazine, based on surveys taken in the United King-
dom. In that same year, it was also named one of the
ten best international airlines by the U.S.-based
Beyond Borders magazine, despite flying to only
five North American cities at the time (in 2011, it

flew to thirty-two North American cities—including
code sharing arrangements). In 2009, it received the
Best Service Award-Airline from Next Magazine, and
in 2010, it was named Favorite Business Airline by
Condé Nast Traveller's magazine. Your instructor
has additional information on what Cathay Pacific
did with regards to its in-flight training efforts.

SOURCE: About Us (2011). Accessed on February 9, 2011 at:
http://www.cathaypacific.com/cpa/en_INTL/aboutus
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SUMMARY

In this chapter, we focused on the needs assessment phase of the HRD pro-
cess model (note: design, implementation, and evaluation will be emphasized
in the following chapters). Needs assessment should ideally be performed on
three levels: organization, task, and person. The strategic/organizational level
asks the questions: Where in the organization is there a need for training/
HRD? Under what conditions will it be conducted? and How is training/
HRD linked to and supporting team or organizational performance?
Strategic/organizational analysis focuses on the organization’s goals and its
effectiveness in achieving those goals, organizational resources, the climate
for training, and any environmental constraints. The purpose of organiza-
tional analysis is to understand what the organization is trying to accomplish,
where HRD efforts may be needed to enhance effectiveness, and what
potential roadblocks exist.

The task analysis level asks the question, What tasks and KSAOs should be
included in training? This analysis involves five steps: (1) describing the job,
(2) identifying the tasks within the job, (3) identifying the KSAOs needed to
perform the job, (4) identifying areas that can benefit from training, and (5) pri-
oritizing the areas that can benefit from training.

The person analysis level asks these questions: Who needs to be trained? What
for? Individual performance deficiencies and developmental needs can be used to
suggest the content of the training program. This information can also serve to
identify which employees should participate in the HRD programs.

Because of limited HRD resources, it is necessary to prioritize training needs.
This ensures that resources have the greatest impact on organizational goals.
Whenever possible, numerous individuals should be encouraged to participate in
prioritizing needs.

Finally, we discussed how technology can aid in the needs assessment
process, though we also point out how many current e-learning providers
do not seem to make sufficient use of needs assessment tools (and other HRD

principles).

KEY TERMS AND CONCEPTS

360-degree performance appraisal job-duty-task method

analytic needs needs assessment

compliance needs person analysis

critical incident technique (CIT) stimulus-response-feedback method
diagnostic needs strategic/organizational analysis

job analysis task analysis

job description task identification

job inventory questionnaire time sampling

job specification
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QUESTIONS FOR DISCUSSION

1. Why 1s needs assessment information critical to the development and
delivery of an effective HRD program?

2. What is the relationship between organizational needs analysis and strategic
planning? How can tying HRD programs to an organization’s strategic
plan make it easier to justify requests for resources to develop and deliver
HRD programs?

3. Suppose you have been asked to perform a task analysis for the job of
dispatcher in a city police department. Which method(s) of task analysis
do you think would be most appropriate for analyzing this job? Support
your choice(s).

4. Briefly describe the pros and cons of using performance appraisal
information when conducting a person needs analysis. Do you think that HRD
professionals should use performance appraisals to enhance the value of the
information obtained from a person analysis? Support your answer.

5. One important source of person needs assessment information is the
potential trainees’ own opinions about their developmental needs. What are
the advantages and disadvantages of relying on such self-reported informa-
tion as part of a person needs assessment?

6. Why should HRD needs, once identified, be prioritized? What are the
benefits, if any, of obtaining the participation of a variety of organization
members in the prioritization process?

7. Why is needs assessment so often not performed in many organizations?
How could an HRD professional encourage a reluctant manager or
executive to approve the time and resources necessary for a needs
assessment before selecting and implementing an HRD program?

8. What is your response to “The attack on ISD” (presented in the boxed
insert)? If you were an HRD professional seeking to conduct a needs
assessment, how would you respond to each of these issues?

EXERCISE: CONDUCTING A TASK ANALYSIS

Working alone or in groups, select a job that is familiar to you (e.g., secretary,
server, cashier), and conduct a task analysis for this job. Reviewing the materials
in the chapter, which method or methods make the most sense for analyzing this
job? Why? What are the major tasks or responsibilities that you identified for this
job? What knowledge, skill, ability, or other characteristics are needed to per-
form each of these major tasks? If requested to by your instructor, write out
your findings in the form of a job description (including a job specification).
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DESIGNING EFFECTIVE HRD PROGRAMS

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

1. Write training objectives for a specific program or HRD intervention that
contain all three qualities for useful objectives (described by Robert Mager)

2. ldentify several sources outside one’s own organization where HRD programs
could be obtained

3. Compare the relative merits of developing an HRD program in-house versus
purchasing it from an outside source

List the activities involved in employer-designed HRD programs

5. Compare various types of training materials and describe how they are
prepared

6. Point out some of the constraints to scheduling HRD programs and suggest
ways of dealing with them

139
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OPENING CASE )

Rockwell Collins is a manufacturer of electronic con-
trols and communications devices. In 2001, it was
spun off from Rockwell International to become a
publicly traded company. The company is headquar-
tered in Cedar Rapids, lowa, and employs over
20,000 employees worldwide. Approximately 7,000
of these employees work in Cedar Rapids, with
other large operations in California, Florida, Texas,
and Mexico. Rockwell Collins also has subsidiaries
in Europe, Asia, South America, and Africa, as well
as service locations around the world.

Rockwell Collins has long maintained a strong
commitment to employee training and development.
However, until 1998, all Rockwell Collins training
was being conducted via classroom instruction.
Twelve in-house trainers provided much of this train-
ing. One difficulty was that most of the employees
who worked outside of Cedar Rapids had very lim-
ited access to training. In that same year, 28 percent
of those who signed up for training within the

company did not attend that training, citing work
demands in a majority of the cases as the reason
for canceling. In an effort to provide more training
to a greater number of employees, the Learning
and Development group at Rockwell Collins consid-
ered making increased use of outside training ven-
dors, as well as changing the types of methods used
to deliver training.

Questions: If you were manager of learning and devel-
opment at Rockwell Collins, where would you start in
your efforts to improve the availability and effective-
ness of company-sponsored training efforts? What sug-
gestions would you have concerning how training is
designed and provided? Furthermore, what sugges-
tions do you have concerning who should provide the
training (i.e., in-house trainers versus outside vendors)?
Finally, how would you seek to “sell” your recommen-
dations to top management?

INTRODUCTION

Once needs assessment has been done, an HRD professional faces a number of

important questions:

e Is this an issue that can and should be addressed by a training or HRD
intervention?

e If so, how do I translate the results of the needs assessment into a specific
training or HRD intervention?

e If training is necessary, how do we handle the make or buy decision, that is, do
we create the training program in-house, or purchase it from an outside vendor?

e If needed, who will be an effective trainer (or trainers) for this particular
training or development project?

e What is the best way to organize the program or intervention?
¢ How should training methods and materials be selected or prepared?

e What is the most effective use of technology for this training or HRD
intervention?

e Are there particular scheduling issues that should be considered in preparing

for training?

The purpose of this chapter is to discuss the second phase of the HRD pro-
cess: designing training and HRD interventions. Recent discussions of training
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program design issues have addressed such diverse populations as firefighters,
forklift operators, healthcare workers, surgeons, architects and designers, as well
as others working in high-technology jobs.! At this point, an organization fol-
lowing effective HRD practices will have completed Phase I of the training and
HRD process—needs assessment—and will have data that indicate:

1. Where the training or HRD program is needed

2. What kind of training or HRD program is needed
3. Who needs to be trained
4

. The conditions under which training will occur

In addition, the needs identified will have been prioritized so that senior
management and the HRD staft know which programs or issues require atten-
tion and resources. As mentioned previously, it may also be the case that the
needs assessment reveals that some “non-training intervention” is needed, i.e.,
changes in organizational structure, incentives, staffing, or some other manage-
ment system. As Andrew Jefterson and colleagues recently wrote, training is not
a panacea to fix managerial issues such as poor motivation, unclear expectations,
or lack of recognition and rewards.’

We recognize that in some cases the availability of needs assessment data
may be limited. Although HRD practitioners may feel that it will be difficult
to design effective training programs, sometimes they must improvise and make
the best of such suboptimal situations. At the same time, every effort should be
made to persuade management of the importance of conducting needs analysis
and prioritizing HRD needs, as time and resources allow.>

Armed with needs assessment data, the focus now turns to designing an effec-
tive HRD program. The key activities involved in designing an HRD program are:

1. Setting objectives

2. Selecting the trainer or vendor
3. Developing a lesson plan
4

. Selecting program methods and techniques (including the appropriate use of
technology)

o

. Preparing materials

6. Scheduling the program®

Figure 5-1 shows where these activities fit within the training and HRD
process model. It is important to stress at the outset that program design can be
a lengthy process.” HRD professionals must simultaneously accomplish several
other critical tasks throughout the design process. These responsibilities are pre-
sented in the boxed insert on the next page. Although the focus of this chapter is
on more pragmatic concerns relating to the six points just mentioned (and
described in more detail in the following sections), the big picture responsibilities
described by Ronald Sims are vital to the success of any program that results
from such design efforts. Readers are well advised to keep these overarching
responsibilities in mind as they design new HRD initiatives.
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FIGURE 5-1 Training and HRD Process Model
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Assuming that an important need for training has been identified, the man-
ager or HRD professional must then translate that need into a set of objectives.
Objectives define what participants will be expected to learn or do as a result of
participating in the HRD program or intervention. However, some managers
and HRD professionals may be tempted to make a decision about whether to
design the program internally or purchase the program or its key parts, that is,
contract a consultant to serve as a trainer, buy program materials, and so on,
before establishing objectives. In outside purchases, the organization typically
uses the objectives developed by the vendor rather than defining its own. How-
ever, the chances of success are far greater if the organization identifies the HRD
objectives first, before deciding whether to design or purchase the program.
How can HRD professionals or top managers know what to buy when they
haven’t clearly defined what they want the program to accomplish?

Statements of HRD needs are often not detailed enough to be used as spe-
cific program outcomes. Rather, they state the problem at hand, and, ideally,
include a diagnosis of the problem’s causes. Objectives, in contrast, should state
the outcome the program is intended to produce, including the specific perfor-
mance expected, the conditions under which it will be performed, and the crite-
ria to be used to judge whether the objective has been achieved.
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Seven Overarching Responsibilities of HRD Professionals

When Designing HRD Programs

Management professor Ronald Sims argues that
training and development initiatives must emphasize
“pivotal” employee competencies (or KSAOs, as we
described them in Chapter 4). To do this, HRD pro-
fessionals must engage in a number of significant
actions, including the following:

1. ldentify the kinds and levels of KSAOs that
employees need to attain high levels of per-
formance and achieve organizational results.

2. Develop and maintain organizational struc-
tures, conditions, and climates conducive to

CHAPTER 5 Designing Effective HRD Programs
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6. Serve as role models and mentors to trainees
and the organization in the pursuit of mastery
of “pivotal” KSAOs.

7. Develop efficient learning processes that take
into account individual learning styles, abilities,
and work and life circumstances.

These types of responsibilities (especially points
2 and 3) cannot be completed without active support
and involvement from top management. However,
with the increasing focus on high performance from
all organizations and employees, HRD professionals

must ensure that every HRD initiative serves to meet
the organization’s strategic goals and objectives. The
previous activities must be carried out at the same
time that other design issues are being addressed.

learning.

3. Generate and provide the necessary resources
to conduct a program design.

4. |dentify and provide access to off-the-job as well
as on-the-job learning resources.

5. Provide individual assistance and feedback on
various dimensions of individual performance.

SOURCE: Reinventing Training and Development by Ronald R.
Sims. Copyright © 1998 by Quorum Books. Reproduced by
permission of ABC-CLIO, LLC.

DEFINING THE OBJECTIVES OF THE HRD INTERVENTION

Defining the objectives for the training or HRD program is one of the first
things an HRD professional should do—after completing the needs assessment.”
Robert Mager defines an objective as a “description of a performance you want
learners to be able to exhibit before you consider them competent.”® As such,
HRD or training program objectives describe the intent and the desired result of
the HRD program. The results can be achieved in many ways (such as lectures,
role play, and coaching), but this is not specified in the objective. Rather, objec-
tives are used as the basis for determining which methods should be used to
achieve the specified outcome.

As we have stated, objectives are essential to a successful training or HRD
program. In addition to forming the basis for selecting the program content and
methods, objectives are used by the organization to evaluate the program’s success,
and they also help participants to focus their own attention and efforts during the
program.” In short, objectives tell you where the program is going and how to
know when you have reached your desired target. As Mager put it rather humor-
ously: “If you are not certain of where you are going you may very well end up
somewhere else and not even know it.”'” The measurement and evaluation issues
that we will cover in Chapter 7 are predicated on defining clear objectives in the
design phase; without these, learning is less likely to occur, and evaluation less
likely to succeed. For example, one study measured the impact of training on
company performance among a sample of Chinese manufacturing organizations.''
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Training effectiveness was measured in terms of perceived achievement of training
objectives, as well as by comparing training expenditures to company productivity.
Jack and Patricia Phillips emphasize that, to be effective, objectives must link to
important organizational outcomes, e.g., reaction, learning, application, impact,
and return on investment (such as we will discuss in Chapter 7).1?

Needs assessment data are useful for defining program objectives because they
identify the deficiencies or challenges to be addressed. For example, suppose the
needs assessment data from a brokerage firm shows that many brokers are insensi-
tive to clients’ fears and concerns about the future. A training program could be
designed that would increase the brokers’ sensitivity to and support for their cli-
ents. The objectives of this program will be determined by the specific deficiencies,
client preferences, concerns, and other factors identified in the needs assessment.

Mager states that useful objectives include three critical aspects or qualities,
that is, they should describe (1) the performance the learners (trainees) should be
able to do, (2) the conditions under which they must do it, and (3) the criteria
(how well they must do it) used in judging its success (see Table 5-1)."

Some examples of program objectives include the following:

e Given a packing list, the trainee will correctly identify (by circling) all items
on the list that have not been included in the shipment

¢ Given standard hospital equipment, the trainee will draw 10 cc of blood from
a patient’s arm in not more than two tries (using any member of the class)

e Using the information found on a completed loan application, identify (in
writing) whether a client meets the bank’s criteria for an acceptable auto
loan candidate

o After completion of training, the trainee will accurately identify and describe
all major points in the organization’s antidiscrimination policy

TABLE 5-1
Three Qualities of
Useful Objectives

Performance  An objective always says what a learner is expected to be able
to do and/or produce to be considered competent; the objec-
tive sometimes describes the product or result of the doing.
Example: “Write a product profile for a proposed new product.”

Conditions An objective describes the important conditions (if any) under
which the performance is to occur. Example: “Given all avail-
able engineering data regarding a proposed product, trainee will
write a product profile.”

Criteria Wherever possible, an objective identifies the criteria of
acceptable performance by describing how well the learner
must perform in order to be considered acceptable. Example:
“The product profile must describe all of the commercial char-
acteristics of the product that are appropriate for its introduc-
tion to the market, including descriptions of at least three major
product uses.”

SOURCE: From Mager, R. F. (1997). Preparing Instructional Objectives (3rd ed., pp. 46-47, 55). The Center for
Effective Performance, Inc., 1100 Johnson Ferry Road, Suite 150, Atlanta, GA 30342. www.cepworldwide.com
800-558-4237. Reprinted with permission. All rights reserved. No portion of these materials may be repro-
duced in any manner without the express written consent from the Center for Effective Performance, Inc.
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Program objectives that lack clear statements concerning performance, con-
ditions, and criteria are often ambiguous and can cause those who interpret the
objectives differently to feel frustrated and come into conflict with one another.
Two ways to ensure that objectives are clear are to choose words carefully and have
the objectives reviewed by others (such as managers and potential participants). If a
reviewer is confused, the objectives should be revised.

Writing objectives for behaviors that can be directly observed by others (like
giving a patient an injection or performing the Heimlich maneuver to aid a
choking victim) can be easier than writing objectives for behaviors that are
unobservable (like judging whether a painting is of high quality or determining
whether the use of deadly force is warranted). When dealing with broad or
“unobservable” objectives, it is necessary to specify observable behaviors that
indicate whether an unobservable outcome has been achieved.'* Thus, an objec-
tive for judging whether a painting is of high quality can be written as “to be
able to judge whether a painting is of high quality by orally listing the character-
istics the painting possesses that indicate its quality.”

In many cases, simply presenting employees with objectives (goals) for learn-
ing or performance may be enough to elicit the desired behavior.'”> That is,
sometimes people do not meet performance expectations because they were
never clearly told what the expectations were or how they were supposed to
meet them. Clear objectives provide this information and represent the organiza-
tion’s expectations, which can play a key role in shaping employee performance.

Writing objectives is a challenging but essential aspect of effective HRD.
Table 5-2 provides a list of the main issues essential to consider when writing use-
ful program objectives. Some questions to ask when writing objectives include:

e s your main intent stated (concerning what you want the trainee to do)?

e Have you described all of the conditions that will influence trainee
performance?

¢ Have you described how well the trainee must perform for his or her per-
formance to be considered acceptable?'®

It is remarkably easy to write objectives for training or educational courses that
contain phrases with little or no meaning (Mager calls these gibberish objectives).'”
For example, after reading this textbook, we might wish for you to “demonstrate a
thorough comprehension of the systems or process model of training” (presented
in Figure 5-1, among other places). Although this may be fine as an overarching
goal, can you see the weaknesses here if this is presented as an objective? (Hint: if
not, go back to Tables 5-1 and 5-2 for guidance). An effective behavioral objec-
tive will spell out clearly what is expected of the learner/trainee. In the previous
example, what does it mean to “demonstrate a thorough comprehension of”’?
This fuzzy statement needs clarification to be of real value as a learning objective.

As another example, of the following two statements, which do you think is
the better (as in more specific) objective?

1. In at least two computer languages, be able to write and test a program to
calculate arithmetic means.

2. Discuss and illustrate principles and techniques of computer programming, '®
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TABLE 5-2
Guidelines for

Developing Useful

Objectives 2. An objective will communicate your intent to the degree that you describe:
what the learner will be doing when demonstrating achievement or mas-
tery of the objective, the important conditions of the doing, and the criteria
by which achievement will be judged.

1. An objective is a collection of words, symbols, pictures and/or diagrams
describing what you intend for trainees to achieve.

3. To prepare a useful objective, continue to modify a draft until these ques-
tions are answered:

e What do | want trainees to be able to do?

¢ What are the important conditions or constraints under which | want them
to perform?

e How well must trainees perform for me to be satisfied?

4. Write a separate statement for each important outcome or intent; write as
many as you need to communicate your intents.

5. If you give your written objectives to your trainees, you may not have to do
much else. Why? Because often employees are already able to do what you
are asking them to do and will be happy to demonstrate their ability, now
that they know what is expected of them.

SOURCE: From Mager, R. F. (1997). Preparing Instructional Objectives (3rd ed., pp. 46-47, 55). The Center for
Effective Performance, Inc., 1100 Johnson Ferry Road, Suite 150, Atlanta, GA 30342. www.cepworldwide.com
800-558-4237. Reprinted with permission. All rights reserved. No portion of these materials may be repro-
duced in any manner without the express written consent from the Center for Effective Performance, Inc.

Our choice (and Mager’s) is statement 1, because it describes an intended
outcome, that is, something the learner is expected to be able to do. The second
statement is more like a training program or course description. It is not clear
what precisely the learner should do to demonstrate competence in this area.
As this is such a critical HRD topic, we include two exercises at the end of the
chapter for individual or group practice in writing clear objectives.

Several comments are in order before leaving this topic. First, behavioral
objectives have served HRD professionals extremely well for the past fifty
years, because they put the focus squarely on what the trainee is expected to do
at the completion of training. Without this specificity, it is very easy to get lost in
muddled (or mushy) training that doesn’t produce much in the way of tangible
results. However, as noted in Chapter 4, an increasing number of HRD inter-
ventions deal with changing attitudes and emotions, for example, managing
diversity, or increasing the “emotional intelligence” of employees.'” As Leonard
and Zeace Nadler remind us, efforts to change attitudes are often the most con-
troversial of all training or learning endeavors.” Although not impossible, it is
much harder to write specific behavioral objectives for interventions dealing
with attitudes or emotions. The reader is advised that writing good objectives
becomes more difficult as one moves from knowledge- and skill-based training
to training intended to change attitudes and emotions.

Second, an insistence of lengthy and detailed behavioral objectives has been
criticized by those challenging the traditional ISD model (see the boxed insert in
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Chapter 4). The concern is that this can lead to a huge number of objectives that
can be tedious and even unnecessary. M. David Merrill responds that “writing
800 behavioral objectives is a misunderstanding of ISD. But what is the alterna-
tive? Not to specify subject matter? Or not to define how you’re going to do it?
I don’t think there is an alternative. We need to be using ISD more efficiently,
with greater skill.”*' We agree with this response from Professor Merrill.

Third, Eric Day and colleagues have presented an “integrative training
design matrix,” which links objectives to many important design and evaluation
decisions.”® A unique aspect of this matrix is that these authors tie in many
important learning principles highlighted in Chapter 3, such as transfer, practice,
modeling, and meaningfulness.”

As another alternative, Danny Langdon has promoted the idea of moving
beyond objectives to developing what he terms “proformas.”** A key point
Langdon makes is that objectives can fail to make clear all of the issues going
on in the organization that can influence individual performance. His approach
suggests six issues that should be emphasized: inputs, process, outputs, conse-
quences, conditions, and feedback. Langdon highlights issues taking place during
the process of training, as well as the ongoing feedback that is received from
various parties interested in training. This approach emphasizes that training and
trainee behaviors must be seen as taking place within a dynamic organizational
context. Further work along these lines is encouraged.” Developing a proforma
does not take the place of writing objectives, but it does provide considerably
more detail about how training and issues within the organization interact to pro-
duce (or fail to produce) desired organizational outcomes. Although we covered
these issues when discussing strategic/organizational analysis in Chapter 4, we
agree with Langdon that these same issues need to be considered when formu-
lating program objectives.

THE “MAKE-VERSUS-BUY” DECISION: CREATING
OR PURCHASING HRD PROGRAMS

After a manager or HRD professional has identified the program objectives, a
series of decisions must be made regarding the development and delivery of the
program. One of those decisions is whether to design the program internally,
purchase it (or portions of it) from an outside vendor, or use some combination
of the two.”® Many resources are available to assist trainers in the design and
delivery of new programs, such as those by Chuck Hodell, Geri McArdle, and
George Piskurich.”” On the other hand, many services are available today
through outside vendors or consultants, including:

o Assisting with conducting needs assessment
¢ Guiding internal staft to design or implement a program
¢ Designing a program specifically for the organization

¢ Providing supplemental training materials (exercises, workbooks, computer
software, videos)
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o Presenting a previously designed program

¢ Conducting a train-the-trainer program to improve the instructional skills of
internal content experts

There are many sources of HRD programs, materials, and advice, and their
number continues to grow. Many consulting firms, educational institutions, pro-
fessional societies, trade unions, publishing houses, governmental agencies, and
nonprofit community-based organizations offer training programs and informa-
tion to interested organizations. The American Society for Training and Devel-
opment, as well as T&D and Training magazines, are useful places to begin a
search for external training providers.

Table 5-3 lists a number of factors that should be considered when making a
purchase decision. For example, suppose a small manufacturer desires to comput-
erize its billing operation. Given the nature of the training needed, it is likely that
the firm’s management would contract with an outside vendor because (1) the
firm would probably not have the expertise to design the program in-house, (2)
management would not likely have the time to design the program, and (3) it is
not likely that the firm has an HRD department or full-time HRD professional.
In general, when the number of people needing the HRD intervention is small,
it is more likely that a project will be outsourced. That is, those needing an inter-
vention may be sent outside the organization for the program. This could come
in the form of the organization providing the resources for professional develop-
ment or tuition reimbursement.

Other factors that may influence an organization’s decisions include personal
contacts or past experience with an outside vendor, geographical proximity to a
vendor, local economic conditions, and the presence of government incentives
to conduct training.>

Once an organization decides to purchase a program or part of a program
from an outside source, a vendor must be chosen. One rational way to do this
is to determine the match between a vendor’s product or capability with an
organization’s needs and objectives. The criteria for these decisions vary among
organizations, but in general they include:

1. Cost: price relative to program content and quality

2. Credentials: including certificates, degrees, and other documentation of the
vendor’s expertise

3. Background: number of years in business and experience in the particular
content area

. Experience: vendor’s prior clients, success with those clients, references
. Philosophy: comparison of the vendor’s philosophy to that of the organization
. Delivery method: training methods and techniques used

. Content: topics included in program or materials

N ENC NS, TN

. Actual product: including appearance, samples, or whether a pilot program
is available

9. Results: expected outcomes
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10. Support: especially in terms of implementation and follow-up

11. Request for proposal (RFP): the match between a vendor’s offer and the
requirement spelled out in the organization’s request for a proposal®

Some of these factors will carry greater weight with particular managers. For
example, some managers want to work only with the top providers, so they may
weigh the vendor’s experience and client list more heavily. Other managers may
be swayed by star power: the vendor’s identity as a leading expert (such as man-
agement professor Dave Ulrich for training concerning strategic human resource
management) or the presence of a movie or TV star in a vendor’s films and
videos (actor John Cleese appears in a series of widely used training films).

In a recent ASTD survey, 26.9 percent of direct training expenditures went
to external sources.”’ Studies of outsourcing in the training area provide addi-
tional information.”> Gainey and Klaas polled training managers concerning
their use of outside vendors for training and development. They reported spend-
ing about 25 percent of their budgets on outsourced training. The most frequent
topics conducted by vendors were management development (27 percent), tech-
nical training (23 percent), and computer training (14 percent). Although overall
satisfaction with the outsourced training was fairly high, only 29 percent reported
that they had saved money as a result of outsourcing. Developing trust and main-
taining strong communications with vendors were cited as major factors leading
to the successful outsourcing of training. Gainey and Klaas argue that it is better
to outsource in order to “acquire expertise and enhance the overall design and
delivery of training,” rather than primarily as a means to cut costs.”

TABLE 5-3

Factors to Consider
before Purchasing an
HRD Program

Expertise When an organization lacks specialized KSAOs needed to
design and implement an HRD program

Timeliness When it is timelier to hire an outside agency to facilitate
the process

Number of Trainees  Generally, the larger the number of trainees the greater
the likelihood the organization will be willing to design the
program itself; for just a few trainees, the HRD depart-
ment will likely send them to an outside training agency

Subject Matter If the subject matter is sensitive or proprietary, the HRD
department conducts the program in-house using
employees as trainers

Cost The HRD department always considers cost, but only in
concert with other factors

Size of HRD The size of an HRD department is important for assessing
the capacity to design, conduct, and/or implement skills
training (as opposed to using an outside agency)

“X" Factor Some other extraneous conditions that make it preferable
that an outside agency be used to conduct skills training

SOURCE: From Carnevale, P., Gainer, L. J., Villet, J., & Holland, S. L. (1990). Training Partnerships: Linking
Employers and Providers (p. 6). Alexandria, VA: American Society for Training and Development.
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In summary, outside training vendors offer organizations a wide choice of
options in designing and developing training and HRD programs. These programs
represent viable options when organizations have a small HRD function, a small
number of trainees, and program content with no proprietary value. Even large
organizations that have well-respected training functions make regular use of
outside vendors for a variety of HRD programs. When organizations, large or small,
elect to go outside to purchase training services and programs, they should, of
course, first conduct a needs assessment so that they can make an informed decision.
Recent research on outsourcing versus insourcing provides additional useful
information on this subject.”

SELECTING THE TRAINER

Once an organization has made a decision to design its own training program,
or has purchased a program that it will run, a trainer must be selected,
provided the instructional format includes one (we will discuss online options
in Chapter 6). Selecting a trainer can be fairly easy when an organization has a
large, multifaceted training staff with the competencies and subject matter
expertise to train in high demand areas. Training competency involves the
knowledge and varied skills needed to design and implement a training program.
Effective trainers must be able to communicate their knowledge clearly, use var-
ious instructional techniques, have good interpersonal skills, and the ability to
motivate others to learn.

Subject matter expertise refers to the mastery of subject matter. For example,
information technology (IT) professionals are often asked to train others on the
use of new technology—what some have called a situation of the “accidental
trainer.””> However, subject-matter expertise alone does not guarantee an indi-
vidual will be an effective trainer—many experts (including some college profes-
sors, we are sad to say) make poor trainers. Ideally, then, a subject matter expert
(SME) should have the ability to train others. Individuals who lack the ability
to design and implement effective training programs may rely too heavily on a
single method of instruction that may be inappropriate for the subject matter
(such as using merely a lecture format to train employees in CPR and other
first-aid techniques), or they may lack the interpersonal skills to effectively inter-
act with or motivate participants. For example, an ASTD study found that train-
ing was most effective when trainers possessed an advanced level of expertise as
instructors and facilitators.>® However, in another survey, 165 technical trainers
(and ASTD members) rated their proficiency in various instructor/ facilitator
competencies as intermediate, on average.”’

Alternately, trainers who lack subject matter expertise may rely too heavily
on a textbook or other training materials and not be able to explain important
concepts and/or how they are applied to a job. In addition to contracting with
an outside vendor, less qualified trainers can be aided through:

1. Teaming skilled trainers with in-house subject matter experts to form an
instructional team™®
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2. Using a training technique that does not require a human trainer, such as computer-
aided or online instructional programs (these options will be discussed in the
next chapter)

3. Train-the-trainer programs, which involve identifying in-house content experts
who lack training skills and training them to become effective trainers

Train-the-Trainer Programs

The purpose of train-the-trainer programs is to provide subject matter experts
(SMEs) with the necessary instructional knowledge and skills to design and
implement a training program. Train-the-trainer programs are available through
local professional associations, colleges, and consultants. These programs range
from instruction in a single training technique (e.g., behavior modeling) to a
comprehensive program on how to design a training program. The latter
would present several training methods and techniques with an emphasis on
how each can be used to maximize learning in different situations.” Some train-
ing providers, such as Development Dimensions International (DDI), conduct
train-the-trainer programs in which their client’s employees become certified
by the consulting firm to present their programs to the organization.

Some organizations design their own train-the-trainer programs, which can
be desirable when there is a constant demand for skilled or technical trainers, or
when employers want to emphasize a particular training technique. These pro-
grams should focus on many of the issues discussed in this chapter, including:

1. Developing trainee objectives and lesson plans
2. Selecting and preparing training materials

3. Selecting and using training aids (e.g., Microsoft” PowerPoint™ slides, videos,
document cameras)

4. Selecting and using different training methods and techniques

When it 1s not possible to design a train-the-trainer program, some organi-
zations have developed training manuals that include these various components
of the design and implementation process. Manuals can be valuable when there
are insufficient numbers of SMEs to warrant a train-the-trainer program or when
the potential trainers are in different geographical areas. For example, the Train-
ing Center of Alexander Consulting Group in Massachusetts relies on subject
matter experts to provide the majority of their technical and financial training.
These individuals had the expertise to teach the necessary courses, but often
lacked in the skills necessary to design and implement eftective training courses.
The organization created a self-directed Instructor’s Guide. This guide provided
information and techniques to conduct needs assessment, translate this informa-
tion into course objectives and course content, and then select appropriate
instructional techniques and visual aids. After the subject matter experts com-
pleted this self-directed training, trainee reactions were very positive. Further-
more, 90 percent of all SMEs indicated that they found the Instructor’s Guide
invaluable in preparing them to be a trainer.*
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Opverall, the selection of a trainer is an important decision for any HRD eftort.
Obviously, even a competently designed program that has the potential to address
a significant organizational need can be a failure if an incompetent, unmotivated,
or disinterested trainer delivers it. An excellent recent book on this topic is by
Elaine Biech.*' An ideal trainer will be someone with the requisite competencies
as a trainer and recognition for his or her subject matter expertise. If a trainer lacks
the necessary subject matter expertise, then it is imperative that this individual
work with a subject matter expert in the design phase, so that an effective match-
ing of training content with training design and delivery can take place. Sarah
Boehle has provided useful guidelines for trainers who need to rely on subject
matter experts, especially when those individuals may not see assisting a trainer as
an important part of their job.** Additionally, recent efforts have developed train-
the-trainer programs to train peers or coworkers to conduct health, safety, first aid,
and risk reduction tminjng.43 As one example, the American Nurses Association
offers a course for nurse-trainers entitled “Protecting Nurses from Blood Borne
Hazards in the Workplace.” After completing this workshop, nurse-trainers are

expected to conduct workshops on this topic in their own workplaces.**

Preparing a Lesson Plan

Program objectives are necessary for pinpointing desired outcomes of a training
or HRD program, but these statements alone are insufficient for determining the
content of the training program and the training methods, techniques, and mate-
rials. To translate program objectives into an executable training session, the
development of a lesson plan is recommended.

A lesson plan is a trainer’s guide for the actual delivery of training content.
Creating a lesson plan requires the trainer to determine in advance what is to be
covered and how much time to devote to each part of the session.*> A lesson
plan should specify:

e Content to be covered

¢ Sequencing of activities

e Selection or design of training media

¢ Selection or development of experiential exercises (or both)
¢ Timing and planning of each activity

¢ Selection of the method of instruction to be used

o Number and type of evaluation items to be used**

Some organizations have program designers whose responsibilities include
defining training objectives and developing lesson plans. Individuals with educa-
tional backgrounds in instructional design (especially from colleges of education)
are often hired for such positions. The kind of assistance that program designers
can provide is particularly important for subject matter experts who have limited
training skills. Some organizations include a section on lesson planning in their

train-the-trainer programs. For example, an organization called New Environ-
ment Inc. runs a five-day train-the-trainer program concerning hazardous waste

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 5 Designing Effective HRD Programs 153

operations and emergency response (HAZWOPER) training. This program
includes providing videos and complete lesson plans that trainers can use when
implementing this training back in their own organizations.*’

To assist trainers, we suggest using a standardized lesson plan form. Figure 5-2
presents a general form recommended by Nadler and Nadler. As an alternative,
Figure 5-3 presents a condensed version of a completed lesson plan for an experi-
ential team-building training program. As can be seen in this example, the lesson
plan serves as a blueprint for conducting the whole weekend training program.
Carol Sumner provides an illustration of an experiential classroom exercise to illus-
trate the benefits of training to students in an active, “hands-on” manner.*®

First Citizens Bank of Raleigh initiated online lesson plans for the majority
of its training of new branch employees.*” According to a bank executive, the
courseware provides a more flexible and efficient approach to training than past
classroom efforts (because employees are spread over 300-plus branches, it would
have taken a year to train employees using classroom training alone). As another
example, CrossTec Corporation has developed software called SchoolVue v. 9.0

FIGURE 5-2 A General Lesson Plan Template

Program title:

Objectives of this lesson:

Preparation required:

1. Physical environment
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2. Equipment and materials
3. Instructor

4. Trainee(s)

Major Instructor Trainee Instructional Strategies
Time Topics Activity Activity Intended to Be Achieved

SOURCE: From Nadler, L., & Nadler, Z. (1994). Designing training programs: The critical events model (2nd ed., p. 145).
Houston, TX: Gulf Publishing.
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FIGURE 5-3 A Sample Completed Lesson Plan Experiential Team Building Retreat (Richard J. Wagner, Trainer)

TIME ACTIVITY

Friday Night

6-7:30 p.m. DINNER

Program introduction and completion of prequestionnaires.

Initial experiential activity—Silent birthday line-up. Have the group
members line up in order of their birthdays (month and day only)
without talking.

7:30-9:00 p.m. Discussion of what happened during the activity and how the group
handled the issues it encountered. Presentation of Kolb's experiential
learning model (activity, review/discussion, theory development, and
generalization), and how this will be used to develop teamwork during
the weekend.

Discussion of the plan for the weekend and some of the goals for the
retreat.

Saturday

7-8 a.m. BREAKFAST

8-9 a.m. Brainstorming session on group goals for the retreat using a flip chart to
record the issues. Seek to uncover some of the problems that the group
encounters at work, and generate an initial discussion of how working
as a team can help deal with these issues.

Experiential activity—The Marble Pass. Direct the group to move a
marble from a starting point to a barrel 40 feet away and then get the
marbles into a barrel using a series of 2- to 3-foot-long plastic pipes.
The participants may not move the marble backward, and they must
work as a group to get this done.

9-10 AM Discussion of how the group members accomplished the task, what
problems they encountered, and how they solved these problems. A
critical issue will be the discussion of how their problem-solving skills
might relate to problems encountered at work, and what they can
do to anticipate and solve some of these problems.

10-10:30 a.m. BREAK

10:30-12:00 p.m. | Experiential activities, working in two groups.

Blind Polygon. Group members are blindfolded and directed to form a
square using a rope.

Continued
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TIME ACTIVITY

10:30-12:00 p.m. | Group Juggle. Group members pass a ball around a circle in a pattern,
first establishing the pattern, then seeking speed, and then using more
than one ball.

All Aboard. Everyone has to stand on a 2-by-2 platform at the same
time.

Have the groups try each of the activities and do their own planning for
subsequent activities.

12-1 p.m. LUNCH

1-2 p.m. Discussion of the morning activities and what needs to be done to make
the afternoon successful.

Experiential activities, working in two groups.

Trolleys. Sort of group skiing, with about six people on the skis at the
same time. The group must move everyone about 40 feet using these
2-3:30 p.m. trolleys.

Hot Stuff. Using only some ropes and other provided equipment, the
group must transfer water from one can to another in the center of a
10-foot circle without going into the circle.
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3:30-4 p.m. BREAK

4-5 p.m. Review and discussion of the concept of teamwork and how the activities
of the day have helped show the group members how effective teams
work.

5-7 p.m. DINNER

AFTER DINNER NASA Moon Survival, an indoor activity.

ACTIVITY

Sunday Morning

8-9 a.m. BREAKFAST

9-10 a.m. Review and discussion of the NASA Moon Survival activity, focusing
on how the activity was accomplished using the concepts of teamwork
reviewed during the program.

10-12 p.m. Final discussion of teamwork, focusing on specific issues of the
organization. The trainer will facilitate this discussion, but the VP will be
the leader in developing the issues.
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that can be used by teachers or trainers using networked classrooms.”” One fea-
ture included in this package is a tool that allows the instructor to create interac-
tive lesson plans for each session.

To this point, we have discussed selecting a trainer and then preparing a les-
son plan. This is a logical sequence, particularly when the trainer is also the one
preparing the lesson plan. But sometimes the HRD intervention (including the
general lesson plans) is designed before the trainers are selected. This would be
most likely to occur in large organizations. Even here, though, the trainer should
modify or adapt the general lesson plan to fit each situation in which he or she is
asked to present the HRD program. Developing a thorough lesson plan can be
challenging and time-consuming, yet we hope that you see how central this is to
successful training and educational efforts.”’

SELECTING TRAINING METHODS AND MEDIA

Up to this point we have discussed some preliminary steps involved in the design
and implementation of a training program. The next step in the training process
is to select the appropriate training methods. ASTD’s 2010 State of the Industry
Report revealed that instructor-led programs remain the most popular instruc-
tional method (see Table 5-4). The survey indicated that 68.4 percent of formal
learning hours were spent in instructor-led training, with 60.1 percent of those
hours spent in “live” (face-to-face) training. There has been considerable recent
growth in web-based self-study programs and virtual (online) classrooms. The
ASTD survey found that 36.5 percent of all formal learning hours were delivered
via technology, which is the highest level recorded since 2002.°* The type of
training content most commonly covered can be seen in Table 5-5. The top
areas for content coverage were: profession- or industry-specific content; mana-
gerial or supervisory; quality and product knowledge; IT and systems; and pro-
cesses, procedures, and business practices. Together, these five content areas
accounted for 51 percent of the learning content in the ASTD survey.

One way of classifying training is by the degree of activity expected
or required of trainees. On one end, the lecture method and videotapes are

TABLE 5-4
Methods Percent
Percent of Formal

Learning Hours Used Instructor-led live programs 60.10
by Delivery Method

Instructor-led online programs 6.46
Instructor-led remote programs 3.81
Self-paced, online (networked) 21.03
Self-paced, non-networked (e.g., CD-ROM) 3.06
Self-paced, print 2.34
Non-computer technology (audiovisual, mobile devices) 1.89
Other methods 1.32

SOURCE: 2010 State of the Industry Report. Alexandria, VA: ASTD, p. 19.
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generally the least active (or most passive) form of training.”® At the other
extreme, highly experiential methods such as outdoor training, role-playing
exercises, games, and simulations demand the greatest amount of activity or
action from trainees. Other approaches such as computer-based instruction or
videoconferencing fall somewhere in between.

Training approaches can also be grouped into two broad categories: on-the-job
methods, which typically occur in the employee’s normal work setting, and class-
room methods, which typically take place away from the job (such as in a conference
room or lecture hall). This categorization is not definitive, however, because some
training methods have multiple applications. Computer-based training (CBT), tfor
example, can be implemented using a computer at an employee’s desk or work-
station, in a company classroom, or even at an employee’s home.”* We will dis-
cuss many of the particular training methods in greater detail in Chapter 6 (under
the topic of implementing training). The placement of training methods in the
implementation chapter was primarily driven by our desire to have more space in
that chapter to emphasize the various methods currently in use. However, we
hope it is clear to you that the decision concerning which methods or media
will be used must be made during the design phase of training.

With such an array of training methods and media available, how does an
HRD professional choose which approach is most appropriate for maximum
learning? Several factors should be considered:

1. The objectives of the program. This factor is paramount. As will be clear,
some approaches are more appropriate for achieving particular objectives than
others. For example, if the objective is to improve interpersonal skills, then
more active approaches such as videotaping, role playing, or behavior modeling
will be better choices than lecture or computer-based training methods. This is
why we have stressed training/learning objectives so heavily in this chapter.

ype R Breakdown of

Profession or industry specific 17.24 Learning Content
by Content Area
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Managerial and supervisory 10.35
Quality, product knowledge 9.97
IT and systems 9.26
Process, procedures, business practices 9.24
Mandatory and compliance 7.78
Interpersonal skills 6.81
Customer service 6.77
New employee orientation 6.76
Sales 6.68
Basic skills 4.77
Executive development 4.39

SOURCE: 2010 State of the Industry Report. Alexandria, VA: ASTD, p. 14.
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2. Time and money available. In an ideal world, we would have all the
time and money we need to accomplish our goals. Unfortunately, in many
organizations, managers often ask the HRD department to design and
implement programs quickly, while spending as little money as possible.
Competing needs may also force HRD professionals to select certain
approaches because of their cost. For example, when designing a program
to train mechanics to repair a complicated mechanical system, an interactive,
computer-based program might be optimal, but because of its cost, the
HRD professional may have to settle for a combination of traditional classes
(using lecture, discussion, and reference books) and on-the-job training.

3. Availability of other resources. Some methods require highly-trained
trainers and specialized equipment or facilities to be delivered effectively.
Again, trade-offs are likely necessary and may require choosing alternative
approaches with less demanding resources.

4. Trainee characteristics and preferences. The issue here focuses on both
trainee readiness and the diversity of the target population. Methods such as
computer-based training require a fairly high level of literacy. If literacy or
fluency is a problem, either a less reading- and writing-intensive method
(such as videotape) may be used, or literacy training must be done first. Sim-
ilarly, because individuals have different learning styles, some training meth-
ods may be more appropriate than others. For example, Ronald Sims argues
that, in designing any program, trainers must pay particular attention to the
principles of learning laid out in Chapter 3, in particular, the learning styles
described by David Kolb.>

In the end, selection of training methods and media requires that program
designers have knowledge of different HRD techniques and use sound judgment
in their decision making. HRD professionals should investigate all available
methods, and when in doubt, consult experienced colleagues, instructional
designers, and consultants. For an application of these issues to the topic of cus-
tomer service training, see the article by Frank ]0351.56

PREPARING TRAINING MATERIALS

After training methods have been selected, the next logical step is to prepare
or purchase training materials, depending upon whether the program is pur-
chased or designed by the organization. If a training program is purchased
from an outside vendor, training materials such as books, handouts, and videos
will usually be part of the package. Programs designed in-house will require
the preparation of materials. If the program is similar to past training
programs, those materials may simply need to be modified to fit the current
program. Much information is now available through the Internet, e.g., the
Occupational Safety and Health Administration (OSHA) recently released a
considerable amount of safety training materials on their websites for organi-
zations to use without charge.’’
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Many kinds of training materials are used, but we will focus our discussion
here on program announcements, syllabi or program outlines, training manuals,
and textbooks.

Program Announcements

Program announcements inform the target audience about a training program.
The announcement should indicate the purpose of the program, when and
where it will be held, and how the employee can qualify to participate in the
program. Sufficient lead time should be given to employees so that they can
adjust their schedules and process the necessary request forms. Typically,
announcements are mailed individually to employees or sent through supervisory
channels, union stewards, company newsletters, or an organization’s intranet.
Some organizations designate a bulletin board for announcing training opportu-
nities or make use of electronic mail systems. Some organizations publish peri-
odic bulletins to provide this information.

Program Outlines

Program outlines (or course syllabi) are documents that communicate the con-
tent, goals, and expectations for a program. Typically provided at the beginning
of the program, these include such things as course objectives, topical areas to be
covered, materials or tools needed, requirements of each trainee, and a tentative
schedule of events.

The program outline can be used to establish behavioral expectations, includ-
ing punctuality, attendance, work habits, class participation, and courtesy toward
other trainees. Such expectations should be clearly explained. For example, it is
important for trainees to be present at all sessions if training content is sequenced.
The attendance policy should reflect this requirement and explain that any trainees
who are absent may be required to begin a new program from the start.

Training Manuals or Textbooks

Most trainers rely on a training manual or textbook for basic instructional material,
readings, exercises, and self-tests. Some documents are organized into modules that
make it easy to organize the training program into sessions. Textbooks provide a
broad treatment of the subject, whereas training manuals are better known for
their brevity and hands-on approach. Trainers who decide to use a textbook nor-
mally contact a publisher and determine whether individual modules can be pur-
chased separately, how useful other trainers found the item, and how easily the item
can be customized to the needs of their organization.”® In addition to these factors,
the purchase price should be compared with the cost of producing a comparable
training manual. For example, Cengage Learning has an active custom publishing
operation (called TextChoice) that allows educators and trainers to select portions
of their content as well as add original materials to create a customized textbook.””
Kim Cameron and colleagues have discussed the fascinating topic of whether man-
agement books, in general, are written to advance a particular viewpoint or ideol-
ogy.®’ This too should be considered when making a purchase decision.
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Training manuals can be readily produced by an organization, particularly
given the availability of desktop publishing software. The production cost will
include staff time for curriculum design and writing, cost of equipment, and
printing. The availability of desktop publishing software and laser printers
makes it much easier to produce a high quality training manual in-house. Even
so, unless there is a large demand for the manual, it is usually less expensive in
the long run to purchase a commercially produced manual, if one is available.

Before leaving this topic, we address an issue seldom raised in textbooks. It is
an infringement of copyright to use materials created by someone else without
proper attribution or permission by the author or copyright holder.®! Unfortu-
nately, this sort of “borrowing” of material from other sources is quite common
in work settings, including among HRD professionals and educators. We are
aware of a colleague who is both a professor and consultant. Once a student
brought materials from his workplace to show the professor in class—only to
find out that the materials had been developed by that professor for another cli-
ent many years earlier! The student was unaware that his employer did not have
permission to use this material. The lesson here is something a parent might say,
that is: “Just because everyone is doing it doesn’t make it right!” We urge readers
to err on the side of caution when making use of material developed by others.
Francine Ward produced a CD-ROM and book on this topic, which we com-
mend to interested readers.®

SCHEDULING AN HRD PROGRAM

The task of scheduling a training or other HRD program may seem relatively
straightforward when compared to other decisions made by a trainer, but this
is definitely not the case. Organizations can be busy, hectic, and unpredictable
environments, making scheduling HRD and other activities very difficult.
The goal in scheduling an HRD program is to ensure that the participants
(both trainer(s) and learners) are available and have their attention focused
on the learning task at hand. In this section, we discuss some of the issues
HRD professionals should consider when scheduling programs. Our discus-
sion applies to scheduling programs that require participants be in attendance
at the time the program is delivered. In contrast, one of the main advantages
of individually-oriented delivery methods, such as CD-ROM or self-paced
instruction, is that such approaches can be done whenever the participants
have the time to do them.

Scheduling during Work Hours

One popular option for program scheduling is running the program during normal
working hours. This both avoids outside conflicts (such as commuting, family, and
personal obligations) and sends a message to employees that learning is an impor-
tant part of their job. When scheduling a program during normal work hours, the
HRD professional should consider factors such as the day of the week, time of
day, peak work hours, staff meeting times, and travel requirements.
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The day of the week becomes an issue because employees often favor some
days for time off, such as Monday, Friday, and the days surrounding a holiday.
Employees may wish to extend their weekends and holidays, so these days are
often avoided (if possible) when scheduling training.

Time of day is another factor. Programs scheduled for the start of the workday
may face a significant proportion of tardy or tired participants. Scheduling a program
for the lunch hour may require building in time for employees to eat during the
program, providing lunch, or requiring employees to eat before or after training.
Midafternoon programs coincide with the time that many people’s circadian rhythms
are at a low point, resulting in sluggishness and shorter attention spans. To combat
this, the program should include active participation, break periods, or the availability
of light snacks and beverages (many trainees appreciate the availability of beverages
that include caffeine!). In addition, employees attending programs scheduled close to
quitting time may be distracted or have to leave early to attend to personal or familial
demands. Obviously, a program must be scheduled sometime, but the wise trainer
will note these issues and take steps to deal with them as best as possible.

In addition to day of the week and time of day, other working-hour con-
straints may be unique to particular organizational units or occupational groups.
These include peak work hours, staff meeting times, and travel requirements.
Peak work hours are the times of the day, week, month, or year that departments
are the busiest and when scheduling a training program would cause a potential
conflict. For example, scheduling a professional development program for accoun-
tants and auditors during tax season would prevent most potential participants from
attending. Managers and supervisors should also be contacted before scheduling
programs to determine if participants have any staff meetings, travel requirements,
or any other special scheduling needs. This information will help the trainer to
select the best times and develop contingency plans for any potential conflicts.

Scheduling after Work Hours
Sometimes, HRD programs are scheduled after work or during the weekend to
avoid some of the organizational constraints previously discussed. This approach
can create other problems. Extending the workday and workweek can cause a
hardship for some employees, particularly those who have familial obligations or
other personal commitments. Even when employees know about a scheduled
training program in advance, familial problems can arise, causing some trainees
to miss important training sessions. Another problem is fatigue. Employees may
be physically tired from a day’s work and not mentally alert. For example, in
response to employee requests, a supervisory training program at the Electric
Boat Division of General Dynamics was held between midnight and 2:00 a.m.
for employees working the second shift (4:00 p.m. to midnight). The training
program was poorly attended, however, and those who did attend experienced
fatigue by the second hour of the class. As a result of this experience, the com-
pany suspended all future midnight training programs.

Even when after-work and weekend programs do not cause hardships, many
employees are reluctant to give up their leisure time. In these situations, some
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organizations provide inducements, including overtime pay, compensatory time
(equal time off), training as a qualification for promotion, and leisure activities to
coincide with the training session (e.g., by conducting the training at a resort area).

Registration and Enrollment Issues

One practical headache for many training programs is managing the registration
process. It must be clear to participants and managers how one should register for
training, who is responsible for logistical issues (e.g., travel arrangements, lodging,
meals), and what people should do if they need to cancel or reschedule their
training. Fortunately, e-mail and organizational intranets have made this process
much easier than it once was. Also, many of the popular Human Resource
Information Systems currently available include training registration and tracking
modules. Such computer programs and other uses of technology can be a tre-
mendous help to busy HRD professionals as they manage the enrollment process
for various HRD programs. One such program is called RegOnline, and it pro-
vides online registration for many types of events, including training programs.®®
Several pricing options are available for larger versus smaller programs. Organiza-
tions with larger needs should consider investing in a learning management
system, or LMS.%* These will be discussed in more detail in the box below:
“How does technology affect HRD design?”

Despite the many potential advantages for e-learning, great care is needed to
provide the right environment for learning to take place. The types of learning prin-
ciples we discussed in Chapter 3 often seem to get ignored or minimized in many
e-learning applications.”® Opportunities for feedback, interaction, and practice are
different online than in the traditional classroom. Cher Ping Lim provides a number
of practical design recommendations for online learning, such as:

¢ Help online learners develop appropriate learning strategies for online
learning

How Does Technology Affect HRD Design?

65

Bill West has written: “Online, it's all about design.
That might be a slight exaggeration, but it drives home
the point that, too often, the focus in e-learning is
on the latest technology or gadget, and not on how
this technology can best be used to promote increased
workplace learning and performance. Technology pro-
vides quicker access to training content than trainees
physically attending a classroom (often at some dis-
tance from their worksite). Once the technology infra-
structure is in place, training via technology can also be
cheaper than traditional classroom-based training.

Online or CD-ROM based training also has the advan-
tage of placing more control over the learning pace and
process in the hands of the trainee.®® Organizations
are increasingly making use of learning management
systems to run their online learning programs.®” For all
of these reasons, we see a steady increase in the num-
ber of training offerings that are technology-based or
technology-enhanced (we will discuss blended learn-
ing, where the traditional classroom is enhanced with
technological elements in Chapter 6).
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Clive Shepherd, chair of the eLearning Network in England, proposes four ;ABIS-EI?-?\I ded
key skills that a workplace learning professional needs to provide successful beyL ! S eede
v Learning

e-learning programs: .
Professionals for

Effective e-Learning
Design and
Implementation

1. Strategic Skills — these include: a) establishing an overall strategy for
e-learning, b) analyzing strengths, weaknesses, opportunities, and threats
regarding the use of e-learning in an organization, c¢) setting up the technical
infrastructure, d) marketing the e-learning strategy, and e) evaluating the
effectiveness of all programs (electronic, blended, and traditional).

2. Curriculum Design Skills — these include: a) analyzing the learning require-
ments, b) analyzing the characteristics of the target audience, c) selecting
effective methods for each stage of the intervention, and d) choosing the
appropriate media to deliver each method effectively.

3. Content Creation Skills — these include: a) project management skills in
overseeing the content creation process, b) designing the content, c) pre-
paring the written and spoken elements of the content, including testing
items, d) using authoring tools to build the content, and e) testing and
refining the content.

4. Facilitation Skills — these include: a) facilitating live online sessions,
b) setting up learning interventions in a “virtual environment” (e.g., using
a learning management system), c) developing and facilitating online
learning activities, and d) employing technology effectively in classroom
settings.

SOURCE: Clive Shepherd (2009, September). Master the new media. E.Learning Age, 12.

¢ Provide “advance organizers” for learners to understand the structure of the
online learning environment and where they will be going as they navigate
the online course structure

¢ Facilitate online discussions with appropriate questions, focus, and expertise
in responding to answers given

e Provide a variety of activities and the necessary guidance for how learners
can navigate their way through these activities.®”

E-learning applications continue to increase. For example, “mobile learning”
is currently a hot topic, where learning applications are tailored to employee
mobile devices.”” At the same time, as you saw in Table 5-4, the traditional class-
room is not going away. The challenge is in how to maximize learning and per-
formance in all types of settings.”' We will return to this point in Chapter 6,
where we discuss implementation issues. Clive Shepherd has proposed four “key
skills” that learning professionals need to effectively design and deliver learning
electronically, i.e., strategic skills, curriculum design skills, content creation skills,
and facilitation skills (see Table 5-6).”% In terms of all types of learning, we dis-
cussed strategic skills in both Chapters 1 and 4. Curriculum design and content
creation skills have been covered in this chapter, and facilitation skills will be cov-
ered in Chapter 6. Once again, we emphasize that the “need of the hour” in
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terms of technological applications in HRD is in making effective use the assess-
ment and design issues covered in Chapters 4 and 5. We wish that more of our
technologically-minded colleagues fully embraced this viewpoint!”

RETURN TO OPENING CASE }

Rockwell Collins did an extensive overhaul of its  SOURCES: Fister, S. (2000). “Reinventing training at Rockwell
. . Collins.” Training, April, 64-70; Purington, C., Butler, C., &

tra'”'”g effortg. Some of this revol\{ed aro_un_d the Gale, S. F. (2003). Built to learn: The true story of how Rockwell

formation of eight “schools of learning” within the  Collins became a true leaming organization. New York AMACOM;

company. New approaches to training delivery were  Rockwell Collins University (2011). Accessed on February 18, 2011
. . " . at: http://www.rockwellcollins.com/Careers/Career_Development/

also utilized. Your instructor has additional informa- Rockwell_Collins_University.aspx

tion describing what Rockwell Collins did, as well as

some of the outcomes of its efforts.

SUMMARY

This chapter described several important activities related to the design of train-
ing and development programs. After an organization identifies a need for train-
ing, the next step is to decide whether to purchase the program from an outside
vendor or design the program in-house. If the organization decides to stay in-
house, a trainer must be selected. If there is a full-time trainer with content
knowledge available, the decision will be an easy one. If not, then a content
specialist may need to be identified and sent to a train-the-trainer program.

The trainer or program development team has the responsibility for devel-
oping training objectives that define the desired outcomes of the training pro-
gram. This information should be translated into a lesson plan that provides a
thorough, step-by-step guide for training implementation. Well-written program
objectives also help in selecting the appropriate training methods and media, as
well as in evaluating program success. There are three primary training approaches:
on-the-job training, classroom, and computer-based training. Each approach has a
number of techniques appropriate for particular situations. The trainer needs to
select the best combination of techniques and use of technology that will maxi-
mize trainee learning. Once the trainer designs the program, the next step is to
determine the best schedule while avoiding potential conflicts. Training imple-
mentation issues will be covered in more detail in Chapter 6.

KEY TERMS AND CONCEPTS

computer-based training (CBT) training manuals

lesson plan training methods

subject matter expert (SME) training program objectives
training competency train-the-trainer programs
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QUESTIONS FOR DISCUSSION

1. What are the three essential features of an effective HRD or training pro-
gram objective? Why is each one so important? Discuss training or classroom
experiences that you have had where objectives either did or did not follow
the recommendations made by Robert Mager and others.

2. Why are behavioral objectives and lesson plans important to effective HRD
interventions? What role should objectives play in the design, implementa-
tion, and evaluation of HRD programs?

3. Describe the relative merits of using a trainee’s coworkers as potential
trainers. What should be done to ensure that a coworker is an effective
trainer?

4. What are the advantages of designing an HRD program in-house versus

purchasing programs from vendors?

. What are the advantages of holding a training program on-site? Oft-site?

6. What experiences have you had with online learning or training programs?
How about with technology-enhanced learning, e.g., where a traditional
classroom also makes use of online discussions or other web-based applica-
tions? In your view, how can technology best be used to provide effective
learning and training opportunities?

7. How do you feel about attending training sessions or classes scheduled early
in the morning? After lunch? What can a trainer do to maximize the chances
that such a session will be effective?

1921

EXERCISE 1: OBJECTIVE WRITING FOR A DIVERSITY
TRAINING PROGRAM

Evaluate the following statement as a program objective for a diversity training
program. Individually or in small groups, rewrite this objective to conform more
closely to the principles cited earlier concerning eftective program objectives.

Develop a thorough understanding of the corporate culture of our organiza-
tion, including our policies on harassment, ethnic and gender diversity, and equal
access to individual counseling and promotion opportunities.”*

EXERCISE 2: OBJECTIVE WRITING FOR A TRAINING
PROGRAM OF YOUR CHOICE

Individually or in small groups, write your own program objective(s) for a train-
ing program of your choice. Critique your objectives by comparing them to the

principles described in Tables 5-1 and 5-2.
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IMPLEMENTING HRD PROGRAMS

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

1. Describe three broad approaches to training delivery and the advantages and
disadvantages of each approach

2. Describe five primary categories of classroom training and the advantages
and disadvantages of each one

3. Describe the advantages and disadvantages of self-paced training approaches
to training delivery

4. Determine when various training techniques are more or less effective in
different situations

Develop expertise as a facilitator of a training topic or module
Describe ways technology is used to provide and improve HRD programs

Develop greater expertise in effectively using technology to deliver training
content

8. Understand and explain the activities involved in implementing an HRD program

166
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OPENING CASE )

Imagine that you are the “Chief Knowledge Officer”
for a large and growing commercial real estate ser-
vices firm. The company—Colliers International—has
over fifteen thousand employees. You are tasked
with providing training opportunities for staff in over
480 worldwide offices. You have determined that
training will emphasize three basic areas: product
knowledge, business skills, and behavioral coaching.

Questions: If you were in charge of Colliers University,
what types of learning opportunities would you empha-
size? Are there particular methods you would expect to
emphasize? Why? To what extent would you empha-
size technology-based learning? How much control
would you encourage or allow trainees in determining
what training they receive? Would you seek to involve
top management in the training process, and if so, how?

How can Colliers train and develop managers? One
major response was to create Colliers University as
an important element within the company.

SOURCE: Colliers International (2011). Accessed on February 26,
2011 at: http://www.colliers.com/Country/UnitedStates/?
lang=en-us

INTRODUCTION

As you begin this chapter, do you think the following statements are true or false?

e The best way to learn any new skill is to learn it on the job.
¢ The lecture method is a very poor method to use for training purposes.
o Itisrelatively easy to come up with questions to stimulate useful group discussion.

¢ Generally, the more bells and whistles you can put in a computer slide pre-
sentation, the better.

¢ In most cases, when trainers have trainees discuss a case study, this is little more
than a time-filler or a chance for the trainer to take a break from lecturing.

¢ Computer-based training has become the dominant form of delivery
method across a wide variety of HRD applications.

Note: our answers are at the end of the chapter.

This chapter focuses on the third phase of the training process: implementing
training and HRD programs. The effective delivery of HRD programs requires
considerable preparation, as well as creativity and flexibility." Both assessment and
design issues should have been addressed by this point. Figure 6-1 shows where
these activities fit within the training and HRD process model.

Proper delivery or implementation assumes that an important need for
training has been identified and that program objectives have been spelled out.
The program objectives should greatly influence the design issues described in
Chapter 5, as well as the selection of training methods used to conduct or imple-
ment training. In this chapter, we will focus in more detail on the array of meth-
ods available for conducting training. Some of the most exciting developments
in HRD concern the increased use of technology in program implementation.
This can come in the form of technology replacing traditional classroom deliv-
ery approaches (e.g., online courses) or technology used symbiotically or along-
side other classroom approaches. Technological developments will be discussed
later in the chapter.
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FIGURE 6-1 Training and HRD Process Model
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TRAINING DELIVERY METHODS

Our discussion of learning in Chapter 3 covered differences between expert and
novice levels of employee performance. Clearly, training is intended to increase
the expertise of trainees in a particular area. When thinking about what training
method (or methods) to use, it is useful to consider the current level of expertise that
trainees possess. Figure 6-2 depicts a learning pyramid. At the bottom are learning
prerequisites, that is, the basic skills or knowledge the learner needs to get started.”
As the figure suggests, the novice learner may easily get confused or anxious,
therefore novice trainees generally require more guided or instruction-centered
training methods. In contrast, as trainees’ existing level of expertise increases, they
become more creative and confident. Thus, the desired or ideal training methods
are also likely to shift more toward exploratory or experiential methods.” The
middle arrow in Figure 6-2 depicts the point at which individual trainees are
ready to shift from more guided to more exploratory learning approaches.”
Because experiential methods generally require more time to complete than
instruction-centered approaches, they are not as commonly used to reach large
numbers of individuals (hence, the pyramid shape of Figure 6-2). This figure is
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also consistent with the distinction made in Chapter 3 between declarative and
procedural knowledge, that is, in most cases, an individual must first learn what to
do (declarative knowledge) before he or she can learn how to do it (procedural
knowledge). An effective training or HRD program should first identify where
trainees are in terms of this pyramid, then provide assistance for all trainees to
ascend toward an expert level of performance. In many situations, both guided
and experiential approaches are used, for example, when organizations combine
the use of lecture, discussion, case studies, behavior modeling, role playing, and
games or simulations. This combined approach is especially valuable when trai-
nees have different learning styles and preferences. Methods of training delivery
are described in the following sections. Our first point, though, is that the choice
of training method should be guided by: (1) the program objectives (discussed in
Chapter 5), (2) an explicit consideration of the current level of trainee expertise,
and (3) the resources available (both human and technological).’

Training methods can be classified by whether they take place on the job
versus away from the employee’s normal work setting.® We will first discuss on-
the-job methods, then discuss classroom approaches, which typically take place
away from the job (such as in a conference room or classroom). Yet a third cate-
gory of training methods includes those that use a self-paced or individualized
approach. For example, computer training can take place on the job (e.g., when
an employee works at his or her desk) or in a classroom equipped with computers.
However, much of the recent growth of computer training has used a self-paced
approach (e.g., web-based, distance learning, or via CD-ROMs) that may be done
in a variety of different settings. Table 6-1 lists the on-the-job, classroom, and self-
paced training methods we will discuss in this chapter. Other training methods
used for particular audiences (such as mentoring for management development)
will be discussed in the appropriate chapters.
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TABLE 6-1 .
Training Methods Methods Techniques

and Techniques On-the-job training Job instruction training
Job rotating
Coaching
Mentoring

Classroom Lecture

Conference/Discussion

Audiovisual
static media (e.g., handouts, books)
dynamic media (e.g., DVD, video, film)
telecommunication (e.g., satellite transmission, Internet)

Experiential techniques
case studies
business games
role playing
behavioral modeling

Computer-based training (classroom-based)
networked computer labs/classrooms

Self-paced Paper-based training
workbooks (e.g., programmed instruction)
Computer-based training (non-classroom-based)
computer-aided instruction (e.g., multimedia CD-ROM)
Internet/intranet
intelligent computer-aided instruction

ON-THE-JOB TRAINING (OJT) METHODS

On-the-job training (OJT) involves conducting training at a trainee’s regular work-
station (desk, machine, etc.). This is the most common form of training; most
employees receive at least some training and coaching on the job. Virtually any
type of one-on-one instruction between coworkers or between the employee and
supervisor can be classified as OJT. Some have argued that, in general, employees
learn and retain more through informal learning on the job than they do through
formal training programs.” On-the—job training has been promoted as a means for
organizations to deal with the shortage of applicants who possess the skills needed to
perform many current jobs, and as a means for organizations to deal with accelerat-
ing market cycles.® Indeed, a recent study found that manufacturers in Thailand
were, in fact, investing relatively more on OJT for those with less formal education.”
Unfortunately, much on-the-job training is conducted informally, without struc-
ture, planning, or careful thought. At the extreme, such informal efforts are carica-
tured with the picture of the busy supervisor telling the new hire to “go sit by Joe.”
1% Research indicates that informal OJT “leads to increased error rates, lower pro-
ductivity, and decreased training efficiency.”’ Why do you suppose that might be?

Structured OJT programs are generally conducted by an assigned trainer
who is recognized, rewarded, and trained to provide appropriate instructional
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techniques. Reviews of OJT practices have found that (1) supervisors, cowor-
kers, and to a lesser degree, HRD staft members conduct most of the structured
OJT programs; (2) a majority of organizations provide train-the-trainer programs
for these assigned OJT trainers (see Chapter 5); and (3) top management gener-
ally expressed support for structured OJT programs.'” A recent study by Cho of
trainers in a large life insurance company in Korea found that trainer self-efficacy
and organizational commitment were higher for trainers who were trained uti-
lizing structured OJT procedures.'”

Formal OJT has two distinct advantages over classroom training. First, OJT
facilitates the transfer of learning to the job because the trainee has an immediate
opportunity to practice the work tasks on the job. Transfer of learning is enhanced
because the learning environment is the same as the performance environment
(see our discussion of physical fidelity in Chapter 3). Second, OJT reduces training
costs because no training facilities are needed. For example, the Hard Rock Cafe
conducts almost all of its training on the job. Supervisors conduct most training at
the start of each new work shift. Job aids are used heavily, and these materials
make extensive use of graphics and bullet points, rather than lengthy training man-
uals. Younger workers are reported to view this approach very favorably, and they
are a major source of employees for this restaurant chain.'*

There are, however, several limitations to OJT. First, the job site may have
physical constraints, noise, or other distractions that inhibit learning. Many of
these problems cannot be changed because of the nature of the job. Second,
using expensive equipment for training could result in costly damage or disrup-
tion of the production schedule. Third, using OJT while customers are present
may inconvenience them and temporarily reduce the quality of service. Fourth,
OJT involving heavy equipment or chemicals may threaten the safety of others
who are working in close proximity. Precautions should be taken by the trainer
to minimize the potential problems from these four areas.

In many cases, OJT is used in conjunction with oft-the-job training. For
example, KLM Royal Dutch Airlines uses classroom-based training to provide
initial customer service training for new flight attendants. However, follow-up
training is conducted on evaluation flights. Trainees are asked to demonstrate
their service delivery skills on the evaluation flights in front of experienced
flight attendants.”” A study of best OJT practices in Great Britain found that
OJT was much more likely to be successtul when operated in a systematic
fashion, when there was clear top management support, and when line man-
agers were committed to it. Furthermore, for complex jobs, OJT was more
effective when classroom training, OJT, and computer-based training were
used in combination.'® Schwan Food Company uses structured OJT, com-
bined with three-and-a-half days of classroom training, to train new customer
service managers.'” Finally, OJT has been recommended as an addition to for-
mal training and certification programs to train information technology (IT)
professionals.'®

There are at least four identifiable OJT techniques, including job instruction
training (JIT), job rotation, coaching, and mentoring. We will focus on JIT and
job rotation now and discuss coaching and mentoring in later chapters.
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Job Instruction Training (JIT)
Job instruction training (JIT) is defined as a sequence of instructional procedures
used by a trainer to train employees while they work in their assigned jobs. It is a
form of OJT." The content of a JIT program is distinguished by its simplicity.
Table 6-2 details a simple four-step process that helps the trainer prepare the
worker, present the task, and allow practice time and follow-up.?’ Preparing the
workers is important because they need to know what to expect. Preparation may
include providing employees with a training manual, handouts, or other job aids
that can be used as references. Presenting the task should be carried out in such a
way that a trainee understands and can replicate the task. Some trainers demonstrate
the task before asking the trainee to repeat the process. Practice time is important for
the trainee to master a particular set of skills. Finally, the trainer needs to conduct a
follow-up as a way of ensuring that the trainee is making progress. During this
follow-up session, the trainer should apply coaching techniques when appropriate.
For example, Cummins Engine Company combined the JIT-approach with the
Japanese philosophy of continuous improvement, referred to as Kaizen, in a program
the company called Just Do It training (JDIT). The JDIT approach begins with
instruction on basic principles and then moves to a job where a need for improvement

TABLE 6-2

Job Instruction Training SElp L RO D Lol

a. Put trainee at ease

b. Find out what trainee knows
c. Motivate

d. Set up the task

Step 2: Present the Task
a. Tell

b. Show

c. Explain

d. Demonstrate

Step 3: Practice

a. Have trainee perform the task(s)
b. Have trainee explain the steps
c. Give feedback on performance
d. Reinforce correct behavior

Step 4: Follow-up

a. Have trainee perform on his or her own
b. Encourage questioning

c. Check performance periodically

d. Gradually taper off training

SOURCE: From Wexley, K. N., & Latham, G. P. (2002). Developing and training human resources in organi-
zations, 3e. Reprinted with permission of Pearson Education, Inc., Upper Saddle River, NJ.
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has been identified. The improvement process follows five steps: (1) observe work
processes in action and identify problems; (2) brainstorm possible improvements; (3)
analyze each improvement option; (4) implement improvements; and (5) analyze
results and make adjustments.”’ The role of the trainer in this approach is to guide
the learners and help them to discover potential problems and find solutions on
their own. The instructor can then provide feedback and reinforce learning.

The success of JIT depends on the ability of the trainer to adapt his or her own
style to the training process. The trainer, particularly if this person is the trainee’s
coworker or supervisor, should have an opportunity to assess the trainee’s needs
before beginning the training. If the training material is too difficult or too easy, the
OJT trainer should adjust the material or techniques to fit the needs of the trainee.
Once the trainees have demonstrated that they can do the work, they should be
allowed to work on their own. However, it is important for the trainer or supervisor
to check back periodically to answer questions and make sure everything is going
well. As Urbaniak puts it: “Above all, don’t turn trainees loose and forget them.”*

Job Rotation
So far we have discussed techniques that are intended to develop job-related skills.
Job rotation is similar in intent, but with this approach a trainee is generally expected
to learn more by observing and doing than by receiving instruction. Rotation, as the
term implies, involves a series of assignments to different positions or departments for
a specified period.” During this assignment, the trainee is supervised by a depart-
ment employee, usually a supervisor, who is responsible for orienting, training, and
evaluating the trainee. Throughout the training cycle, the trainee is expected to
learn how each department functions, including some key roles, policies, and proce-
dures. At the end of the cycle, the accumulated evaluations will be used to deter-
mine the preparedness of the trainee and if and where the person will be
permanently assigned. A study of job rotation in Denmark found that roughly 20
percent of firms used job rotation for hourly employees, and 6 percent used it for
salaried employees.24 Although some have argued for job rotation as a way to keep
employees interested or motivated, the findings from this study suggest that it is most
often used as a means for employers to gather information on unique employee
abilities—across the different work settings they rotate through. Guidance is available
for supervisors seeking to set up job rotation schedules for multiple employees.®
Job rotation is often used for first-level management training, particularly for
new employees. When this technique is used, it is generally assumed that new
managers need to develop a working knowledge of the organization before they
can be successful managers. For example, the Tribune Company used formal job
rotation programs for its information technology (IT) workers, with the goal of
broadening their skills outside the IT area, thus preparing them for future promo-
tions.?® Job rotation has been used frequently as a means of career development for
nurses as well.”” A study of the Spanish chemical industry found that job rotation
was positively related to measures of organizational learning.®® Economists Sandra
Black and Lisa Lynch argued that work practices such as job rotation help account
for increases in U.S. productivity.29 A cover story in HR Magazine discussed how
human resource professionals often develop job rotation programs for finance,
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marketing, or operations professionals.”” Yet, citing research data from Lawler, HR
professionals have made little use of job rotation to develop themselves for higher
level, strategic positions within their own organizations. Harvey Resnick of the
Hay Group states: “It’s akin to the shoemaker’s children going barefoot.””!

Two other forms of on-the-job training, coaching and mentoring, also involve
one-on-one instruction.”> Coaching typically occurs between an employee and that
person’s supervisor and focuses on examining employee performance and taking actions
to maintain effective performance and correct performance problems. In mentoring, a
senior manager is paired with a more junior employee for the purpose of giving support,
helping the employee learn the ropes, and preparing the employee for increasing
responsibility. These techniques will be discussed in Chapters 10 and 12, respectively.

CLASSROOM TRAINING APPROACHES

Classroom training approaches are conducted outside of the normal work setting.
In this sense, a classroom can be any training space set away from the work site,
such as the company cafeteria or a meeting room. Although many organizations
capitalize on whatever usable space they have available to conduct training
sessions, some larger organizations (including McDonald’s, Dunkin Donuts, and
Pillsbury) maintain facilities that serve as freestanding training centers. These train-
ing centers are now increasingly referred to as corporate universities (McDonald’s
refers to its center as Hamburger U.), with curricula that include courses covering a
wide range of skill and content areas. Dell Computer calls its area Dell University.

Conducting training away from the work setting has several advantages over
OJT. First, classroom settings permit the use of a variety of training techniques,
such as video/DVD, lecture, discussion, role playing, and simulation. Second, the
environment can be designed or controlled to minimize distractions and create a
climate conducive to learning. Third, classroom settings can accommodate larger
numbers of trainees than the typical on-the-job setting, allowing for more effi-
cient delivery of training. On the other hand, two potential disadvantages of
classroom methods, as a group, include increased costs (such as travel and the
rental or purchase and maintenance of rooms and equipment) and dissimilarity
to the job setting, making transfer of training more difficult.

Five primary categories of classroom training include:

. Lecture
. Discussion
. Audiovisual media

. Experiential methods

Ul N

. Computer-based training (classroom-based)

THE LECTURE APPROACH

The lecture method involves the oral presentation of information by a subject
matter expert to a group of listeners. The lecture continues to be a popular
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training technique. For instance, 58.8 percent of all formal learning reported in a
recent ASTD report was instructor-led classroom training.33 One reason that the
lecture method is so popular is that it is an efficient way of transmitting factual
information to a large audience in a relatively short period of time. When used
in conjunction with visual aids, such as slides, charts, maps, and handouts, the
lecture can be an effective way to facilitate the transfer of theories, concepts,
procedures, and other factual material.

The lecture method has been widely criticized, particularly because it
emphasizes one-way communication. It has been suggested that the lecture
method perpetuates the traditional authority structure of organizations, thus pro-
moting negative behavior (such as passivity and boredom), and it is poorly suited
for individualizing training and facilitating its transfer.”* Similarly, although a
skilled lecturer may effectively communicate conceptual knowledge to trainees
who are prepared to receive it, the lecture has limited value in facilitating attitu-
dinal and behavioral changes.”® Trainees must be motivated to learn because,
when it is used alone, the lecture method does not elicit audience responses.

A related disadvantage of the lecture method is the lack of idea sharing among
trainees. Without dialogue, trainees may not be able to put things into a common
perspective that makes sense to them. Also, many people claim to dislike the lec-
ture method. A sample of training directors ranked the lecture method ninth out
of nine training methods for acquisiion of knowledge.®® A separate survey
reported only 17 percent of respondents (members of a regional ASTD chapter)
believed that the lecture was an effective training delivery method.”’

Empirical research, however, does not support such harsh judgment. For
example, a meta-analysis found positive learning effects from the lecture method,
both when used alone and in combination with other methods, such as discus-
sion and role playing.®® Role playing and lecture methods were found to be
equally effective in a skills training course.”” A comparison of dental education
provided through lecture versus an interactive multimedia courseware package
found no significant differences in learning between the two approaches.®’
Finally, a meta-analysis of the effects of lecture, modeling, and active participa-
tion on the performance of older trainees found that all three methods had posi-
tive and statistically significant effects on learning and skill measures.*' Could it
be that people often don’t like lectures, even though they can and do learn from
them?

The results cited earlier suggest that further research is needed to identify the
conditions under which the lecture method is effective as well as ways to improve
its effectiveness.*” At present, two points seem clear. First, interesting lectures pro-
* Trainers should make every effort to
make their lectures as interesting as possible. Some experienced trainers argue
that younger workers (i.e., those under thirty) are especially likely to tune out
lectures that they perceive to be uninteresting or irrelevant.** Second, there are
advantages to supplementing lecture with other methods (including discussion,
video, and role playing, discussed below), particularly when abstract or procedural
material needs presenting. These combinations can increase two-way communi-

mote greater learning than dull lectures.

cation and facilitate greater interaction with the material.*®
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THE DISCUSSION METHOD

The discussion method involves a trainer in two-way communication with trai-
nees, and the trainees in communication with each other. Because active par-
ticipation is encouraged, the discussion method offers trainees an opportunity
for feedback, clarification, and sharing points of view. Given this dynamic, the
discussion technique can overcome some of the limitations of the straight lec-
ture method. A common maxim for discussion facilitators is: “Never do for the
group what it is doing for itself.” However, the success of this method depends
upon the ability of the trainer to initiate and manage class discussion by asking
one or more of the following types of questions:

o Direct questions can be used to illustrate or produce a very narrow response
(e.g., Who are the key players in this case?).

o Reflective questions can be used to mirror what someone else says to make sure
their message is received as intended (e.g., So are you saying that you think
this manager failed to connect his actions to the goals and strategies of the
organizations).

o Open-ended questions can be used to challenge the trainees to increase their
understanding of a specific topic (e.g., But if what this manager did was effec-
tive, why are there so many problems, as described at the end of the case?).

Michael Marquardt recommends the greatest use of open-ended questions,
since these encourage creativity, with minimal use of direct or leading ques-
tions.*® He argues that good questions should: (a) create clarity, (b) help people
think analytically and critically, (c) inspire people to reflect and view things in
new ways, (d) challenge assumptions, and (e) create ownership of solutions.
Exercise 1 at the end of this chapter asks you to generate questions to facilitate
classroom discussion in this course.

Managing discussion goes beyond simply questioning participants. The trainer
must ensure that trainees are reinforced for their responses. Respect and acknowl-
edgement should be given to all responses—even those that are not exactly what
the facilitator may be looking for at that point in the discussion. The trainer must
also act as a gatekeeper, giving everyone an opportunity to express their point of
view and not letting the discussion be dominated by a few vocal participants.
Managing discussion in large training classes (e.g., thirty or more trainees) can be
difficult. Not only are the opportunities for an individual to participate reduced in
a large group, some participants may feel intimidated and be reluctant to get
involved. Dividing a large class into smaller discussion groups, which can then
share their ideas with other groups, can increase the opportunity for discussion.

There are several limitations of the discussion method. First, a skilled facilita-
tor is needed to manage the discussion process.*” Skill in facilitating a discussion is
not something that one acquires quickly; skilled facilitators have generally prac-
ticed extensively and prepared thoroughly before leading a discussion. Second,
sufficient time must be available for meaningful discussion to take place. Third,
trainees need to have a common reference point for meaningful discussion to
occur. Assigning reading material before the discussion session can help overcome
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this obstacle—assuming, of course, that trainees take the time to read the material
and prepare themselves for the discussion.

On balance, most trainers and trainees find a well-done discussion to be
more interesting and energizing than a traditional lecture. Of course, adequate
time, motivation, and resources must be available for this method to work effec-
tively, but then, this is true of any method of delivering training.*®

AUDIOVISUAL MEDIA

Both the lecture and discussion methods are limited in their ability to adequately por-
tray dynamic and complex events. Audiovisual methods take advantage of various
media to illustrate or demonstrate the training material. Audiovisual media can bring
complex events to life by showing and describing details that are often difficult to
communicate in other ways. For purposes of this chapter, we categorize audiovisual
methods into three groups: static media, dynamic media, and telecommunications.*

Static Media. Static media typically involve fixed illustrations that use both
words and images. This can include printed materials, slides, and overhead transparen-
cies. Printed materials, such as handouts, charts, guides, reference books, and textbooks,
allow trainees to keep the material and refer to it before, during, and after a training
session (some issues involved in selecting and preparing printed materials were
discussed in Chapter 5). Slides are often used in ways similar to printed materials, but
by projecting a computer- or camera-generated image onto a screen, they can serve as
a common focus for discussion. Increasingly, document cameras allow for the projec-
tion of paper materials, so that everyone in the classroom can see them. Slides can also
be synchronized with audiotapes or digitized clips to form a standardized presenta-
tion.”” Such a setup can be delivered without using a skilled trainer; at a minimum,
someone is needed to operate and monitor the equipment (e.g., computer, projector,
or tape player). Table 6-3 provides some guidelines for the effective use of slides to
improve training presentations. Visual learners, in particular, are likely to benefit when
lectures and discussions are supplemented with effective slides or transparencies.

The use of computer-generated slides (predominantly using Microsoft® Power-
Point”™ presentations, though also using Apple Keynote 3, or Corel Presentations
X3) has increased dramatically in recent years.”’ Some have even argued that “the
ability to prepare a slide presentation has become an indispensable corporate survival
skill.”>* However, major efforts to produce fancier and more elaborate slide presen-
tations have also led to a backlash. For example, in 2000, General Hugh Shelton,
then-chairman of the U.S. Joint Chiefs of Staff; sent out an order to all U.S. military
bases stating that all briefings should stick to the point and avoid unnecessary “bells
and whistles” in PowerPoint™ presentations.” It seems that all the e-mailed brief-
ings were using so much of the military’s computer bandwidth that they were slow-
ing down more critical communications between headquarters and the field! Hence,
in Table 6-3, we stress (in points 6 and 9) that every aspect of a computer-generated
slide show should add value to, rather than detract from, the overall presentation.54
This is all the more important because these presentations are increasingly being
given over the Internet (see the following section).>
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TABLE 6-3
Guidelines for

Presentation
Slides 2. Use a limited number of key words or phrases (e.g., fewer than six words
per line and six lines per slide)

Preparation
1. Present one major idea or concept on each slide or transparency

3. Make sure letters and graphics are large and legible (can they read it in the
back of the room?)

4. Are your slides well designed?

5. Are your slides interesting and appropriate for the subject? Use color, differ-
ent type styles, graphics, and pictures (especially for visual learners)

6. Do your slides add to the presentation?

7. Do your presentation and slides together effectively communicate your key
points to the audience? Avoid information overload, especially with your slides

8. Is current technology being appropriately utilized when making and using slides?

9. If using Microsoft® PowerPoint® (or similar software), do the extras (sound,
music, clip art, video clips, special graphics) add or detract from the presentation?

10. Ensure that the audiovisual or computer equipment is set up and used
appropriately

Presentation

11. Have a clear outline for your presentation

12. Look at the audience, not at the screen

13. Ensure lighting and seating are appropriate for all to see both the presenter
and the screen

14. Emphasize information by pointing; however, do not point at the screen—
point on the transparency, or use a mouse pointer on computer slides

15. Script what you plan to say with each slide, but avoid reading bullet points
exactly as they appear on the slide or transparency

16. Control the pace by progressive disclosure, for example, only reveal the
points to the audience as you are ready to discuss them

17. Cover the screen (or make it blank) to emphasize an important verbal point
18. Use two projectors for increased effect (e.g., when using multiple media)

19. Obtain group involvement by writing on a white board, blank transparency,
or flip chart

SOURCES: Kearsley, G. (1984). Training and technology (p. 19). Reading, MA: Addison-Wesley; Ellis, S. K.
(1988). How to survive a training assignment. Reading, MA: Addison-Wesley; Kupsch, J., & Graves, P. R.
(1993). How to create high impact business presentations. Lincolnwood, IL: NTC Business Books; Beaver,
H. D. (2000, June). Visual aids: How much is too much? ABA Banking Journal, 92(6), 80; Eyre, M. (2000,
July). The presenter’s toolkit. Management, 47(6), 11-12; Abram, S. (2004, March). PowerPoint: Devil in a
red dress. Information Outlook, 8(3), 27-28; Buss, W. C. (2006, March). Stop death by PowerPoint. T&D,
60(3), 20-21; Collinge, J. (2009, March). Technology tools, Training Journal, 74.

Dynamic Media. Techniques that present dynamic sequences of events are
considered dynamic media and include compact discs (CDs), DVDs (including
high-definition DVDs), diskettes, videotape, film, and audiocassettes. Organizations
as diverse as Taco Bell and New England Mutual Insurance are taking advantage
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of the ease with which videotaped training programs can be sent to employees
around the country. There are literally thousands of commercially produced
films, videos, and DVDs available to HRD professionals through film libraries,
professional societies, and retail outlets. Many training vendors emphasize the sale
or rental of training DVDs and videos. In addition, many organizations are able to
produce their own videos at relatively low cost. For example, Southwest Airlines
produced a nine-minute rap music video that introduces employees to work pro-
cedures and company operations, while at the same time conveying the team spirit
and fun-oriented culture that typifies the company. The Travelers Insurance Com-
pany maintains a $20 million education center that produces videos and transmits
satellite broadcasts of training programs throughout the company.”® Entire training
programs can be self-contained within a single film or video presentation. Videos/
DVD clips are increasingly being used within e-learning programs as well.>’

An effective DVD or video takes advantage of the capabilities of the medium,
rather than simply reproducing a printed or static presentation. Unfortunately, many
videos are indeed little more than reproductions of traditional lectures. Producing
an effective training video is not as simple as owning the equipment and having the
desire to be the company’s Steven Spielberg. Film and video development involves
many activities, including design (like storyboarding); preproduction (including
scheduling, casting, selecting crew and equipment, preparing props and sets); shoot-
ing the film or video; postproduction (including editing and sound mixing); and
distribution.®® The inexperienced HRD professional would be wise to consult a
trained professional to produce (or assist in producing) company films and videos.

Some HRD professionals argue that younger generations, who grew up watch-
ing films and television, may actually prefer this form of presentation. But one
potential limitation of this technique is that trainers may rely too much on film or
video and focus too little on training content. Such reliance can lead to compla-
cency among trainees who view the films and videos as entertainment, rather than
as opportunities to learn. Robert Marx and Peter Frost provide useful guidance con-
cerning the “judicious use of video in management education,” that is, using well-
chosen video clips that are linked to specific learning objectives and outcomes.”” We
would add that video vignettes are likely to hold trainee attention better when they
are on the brief side, for example, anywhere from one to fifteen minutes.*’

Videotapes or DVDs are also used as visual aids for behavior modeling training by
recording role plays and then asking group members to critique their experience
while watching the video. For example, a sales training program may include a video-
taping segment so that trainees can observe themselves performing an in-class exercise
on how to close a sale. This approach also provides an opportunity for the trainer to
reinforce desired behaviors. One potential limitation of this technique is that trainees
may feel intimidated by the camera and even resent the process. To offset this, the
trainer must be supportive and create a safe environment during the program.

Telecommunications. The transmission of training programs to different loca-
tions via telecommunications has become increasingly feasible through satellite,
cable, and fiberoptic networks. Linking several locations for instructional and con-
ference purposes, known as instructional television (ITV), or interactive television,
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allows entire courses to be televised. For example, colleges and universities are
increasingly offering both bachelor’s and master’s degrees “delivered entirely by
cable television and satellite.”®' The National Technological University (NTU)
network offers interactive, satellite-transmitted continuing-education courses to
professionals such as engineers and computer scientists in companies like IBM,
General Electric, and Hewlett-Packard.®® In 2002, NTU was purchased by Sylvan
Learning Systems and is now part of its Laureate Education unit.®> There is also a
Video Development Initiative that highlights recent developments in videoconfer-
encing, especially in higher education.®*

Telecommunication technology also allows organizations to conduct confer-
ences or training programs between remote locations.®> This technique, known
as teleconferencing, or videoconferencing, is being used by organizations such as
Cisco, the Blackstone Group, and Swiss Re.?® Colleges and universities are also
taking advantage of teleconferencing to benefit both their students and corporate
clients. Teleconferencing helps organizations reduce trainer, travel, and facility
costs, and it increases the availability of training to remote locations.®” The
North Carolina Office of Day Care Services conducted a study comparing the
average cost of traditional classroom training with teleconferencing. It concluded
that although teleconferencing costs more for curriculum and materials develop-
ment, traditional classroom training costs more for trainer, travel, and delivery,
and both methods are considered equally effective.®® One issue that merits fur-
ther research concerns the extent to which teleconferencing affects the interac-
tion between a trainer and trainees.®”

Computer conferencing is not as widely used as other training techniques.
However, this has changed dramatically since the mid-1990s (see our later dis-
cussion on intranet training). Also, whereas organizations commonly use com-
munication networks primarily for business operations, they have an unlimited
potential as training vehicles. It has been suggested that computer networks
should be used to train adults nationwide, although the start-up cost of hard-
ware and the low level of reading and writing skills may keep some low-
income and other potential learners from benefiting from such a system.””
The rapidly decreasing cost of videoconferencing systems has made this tech-
nology increasingly available, even to small- and medium-sized organizations.”’
For example, FedEx Office has videoconferencing facilities available at over
120 U.S. locations, with costs as low as $225 per hour.”?

Studies have shown that audiovisual training methods like film, television,
and videoconferencing are often as effective, if not more effective, than other
methods (primarily lecture).”” However, a study by Kenneth Brown and collea-
gues did find that student learning was worse when classes were larger and video-
conferenced (versus live).”* Given the many choices available, HRD professionals
must select the most appropriate audiovisual method for each particular HRD
program. Kearsley makes five recommendations concerning media selection:

1. Identify the media attributes required by the conditions, performance, or
standards of each instructional objective

2. Identity student characteristics that suggest or preclude particular media
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3. Identify characteristics of the learning environment that favor or preclude
particular media

4. Identify practical considerations that may determine which media are feasible

5. Identify economic or organizational factors that may determine which media
are feasible”

This list includes both learning-related and practical considerations. Rothwell
and Kazanas pose several further questions that can guide the proper selection of
audiovisual methods:

1. How much time is available to plan and test instruction?

2. What equipment is available to use in designing or delivering instruction, or
in doing both?

3. For what media can instructional designers prepare instruction? Do staff skills
lend themselves to some media better than others?

4. How much is an organization willing to spend on the design and develop-
ment of instruction?’®

Readers who want to know more about these various audiovisual methods

and how to select among them would do well to consult other sources.”’

Experiential Methods

So far, we have discussed training methods that focus primarily on presentation
of training content. In many of these methods, such as video and lecture, the
learner 1s generally assumed to be a passive (or somewhat passive) recipient of
information.”® Experiential learning advocates, such as David Kolb, argue that
effective learning requires active engagement and experience on the part of the
learner. Keys and Wolfe summarize this point of view as follows:

Experientialists believe that effective learning is an active experience that
challenges the skills, knowledge, and beliefs of participants. This is accom-
plished by creating a contrived, yet realistic, environment that is both chal-
lenging and psychologically safe for the participant to investigate and to
employ new concepts, skills, and behaviors. Experiential instructors recog-
nize that learners bring to the learning environment a set of accumulated
knowledge and learning methods that are simultaneously functional and/or
dysfunctional depending on the learning situation. (p. 214)””

Experiential training methods commonly used in organizations include case
studies, games and simulations, role playing, and behavior modeling. These meth-
ods fall more toward the exploratory side of the learning continuum presented in
Figure 6-2. Each of these methods is described in the following sections.

The Case Study Method. The case study method helps trainees learn analyti-
cal and problem-solving skills by presenting a story (called a case) about people in
an organization who are facing a problem or decision. Cases may be based on
actual events involving real people in an organization, or they can be fictional.
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Case studies are typically included in college textbooks and courses in manage-
ment, public administration, law, sociology, and similar subjects. Harvard Univer-
sity has been the pioneer and a major proponent of the case study method of
teaching.®” Cases are increasingly available in video, DVD, and other media for-
mats and not just on paper.”'

For example, Steve Levy created a paper-based case called “Phaedrus’ Dem-
onstrator” that focuses on the motivational effects of a college instructor provid-
ing regular written student feedback, but no grades, during the course of a
semester.” George Kester provides a fascinating example of a multimedia
approach to a financial management case, e.g., “Barbarians in the Classroom.”®?
Although cases vary in complexity and detail, trainees should be given enough
information to analyze a situation and recommend their own solutions. In solv-
ing a problem, trainees are generally required to use a rational problem-solving
process that includes:

. Restating important facts
. Drawing inferences from the facts
. Stating the problem or problems

. Developing alternative solutions and then stating the consequences of each

Ul N

. Determining and supporting a course of action

Cases can be studied by individuals or small groups, and the completed
analysis and solutions are typically presented by the trainees to the rest of the
class. Proponents of the case study method argue that this form of problem
solving within a management setting offers illustrations of the concepts
students are expected to learn and use, improves communication skills, and
facilitates the linkage between theory and practice.** Proponents also claim
that cases allow students to discuss, share, and debate the merits of different
inferences, problems, and alternative courses of action. Such insight can help
students develop better analytical skills and improve their ability to integrate
new information.

The case study method also has vigorous critics who argue that it can cause
groupthink, focuses too much on the past, limits the teaching role of the trainer,
reduces the learner’s ability to draw generalizations, reinforces passivity on the
part of the learner, and promotes quantity of interaction among students at the
expense of quality of interaction.®® Andrews and Noel claim that cases often lack
realistic complexity, a sense of immediacy, and inhibit development of the ability
to collect and distill information.®” In addition, trainees may get caught up in the
details of a situation at the expense of focusing on the larger issues and concepts
they are trying to learn.

Argyris argues that case studies can undermine the learning process by not
leading trainees to question assumptions and positions taken, and that the case
study method may encourage trainees to be dependent on an instructor or facilita-
tor.”® He feels that trainers should create an atmosphere in which trainees are free
to confront themselves and each other without defensiveness, to allow examination
of whether the ideas they claim they believe in are consistent with their actions.
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Berger counters these criticisms by suggesting that Argyris does not adequately
define the case method and that methodological flaws undermine his study.

Although there appears to be plenty of rhetoric regarding the advantages and
disadvantages of the case study method, there is not a large amount of empirical
evaluation studies to help us determine the facts.”” The studies that do exist offer
no clear trend from which to draw conclusions.

To overcome these limitations, a trainer should make expectations clear and
provide guidance when needed. In addition, a trainer must effectively guide the
discussion portion of a case study to ensure trainees have an opportunity to
explore differing assumptions and positions taken and the rationales for what
constitutes effective responses to the case. The point in discussing cases is not
necessarily to find the “right” solution, but to be able to provide a reasoned
and logical rationale for developing a course of action. Even the provision of
teaching notes with many cases has been criticized as locking trainers and trainees
into particular ways of viewing a case.”’

Variations in the case method have also been proposed.”” One such variation,
called a living case, or alternately a “real-time case,” has trainees analyze a problem
they and their organization currently face.”® This is similar to the concept of “action
learning” mentioned previously in the text.”* Victoria McWilliams and Afsaneh
Nahavandi provide an example of this approach for teaching business ethics.”

Osigweh encourages potential users of the case study method to match
factors such as:

¢ Specific instructional objectives

e Objectives of the case approach

¢ Attributes of the particular incident or case (i.e., its content)
o Characteristics of the learner

¢ Instructional timing

¢ General prevailing environment (class size, course level, etc.)

: : s 96
o The teacher’s own personal and instructional characteristics

Business Games and Simulations. Like the case method, business games
are intended to develop or refine problem-solving and decision-making skills.
However, this technique tends to focus primarily on business management deci-
sions (such as maximizing profits). A study by the Gartner Group predicted a
major increase in game-based learning in corporate learning.”” Paul Schumann
and colleagues provide an example of a computer-based simulation to introduce
ethical dilemmas and discussion in business courses.”®

One example is a business game titled Looking Glass, Inc., developed by the
Center for Creative Leadership.”” The game requires participants to role play deci-
sion makers in a fictitious glass manufacturing company and use realistic organiza-
tional data to make a variety of decisions. The three-day Looking Glass training
program includes one day each for performing the simulation (in which partici-
pants operate the company), giving feedback, and practicing the skills emphasized
during the feedback sessions.'”’ Martin Marietta Inc. has used Looking Glass as
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a diagnostic and feedback tool in its executive development program.'’! The
developers of Looking Glass report research showing that the activities of trainees
in simulations are similar to those of managers in the field, and suggest that the
program is effective, at least in the short term.'’* Strauss provides an example of a
different business simulation, called “Merkis,” which is intended to promote team-
work and communication skills.'”* Finally, there is a web-based, interactive simu-
lation called “Turning Gears, Inc.” that focuses on business ethics.'”*

Business games, particularly computer simulations of organizations and indus-
tries, are widely used in business schools. A review of sixty-one studies reports
support for the effectiveness of business games in strategic management courses.
Whether these results can be generalized to organizational settings remains an
open question, though some recent anecdotal evidence appears promising.'”

Another type of simulation used in management development programs and
assessment centers is the in-basket exercise. The goal of this technique is to assess
the trainee’s ability to establish priorities, plan, gather relevant information, and
make decisions. The sequence of events involved in an in-basket exercise typi-
cally includes the following:

1. The trainees are told that they have been promoted to a management position
that has suddenly vacated. They are given background information about the
organization, including personnel, relationships, policies, and union contracts.

2. The trainees then receive the contents of the manager’s in-basket. This material
includes documents such as telephone messages, notes, memos, letters, and reports.

3. The trainees are then asked to read, organize, prioritize, and make decisions
regarding the issues presented by the in-basket material.

4. At the end of the decision period, the trainees’ decisions are then evaluated
by trained scorers.

The object of this technique is to force trainees to make decisions in the
allotted time period. Because there is usually insufficient time to read each doc-
ument and respond, the trainees must make quick and accurate decisions. The
trainees are evaluated not only on the quality of their decisions but also on
their ability to prioritize and deal eftectively with all critical documents. Research
on the in-basket technique shows it to be successtul in improving trainee effec-
tiveness, as well as in predicting future managerial effectiveness, either alone or in
combination with other devices.'"

One limitation of business games and simulations is that although they can be
quite complex, these techniques often lack the realistic complexity and informa-
tion present in real organizations. Factors such as organizational history and politics,
social pressures, the risks and consequences of alternatives, and the organization’s
culture are difficult to replicate in a simulation.'”” This may undermine the extent
to which what is learned in the game or simulation will transter back to the job.

In addition, many games and simulations emphasize the use of quantitative anal-
ysis in making business decisions and underplay the importance of interpersonal issues
in managerial effectiveness. It has also been argued that the popularity of simulation
techniques is based more on circumstantial evidence than on rigorous evaluative
research, but because simulations are used in conjunction with other techniques,
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isolating their effect in research has been difficult.'”® A study of an international busi-
ness simulation reports that students perceived the simulation to be a more effective
learning tool than the use of textbooks and cases alone.'”” Make no mistake of this,
however: computer games, simulations, training games and other forms of “learning
by doing” are a large portion of the HRD and training field and continue to
grow. 110

Role Playing. Role playing is a popular training technique—though often it is
a method that is loved by some trainees, and hated by others."'! In the role-
playing technique, trainees are presented with an organizational situation,
assigned a role or character in the situation, and asked to act out the role with
one or more other trainees. The role play should offer trainees an opportunity
for self-discovery and learning. For example, a management development pro-
gram could include a role-play situation emphasizing interpersonal conflict
between a manager and a subordinate. Management trainees would have an
opportunity to role play both the manager and the subordinate role, in order
to better understand some of the dynamics of this situation, as well as practice
interpersonal skills. The value of this technique is enhanced by conducting a
feedback session following the role play, in which trainees and the trainer cri-
tique the role-player’s performance. In many organizations, the role play episode
is videotaped, as discussed earlier, which allows for better feedback and self-
observation. Arran Caza and colleagues have created a role play where managers
must inform a subordinate about why they did not get a promotion.

Although self-discovery and opportunity to practice interpersonal skills are
outcomes of role playing, this method does have some limitations. First, as dis-
cussed earlier, some trainees may feel intimidated by having to act out a character
(and possibly be videotaped doing so). Trainers should take sufficient time in
introducing the exercise, explaining the process in detail, and most of all, empha-
sizing how participation will help each trainee to better understand and apply
different interpersonal skills.

A second limitation of the technique is the extent to which trainees are able to
transfer this learning to their jobs. Some trainees may perceive role playing as artifi-
cial or as fun and games, but not as a legitimate learning tool. Trainees who do not
take this technique seriously may interfere with other trainees’ learning. A trainer
must manage the process effectively and keep reinforcing the importance of partic-
ipation. Like with every other training method, it is vital that a trainer prepare thor-
oughly before using role playing. A book by El-Shamy provides valuable guidance
in how to do this.""” Well-done role plays should provide the opportunity for
effective skill development across a wide variety of settings.''* IBM uses multiplayer
video role-play games as a means of teaching global management skills.'"

Behavior Modeling. Social learning theory (see Chapter 2) suggests that many
of our behavioral patterns are learned from observing others. This theory forms the
basis for behavior modeling. In organizations, employees learn all kinds of beha-
viors (some work related and some not) from observing supervisors, managers,
union leaders, and coworkers who serve as role models. Under normal conditions,
role models can have a tremendous influence on individual behavior.
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In this technique, trainees observe a model performing a target behavior cor-
rectly (usually on a video or DVD). This is followed by a discussion of the key
components of the behavior, practicing the target behavior through role playing,
and receiving feedback and reinforcement for the behavior they demonstrate.
Behavior modeling is widely used for interpersonal skill training and is a com-
mon component of many management training programs. Peter Hess provides
an example of the use of behavior modeling to develop leadership skills in the
college classroom.''® Research clearly shows behavior modeling to be an effec-
tive training technique. It is described in greater detail in our discussion of man-
agement development (Chapter 12).'"”

Outdoor Education. Outdoor-based education, such as ropes courses, have
generated considerable interest from employers and employees alike, with estimates
of over $100 million spent annually on such efforts.''® Sometimes called wilderness
adventure programs, they can include work teams being involved with outdoor
games, orienteering, rafting, or even zip lines.''” Frequently, such programs
include either low ropes or high ropes elements. A low ropes course typically has
limited physical risks, whereas high ropes courses have higher perceived risks. Low
ropes courses can also be conducted indoors (for an example of such a program,
refer to Figure 5-3, the example of a completed lesson plan). Both types of courses
usually have a strong focus on group problem solving and team building. Though
there is evidence that such courses can impact work team functioning and perfor-
mance, overall, the empirical results to date have been mixed.'® Those consider-
ing use of such programs should make sure the programs match objectives set out
for training, and that follow-up evaluation is conducted. Interested readers should
peruse recent issues of the Journal of Experiential Education, or a book by Gilbertson
and colleagues.'”' Glyn Thomas discusses the challenges for leaders of outdoor
education experiences in balancing their roles as facilitators, teachers, and lea-
ders.'* Scott Williams and colleagues provide helpful guidance concerning how
multiple outcomes can be measured to evaluate the success of outdoor training.'*>
As Mark Weaver has stated: “Too often, the fun, engaging methodology has out-
weighed the transfer to workplace issues.”'** Given the current popularity of out-
door education, HRD professionals should ensure that proper assessment and
evaluation are included in any such program that is offered.'*

Summary of Experiential Methods. As you can see, there is tremendous
variety in the use of experiential methods in training and classroom settings.
We have not even mentioned recent efforts to introduce improvisation theater
techniques (“improv”), classic literature, music, poetry, and visual arts into the
business classroom or training setting.'** There are also extensive efforts to sup-
plement traditional classroom instruction with project-based learning, team
learning, classroom practicums (i.e., applying classroom principles in settings out-
side the classroom), and other service learning opportunities.'>” Clearly, there
seem to be intensified efforts to move classroom learning beyond the straight
lecture, or lecture with PowerPoint, or even lecture with discussion and case
studies. For example, Nina Cole trained supervisors in unionized Canadian orga-
nizations in the use of fairness principles when conducting employee discipline.
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The training sessions consisted of approximately 20 percent lecturing, 50 percent
modeling and role playing, and 30 percent group discussion. Supervisors who
engaged in five half-day sessions were able to demonstrate the skills taught in
training in a post-test measurement.' >

Some of this “revolt” against traditional classroom methods is driven by a
critical, reflective approach that asks tough questions concerning how learning
can and should occur in a classroom setting.'*” In our view, this is healthy and
should continue. Toward that end, Ellen Auster and Krista Wylie present a sys-
tematic approach to what they call “creating active learning in the classroom.”'?"
They highlight lesson planning and preparation, including getting to know the
learning styles of students or trainees in a class. They also include a range of pos-
sible delivery modes, including all of the classroom methods we have discussed
above, as well as others (e.g., student presentations, debates, and group work).
This seems like an excellent approach to maximize the amount of learning that
goes on in any classroom.

We close this section on experiential training with one final observation:
most experiential methods seek to increase the learner’s personal experience with
a topic, i.e., their direct experience. However, recalling Albert Bandura’s social
learning theory (discussed in Chapter 2), considerable learning also takes place via
the observation of others, i.e., via vicarious experiential learning.m Stated more
directly, we can learn by our own mistakes and trial-and-error—but we can also
learn by observing and learning from the activities and modeling of others. Expe-
riential methods such as case studies primarily provide opportunities for vicarious
experiential learning, whereas simulations and role plays provide greater opportu-
nities for direct experiential learning. Might it be that a strength of both behavior
modeling and outdoor education efforts is the opportunity provided by these
approaches for both vicarious and direct experiential learning?

COMPUTER-BASED TRAINING (CLASSROOM-BASED)

The fifth type of classroom-based training is computer-based training. As men-
tioned, computer-based training (CBT) can be conducted using a classroom, or
via an individual, self-paced format. Increasingly, e-learning, i.e., online distance
education is combining elements of instructor-led and self-paced learning.'>?
A broader term for such approaches is “technology-mediated learning.”'*> Indeed,
with the increased availability of networked computer labs, there can be almost
limitless interplay between instructor-led and individual-based computer training
and learning."?* For instance, Navy personnel were shown how to use a new
computer system using a computer and projection apparatus, and then were able
immediately to practice this material on computers in front of them."*> Follow-up
studies found this behavior modeling approach to be effective in teaching informa-
tion technology modules to college students, as well in teaching students a com-
plex word processing task.'*® We make some comments below about the physical
layout of the computer classroom, as well as how technology in general changes
HRD implementation. We next discuss computer-based training as a major exam-
ple of current self-paced training approaches.
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SELF-PACED/COMPUTER-BASED TRAINING
MEDIA AND METHODS

Before the 1980s, most self-paced training was paper based. For example, Fred
Fiedler and colleagues developed culture assimilator training for Americans trav-
eling to particular countries (such as India or Greece). Trainees read various vign-
ettes about another culture, then made choices concerning why they thought a
particular action had been taken. Each response directed the trainee to a particu-
lar page in the workbook."”’

Computers and other advances in technology have had an enormous impact on
the delivery of training in organizations."*® ASTD recently estimated that roughly
22 percent of all formal learning hours are spent in self-paced online learning that
was networked, with roughly 3 percent of formal learning hours spent in self-paced,
non-networked learning (such as via CD-ROMS), and an additional 3 percent in
self-paced print approaches.'”” The primary advantage CBT has over other meth-
ods of training is its interactivity.'*’ The interaction between learner and computer
in many CBT programs mirrors the one-on-one relationship between student and
tutor: questions and responses go back and forth, resulting in immediate feedback.
Advanced forms of CBT, like intelligent computer-aided instruction, can even ana-
lyze the pattern of a student’s responses and errors, draw conclusions, and tailor the
lesson the learner receives accordingly. An additional advantage of technology-
based training is that it is well suited to on-demand learners, that is, trainees who
need (and increasingly demand) greater control over when and how training is
delivered."*" Three approaches to CBT include computer-aided instruction (CAL),
intranet training, and intelligent computer-assisted instruction (ICAI).

Computer-Aided Instruction. Computer-aided instruction (CAI) programs
can range from electronic workbooks, using the drill-and-practice approach, to
compact disc read-only memory (CD-ROM) presentations of a traditional train-
ing program. CAI software packages are available at relatively low cost for a wide
range of material, from teaching basic skills such as reading and typing to highly
technical scientific, engineering, and machine maintenance topics. CAI programs
are available not only as part of business software programs (like the tutorials that
come with such word-processing packages as Microsoft™ Word), but also
through retail outlets, and some have become software bestsellers. Some organi-
zations custom design software from scratch or modify existing programs to meet
their unique needs.

Multimedia programs offer an improvement over the more traditional CAI
programs because they provide more appealing visual and audio content. The
multimedia platform can bring the course to life and make the learning experi-
ence more enjoyable. Because audio and video files are very large, most multi-
media courses are stored and distributed on a CD-ROM disk. Many companies
have replaced instructor-led courses with CD-ROMs. For example, AT&T
replaced its three-day new-employee orientation program with a CD-ROM
package that explains how the company is organized, the role and mission of
each department, and how departments relate to each other.'*?
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There are several advantages to CAI as compared to other training methods
and techniques, especially considering the interactive nature of CAIL Based on the
trainee’s responses, the computer will present various levels of material until
the trainee reaches mastery. A second advantage is CAIs self-pacing feature that
allows trainees to control the speed of instruction and makes them self-sufficient
learners.'* A third advantage is the logistics of CAI that make it more accessible
through internal distribution systems, downloading from a central computer, or
over the Internet to remote sites, which eliminates travel and per diem costs.'**
Finally, CAI offers an instructional or learning management system that automatically
“tracks student progress and the allocation and use of instructional resources,
including terminals, instructors, and classrooms.” '

The effectiveness of CAlI, like other training methods and techniques, can be
measured by changes in productivity and profits. Reinhart reports that a four-
hour CAI program, which trained sales representatives on selling a piece of com-
puter software, resulted in additional revenues of $4.6 million for Xerox.'*
Another measure of effectiveness is a cost-benefit analysis that compares CAI to
other techniques. A financial institution in New York, which was paying trainees
while they waited for available classroom training programs, switched to CAI
and realized enough savings to offset the cost of developing the CAI program.'*’
Andersen Consulting realized significant savings in facilities, travel, and payroll
costs when it replaced a required six-week instructor-led training program on
basic business practices with a CD-ROM program.'*® Research also shows that
trainees take less time to learn the same amount of material using CAI than they
do using conventional methods, with no significant difference in test scores.'*”
On the other hand, critics worry about the loss of personal interaction between a
human trainer and the learner, and suggest that reliance on CBT may restrain the
development of interpersonal skills.'>"

CD-ROMs can be purchased off the shelf for less than $100, but they are not
particularly effective for material that has to be tailored to an organization’s needs.
An alternative to purchasing a program is producing one in-house. Munger
reports that it takes an average of two to ten hours of development time to pro-
duce an hour of instruction at an average cost of $5,000 per hour of instruction. "’

CAI may not always be the most appropriate training method. For instance,
in training situations that emphasize interpersonal skill building, other techniques
(like role playing) may be preferred. Also, traditional training methods might be
more suitable for unmotivated trainees who find it difficult to complete a CAI
program without the assistance of a trainer.

Internet- and Intranet-Based Training. The Internet remains the fastest
growing technological phenomena the world has ever seen. Today, millions of com-
puters are connected to one another via modems, telephone and cable lines, super-
conducting (ISDN, T1, T3) transmission lines, and the Internet.'>? Intranets are
computer networks that use Internet technology, software tools, and protocols for
finding, managing, creating, and distributing information within one organization.'>
Much technology-based training today is referred to as e-learning (electronic learn-
ing) and most of it makes use of Internet or intranet technology and systems.'>*
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TABLE 6-4

Design Principles for
Interactive E-Learning
Materials 2

1. Select a realistic or authentic problem/scenario for the class or lesson.
Generate questions for the scenario that students must answer by adhering
as close as possible to a real situation.

. Use as many different physical senses as possible (i.e., a rich multimedia
learning environment) to accommodate different learning styles, prefer-
ences, and patterns.

3. Provide the simplest possible initial instructions to give learners basic skills
to solve a problem or address a scenario (before moving to more sophisti-
cated problems).

4. Encourage learners to accomplish a simple yet complete task in the short-
est possible time period. Gradually increase the difficulty level for subse-
quent tasks.

5. When designing the printed or “flat” instructions (e.g., on the web page), if
students have difficulty finding where they are from a verbal description
alone, add related graphical icons and appropriate screen captures.

6. Identify where in the lesson learners tend to have problems, and then
design and position anticipatory feedback near the spots where these pro-
blems tend to occur.

7. For learners who like to try new steps (exploratory learning), lessons should
be flexible. However, for those who do not like to explore new things, more
structured lessons or examples should be provided (guided learning). To
accommodate different combinations of these preferences, both
approaches should be coherently designed.

SOURCE: Yin, L. R. (2007). Adapted from: Design principles for interactive E-learning/E-training materials.
Accessed February 27, 2011, from http://facstaff.uww.edu/yinl/elearn.html.

There is a growing body of research on web-based instruction.'”> Some recom-
mended design principles for developing interactive e-learning materials are provided
in Table 6-4. Exercise 2 at the end of the chapter also deals with this topic.
Personal computers with a TCP/IP networking protocol make it possible for
individuals with different operating systems (such as Windows, Mac OS X, and the
various UNIX-based operating systems) to communicate with each other, access
information, transmit data, and download data. Current technology also creates a
number of safeguards that can limit access to information and ensure privacy. Safe-
guards include firewalls, encryption, and passwords. Firewalls are “hardware or
software that sits between the Internet and your company’s private network to
form a barrier between your organization and the outside world ... and which
keeps track of everyone who tries to access your site.”'>® Encryption capability
allows individuals to transmit messages through a deciphering mechanism that
encodes data when transmitted and then decodes it at the destination.
Intranet-based training (IBT) uses internal computer networks for training
purposes.'>” Through their organization’s intranet, HRD professionals can com-
municate with learners; conduct needs assessment and other administrative tasks;
transmit course materials, training documents, and multimedia programs; and
administer tests at any time throughout the organization, whether an employee is
in the United States or overseas.”® IBT is an especially powerful delivery system
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for international organizations that are spread across the globe. IBT has most of the
features of a multimedia CD-ROM program, plus the capability for users to com-
municate quickly. With advances in real-time multimedia technology (e.g., Java,
Shockware), IBT is now fully interactive with sound, video, and 3-D imaging, and
will compete with disk-based media like CD-ROM:s as a primary means of pro-
viding training via technology. Companies like Ernst & Young rely heavily on
IBT for distributing and updating their computer-based training.'

LearnShare is an innovative development in technology-based training.
Formed in 1996 in Toledo, Ohio, the LearnShare consortium originally consisted
of seventeen noncompeting organizations, including Owens Corning, 3M, Gen-
eral Motors, Motorola, Northwest Airlines, and Levi Strauss. These organizations
agreed to share some of their existing training materials with one another, with a
particular focus on building up their online training course offerings. In 2011,
LearnShare included over forty member organizations employing over 2.5 million
people.'® This remains an intriguing model of collaborative online learning.

There are a number of limitations to IBT. Given the multimedia format,
which uses large video and audio files, the primary limitation to date is network
bandwidth—the size of a network’s transmittal capacity.'®" However, with the
rapid advances in technology and streaming video (greater bandwidth, and
improved abilities to compress data), this limitation is increasingly being over-
come.'® On the practical side, online learning is criticized for pushing the time
for learning to the employee’s nonwork or off time. That is, the proposed bene-
fit of anytime, anywhere learning can in fact mean that trainees are expected to
do the training on their own, and often without compensation.'® Also, many
trainees find it difficult to complete self-paced training. This led to an ASTD/
MASIE Center study of reasons why some trainees abandon technology-based
training after only a few sessions.'®* An interesting response to this problem is
the increasing use of podcasting, wikis, and other social software to allow
employees to view needed training modules when and wherever they want.'®

Intelligent Computer-Assisted Instruction. Intelligent computer-assisted
instruction (ICAI), sometimes also called intelligent tutoring systems, goes
beyond CAI in terms of flexibility and the ability to qualitatively evaluate learner
performance. Whereas a typical CAI program may allow the learner to select
from among several levels of presentation (novice, intermediate, etc.), an ICAI
program is able to discern the learner’s capability from the learner’s response pat-
terns and by analyzing the learner’s errors. The goal of ICAI systems is to provide
learners with an electronic teacher’s assistant that can

patiently offer advice to individual learners, encourage learner practice,
and stimulate learners’ curiosity through experimentation. This would
potentially make the teacher more available for more creative endeavors,
or for helping learners overcome subtle or difficult problems beyond the
capability of ICAL'®®

Although the availability of ICAI programs is limited compared to that of CAl,
the potential for ICAI is enormous. For example, an adaptive system called
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MediaMatrix was used to teach introductory psychology principles to college stu-
dents, as well as to improve their reading comprehension, with positive results.'®’
DIAGNOSER is an Internet-based quiz program designed for the state of Washing-
ton. It allows high school physics students to take quizzes online and receive guided
feedback concerning their answers while taking the quiz.'®® EduTutor is an intelligent
tutoring system designed to teach basic Portuguese.'®” Other examples of ICAI pro-
grams are the LISP computer language tutor from Carnegie-Mellon University and
recent follow-up developments called Cognitive Tutor and Auto Tutor.'”’ The U.S.
Navy has a STEAMER program, which allows students to learn to operate and repair
a ship’s complex steam propulsion system.'”" Expert systems, like Campbell Soup’s
cooker maintenance program ALDO, which capture the knowledge and experience

of experts in a particular field or content area, are also considered ICAI programs.
ICAI programs are based on advances in artificial intelligence, which involves

“engineering some aspects of the human thought process” into a computer.

Long-Live C-Learning

All indicators point to the continuing growth of
technology-based training. Such training can be
more individualized than group- or classroom-based
training, and is often touted as cheaper, given the
reduced needs for trainees to travel to the training
site, or even be away from their workplace. How-
ever, as we have already pointed out, classroom
training remains the dominant form of instructional
delivery. Consultant James Farrell argues that there
are, in fact, good reasons why classroom training
(c-learning) remains popular. Face-to-face instruction
has the greatest capacity for “information richness.”
Information richness has to do with the types of
cues that are sent to the receiver of information,
for example, when a trainee has the ability to
observe the trainer’s body language, voice inflection,
and nonverbal cues, this can increase the accuracy
of the communication that is received. As one
moves away from face-to-face communication,
such as with distance learning, computer- based
learning, video- and print-based instruction, there is
less capacity for rich communication. This may be
fine for situations where the knowledge or skills to
be taught are relatively straightforward. However,
when the skills or procedures to be taught are
completely new or different from what has been
done in the past, these more complex situations
may not be well suited for technology-based
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learning. Farrell presents the following as a humor-
ous (if extreme) example of where distance learning
may not be ideal for attaining certain training
objectives:

You're in a hospital emergency room, and a nurse
says you need immediate brain surgery. Two
physicians are available, and you must choose.
One has undergone traditional one-on-one train-
ing with an experienced surgeon. The other has
been trained trough the hospital’s revolutionary
new distance learning program for brain sur-
geons, which included the completion of a 12-
step CD-ROM course. Which surgeon do you
want to operate on you? (p. 44).

Farrell argues that it is important to look at the
information processing demands placed on learners.
When such demands are high, more face-to-face (or
classroom) interaction is likely going to be necessary.
Although the newer learning technologies can have
advantages concerning speed, flexibility, and cost,
HRD professionals must make sure that they are
appropriate for the given training situation. “Despite
the rise in e-learning,” Farrell concludes, “it appears
that classroom training is here to stay” (p. 46). What
do you think? How does this fit with the discussion
of Figure 6-2 at the start of the chapter?

SOURCE: Farrell, J. N. (2000). “Long live C-learning.” Training &
Development, 54(9), September, 43-46.
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Artificial intelligence research is uncovering ways to improve ICAI programs’
capability to use natural language to interact with and understand learners (by
tracking responses and learning from them). Given the rate of progress in com-
puter hardware, software, artificial intelligence, and knowledge engineering
(designing and organizing information and finding effective ways to present it),
ICAI or intelligent tutoring programs should become more common in training

and educational programs in the not-too-distant future.'”

SOME FINAL ISSUES CONCERNING TRAINING
PROGRAM IMPLEMENTATION

So, how should the choice be made concerning which method or methods to use
to deliver training? Trainers should make this decision while simultaneously con-
sidering the objectives to be achieved, the resources available, and trainee charac-
teristics and expertise (see Chapters 3 through 5). Although trends are clearly
moving strongly in the direction of increased technology-based training, this may
not be the best solution for every training situation.'’* In this regard, we present
an interesting response to the “e-learning bandwagon” (see the boxed insert
nearby). Furthermore, there is increasing discussion of blended learning, which is
some combination of traditional (classroom based) and technology-enhanced train-
ing.'” This has enormous implications for trainers and trainees alike, but holds
considerable promise for providing advantages to both trainees and organizations
beyond what can be obtained using any single delivery method by itself.'’®

The primary responsibility for implementing a training program lies, of course,
with the trainer. In Chapter 5, we discussed the preparation of training objectives
and lesson plans, as well as issues involved in determining the best schedule. In this
chapter, we focused on the selection of training methods, techniques, and materi-
als. Obviously, at some point, a trainer must pull all these issues together and put
them into practice. Some final thoughts are presented toward this end.

ARRANGING THE PHYSICAL ENVIRONMENT

An important implementation decision concerns the arrangement of the physical
environment. The environment is particularly important to on-the—job training
because a trainee must feel comfortable enough to concentrate and learn. If the
OJT area has a number of distractions (like noise and phone calls) that interfere
with the training process, for instance, a trainer must find ways to remove or
minimize them. Interruptions are another common O]JT distraction, particularly
when the supervisor is the trainer. Interruptions can be avoided by setting aside
certain times of the day or a special location for training that is free from distrac-
tions. Alternatively, the supervisor can arrange for someone who is not receiving
training to handle calls and inquiries during the time established for training.

In a classroom setting, a number of factors should be considered when arrang-
ing the physical environment. These include the seating arrangement, comfort, and
physical distractions. Seating is important because it establishes a spatial relationship
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between the trainer and the trainees. For example, a classroom with fixed seats in
vertical rows limits what the trainer can do in that setting, but this arrangement
may be preferred for the lecture technique because it focuses the participants on
the lecturer. In a classroom with movable seats, however, the trainer can arrange
the seats to facilitate program objectives. Arranging rows on angles (or a chevron
shape) or in a semicircle allows trainees to view each other during a class discussion.
This arrangement can encourage interaction and feedback among participants. In a
large class, seats can be arranged in small groups to facilitate group discussion.

The physical comfort level is also important for successful learning. Extremes in
room temperature can inhibit learning. A warm, stuffy room can make participants
feel tired. A room that is too cold can distract participants and reduce manual dex-
terity. One of the authors recalls participating in a management development semi-
nar in a room so cold that trainees spent more time focusing on how uncomfortable
they were (and consuming hot beverages) than dealing with the training content.

The third factor that should be considered when arranging the physical envi-
ronment is the potential for physical distractions, such as noise, poor lighting, and
physical barriers. Noise, including activity outside the classroom, can often be con-
trolled by closing the door or placing a sign stating “Quiet: Training in session”
outside the area. Inappropriate lighting can make it difficult for participants to take
notes, read printed material and overheads, and it can render projected material
unviewable. A trainer should inspect a room in advance if possible to determine
whether any physical barriers, such as poles, fixed partitions, or the like, will inter-
fere with planned activities. If such problems exist, it may be possible to find a
more suitable location. A recent study reports that the use of a networked com-
puter laboratory to teach a lecture-based course led to considerable “distractions”
for students, that 1s, even though the individual computers were not used in this
traditional course, they fostered negative reactions by students concerning the per-
ceived atmosphere or environment in the class.'”” With more and more training
facilities and colleges moving towards high tech classrooms, this is a useful
reminder that not every course or topic is well-suited to such environments.'”®

Additional physical factors a trainer may want to consider include wall and
floor coverings and colors (carpeted rooms are quieter), the type of chairs, the
presence of glare, windows (a view may distract participants), acoustics, and the
presence of electrical outlets to run necessary equipment.'”” Also, whenever pos-
sible, the screen for overheads or computer slides should be arranged in such a
way that it does not block off simultaneous use of a white board or flip chart.
Finally, computers and other technology should be tested and tried out in advance
to ensure that they work as intended during the training program.

Finally, everything about the physical environment changes when training is
computer-based, especially online or via CD-ROM or other technology. Trainees
generally don’t need to go to another location to receive training. Thus, time and
location issues change drastically. The whole notion of “asynchronous” learning
arises with online learning—meaning learners login to a learning platform at their
convenience, then make successive contributions to course discussions, often over
some number of days (rather than the more typical real time contributions in a
classroom)."® Generally, the number of individuals who can be trained at one
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time increases as one moves from classroom to online learning. Pretesting trainees
(to insure they possess basic prerequisite knowledge or skills prior to entering train-
ing) can be facilitated with online assessment tools. Similarly, follow up activities
and assessments can also be addressed effectively via online evaluation efforts.
Thus, technology can indelibly change the way HRD is implemented.

The big question concerning technology and HRD implementation is this:
how is it helping to facilitate workplace learning and performance? The potential
to add value is clear; living up to that potential remains a challenge. It is easy to
see the “glitz” or “bells and whistles” with new technology, but we must ensure
that it is in some way adding value to the learning process. Having said that, we
invite you to ponder the discussion question at the end of the chapter: “What
are some new things concerning training implementation that we can do now
that we could not do before?” The future of HRD implementation seems
remarkably uncharted and exciting! With that in mind, we direct the reader to
the box nearby that deals with access and design issues in both the physical and
electronic classrooms of the future.'™'

A growing concept in education is “universal design
for learning.” This includes designing physical spaces
that are accessible to a wide range of individuals,
including those with physical disabilities. It also in-
cludes the use of “assistive technology” or equipment
to help those with special needs. Considerable prog-
ress has been made in the past decades in increasing
the accessibility of both educational and work settings
for those with physical disabilities. In this chapter, we
have discussed the physical space or “classroom”
used to conduct training. It is imperative that HRD pro-
fessionals ensure to the greatest extent possible that
physical constraints or limitations are addressed that
might hinder or prohibit employees with disabilities
from taking full part in training and other developmen-
tal efforts.

Perhaps an even greater challenge, both in
educational and work settings, is to address the needs
of those with disabilities as this relates to both
technology-based as well as technology-enhanced
learning. Educators and librarians have begun to add-
ress these issues, and it is clearly crucial for HR devel-
opment professionals to do the same. Some sample
issues that must be addressed include addressing indi-
viduals with: 1) visual limitations, e.g., How can they
make use of podcasts, videos, or other visual media?

Universal Design and Human Resource Development

2) auditory limitations, e.g., How can those with hearing
impairment, as well as full hearing loss, benefit from
organizational training efforts? and 3) physical limita-
tions that limit keyboarding or other commmon res-
ponses to both classroom and technology-based
learning, e.g., How can recent developments with
speech recognition programs assist those with physical
constraints in contributing to online discussions? This is
obviously just a sampling of the types of questions that
HRD professionals must address, and there are no easy
answers here. However, as architects and product
designers are increasingly embracing the concept of
universal design, it is our hope that HRD professionals
will do the same. If there is any field that should
embrace the “universal” in universal design, it should
be human resource development, don't you think?
SOURCES: Lee, H., & Templeton, R. (2008). Ensuring equal access
to technology: Providing assistive technology for students with dis-
abilities. Theory Into Practice, 47, 212-219; Gavigan, K., & Kurtts, S.
(2009). AT, UD, and thee: Using assistive technology and universal
design for learning in 21st century media centers. Library Media
Connection, 27(4), 54-56; Folk, D., Shaw, L., Jennings, M. B., &
Cheesman, M. (2009). Towards a comprehensive approach for
managing transitions of older workers with hearing loss. Work,
32(4), 365-374; Walters, S. (2010). Toward an accessible pedagogy:
Dis/ability, multimodality, and universal design in the technical
communication classroom. Technical Communication Quarterly,

19(4), 427-454; Smith, K. (2011). Universal design for digital media.
Intercom, 58(1), 6-8.
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GETTING STARTED

Having all the elements needed to implement an HRD intervention or program—
a viable lesson plan, materials, audiovisual and/or computer equipment on hand,
and the physical environment ready—the final step is to do it! It is important for
a trainer to get the program off to a good start and maintain it. If there are to be
multiple sessions, the first one sets the tone for the remainder of the program. As
discussed, a trainer can establish clear expectations by preparing a course outline or
syllabus that explains the purpose, objectives, topics, and requirements that establish
class norms for relevant issues (punctuality, participation, participant interaction,
and so on)."® The course outline should be handed out and explained in detail
during the first session and, if needed, restated and reinforced periodically through-
out the training program.

In addition to establishing expectations, the trainer should try to determine
each trainee’s capacity and motivation to learn if this was not done before the
session. One way to make this determination is to conduct an initial exercise or
pretest to assess initial ability. This may be particularly important in one-on-one
OJT sessions. Rather than assess participant motivation, it may be more benefi-
cial to include activities that reinforce motivation. Such activities could include
asking participants what they’d like to accomplish, illustrating the benefits of
achieving the training objectives, explicitly addressing participants’ fears or con-
cerns, or having participants complete a learning contract.

Many training programs include some sort of ice-breaker exercise or open-
ing “connection” questions, to help participants get to know each other and
establish rapport with each other and the trainer.'® This is important for at
least two reasons. First, a benefit of many HRD programs is the opportunity
for participants to network and get to know their colleagues in other parts of
an organization. Second, in HRD programs, as in any group setting, people
generally seek social acceptance. For instance, in classes with one or two
minority group members (ethnic, racial, gender, etc.), these individuals may
feel socially isolated, which can affect their ability to perform effectively in
that setting. It is important that a trainer be sensitive to the social needs of trai-
nees and respond in ways that enhance their feelings of belonging. Finally, a
trainer should make every effort to build a climate characterized by mutual
respect and openness.'®* This in turn will make it easier for trainees to seek
help when they need it. If possible, the appropriate use of humor can also facil-
itate learning.'®”

There are many skills involved in eftectively running a group meeting and in
teaching or facilitating learning. We encourage you to read about the subject and
seek out opportunities to build platform and interpersonal skills.'® Recognize
that today’s increasingly multi-cultural work world presents special challenges
to effectively facilitating group interaction and learning.187 Professional journals
like T&ED and Training include frequent articles on effective training skills. In
addition, becoming involved in a local ASTD chapter can be very beneficial. In
this spirit, we close this chapter with a list of tips oftered by several trainers and
instructors to increase training effectiveness (see Table 6-5).'%8
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TABLE 6-5

1. Overprepare—know your subject matter inside and out, as well as the plan, Tips for Trainers

timing, and flow for your session.

2. Your personal appearance (attire and grooming) should be both professional
and appropriate to your audience.

Get the trainees’ attention early (have a “grabber”).
Your message(s) should be as concise and direct as possible.
Focus on the trainees’ concerns rather than your own.

o o kW

Ask some initial questions that the trainees can answer, and then continu-
ally work for interaction.

7. Listen and acknowledge ideas.

©

Allow pauses, to encourage quieter trainees to enter into the discussions.

9. Create positive behavior through reinforcement, for example, praise people
as they learn.

10. Direct questions back to people.

11. Put people at ease.

12. Ask for examples from the trainees’ experience.
13. Share your experiences with the trainees.

14. Make wise use of visual aids; yet, don't become a slide narrator, that is,
don't let your slides become your presentation.

15. Admit to not knowing an answer—Iet trainees help you.

16. Avoid disputes and making right and wrong judgments.

17. Show that you enjoy instructing people. Have fun!

18. Spend additional time with trainees when necessary.

19. Express confidence in trainees.

20. Make notes, and follow up on them.

21. Use trainees’ words when writing on the flip chart or board.

22. Summarize—provide learning points and closure to celebrate what trainees
have learned.

SOURCES: Fetteroll, E. C. (1985). 16 tips to increase your effectiveness. Training & Development Journal, 39(6),
68-70; Abernathy, D. J. (1999). Presentation tips from the pros. Training & Development, 53(10), 19-25;

Harper, J. (2004). Presentation skills. Industrial and Commercial Training, 36(3), 126-127; Auster, E. R. &

Wylie, K. K. (2006). Creating active learning in the classroom: A systematic approach. Journal of Management
Education, 30(2), 333-353; Breen, D. R., Sorden, A., & Marquart, M. (2008). Connection questions. T&D, 62(8),
26-29; Ball, C. (2009, January). Attention: The prerequisite for successful learning. Training Journal, 45-49.

RETURN TO OPENING CASE

Colliers University enjoyed the active support of Dou-
glas Frye, the global president and CEO of the com-
pany. Craig Robbins, the Chief Knowledge Officer,
began their efforts by developing a “Train the Trainer”
program, with a plan for executives to then train
others in their areas. Since then, Colliers has used

different means to promote training and learning
within the company. Your instructor has additional
information on Colliers University, as well as concern-
ing the questions raised in the opening case.

SOURCE: Frye, D. P. (2009, October). Don't call it training. Chief
Learning Officer, 8(10), 52-53.
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SUMMARY

This chapter describes several important activities related to the implementation
or delivery of training and development programs. There are three primary train-
ing methods: OJT, classroom, and self-paced training (computer-based training
can be either classroom based, self-paced, or both). Each method has a number
of techniques appropriate for particular situations. A trainer needs to select the
best combination of techniques that will maximize trainee learning. Great care
is needed to make the most appropriate use of technology to enhance HRD
implementation. Once a trainer designs and schedules a program, the final step
is the actual implementation of the program. This includes arranging the physical
environment and getting started on a positive note.

Look again at the true-false questions presented at the beginning of the
chapter. We categorize each of those questions as false. Although there may be
some truth to each of them, in an absolute sense, we do not think they hold up as
accurate statements. It is hoped that our discussion of each topic in this chapter
has provided you with our rationale for this.

KEY TERMS AND CONCEPTS

audiovisual methods intelligent computer-assisted
behavior modeling instruction (ICAI)
blended learning intranet-based training (IBT)
business games intranets

case study method job instruction training (JIT)
classroom training job rotation
computer-aided instruction (CAI) lecture method
computer-based training (CBT) on-the-job training (OJT)
discussion method role playing

dynamic media static media

e-learning telecommunications
in-basket exercise videoconferencing

QUESTIONS FOR DISCUSSION

1. What experiences have you had with on-the-job training? What can make it
function as effectively as possible?

2. Why do you suppose the five categories of classroom training are so popular
in HRD? Identify two types of training programs a manager might not want
to conduct in using a classroom format.

3. Compare the five categories of classroom training presented in this chapter to
Neil Fleming’s preferences for taking in information, that is, the VARK
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questionnaire presented in Chapter 3 (VARK stands for visual, aural, read/
write, and kinesthetic preferences). Which classroom training methods would
be most preferred by trainees where each of these four preferences for taking
in information were strongest? What implications does this have for conduct-
ing effective training programs?

4. State and justify your opinion regarding the effectiveness of the lecture
method. What can be done to ensure a lecture is effective?

5. Using a training topic (or module) of your choice, what audiovisual media
would be most appropriate in presenting this method to a group of trainees?
Why did you pick the media or methods that you did?

6. In what circumstances would learning be promoted through use of the case
study method or simulations?

7. What experiences have you had with role playing in training? Under what
conditions might a role play be effective? Ineffective?

8. What sorts of skills and knowledge do you think computer-based training
methods (such as computer-aided instruction) are well suited for? Poorly
suited for?

9. According to the text, what is blended learning? What do you think of this
as an approach to training new professional employees?

10. You have seen in this chapter how technological changes have had a dra-
matic impact on HRD implementation. Discuss and answer the question:
“What are some new things concerning training implementation that we
can do now that we could not do before?” What do you think are the most
promising new developments in HRD delivery or implementation? Why?

11. Why is it important for trainers and trainees to establish a rapport with each
other before a training session?

EXERCISE 1: GENERATING QUESTIONS FOR
DISCUSSION LEADING

Consider a training topic or module that you are interested in. Generate at least
five questions that can be used to facilitate group or classroom discussion on this
topic. Evaluate the extent to which each question is likely to stimulate useful
discussion of this training topic.

EXERCISE 2: DESIGNING E-LEARNING MATERIALS

Consider a training module that you are interested in. For this exercise, it should
be a topic where you think trainees will benefit by having e-learning materials
available. As one example, a goal of your module might be that trainees can
independently create a profile on an online website (such as LinkedIn.com).
Using as many of the principles given in Table 6-4 as possible, generate web-
based materials for this (or any other) topic. How would you evaluate the extent
to which your materials do in fact assist trainees in learning this topic?
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EVALUATING HRD PROGRAMS

LEARNING OBJECTIVES

After reading this chapter, you should be able to:

Define evaluation and explain its role in HRD
2. Compare different frameworks for HRD evaluation

Discuss the various types of evaluation information available and compare
the methods of data collection

Explain the role of research design in HRD evaluation
Describe the ethical issues involved in conducting HRD evaluation

Identify and explain the choices available for translating evaluation results
into dollar terms

7. Calculate a utility estimate for a target organization
Discuss how technology impacts HRD evaluation

200
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OPENING CASE )

One day, the director of training at LensCrafters got
a call suggesting that top executives were looking to
improve the company's bottom line and couldn’t find
enough tangible evidence that the company'’s train-
ing programs were producing a measurable return
on the company’s investment. Top management at
this optical retailer understood that employee train-
ing was important, but they wanted to know what
evidence was available to show that there was in
fact a payoff to the organization from the money
being spent on training. The phone conversation

ended with a challenge: “What are you going to do
about this?”

Questions: If you were the director of training in this
situation, what measures would you like to have avail-
able before you responded to top management? That
is, what types of evidence do you think management
would find convincing that training was having a posi-
tive impact on the organization? Why did you pick the
measures that you did? How would you go about col-
lecting the data for the measures you selected?

INTRODUCTION

In this chapter, we’ll deal with some of the following questions:

¢ How do you evaluate training and HRD interventions?
e What measures can be used to evaluate training interventions?
o Is there a best model or framework to use to evaluate training?

e What important issues should be considered as one prepares to evaluate
HRD interventions?

e What are the ethical issues involved in evaluating HRD interventions?

¢ To what extent can the value of HRD interventions be expressed in terms
of costs and benefits (or dollars and cents)?

In the previous three chapters, we discussed how to identify HRD needs
and then design and deliver a program or intervention to satisfy those needs.
The training and HRD model (shown in Figure 7-1) illustrates how the evalua-
tion phase relates to the needs assessment, design, and implementation phases in
the HRD process. Ideally, there is a strong and clear linkage between the three
previous phases of the HRD model and the measurement and use of data con-
cerning the outcomes of the training or HRD intervention.'

In this chapter, we discuss the question: Was the HRD program eftective?
This is not an easy question, and it raises a number of concerns, such as:

e What is meant by effectiveness? Is it the same thing as efficiency?
e How is effectiveness measured?
¢ What is the purpose of determining effectiveness? That is, what decisions are

made after a program is judged effective or ineffective?

As we will see in this chapter, the answers to these questions are far from
simple. The term effectiveness is relative. Typically, effectiveness is determined
with respect to the achievement of a goal or a set of goals. HRD effectiveness
must be determined in relation to the goals of the program or programs being
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FIGURE 7-1 Training and HRD Process Model
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examined. Therefore, it makes sense to examine effectiveness more specifically.
An HRD or training program can be effective in meeting some goals (like stay-
ing within budget or increasing a participant’s skills) and ineftective in meeting
others (like improving customer satisfaction). We must also address the issue of
effectiveness for whom, that is, trainees, trainers, managers, and others may have
different viewpoints concerning the effectiveness of an HRD intervention.”

In this chapter, we will define HRD evaluation, describe its purposes and
the options available for conducting an evaluation of training and other HRD
interventions, and discuss how evaluation findings can be communicated.

THE PURPOSE OF HRD EVALUATION

HRD evaluation is defined as “the systematic collection of descriptive and judg-
mental information necessary to make effective training decisions related to the
selection, adoption, value, and modification of various instructional activities.”
This definition makes several points. First, when conducting an evaluation, both
descriptive and judgmental information may be collected. Descriptive information

provides a picture of what is happening or has happened, whereas judgmental
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information communicates some opinion or belief about what has happened. For
example, the statement “25 percent of first-line supervisors attended a budgeting
workshop in the last year” contains only descriptive information; it simply states
the facts. Similarly, a statement that “20 percent fewer supervisors attended this
workshop than in the previous twelve months” also contains descriptive informa-
tion. However, the statement, “the turnout for the budgeting workshop over the
last six months is disappointingly low compared to last year’s turnout” provides
judgmental information—someone’s opinion based on the facts. Both descriptive
and judgmental information are needed in HRD evaluation. Some judgments are
made by those involved in the program, whereas individuals not involved in the
program make others.

Second, evaluation involves the systematic collection of information accord-
ing to a predetermined plan to ensure the information is appropriate and useful.
Finally, evaluation is conducted to help managers, employees, and HRD profes-
sionals make informed decisions about particular programs and methods. For
example, if part of a program is ineffective, it may need to be changed or dis-
carded; if a certain program proves valuable, it may be replicated in other parts of
the organization.

Evaluation can serve a number of purposes within the organization. Accord-
ing to Phillips, evaluation can help to:

¢ Determine whether a program is accomplishing its objectives

o Identify the strengths and weaknesses of HRD programs, which can lead to
changes, as needed

o Determine the cost-benefit ratio of an HRD program
¢ Decide who should participate in future HRD programs
o Identify which participants benefited the most or least from the program
o Gather data to assist in marketing future programs
o Establish a database to assist management in making decision®
Better and more informed decision making, then, is an important benefit of

conducting an HRD evaluation. But there are other benefits as well. Three addi-
tional reasons for conducting HRD evaluations are:

1. If HRD staff cannot substantiate its contribution to an organization, its fund-
ing and programs may be cut during the budgeting process, especially if an
organization faces tough times.

2. Evaluation can build credibility with top managers and others in an
organization.

3. Senior management often wants to know the benefits of HRD programs
(see the Opening Case on LensCrafters).”

Building credibility is a key aspect of conducting an evaluation. After all,
other functions performed within an organization are evaluated to determine
their effectiveness. If the HRD department cannot demonstrate effectiveness, it
may not be taken seriously within an organization. Thus, evaluation is a critical
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step in the HRD process. It is the only way one can know whether an HRD
program has fulfilled its objectives.® As Chris Bones succinctly put it, “If you
can’t see results, then stop it.””

HOW OFTEN ARE HRD PROGRAMS EVALUATED?

Given their importance, one might expect that HRD programs are regularly and
carefully evaluated. Unfortunately, this is not the case. A survey of management
training and education practices of U.S. companies finds that while 92 percent of
companies surveyed conduct some form of evaluation for company-sponsored
training, 42 percent conduct no evaluation at all for the executive MBA pro-
grams they use.” In addition, the survey showed that the most commonly used
form of evaluation is participant reaction, which, as we will discuss, is useful for
only a few of the decisions that must be made about HRD programs. Recent
research reveals similar findings.”

Such findings are not atypical. HRD researchers have long lamented the
lack of rigorous evaluation of HRD programs.'” One review of this topic is
titled, “Training evaluation: Knowing more than is practiced.”'" Many articles
have been written about the importance of conducting evaluations, but more
organizations pay lip service to evaluations than actually conduct them—at least
rigorously.

Why aren’t evaluations done better, and more frequently? There are sev-
eral possibilities. First, conducting an evaluation is not an easy process. It
requires time, resources, and expertise that the HRD staff may not have or
may not be willing to expend. Second, many factors beyond the program itself
(including the economy, equipment, policies and procedures, other HR efforts,
and resource availability) can affect whether employee performance improves,
thus making it difficult to evaluate the impact of training. Third, those associ-
ated with HRD programs may be afraid of criticism and program cuts if the
evaluation shows that the program is not effective. Yet the fact is that HRD
evaluations can and should be done in organizations to ensure effectiveness
and accountability.'” It is our belief that it is the ethical responsibility of
HRD professionals to provide evidence to the organization as to whether
their programs are indeed beneficial. This is the position stated in “Standards
on Ethics and Integrity” published by the Academy of Human Resource
Development.'”

THE EVALUATION OF TRAINING AND HRD PROGRAMS
PRIOR TO PURCHASE

As discussed in Chapter 5, many HRD and training programs are purchased by
organizations from third parties, such as consultants or vendors. Some practi-
tioners believe that they fulfill their evaluation responsibility in their prepurchase
decision. The logic here is that they wouldn’t buy a program they didn’t think
was going to work, so if they have made a wise purchasing decision (or evaluated
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the program before buying it), then it isn’t necessary to conduct any postprogram
evaluation.

Indeed, supervisors and HRD professionals should be wise consumers of
programs and equipment used in their HRD efforts. However, it is equally
important to judge the effectiveness of the program or device affer it has been
put into place. We have all made personal purchases that have not lived up to
expectations, even after careful shopping, and it is unreasonable to assume that
HRD and training purchases will be any different.

CHANGING EVALUATION EMPHASES

Goldstein suggests that efforts at training evaluation have moved through four
stages since the 1960s:

1. Stage One focuses on anecdotal reactions from trainers and program participants.
Judging from the survey results cited earlier, it appears many organizations still
operate at this level.'*

2. Stage Two involves borrowing experimental methodology from academic
laboratories to use for program evaluation. Organizational constraints
(including time, resources, and the inability to randomly select participants
or use control groups that receive no training) make application of these
designs difficult, thus discouraging evaluation efforts.

3. Stage Three creatively matches the appropriate research methodology to
existing organizational constraints, thus making program evaluation more
practical and feasible."

4. Stage Four recognizes that the entire training and HRD process affects the
organization and shifts the focus of evaluation from postprogram results to
the entire HRD process.'®

It should be emphasized that it is possible to creatively apply sound research
methods to HRD evaluation designs and have useful data for making decisions.
Finding ways to perform effective evaluation serves all parties: the organization,
the trainer or HRD professional, and the trainees. Scholars such as Fred Nickols
have recently argued that training evaluation will improve if we apply a “stake-
holder” or “scorecard” approach, where at the least, trainers, trainees, managers
of trainees, and senior management are viewed as key stakeholders for the out-
comes of training. Other possible stakeholders include designers, vendors, the
manager of the trainer, and society as a whole."” We will return to this stake-
holder approach to evaluation below. Next, however, we examine several mod-
els and frameworks of evaluation.

MODELS AND FRAMEWORKS OF EVALUATION

A model of evaluation outlines the criteria for and focus of an evaluation.
Because an HRD program can be examined from a number of perspectives, it
is important to specify which perspectives will be considered. Many difterent
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TABLE 7-1 - ) —
HRD Evaluation Model Training Evaluation Criteria

Models/Frameworks 1. Kirkpatrick (1967, Four levels: Reaction, Learning, Job Behavior, and
1987, 1994) Results

2. CIPP (Galvin, 1983) Four variables: Context, Input, Process, and Product

3. Brinkerhoff (1987)  Six stages: Goal Setting, Program Design, Program
Implementation, Immediate Outcomes, Intermediate or
Usage Outcomes, and Impacts and Worth

4. Kraiger, Ford, & A classification scheme that specifies three categories
Salas (1993) of learning outcomes (cognitive, skill-based, affective)
suggested by the literature and proposes evaluation
measures appropriate for each category of outcomes

5. Holton (1996) Identifies five categories of variables and the relation-
ships among them: Secondary Influences, Motivation
Elements, Environmental Elements, Outcomes, Ability/
Enabling Elements

6. Phillips (1996) Five levels: Reaction and Planned Action, Learning,
Applied Learning on the Job, Business Results, Return
on Investment

frameworks of HRD evaluation have been suggested.'® The most widely used
evaluation approach has been the framework laid out by Donald Kirkpatrick.
We will discuss this first. While the different models and frameworks share
some features, they also differ in important ways. The frameworks that we will
discuss are presented in Table 7-1.

KIRKPATRICK’S EVALUATION FRAMEWORK

The most popular and influential framework for training evaluation is articulated
by Kirlqoatrick.19 Kirkpatrick argues that training efforts can be evaluated accord-
ing to four criteria: reaction, learning, behavior, and results.

1. Reaction (Level 1) Did the trainees like the program and feel it was valu-
able? At this level, the focus is on the trainees’ perceptions about a program
and its effectiveness. This is useful information. Positive reactions to a train-
ing program may make it easier to encourage employees to attend future
programs. But if trainees did not like the program or think they didn’t
learn anything (even if they did), they may discourage others from attending
and be reluctant to use the skills or knowledge obtained in the program.
The main limitation of evaluating HRD programs at the reaction level is
that this information cannot indicate whether the program met its objectives
beyond ensuring participant satisfaction.

2. Learning (Level 2) Did the trainees learn what the HRD objectives said
they should learn? This is an important criterion that an effective HRD
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program should satisfy. Measuring whether someone has learned something
in training may involve a quiz or test—clearly a different method from asses-
sing the participants’ reaction to the program.

3. Behavior (Level 3) Does the trainee use what was learned in training back on
the job? This relates back to our discussion of training transfer in Chapter 3.
This is also a critical measure of training success. We all know coworkers
who have learned how to do something but choose not to. If learning does
not transfer to the job, the training effort cannot have an impact on employee
or organizational effectiveness.”’ Measuring whether training has transferred
to the job requires observation of the trainee’s on-the-job behavior or viewing
organizational records (e.g., reduced customer complaints, a reduction in
scrap rate).

4. Results (Level 4) Has the training or HRD effort improved the organiza-
tion’s effectiveness? Is the organization more efficient, more profitable, or bet-
ter able to serve its clients or customers as a result of the training program?
Meeting this criterion is considered the bottom line as far as most managers
are concerned. It is also the most challenging level to assess, given that many
things beyond employee performance can affect organizational performance.
Typically at this level, economic and operating data (such as sales or waste)
are collected and analyzed.

Kirkpatrick’s framework provides a useful way of looking at the possible
consequences of training and reminds us that HRD efforts often have multiple
objectives. Arthur and colleagues conducted a meta-analysis of 162 training
evaluation studies. They find that the average or mean effect sizes (d,) for train-
ing interventions (across all topics and methods used) are fairly large.”" That is,
effect sizes are as follows: 0.60 for reaction, 0.63 for learning, 0.62 for behavior,
and 0.62 for results. Practically, we can assure you that effect sizes of this mag-
nitude should lead to meaningful positive changes in most organizational set-
tings, so this is a most encouraging finding. One interesting side note is that
some of the strongest effects they found (d, = 1.93) were for those few studies
where it was mentioned that needs assessment at the organizational and person
level had been completed before training (see Chapter 4). For an example of
safety training for food service workers that is evaluated at multiple levels, see
Sinclair and colleagues.>

Unfortunately, one of the more enduring findings about HRD evaluation is
the extent to which organizations generally do not collect information on all four
types of outcomes. For instance, in the 2010 ASTD State of the Industry Report, a
survey of 304 organizations reports the following: 91.6 percent collected reaction
measures, 80.8 percent collected learning measures, 54.5 percent collected
behavior measures, 36.9 percent collected results measures, and 17.9 percent col-
lected return on investment (ROI) data. This raises the question as to why
usage rates are not higher for behavior, results, and ROI measures, since these
provide organizations with such vital information. A recent review of the hospi-
tality industry declared that “ROI is MIA,” i.e., missing in action—and this
despite the fact that training costs are a major expense in this industry.>*
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OTHER FRAMEWORKS OR MODELS OF EVALUATION

Many discussions about HRD evaluation are organized around Kirkpatrick’s
four levels of criteria. However, Kirkpatrick’s approach has also been the target
of considerable criticism and modification. Some authors point out that the
framework evaluates only what happens dfter training, as opposed to the entire
training process.”> A second criticism is that Kirkpatrick’s framework would be
better described as a taxonomy of outcomes, rather than a true model of training
outcomes.”® Kraiger, Ford, and Salas argue that Kirkpatrick’s approach fails to
specify what sorts of changes can be expected as a result of learning and what
assessment techniques should be used to measure learning at each level.”” Alli-
ger and Janak question the validity of the assumptions implied by the frame-
work (e.g., achieving the outcomes stated in higher levels of the model
assumes achievement of outcomes at the lower levels).”® They suggest that it
“may never have been meant to be more than a first, global heuristic for train-
ing evaluation” (p. 339). Kirkpatrick responded to this criticism by stating: “I
personally have never called my framework ‘a model”” (p. 23), and “I don’t
care whether my work is called a model or a taxonomy as long as it helps to
clarify the meaning of evaluation in simple terms and offers guidelines and sug-
gestions on how to accomplish an evaluation” (pp. 23-24).>° Giangreco and
colleagues argue that the Kirkpatrick model is not well suited to the fast pace
of modern economy.””

Training researchers have expanded Kirkpatrick’s ideas to encourage practi-
tioners to do a more thorough job of evaluation. Several authors suggest modi-
fications to Kirkpatrick’s four-level approach that keep the framework essentially
intact. These include:

¢ Expanding the reaction level to include assessing the participants’ reaction to
the training methods and efficiency”'

¢ Distinguishing more clearly between cognitive and affective reactions to
training?’2

e Splitting the reaction level to include assessing participants’ perceptions of
enjoyment, usefulness (utility), and the difficulty of the progmm33

¢ Adding a fifth level (beyond results) to specifically address the organization’s
return on investment (ROI)?’4

¢ Adding a fifth level (beyond results) to address the societal contributions and
outcomes created by an HRD program™

¢ Adding a focus on “‘return on expectations” (ROE), i.e., focusing more on
what managers and executives want and expect from the HRD intervention,
rather than on ROL

Galvin, building on studies in the education field, suggests the CIPP (Context,
Input, Process, Product) model.”” In this model, evaluation focuses on measuring the
context for training (needs analysis); inputs to training (examining the resources
available for training, such as budgets and schedules); the process of conducting
the training program (for feedback to the implementers); and the product or
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outcome of training (success in meeting program objectives). Galvin reports survey
results indicating that ASTD members prefer the CIPP model of evaluation to
Kirkpatrick’s framework. Warr et al. proposed a similar model.*®

Brinkerhoft extends the training evaluation model to six stages. He suggests
a cycle of overlapping steps, with problems identified in one step possibly caused
by negative occurrences in previous steps. His stages or steps are:

1. Goal Setting: What is the need?
2. Program Design: What will work to meet the need?

3. Program Implementation: Is the design working (with focus on implemen-
tation of the program)?

4. Immediate Outcomes: Did participants learn?
5. Intermediate or Usage Outcomes: Are participants using what they learned?

6. Impacts and Worth: Did the program make a worthwhile difference to the
o1rganization?39

At least two attempts have been made to develop models that incorporate
research and theory on learning outcomes and the variables that influence them.
Kraiger, Ford, and Salas offer one such model.* Noting that learning outcomes
can be of three types (i.e., cognitive, skill-based, and affective), they propose a
classification scheme for evaluating learning outcomes in each of these three
areas. This scheme (shown in Table 7-2) is quite specific, identifying the types of
measures that can be used for learning outcomes in each category.

Holton suggests a model that has outcomes similar to Kirkpatrick’s (i.e.,
learning, individual performance, and organizational 1’esults).41 The model also
includes individual variables (e.g., motivation to learn, motivation to transfer,
ability, job attitudes) and environmental variables (e.g., transfer climate, external
events) that influence these outcomes. Research supports the importance of
motivation to learn on training outcomes, as well as the importance of both
supervisory and peer support for training transfer to occur.””

COMPARING EVALUATION FRAMEWORKS

As you might have noticed, all of the evaluation frameworks incorporate Kirk-
patrick’s levels of evaluation in one way or another, either as explicit steps in a
model, or as information collected within steps. None are incompatible with the
framework Kirkpatrick proposes.*> The most dramatic extension beyond Kirkpa-
trick’s ideas is the notion that HRD professionals should be concerned about the
impact their programs have on constituencies outside of the organization.**
Whether that sort of assessment should be routinely included in HRD evaluation
probably depends on how an individual and the management of an organization
view their organization’s social responsibility. Further, it is likely that those who
feel strongly about social responsibility will consider and assess the societal impact
of all of their activities, regardless of whether an evaluation model specifies that
they should or not. For those who do not, inclusion of such a level is unlikely to
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TABLE 7-2 A Classification Scheme for Learning Outcomes for Training Evaluation

Category

Learning
Construct(s)

Focus of Measurement

Potential Training Evaluation
Methods

Coghnitive Cognitive Outcomes
Verbal Declarative Amount of knowledge Recognition and recall tests
knowledge knowledge Accuracy of recall
Speed, accessibility of Power tests
knowledge Speed tests
Knowledge Mental models Similarity to ideal Free sorts

organization

Cognitive
strategies

Skill-Based

Self-insight

Metacognitive skills

Interrelationships of elements
Hierarchical ordering

Self-awareness
Self-regulation

Skill-Based Outcomes

Structural assessment
(e.g., Pathfinder)

Probed protocol analysis
Self-report
Readiness for testing

Compilation Composition Speed of performance Targeted behavioral
Proceduralization Fluidity of performance observation
Error rates Hands-on testing
Chunking Structured situational
Generalization interviews
Discrimination
Strengthening
Automaticity Automatic Attentional requirements Secondary task performance
processing
Tuning Available cognitive resources Interference problems
Embedded measurement
Affective Affective Outcomes
Attitudinal Targeted object Attitude direction Self-report measures
(e.g., safety Attitude strength
awareness) Accessibility
Attitude strength Centrality
Conviction
Motivation Motivational Mastery versus performance Self-report measures
disposition orientations

Self-efficacy

Goal setting

Appropriateness of orientation
Perceived performance
capability

Level of goals
Complexity of goal structures
Goal commitment

Self-report measures

Self-report measures
Free recall measures
Free sorts

SOURCE: Kraiger, K., Ford, J. K., & Salas, E. (1993). Application of Cognitive, Skill-Based, and Affective Theories of Learning Outcomes to
New Methods of Training Evaluation. Journal of Applied Psychology, 78, table 1, 323. Copyright © 1993 by the American Psychological
Association. Adapted with permission.
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lead them to change their point of view. A recent special issue of Advances in
Developing Human Resources was devoted to HR development and society, and
addressed issues pertaining to social responsibility, ethics, and sustainability.*

Some models differ from Kirkpatrick’s in that they bring the earlier phases of
the training process, i.c., needs assessment, design, and implementation, into the
evaluation phase. For example, the first three stages of Brinkerhoff’s model (goal
setting, program design, and program implementation) explicitly include these
activities. ** Merging the rest of the training process with evaluation may improve
Kirkpatrick’s approach, as there is some merit in helping managers, supervisors,
and HRD professionals realize that evaluation is an ongoing activity, not one
that should begin only after the training program has been implemented. Effec-
tive HRD involves many decisions, and having accurate, meaningful information
available throughout the process can improve the decision-making process and
enhance the overall effectiveness of HRD efforts.

Overall, we believe that the most serious shortcomings of Kirkpatrick’s
framework are (1) the lack of explicit causal relationships among the different
levels, (2) the lack of specificity in dealing with difterent types of learning out-
comes, and (3) the lack of direction concerning which measures are appropri-
ate to assess which outcome measures. As shown in Chapter 3, much has been
discovered about the learning process and learning outcomes. We agree with
Alliger and Janak that Kirkpatrick’s approach provides a useful starting point
for HRD evaluation.*” However, there does not appear to be an inherent hier-
archy among the four levels, that is, that trainees must first like the training,
then learn something, then perform the desired behaviors, and then produce
positive results.*®

For example, in a research project on enhancing the effectiveness of behavior
modeling training, a reaction measure was collected immediately after training.
Trainees who were told that they needed to use a checklist to track their progress
for four weeks after training liked the training significantly less than did trainees
told to “do their best” to use the principles taught in training. When the same
reaction measure was given four weeks later, however, the trainees who had
used the checklists were now more favorable about the training as a whole,
whereas those in the “do your best” condition were less favorable toward the
training. The means on this measure were now indistinguishable. Furthermore,
trainees who used the checklists demonstrated significantly more retention of the
training material four weeks after training, and could demonstrate more of the key
behaviors in a spontaneous role-play exercise than could the trainees who had not
made use of the checklists.*” Our point is simply that trainers should not assume
positive (or negative) scores on one type of measure will necessarily translate into
similar scores on measures of a different training outcome.

We believe that efforts to incorporate research and theory on learning and
learning outcomes are the most useful additions to the training evaluation litera-
ture. Holton’s model may prove useful, although further refinement, and testing
is needed.”® It seems to us that Kraiger, Ford, and Salas’s classification scheme
represents a promising direction for training evaluation. It both addresses a spe-
cific need (offering conceptually-based measurement suggestions to fit various
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types of learning) and can be used as a foundation on which to build a theory-
based model of HRD evaluation. Finally, recent work on return on investment
(ROI), pioneered by Jack Phillips, also represents a significant development in
HRD evaluation.”’ We discuss ROI issues later in the chapter.

Despite all the criticism, Kirkpatrick’s approach remains a useful way to cat-
egorize criteria that an effective HRD program must satisfy.”> If possible, infor-
mation assessing all four levels of criteria should be collected (depending on the
questions being asked that prompt the evaluation study). It is also important to
make informed decisions about all aspects of the HRD program. The proper
techniques, including those discussed in Chapters 4 through 6, along with those
we introduce in this chapter, can ensure that such information is available.

In its simplest form, evaluation should address the question of whether a
training program achieves its objectives.53 Basing training objectives on needs
assessment information and evaluating resultant objectives is the most econom-
ical way of summarizing what training evaluation is all about.”* The recent dis-
cussion of “return on expectations,” or ROE, is entirely consistent with this
focus on determining in advance what the expected outcomes of an HRD
intervention should be.>> The process framework we have emphasized in
Chapters 4 through 7 provides a strong platform for systematically approaching
HRD efforts (see Figure 7-1). If this framework is in place, and if it is used,
then evaluation efforts can focus on some combination of the following points
(depending upon the situation). This framework can be seen as an expansion of
Kirkpatrick, because it highlights some aspects not fully captured by his four
levels, and it captures the six outcome variables recommended by a recent
review of the literature by Kaye Alvarez and colleagues.”® Baldwin and Ford
recommended looking at learning immediately after training, as well as study-
ing retention over time.”” The separation of behavior into training and transfer
performance is supported by recent data where training professionals estimate
that while 62 percent of employees could transfer what they’ve learned back to
their jobs immediately after training, only 34 percent were doing so one year
after training.”® The expanded framework also includes business outcomes, as
well as the community focus recommended by others.”” Putting this all
together, our Expanded Kirkpatrick Evaluation Framework is as follows:

1. Reaction
a. Perceived usefulness/utility—what was the perceived relevance/usefulness
of this training? (this can help with modifying training content and
design)
b. Post-training attitudes—how well did trainees like the training? Did it
impact trainee self-efficacy? (see the affective measures in Table 7-2)

2. Cognitive learning—how much did trainees learn from the training? (see the
cognitive measures in Table 7-2)
a. Posttraining learning—how much learning does the trainee demonstrate
immediately after training?
b. Retention—how much learning does the trainee demonstrate back on
the job? (most often assessed some months later, via retesting)
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3. Behavior—what behavior change occurred as a result of training? (see the
skill-based measures in Table 7-2)
a. Training performance—how well can trainees demonstrate the newly
acquired skills at the end of training?
b. Transfer performance—how well can trainees demonstrate the newly
acquired skills back on the job? (most often assessed some months later,
for example via supervisory evaluation or performance tests)

4. Results

a. What tangible outcomes or results occurred as a result of training?

b. What was the return on investment (ROI) for this training? (see ROI and
utility sections below; this is Phillips’ fifth level)

c. What was the contribution of this training program to the community/
larger society?

A STAKEHOLDER APPROACH TO TRAINING
EVALUATION

As mentioned above, there is increasing discussion about the various stakeholders
for the outcomes of training.*” According to Nickols, a stakeholder is “a person or
group with an interest in seeing an endeavor succeed and without whose support
the endeavor would fail.” He writes:

In ascertaining the value or worth of anything, including training, one
must always ask, “Ascertain its value to whom?” It is one thing to ascer-
tain the value of training to the trainees. It is another to determine its
value to management. And, it is a third matter to fix the value of training
to trainers, be they instructors, or developers. Trainees, trainers, and man-
agement are just three of several groups with a stake in training. Other
stakeholders include training vendors (whether selling off-the-shelf or
custom-developed materials) and the managers of the trainees.”'

Nickols recommends the use of a “stakeholder scorecard” for training eval-
uation. An example of this can be seen in Figure 7-2. As can be seen there, four
critical stakeholders for any HRD intervention are senior management, trainees,
trainers, and the trainees’ managers. The contributions of each are what they put
into the intervention (e.g., time, money, time away from doing other things).
The inducements are what is taken out or received from the training. Nickols
states that not every level of the Kirkpatrick framework is of similar value to
each stakeholder group. For example, who is most likely to care about ROI?
(hint: 1t’s not the trainees!). Reactions may matter to several different groups,
but for different reasons. This adds another way of thinking about the dilemma
concerning why behaviors and results are not measured more frequently, that is
not all stakeholders have this as a highest priority. It also suggests that an undue
focus on ROI or other bottom line measures may also be askew, in that not
every stakeholder group may be well-served or satisfied, even when an HRD
intervention “makes its numbers.” Hanbyul Kim argues that HRD evaluation
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FIGURE 7-2 A Stakeholder Scorecard for Training

SENIOR MANAGEMENT
CONTRIBUTIONS | INDUCEMENTS

Measure 1 Measure 1

Measure 2 Measure 2

Measure 3 Measure 3

TRAINEES TRAINEES' MANAGERS
CONTRIBUTIONS | INDUCEMENTS CONTRIBUTIONS | INDUCEMENTS
Measure 1 Measure 1 TRAINING Measure 1 Measure 1
Measure 2 Measure 2 Measure 2 Measure 2
Measure 3 Measure 3 Measure 3 Measure 3
TRAINERS
CONTRIBUTIONS | INDUCEMENTS

Measure 1 Measure 1

Measure 2 Measure 2

Measure 3 Measure 3

SOURCE: Nickols, F. W. (2005). Why a stakeholder approach to evaluating training. Advances in Developing Human Resources, 7(1), 121-134.
Copyright © 2005 by Sage Publications. Reprinted by permission of Sage Publications.

should be viewed as a negotiation process among multiple constituencies.®” Julie
Hall provides an example of what such a pluralistic evaluation looks like in eval-
uating the provision of healthcare in England.®

DATA COLLECTION FOR HRD EVALUATION

By definition, any evaluation effort requires the collection of data to provide
decision makers with facts and judgments upon which they can base their deci-
sions. Three important aspects of providing information for HRD evaluation
include data collection methods, types of data, and the use of self-report data.

DATA COLLECTION METHODS

In Chapter 4, we listed data sources and collection methods that can be used to
provide information for needs assessment. The same data collection methods and
sources are available when conducting training evaluation. Table 7-3 lists some
common methods for collecting evaluation data, including interviews, question-
naires, direct observation tests and simulations, and archival performance data.
Additionally, recall the suggestions offered by Kraiger, Ford, and Salas concerning
learning outcomes and measures.”* Questionnaires are most often used in HRD eval-
uation because they can be completed and analyzed quickly (such questionnaires are
sometimes called “smile sheets”).
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— S — TABLE 7-3
etho escription Data Collection

1. Interview Conversation with one or more individuals to assess Methods for HRD
their opinions, observations, and beliefs Evaluation

2. Questionnaire A standardized set of questions intended to assess
opinions, observations, and beliefs

3. Direct Observation Observing a task or set of tasks as they are per-

formed and recording what is seen

4. Tests and Simulations  Structured situations to assess an individual’'s knowl-
edge or proficiency to perform some task or behavior
5. Archival Performance Use of existing information, such as files or reports
Data

Other common questions that are used on questionnaires include:

. Do you think that this session was worthwhile?

. How well did the trainer(s) do the job?

. What did you like most about this session?

. What did you like least, and how could we improve?

U1 B~ W N -

. Do you have any comments or suggestions?

For instance, the question “would I recommend this program to others?” is a
question meant to capture trainee reactions.”> Some guidelines for writing effec-
tive questionnaires are listed in Figure 7-3. Jeffrey Berk of KnowledgeAdvisors
provides useful information and guidance concerning paper-based, online, and
e-mail versions of training evaluations.®®

Any or all of these methods are appropriate for collecting evaluation data,
depending on their relevance to the questions being asked. For example, if an
HRD professional is interested in assessing trainee reactions to a seminar on pension
benefits, interviews or questionnaires might be good choices. Alternatively, if man-
agement wanted to know whether the seminar affected interest in the company’s
pension plan, the number of inquiries employees make to the HR department
about the pension plan could be tracked through direct observation or archival
data. Some general advantages and limitations of these different methods are
presented next.”’

First, interviews can allow for clarification and greater depth of answers;
however, they can be both costly and time-intensive, and require a trained inter-
viewer. Second, questionnaires can be relatively low cost, and allow for anony-
mous answers; however, respondents may misunderstand some questions, or
simply not fill them out. Third, written tests can also be relatively low in cost
and are easy to administer; however, a possible limitation is whether or not the
test is valid for the job in question, i.e., that the test is truly related to job perfor-
mance. Fourth, direct observation can be an excellent way to measure behavioral
change; however, a concern is whether individuals will act difterently if they
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FIGURE 7-3 Guidelines for Writing Effective Questionnaires

1. Write simply and clearly, and make the meaning obvious.
Good example: How often does your boss give you feedback on your job performance?

Bad example: To what extent do administrative superiors provide information regarding
the quality of performance of people on your level?

2. Ask discrete questions.

Good example: 1. The organization’s goals are clear.
2. My role within the organization is clear.

Bad example: The organization’s goals and your role within the organization are clear
to you.

3. Provide discrete response options and explain them.

Good example: During the past three months, how often did you receive feedback on
your work?
about about about several
not every once/ every times a
once month week day or so day
1 2 3 4 5
Bad example: During the past three months, how often did you receive feedback on
your work?

4. Limit the number of response options.

Good example: What percent of the time are you generally sure of what the
outcomes of your work efforts will be?
0-20% 21-40% 41-60% 61-80% 81-100%
1 2 3 4 5
Bad example: What percent of the time are you generally sure of what the outcomes of
your work efforts will be?
0-20 21-30 31-40 41-50 51-60 61-70 71-80 81-90 91-100
1 2 3 4 5 6 7 8 9
5. Match the response mode to the question.
Good example: To what extent are you generally satisfied with your job?
not a quite very
at all little some a bit much
1 2 3 4 5
Bad example: Are you generally satisfied with your job?
YES NO

6. Get all of the important information.

SOURCE: From J. H. Maher, Jr., & C. E. Kur (1983). Constructing Good Questionnaires. Training and Development
Journal, 37(6), 106. Reprinted by permission. Copyright © June 1983. Reprinted with permission of American Society
for Training & Development.

know they are being observed. Fifth, simulations and performance tests should
be highly related to on-the-job performance; however, a limitation is that they
are often expensive to develop and administer. Finally, archival data (i.e., data
obtained from organizational records) can provide reliable, objective indicators

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 7 Evaluating HRD Programs 217

FIGURE 7-4 The Scripted Situation Data Collection Method: Item from a School Principal
Performance Survey

The administrator receives a letter from a parent objecting to the content of the science section.
The section topic is reproduction. The parent objects to his daughter having exposure to such
materials and demands that something be done. The administrator would most likely (check one):

Ask the teacher to provide handouts, materials, and curriculum content for review.

Check the science curriculum for the board-approved approach to reproduction and
compare board guidelines to course content.

Ask the head of the science department for his/her own opinion about the teacher’s lesson
plan.

Check to see if the parent has made similar complaints in the past.

SOURCE: From C. Ostroff (1991). Training effectiveness measures and scoring schemes: A comparison. Personnel
Psychology, 44, 360. Reprinted by permission.

of performance; however, this is only true if the data in the organization’s infor-
mation system (or HRIS) is of the highest quality and reliability. As you can see,
there are many trade-offs in determining the most appropriate data collection
method (or methods) to use for evaluation purposes.

Cheri Ostroff developed an interesting way to measure whether trainees use
what they learn back on the job (what we earlier called transfer performance).®®
One problem with supervisors’ observations has been the difficulties they often
have in recalling specific behaviors that an employee has engaged in. Ostroft pre-
sented supervisors (or other observers) with a scripted situation and asked them
to check off which of several behaviors the employee has engaged in or would
be most likely to perform.

Ostroft compared this technique to more traditional behavior and perfor-
mance measures in assessing the effectiveness of a training program for school
principals (see Figure 7-4). Only the scripted situation method revealed the
significant effects of the training program. While further research is needed
to assess the effectiveness and generalizability of the scripted situation
method, Ostroff’s findings represent the kind of research that should make
data collection and evaluation more accurate and feasible in organizational
settings.69
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CHOOSING DATA COLLECTION METHODS

Three vital issues to consider when deciding which data collection method to
use are reliability, validity, and practicality. Reliability has to do with the consis-
tency of results and the freedom from error and bias in a data collection method.
A method that has little or no error or bias is highly reliable, whereas the results
of a method that has significant error or bias is unreliable and cannot be trusted.
Decisions based on unreliable information are likely to be poor ones.
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For example, suppose employee leadership skills are judged by having
supervisors watch employees interact with each other in a role-playing exer-
cise. If one of the supervisors assigns consistently harsher scores than the
others, that personal bias and error will be reflected in low leadership ability
scores for certain employees who might otherwise be considered excellent
leaders. As another example, we have talked about the importance of employ-
ees possessing sufficient computer self-efficacy to make use of the available
technology at work, including for training and developmental purposes. For
organizations to measure this, i.e., to see the extent to which their employees
possess computer self-efficacy, there must be a reliable, consistent measure
that can be used to capture this.”"

Another issue to consider in selecting a data collection method is validity.
Validity is concerned with whether the data collection method actually mea-
sures what we want it to measure, that is, are we hitting the right target? For
example, suppose a trainer decides to use a written test to measure whether
trainees have learned the procedure for completing travel expense forms. The
test is valid to the extent that the scores on the test indicate whether the
employee actually knows how to complete the forms. If the focus of training
was on knowing which information to report on the expense form, but the
items on the test focus more on performing calculations, the test scores may
be measuring the wrong thing. If this is the case, use of such a test will likely
lead to poor decisions.

Reliability and validity are complex issues, and assessing them often requires
knowledge of statistics and measurement concepts.”' HRD professionals who are
unfamiliar with these concepts should read more about them or consult other
members of their organization, knowledgeable professors, or consultants who
are familiar with these issues.””

In addition to being reliable and valid, data collection methods must also be
practical, given the constraints of an organization. Practicality concerns how much
time, money, and resources are available for an evaluation method. For example,
conducting interviews with all supervisors to assess employee job behavior may
take more time than the staft has available. In this case, interviewing a sample of
supervisors or using a questionnaire may be practical alternatives. As mentioned
earlier, realistic and creative trade-offs can ensure that an evaluation effort is car-
ried out and yields useful information.

TYPES OF DATA

At least three types of data are available for evaluating HRD effectiveness: indi-
vidual performance, systemwide performance, and economic.” Individual
performance data emphasize an individual trainee’s knowledge and behaviors
(i.e., Kirkpatrick’s second and third levels). Examples of these kinds of data
include an employee’s test scores, number of units produced, timeliness of
performance, quality of performance, attendance, and attitudes. Systemwide

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 7 Evaluating HRD Programs 219

performance data concern the team, division, or business unit in which an
HRD program is conducted, and can include data concerning an entire orga-
nization. Examples of systemwide data include productivity, rework, scrap,
customer and client satisfaction, and timeliness. Economic data report the
financial and economic performance of an organization or unit—that is, the
bottom line—and include profits, product liability, avoidance of penalties
(such as fines for noncompliance with laws and regulations), and market
share. Economic data is what ROI and utility calculations generally seek to
provide. It is generally more difficult for HRD researchers and professionals
to demonstrate connections and impact from HRD interventions to economic
and financial measures.”*

A complete evaluation effort would ideally include all three types of data.
Different questions demand different kinds of information. For example, Paul
Robbins illustrates how the U.S. Coast Guard uses regular performance tests as
a means of demonstrating that staff possess the necessary proficiency to perform
the tasks required of them.”” These tests do not so much capture changes in
learning, but rather demonstrate that reliable performance can be expected
from Coast Guard staff. As another example, Robinson and Robinson list pos-
sible data choices to determine whether a sales training program has impacted
an organization’s operations; these choices include ratio of new accounts to old
accounts, call-to-close ratio, average sale size, items per order, and add-on
sales.”® These and other data could be tracked for individuals, organizational
units, or an entire organization. Another useful source for systemwide mea-
sures is a book by Tesoro and Tootson.”” Again, the key is to carefully exam-
ine the questions being asked or the decisions being made when selecting
which data to use.

THE USE OF SELF-REPORT DATA

Self-report data, or data provided directly by individuals involved in the
training program, is the most commonly used type of data in HR evalua-
tion.”® Recall that trainee reactions (Kirkpatrick’s first level) remain the
most widely used evaluation measure. Self-reports can offer personality
data, attitudes, and perceptions and can provide information to measure the
effectiveness of HRD or other programs.”” For example, the trainer may
measure learning by asking trainees to judge how much they knew before
training and how much they feel they know after training. Information col-
lected this way, whether through interviews or questionnaires, can be useful
and meaningful. However, two serious problems can occur when relying on
self-report data:

1. Mono-method bias. If both reports in a before-and-after evaluation
come from the same person at the same time (say, after training), con-
clusions may be questionable. The respondents may be more concerned
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about being consistent in their answers than about providing accurate
responses.

2. Socially desirable responses. Respondents may report what they think
the researcher (or boss) wants to hear, rather than the truth. For example,
employees may be fearful or embarrassed to admit that they learned nothing
in a training p1rogram.80

In addition, there can be what is referred to as a response shift bias, in which
respondents’ perspectives of their skills before training change during the training
program and affect their after-training assessment.®’ For example, trainees may
discover during training that their pretraining judgment of skill was unrealistically
high and then adjust their post-training evaluations accordingly. As a result, the
data may show no improvement of skill after training, even though an improve-
ment may have occurred.

Self-report data can be useful in HRD evaluation, but relying on self-report
data alone can be problematic. Depending on the question being asked, direct
observation by trained observers (like supervisors), tests, or simulations can
often yield better, more conclusive information than self-reports. Also, response
rates to voluntary surveys is often quite low, even in organizational settings.
Darlene Russ-Eft and Hallie Preskill ofter useful recommendations for organi-
zations wishing to increase the level of participation in their evaluation
surveys.®?

RESEARCH DESIGN

A research design is a plan for conducting an evaluation study. Research design
is a complex topic. To inform yourself of all the issues surrounding research
design, you could read whole books on the topic. Barring that, we hope that
you read and understand a summary of key points on this topic. However, we
also recognize that not every student (or instructor) sees the value of studying
this information. So for the most comprehensive treatment of this topic, we
urge you to consult the resources listed in the following endnote.*> For those
seeking thorough (but condensed) coverage of research design issues, we pro-
vide an appendix to this chapter that goes into more detail than we do here.
We have often found that students are more interested in this material when on
the job and looking for reference material to help them make choices for a
project they are designing. (“What was it you said again was the minimal
acceptable design for a training evaluation study?”) The appendix provides
some key information that can inform your decisions concerning the most
appropriate research design for particular situations. At the minimum, however,
there are some critical issues that every HRD student should understand. We
present these below. While this is far from a complete treatment of the topic,
we hope to convey the importance of research design issues to eftfective HRD
evaluation.®*
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Research design is vital to HRD evaluation. It specifies the expected results
of an evaluation study, the methods of data collection, and how the data will be
analyzed. Awareness of research design issues and possible design alternatives can
help managers and HRD professionals do a better job conducting evaluations
and critiquing results of evaluation studies.

When evaluating any HRD effort, the researcher or HRD professional will
want to have a high level of confidence that any changes observed after a pro-
gram or intervention are due to the intervention, and not to some other factor
(like changes in the economy, organization, or reward structure in place). This is
the basic notion of validity, that is, are we confident in the accuracy of our
conclusions?

Unfortunately, it still remains quite typical that, if outcomes are measured at
all, they are only collected affer the training program has been completed. The
basic picture is as follows:

Training provided — Evaluation measures collected

The trainer would obviously like to see high values on each measure
collected—for example, positive reactions, high scores on the learning mea-
sures, and positive indications of behavior change and results. But what pro-
blems might result from only collecting measures dffer the training has been
completed? For one thing, such a one-shot approach may not be measuring the
most important things. Recall our earlier discussions of how evaluation should be
tied directly to the objectives determined via the needs assessment process. An
evaluation measure that is too broad or generic may not capture real changes
that have occurred as a result of training. A second drawback of this only-after
approach is that one can’t be certain that the outcomes attained were due to the
training. Simply put, this approach to evaluation doesn’t give any indication of
trainees’ initial skill or knowledge level, that is, where they started. To have
greater confidence that the outcomes observed were brought about by the train-
ing (and not some other extraneous factor), the following practices should be
included in a research design:

1. Pretest and post-test—including both a pretest and a post-test allows the
trainer to see what has changed after the training. If the majority of trai-
nees already know the material covered in training before they start it,
then high scores on the post-test measure of learning become much less
impressive.

2. Control group—a control group is a group of employees similar to those
who receive training, but they don’t receive training at the same time.
However, this group receives the same evaluation measures as the group
that 1s trained, which allows for a comparison of scores. The ideal scenario
occurs when the training group and the control group have similar scores
before training, and then the scores for the training group increase after
training, while those of the control group remain constant. This provides
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fairly strong evidence that the training (and not some other factor) is respon-
sible for the changes on the outcome measures.

Combining these two points creates what can be called the “pretest-
post-test with control group” research design. We view this as the minimum
acceptable research design for most training and HRD evaluation efforts.
There may be times when trainers have to get by with less, but the degree
of confidence in one’s findings will always be lower if one or both of these
factors is missing (though see the appendix for research by Sackett and
Mullin).*

Two other factors should be included in a strong research design. First, if
a control group is used, the trainer should ensure that the training and con-
trol groups are as similar as possible. For example, it would be unacceptable
if the group receiving training had greater existing knowledge, skills, or abil-
ities than the control group, as this would bias the results obtained after
training. If the trainer uses existing or intact groups, he or she should use
archival data to show that the two groups do not differ in any significant
way (e.g., test scores, years of experience). Furthermore, if it is possible, it
is advantageous if individuals can be randomly assigned to the training and
control groups. Such random assignment further increases the confidence
one can have that training brought about the observed changes (and, in this
case, not some other characteristic that differentiated the two groups).
It must be pointed out that in many real-life training settings, random assign-
ment is impractical, and is thus not widely used. However, random assign-
ment increases the likelihood of obtaining valid results from one’s evaluation
efforts.

A second factor to consider is the collection of data over time. Such an
approach, called a time series design, allows the trainer to observe patterns in indi-
vidual performance. For example, if performance is relatively steady over time, then
shows a clear spike after training, then remains at this higher level for a time, this
again suggests that results are due to training and not some other factor.

A final point to make here has to do with sample size. Researchers and prac-
titioners often get frustrated with one another over this issue, as the number of
people providing data for a training evaluation is often lower than what would
be recommended for purposes of statistical analysis. That is, there are practical
limitations in many training situations that limit the number of people receiving
training (or in the control group) to a relatively small number. One study of
research on training evaluation finds that the median sample size across studies
was forty-three people.®® But having low numbers of trainees is often disastrous
for statistical analyses, because small sample sizes make it difficult to attain statis-
tically significant results, even when the training has in fact had an impact. It is gener-
ally recommended that, as a bare minimum, both the training and control groups
need at least thirty individuals to have even a moderate chance of obtaining sta-
tistically significant results. However, many researchers prefer to see a number
much higher than this, for example, at least 100 people in each condition
(some researchers go even higher). This is difficult to accomplish in many
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situations. One approach is to pool data within an organization (such as collect-
ing data from the same training program oftered over time). Also, recent efforts
to combine data from different research studies via meta-analysis have also
helped determine the impact (or effect size) of various training interventions.
For example, Burke and Day combined the results from many different studies
to find the average effectiveness of numerous managerial training methods, and
more recently, Collins and Holton, as well as Powell and Yalcin, have conducted
similar studies.”” The main point, however, is that HRD professionals need to
give careful thought to sample size issues before they undertake training and eval-
uation. When sample sizes are small, it is much harder to show that a training
intervention has had a positive impact on desired individual and organizational
outcomes.

Another vital topic for training evaluation has to do with ethics. Choices
concerning evaluation often force the trainer or researcher to make difficult eth-
ical decisions. These are discussed next.

ETHICAL ISSUES CONCERNING EVALUATION
RESEARCH

Many of the decisions supervisors and HRD professionals make have ethical
dimensions.®® This is a far larger issue than we will address here.*” Resolving
the paradoxes inherent in ethical dilemmas is no easy task, yet such issues must
be addressed. In terms of training evaluation, actions such as assigning participants
to training and control groups, reporting results, and the actual conducting of an
evaluation study all raise ethical questions. Schmitt and Klimoski identify four
ethical issues relating to HRD evaluation: informed consent, withholding train-
ing, the use of deception, and pressure to produce findings.”” To this list, we add
the topic of confidentiality.

Confidentiality

Some evaluation research projects involve asking participants questions about
their own or others’ job performance. The results of these inquiries may be
embarrassing or lead to adverse treatment by others if made public. For example,
if evaluation of a management development seminar involves asking participants
their opinion of their supervisors, supervisors may become angry with partici-
pants who report that they don’t think supervisors are doing a good job. Simi-
larly, employees who perform poorly or make mistakes on important outcome
measures (like written tests or role-playing exercises) may be ridiculed by other
employees.

Wherever possible, steps should be taken to ensure the confidentiality of
information collected during an evaluation study. Using code numbers rather
than names, collecting only necessary demographic information, reporting
group rather than individual results, using encrypted computer files, and securing
research materials are all ways to maintain confidentiality. As a result of such
efforts, trainees may be more willing to participate in an evaluation project.
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Informed Consent

In many research settings, such as hospitals and academic institutions, evaluation
studies are monitored by a review board to ensure that participants are aware
they are participating in a study and know its purpose, what they will be
expected to do, and the potential risks and benefits of participating. In addition,
participants are asked to sign a form stating that they have been informed of
these facts and agree to participate in the study. This is called obtaining the par-
ticipants’ informed consent.

Review boards and informed consent are not common in industrial settings;
often the norm in these organizations is that management has control over and
responsibility for employees. We agree with Schmitt and Klimoski that ethical
considerations and good management are compatible.”’ Wherever possible,
informed consent should be obtained from employees who participate in an
evaluation study. Involving them in this way motivates researchers to treat the
employees fairly, and it may actually improve the effectiveness of a training inter-
vention by providing complete information.”?

Withholding Training

Research designs involving control groups require that some employees receive
training while others do not. This apparent partiality can be problematic if the train-
ing is believed to improve some employees’ performance, which could lead to orga-
nizational benefits like raises or promotions, or if training could increase some
employees’ well-being, for example, through health-related programs. If the training
is expected to be effective, is it fair to train some employees and not others just for
purposes of evaluation?

There are at least three possible resolutions to this dilemma.
ased procedure, such as a lottery, can be used to assign employees to training
groups. Second, employees who are assigned to a control group can be assured
that if the training is found to be eftective, they will have the option of receiving
the training at a later time. Third, the research design can be modified so that both
groups are trained, but at different times. One possible design is illustrated below.

93 1 .
First, an unbi-

Group 1: Measure Training Measure Measure
Group 2: Measure Measure Training Measure

In fact, when a large number of people will be trained in small groups over a
period of time, this type of design is quite feasible. However, whatever approach
is used, dealing with the issue of withholding training is often a practical, as well
as an ethical, matter. It is possible, for example, that employees assigned to a
control group may refuse to participate in the study or be less motivated to com-
plete the outcome measures.

Use of Deception
In some cases, an investigator may feel it will yield better results if employees
don’t realize they are in an evaluation study, or if they are given false or

Copyright 2011 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



CHAPTER 7 Evaluating HRD Programs 225

misleading information during the study. This is most often the case when the
training is conducted as part of a formal research experiment, and less likely with
more typical organizational evaluation practices. Nonetheless, we believe this
practice is generally unethical and should only be used as a last resort. Deceived
employees may become angry with management, damaging a trust that is diffi-
cult to reestablish. Any benefits of an HRD program will likely be undermined
by negative effects on employees who feel they have been betrayed.
Alternatives to deception should be considered. If deception is used, it should
be as minimal as possible, and employees in the study should be informed of the
deception and the reasons for it as soon as their participation in the study ends.”*

Pressure to Produce Positive Results

HRD professionals and their managers may feel pressure to make certain that the
results of an evaluation demonstrate that the program was effective.”” This may
be one reason why rigorous evaluation of HRD programs is not done more
often. The HRD staft are generally the ones who design and develop (or pur-
chase), deliver, and evaluate a program. If the evaluation shows the program was
not effective, the HRD department may lose funding and support and have its
activities curtailed.

Although the possibility exists for fraud in the form of doctoring results,
reporting partial results, or setting up biased studies, it is unclear how often this
occurs in HRD evaluation. However, given that reports of evaluation fraud in
other areas of scientific research and organizational life are fairly common, one
cannot help but have concerns about the state of affairs in HRD evaluation.”

Professional standards and ethical conduct call for those conducting HRD
evaluations to report complete results. That having been said, it is no doubt diffi-
cult for many people to face the potential consequences of bad results. This leads
to our last major topic in this chapter, namely, how to demonstrate that a training
intervention has had a positive impact on important organizational measures.

ASSESSING THE IMPACT OF HRD PROGRAMS
IN MONETARY TERMS

Following pioneers such Kirkpatrick and Phillips, one of the more important
issues to examine is the impact an HRD program has on an organization’s
effectiveness.”” This assessment can be done using a variety of performance
indexes, such as productivity, timeliness, and cost savings. It is important to
demonstrate effectiveness on the reaction, learning, and job behavior levels,
but HR managers and HRD professionals may be at a disadvantage when
their results are compared to those of other divisions able to express their
results in monetary terms.

One goal of translating the effects of HRD programs into monetary terms is
making clear that the programs are investments and, as such, will lead to payofts
for the organization in the future. Although many managers and supervisors pay
lip service to this idea, they often see HRD and other HR interventions
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primarily as costs—exemplified by the fact that HR programs are often the first
programs cut when financial and economic pressures force an organization to
reduce expenses.

It has long been argued that HR programs are difficult to assess in financial
terms. For example, in 2010, an international study of over 400 individuals
who influenced decisions concerning learning programs in their organizations
produced a rather distressing finding. When asked how they evaluated their
learning efforts, 18.6 percent used the Kirkpatrick framework, 18.6 percent
used ROI, 15.4 percent used some other method, and 47.4 percent said they
did not use a specific measurement method.”® While this is consistent with
other data shown earlier in the chapter, it points out the need for further effort
to demonstrate in tangible ways how HRD programs are impacting organiza-
tions. Two practical ways to determine the financial impact of HRD programs
is the evaluation of training costs (including ROI) and utility analysis. These are
discussed next.

Evaluation of Training Costs

Evaluation of training costs compares the costs incurred in conducting an HRD
program to the benefits received by the organization, and can involve two cate-
gories of activities: cost-benefit evaluation and cost-effectiveness evaluation.””
Cost-benefit analysis involves comparing the monetary costs of training to the
benefits received in nonmonetary terms, such as improvements in attitudes,
safety, and health. Cost-effectiveness analysis focuses on the financial benefits
accrued from training, such as increases in quality and profits, and reduction in
waste and processing time. A framework offered by Cullen and colleagues dis-
tinguishes between structured and unstructured training, and it lists possible
training costs (training development, materials, time, and production losses) and
benefits (improvements in time to reach job competency, job performance, and
work attitudes).'"

Robinson and Robinson developed a model that divides training costs into
five categories: direct costs, indirect costs, development costs, overhead costs, and
compensation for participants (see Table 7-4).'°" These costs are then compared
to benefits as measured by improvements in operational indicators, such as job
performance, quality, and work attitudes.

The general strategy for evaluating training costs is to measure cost and ben-
efit indicators in dollar terms (or translate them to dollar terms) and then com-
pare them. For example, a program’s return on investment (ROI) can be
calculated by dividing total results by total costs:

. Results
Return on investment = ———
Training costs

The greater the ratio of results to costs, the greater the benefit the organi-
zation receives by conducting the training program. For example, Bank of
America conducted a training program designed for its in-house trainers. Positive
reaction, learning, and behavior measures were obtained. Additionally, a
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TABLE 7-4 Training Program Costs

To calculate the cost of a training program, an HRD professional should consider five categories of expenses.
Direct costs

These are costs directly associated with the delivery of the learning activities. They include course materi-
als (reproduced or purchased), instructional aids, equipment rental, travel, food and other refreshments, and
the instructor’s salary and benefits.

Such costs are so directly tied to the delivery of a particular program that if you canceled the program the
day before you planned to conduct it, you would not incur them. (While program materials may have been
reproduced or purchased, they would not be consumed, and so they would be available for a future program.)

Indirect costs

These costs are incurred in support of learning activities, but cannot be identified with any particular pro-
gram. Even if the program were canceled at the last minute, such costs could not be recovered.

Examples would be costs for instructor preparation, clerical and administrative support, course materi-
als already sent to participants, and time spent by the training staff in planning the program’s implementa-
tion. Expenses for marketing the program (for example, direct-mail costs) would also be considered indirect
costs. Marketing may have cost $2,000. If there is insufficient registration and if the program is canceled,
the $2,000 cannot be recovered.

Development costs

All costs incurred during the development of the program go in this category. Typically, they include the
development of videotapes and computer-based instructional programming, design of program materials,
piloting of the program, and any necessary redesign. This category also includes the cost of the front-end
assessment, or that portion of the assessment directly attributed to the program. In addition, the costs of
evaluation and tracking are included.

If a program is to be conducted for a few years, the cost is often amortized over that period. For
example, one-third of the development cost may be charged off in the first year of implementation, one-
third in the second year, and one-third in the last year. Otherwise, there is a real bulge in the budget,
because of development costs during the first year.

Overhead costs

These costs are not directly related to a training program, but are essential to the smooth operation of the
training department.

If you have audiovisual equipment that has been purchased specifically for your department, there is a
cost to maintain that equipment. Some portion of that annual cost should be charged to the various training
programs. If you have classroom space available to you, there is an overhead cost for supplying heat and
lighting. The cost of supporting that space for days when the classroom is used for particular courses
should be charged to those programs.

Compensation for participants

These costs comprise the salaries and benefits paid to participants for the time they are in a program. If
the program is two days long, salaries and benefits for your participants for those two days are costs of the
program.

Typically, HRD professionals do not know what individual people earn, but can obtain that information
by asking the compensation department to provide a figure for an average salary paid to the various levels
of people who will be attending. The average salary is then multiplied by the number of people attending
the program, to derive a compensation estimate.

SOURCE: From Robinson, D. G., & Robinson, J. (1989). Training for Impact. Training and Development Journal, 43(8), 39. Reprinted with the
permission of American Society for Training & Development.
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1.15 (or 115 percent) ROI was determined for this program. For this, the com-
pany received an Excellence in Practice award from ASTD.'"?

If the ROI ratio is less than one, then the training program costs more than
it returns to the organization. Such a program needs to be either modified or
dropped (there may, of course, be times when some noneconomic or legally
mandated reason exists to continue a certain training program; even here, how-
ever, if the ROI for the program is negative, some rethinking or reworking of
the program is likely in order).

Table 7-5 shows how Robinson and Robinson apply their model to calcu-
late costs for a training program conducted at a wood-panel producing plant.
Table 7-6 shows how to calculate the results and return on investment for this
same plant.'”

Issues in Computing and Using ROI Estimates. Using ROI estimates to
express the contribution of an HRD program has received increasing attention.'**
Jack Phillips oftered advice on how HRD practitioners can use ROI estimates
(recall that Phillips proposed modifying Kirkpatrick’s four-level evaluation model
to include ROI as Level 5).'” Patti and Jack Phillips addressed ROI issues in the
public sector.'”® Jack Phillips also published books on HRD evaluation.'”’” For
example, he offered the following process for collecting information needed to
calculate ROI:

1. Collect Level-4 evaluation data: ask: did on-the-job application produce
measurable results?

2. Isolate the effects of training from other factors that may have contributed to
the results.

3. Convert the results to monetary benefits.

4. Total the costs of training.

5. Compare the monetary benefits with the costs.'”®

Steps one and two focus on research design issues. With regard to step three,
Phillips advocates collecting both hard and soft data (e.g., units produced and acci-
dent cost, employee attitudes, and frequency of use of new skills) that demonstrate a
program’s effectiveness. This step would obviously be part of an evaluation study.
Once this collection 1s done, Phillips provides suggestions concerning how to convert
the data to monetary terms (e.g., using historic costs and estimates from various
sources). Pine and Tingley provide an example of how this can be done for “soft
skills” training, such as team building, communication skills, or stress management.mg
In a similar vein, Parry provides worksheets that HRD professionals can use to iden-
tify and summarize the costs and benefits, as well as calculate R OI estimates associated
with an HRD program, and Platt provides a spreadsheet to calculate ROL '’

Phillips makes several suggestions regarding how to increase the credibility of
ROI estimates and the cost estimates they are built on.""! These include using
conservative estimates of costs, finding reliable sources for estimates, explaining
the assumptions and techniques used to compute costs, and relying on hard
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Direct costs: The travel and per-diem cost is
zero, because training took place adjacent to
the plant. There is a cost for classroom space
and audiovisual equipment, because these
were rented from a local hotel.

Refreshments were purchased at the same
hotel. Because different supervisors attended

the morning and afternoon sessions, lunch was

not provided.

Indirect costs: The clerical and administrative
costs reflect the amount of time spent on
making arrangements for the workshop facili-

ties, sending out notices to all participants, and
preparing class rosters and other miscellaneous

materials.

Development costs: These costs represent the
purchase of the training program from a vendor.

Included are instructional aids, an instructor
manual, video tapes, and a licensing fee. The
instructor-training costs pertain to the one-
week workshop that the instructor attended
to become prepared to facilitate the training.
Front-end assessment costs were covered by
the corporate training budget.

Overhead costs: These represent the services
that the general organization provides to the
training unit. Because figures were not avail-

able, we used 10 percent of the direct, indirect,

and program development costs.

Compensation for participants: This figure
represents the salaries and benefits paid to all

participants while they attended the workshop.

Direct Costs

Outside Instructor

In-house instructor—12 days x $125

Fringe benefits @ 25% of salary

Travel and per-diem expenses

Materials—56 $60/participants

Classroom space and audiovisual

equipment—12 days @ $50

Food; refreshments

$4/day x 3 days x 56 participants
Total direct costs

Indirect Costs
Training management
Clerical/administrative
Fringe benefits—25% of clerical/
administrative salary
Postage, shipping, telephone
Pre-and postlearning materials
$4 x 56 participants
Total indirect costs
(rounded to nearest dollar)

Development Costs
Fee to purchase program
Instructor training
Registration fee
Travel and lodging
Salary
Benefits (25% of salary)
Total development costs

Overhead Costs

General organization support
Top management’s time

Total overhead costs

Compensation for Participants
Participants’ salary and benefits
(time away from the job)
Total compensation
Total training costs
Cost per participant

0
$1,500.00
$375.00

0

$3,360.00
$600.00

$672.00
$6,507.00

0

$750.00
$187.00

0
$224.00

$1,161.00

$3,600.00

$1,400.00
$975.00
$625.00
$156.00
$6,756.00

10% of direct,
indirect, and
development
costs
$1,443.00

$16,696.00
$32,564.00
$581.50

SOURCE: From Robinson, D. G., & Robinson, J. (1989). Training for Impact. Training and Development Journal, 43(8), 40. Reprinted with the

permission of American Society for Training & Development.
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TABLE 7-6 Example of Calculating Training Return on Investment

Operational
Results Area

How Measured

Results Before
Training

Results After
Training

Differences
(+ or -)

Expressed in $

Quality of % rejected 2% rejected 1.5% rejected 5% $720 per day
panels 1,440 panels per 1,080 panels per 360 panels $172,800 per
day day year

Housekeeping Visual inspec- 10 defects 2 defects 8 defects Not measurable
tion using 20- (average) (average) in$
item checklist

Preventable Number of 24 per year 16 per year 8 per year

accidents accidents
Direct cost of $144,000 per $96,000 per $48,000 $48,000 per
each accident year year year

Total savings: $220,800.00
Return Operating Results
ROI= Investment - Training Costs
_ $220,800 6.8
$32,564

SOURCE: From Training for Impact; D. G. Robinson, & J. Robinson; Copyright © 1989. Training and Development Journal, 43, 41. Reprinted
with the permission of American Society for Training & Development.

data whenever possible. Beyond this, Parry suggests having managers and super-
visors calculate training costs.''> He sees their involvement as a way to remove
the potential suspicion that an HRD professional may try to place the data in the
most favorable light for his or her own area.

The second line of thinking regarding ROI estimates focuses on whether
and when these estimates should be used. Recognizing the time and cost
involved in creating ROI estimates, Phillips observes that some organizations
set targets for how many HRD programs should be evaluated at this level. He
cites evaluating ten percent of an organization’s HRD programs at the ROI level
as an example of a target that could be used.'"” Willyerd sounds a cautionary
note on the use of ROI estimates."'* She points out that some writers (e.g.,
Kaplan and Norton) question the overreliance on accounting and financial mea-
sures in business in general, and instead call for using an approach to performance
measurement that balances a number of perspectives (e.g., financial, customer,
internal process, and innovation and learning).""

Willyerd suggests that HRD professionals would be wise to follow Kaplan
and Norton’s notion of a balanced scorecard when presenting the effectiveness of
HRD programs, and that they collect and communicate data from each of the
four perspectives.''® Doing this, she argues, avoids the shortcomings of relying
strictly on financial measures, while still communicating the impact of an HRD
program on all of an organization’s strategic dimensions. A book edited by Lynn
Schmidt emphasizes a scorecard for training evaluation that goes beyond financial
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measures alone.''” Others have made similar arguments as well.''® It is important
to note that the balanced scorecard idea is even broader than the stakeholder
scorecard presented above in Figure 7-2. In their respective places, both types
of scorecards can be useful.

We hope this continued interest in ROI will encourage HRD practitioners
to attempt to use ROI estimates as one of the ways they communicate the value
of HRD programs. A recent study measured ROI, as well as return on equity
and earnings per share.''” However, we again stress that such estimates should be
used carefully, and that it is important to build up the credibility of such esti-
mates in the eyes of management. After all, HRD evaluation is about supporting
decisions. Different decisions call for different supporting data, and building cred-
ibility can ensure that decision-makers will actually heed and use the data
provided.'*"

Utility Analysis. The results of an evaluation study often express the eftect of
an HRD program in terms of a change in some aspect of the trainee’s perfor-
mance or behavior. For example, if untrained employees average 22.5 units pro-
duced (per day, or per hour) and trained employees average 26 units produced,
the gain due to training is 3.5 units per employee. Utility analysis provides a
way to translate these results into dollar terms. For example, Thomton and
Potemra recently estimated that the utility of an assessment center procedure to
promote police officers to the rank of sergeant was over $400,000."*! One pop-
ular approach to utility analysis is the Brogden-Cronbach-Gleser model.'** This
model computes the gain to an organization in dollar terms AU, or “change in
utility,” using the following variables:

N = Number of trainees
T = Length of time the benefits are expected to last
d. = An effect size, which expresses the true difference of job perfor-

mance between the trained and untrained groups (expressed in
standard deviation units)

SD, = Dollar value of job performance of untrained employees (expressed
in standard deviation units)

C = Costs of conducting the training

‘Wayne Cascio combined these elements into a formula to compute the dollar
value of improved performance due to training.'> The left side of the equation
estimates the benefits of training, while the right side presents the cost. The for-
mula is:

AU = (N) (T) (dt>(SDY) -C

Some terms in the equation can be directly measured, such as N, C, and d,,
but others, such as T and SDy, typically must be estimated. More complicated
versions of this formula have been developed to account for other factors that
may affect the real monetary value of the benefits accrued, such as attrition and
decay in the strength of training effects over time.'**
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Cascio suggests a method for incorporating the results of utility analysis into
cost-benefit analysis for training and HRD programs.'* Drawing upon techni-
ques of capital budgeting, the three phases of Cascio’s approach are as follows:

1. Compute the minimum annual benefits required to break even on the pro-
gram (e.g., how much of a payback must the program generate in order to
cover its costs?)

2. Use break-even analysis to determine the minimum effect size (d,) that will
yield the minimum required annual benefit (how much of an improvement
in job performance must the trained employees show for the program to
generate the payback needed to break even?)

3. Use the results from meta-analytic studies to determine the expected
effect size and expected payoff from the program (what is the likely
degree of improvement in job performance that the HRD program
being proposed has shown in previously conducted research on this pro-
gram or method?)

The goal of such cost-benefit analyses is to assist HRD professionals in dem-
onstrating the expected gains of their programs, and compare these gains to
either the gains from other programs or other potential investments (like the
purchase of a new piece of equipment). Although the computational formulas
for this approach are somewhat complex, Cascio points out that they can be
computerized, thereby requiring only that the HRD manager or professional
determine and input the values that correspond to each of the key parameters
(such as costs, benefits, and eftect size). We urge you to complete the utility cal-
culation exercise at the end of the chapter.

While utility analysis can help translate the benefits of training programs into
monetary terms, many training professionals have concerns about the practicality
of such efforts. Further, some researchers question its value because of the nature
of the estimates used to determine some of the factors in the formula.'*® It is also
unclear to what extent HRD professionals use utility analysis to communicate
the effectiveness of HRD programs. Given that utility analysis is intended to
help managers see HRD programs as an investment and to make more informed
decisions about HRD programs, it is reasonable to ask whether their decisions
are influenced by utility estimates.

Research on this question has produced mixed results. On one hand, Latham
and Whyte found that managers are not influenced in the way HR practitioners
would hope.'*” They found that including utility analysis information actually
reduced managers’ support for a valid employee selection program. Similarly,
Hazer and Highhouse observed that “the degree to which managers accept the
notion that the effectiveness of HR programs can be measured in terms of dollars
remains an open question” (p. 110).'*® On the other hand, when seeking to rep-
licate the Latham and Whyte study, Carson and colleagues did not find any neg-
ative impact for including utility information.'* Additionally, Morrow, Jarret,
and Rupinski reported that having a senior management team that (1) is inter-
ested in a demonstration that HRD programs are a worthwhile investment and
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(2) pre-approves the utility model and procedures to be used will lead to accep-
tance of utility information as legitimate."”” Macan and Foster found that man-
agers rank utility information highly for decision making purposes, and reported a
small, positive effect for including utility estimates as part of the information avail-
able to managers."”’

We believe that utility analysis (in addition to ROI and cost estimates)
presents an opportunity for HRD professionals to provide information to
decision-makers in monetary terms. However, we agree that simply providing
managers with the dollar estimates generated by utility analysis will not by itself
be sufficient to gain acceptance or use.'”” As with ROI estimates, gaining
management acceptance appears to be a key consideration.'”> Michael Stur-
man proposed a number of modifications to the equations that are used to cal-
culate utility estimates. He concluded his article by stating that “for a complex
decision making tool to be useful, the users of the decision aid must desire the
information it provides and be trained in its use” (p. 297)."** Commenting on
the Whyte and Latham results mentioned earlier, Sturman continued: “We
should not be surprised that an individual untrained with a use of a decision
aid fails to adhere to the results of the aid” (p. 297).">> Toward that end, the
following recommendations offered by various authors should increase the
chances that management will accept and use utility information:

¢ Involve senior management when determining the utility model and proce-
dures to be used

e Train HR professionals and managers in the details of utility analysis

e Offer an explanation of the components of the utility model; focus on utility
information as a communication tool to aid in decision making

¢ Involve management in arriving at estimates
e Use credible and conservative estimates

e Admit that the results of utility an