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Unit-1
On-the-Job (OJT) Training Methods
Structure :
1.1 Learning Objectives
1.2 Introduction
1.3 On-the-Job Training (OJT)
(1) Job instruction training (JIT)
(2) Apprenticeship
(3) Coaching
(4) Job rotation
1.4 Summary/Let’s sum-up
1.5 Key terms
1.6 Check your progress/Self-Assessment Questions (short answer type)
1.7 References/Further Reading
1.8 Model Questions (long answer type)

1.1 Learning Objectives
This unit aims at providing basic understanding about the meaning, purpose, importance
and types of On-the-Job (OJT) training methods. After reading this unit, the reader will
be able to define each of these terms and distinguish between them:


On-the-Job (OJT) training
(1) Job instruction training
(2) Apprenticeship
(3) Coaching
(4) Job rotation

After reading this unit, the reader should be able to answer the following questions:


What is the importance of On-the-Job (OJT) training methods?



What are the types On-the-Job (OJT) training methods?



What are some examples of each On-the-Job (OJT) training method?



What are the notable advantages of each On-the-Job (OJT) training method?



How do they compare to one another?

1.2 Introduction
Training and development play a significant role in the effectiveness and experiences of
workers and productivity of the organization. The training process has implications for
productivity, health, and safety at work and individual development. All organizations
need to train and develop their staff. Most organizations are cognizant of this
Odisha State Open University
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requirement and invest time, effort, and other resources in staff-training. Such
investments can take the form of employing expert training and development staff and
paying salaries to the recruit or employee undergoing training and development.
Investment in training and development entails obtaining and maintaining space and
equipment. It also means that operational personnel, employed in the organization’s
main business functions, such as production, maintenance, sales, marketing, and
management support, must also direct their attention and effort from time to time
towards supporting training development and delivery. This means they are required to
give less attention to activities that are obviously more productive in terms of the
organization’s main business. However, investment in training and development is
deemed as good management practice to maintain appropriate expertise now and in the
future.
New-employee training is essential and usually begins with orientation, which entails
getting the new employee ready to perform on the job. Formal orientation (often a halfday classroom program) provides information about the company history, company
values and expectations, policies, and the customers the company serves, as well as an
overview of products and services. More important, however, is the specific job
orientation by the new employee’s supervisor concerning work rules, equipment, and
performance expectations. This second briefing tends to be more informal and may last
for several days or even weeks.
Beyond employee orientation, tradition is that job training takes place at the job site or
workstation and is directly related to the job. This training involves hands-on training,
specific job instructions, apprenticeship, coaching or job rotation.

1.3 On-the-Job Training (OJT) or Hands-on Training
The On-the-Job training method dates from back in the days when not everyone was
literate, and it was the most convenient way to understand the requirements needed for
the new job, on a one-to-one basis. OJT expands the career and skills individuals and
development of the organization.OJT is provided at the workplace during which the
recent recruits or employees are familiarized with the workplace environment and jobdemands. Depending on the type of job, employees may also receive a hands-on
experience using technical equipment, tools, special machinery, etc. Gary Becker (1962)
refereed to OJT as an investment like regular schooling because it improves people’s
physical and mental abilities and raises their real income prospects. Students typically
need extensive training as they may not possess experience in a particular industry or
role. Therefore, students often undergo OJT as part of their academic curriculum at
technical institutions. For instance, at some schools, students are required to complete
internships, also known as apprenticeship during which they get experience in a job or
career path, which can also earn them school credits. Further, students can also get
extensive OJT in their initial job just after they graduate. The purpose of OJT is to
experience and confront the day-to-day/regular challenges that occur in the job.
Odisha State Open University
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An experienced employee or manager who knows the in-and-outs of the job is assigned
the role of a mentor who through handholding, demonstrations, written, or verbal
instructions passes knowledge and organization-specific skills to the recruiter new
employee. The duration of OJT depends on the amount of training the trainee needs to
skilfully perform the job.
OJT is the most popular method of training across the globe. The effectiveness of OJT
is built on using existing workplace equipment, machines, tools, and the knowledge of
the specialists or mentors who train employees. This type of training is easy to
administer and simplifies the process of orienting and nurturing the new employee to his
or her new workplace. Upon successfully completing the OJT, the employer is expected
to retain the recruits as regular employees. OJT is highly used for technical jobs. Some
of the most common types of job training include computer training, safety training,
specialized customer service skills training, diversity seminars, quality initiatives,
communications classes, and the list could go on and on depending on the industry.
Example 1: HVAC tech
 Attend service calls with other techs.
 Practice with equipment and operating tools commonly utilized on the
job.
 Watch how techs interact with consumers and describe service choices.
 Review safety protocols and standards.
 Get knowledge about HVAC equipment elements and energy-efficient
products.

Example 2: Warehouse employee
 Practice utilizing warehouse machineries like scissor lifts and pallet
jacks.
 Learn about the warehouse's organizational system.
 Watch the correct method to sort and store products on racks.
 Review safety protocols and inventory management processes.
 Prepare packages for shipment.

Example 3: Collection specialist
 Read and follow sample scripts to learn to make professional collection
calls.
 Observe how agents manage customer service problems.
 Learn how to use software solutions utilized to store, review and update
buyer information details.
 Practice processing consumer payments under a manager's supervision.
 Lastly, study filing procedures and systems to mail letters to customers.
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For employees who are looking to expand their knowledge and skill base, training can
be a win-win situation. Not only the employees are able to learn something new or
something in which they have experience more in-depth, but they are able to apply that
knowledge real-time in the current position. It builds employees’ standing in the job and
can help them strengthen their résumé should they choose to move on from that
position.
Benefits of OJT:
Increased capacity to adopt new technologies and methods
Increased efficiencies in processes, resulting in financial gain
Increased innovation in strategies and products
Risk management, e.g., training about sexual harassment, diversity
training
Increased job satisfaction and morale among employees
Reduced employee turnover
Increased employee motivation
Enhanced company image, e.g., conducting ethics training










Difference between On-the-Job and Off-the-Job Training
The main differences between off-the-job and on-the-job training include:


Onsite training involving hands-on experience is termed on-the-job
training. In contrast, off-the-job training means coaching staff
members outside the role's location.



On-the-job training is practical, while off-the-job training is more
theoretical in nature.



On-the-job training is conducted without any work disruption as the
coaching and production occur in tandem. Off-the-job training
entails work stoppage during the first training, which the employee
later translates into performance and productivity.



Experienced staff members give on-the-job training, while experts
provide off-the-job training.



On-the-job training is typically more cost-effective compared to offthe-job training.

Odisha State Open University
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1.3.1 Job-Instruction Training (JIT)
With the dawn of industrialization in the West there was a sudden necessity to train
millions of workers quickly. Job-Instruction training method turned out to be very
successful, so it has been used in different forms ever since in all types of industries.
Under this method, trainer explains the trainee the way of doing the jobs, job knowledge
and skills and allows him to do the job. The trainer appraises the performance of the
trainee, provides feedback information, and corrects the trainee. JIT is a four-step
method used by specialists or trainers to train employees on how to perform the work.
These steps are preparation, demonstration, repetition, follow-up.

Job-Instruction training (JIT) refers to list each job’s basic tasks,
along with the key points, in order to provide step-by-step training for
employees. The steps in such a training sheet show trainees what to
do, and the key points show how it is to be done and why. The four
stages of JIT (Walker & Miller, 2009):
1. Preparation of the employee for training. Provide a positive
learning atmosphere for the workers by putting them at ease,
evaluating what they already know, and reiterating the
importance of job safety. Treat the workers as peers.
2. Demonstration of the tasks to do. List and demonstrate each
step, individually, stressing key points, while the workers
observe. Provide an opportunity for the workers to interact by
asking questions.
3. Repetition of the tasks by the employee. Give the workers the
opportunity to complete the steps of the process while they
explain the key points. If workers cannot explain the key
points, they have not internalized the instructions and
explanations. They do not thoroughly understand the job and
are likely to perform it incorrectly or unsafely. Repeat this step
until the workers successfully explain and complete the task.
4. Follow-up: check and correction of the potential mistakes.
Monitor the workers’ performances as they complete the steps
and correct their actions before they become habits. Provide
workers a means for follow-up by designating a contact person
for assistance and encourage them to ask questions as needed
after completing the training.

Odisha State Open University
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The first step, preparation requires the JIT trainer to do the groundwork before
beginning the training program. The trainer prepares written documentation of the job
at first. Such a detailed analysis and documentation of the job tasks helps to ensure that
nothing is left out during the training session. Moreover, an instruction plan is prepared.
Thereby, the trainer makes an analysis of the trainees’ knowledge to decide on what
aspects to focus on. In order to determine what the employee knows and what to focus
upon during the training sessions, interviewing the employee personally or reviewing
the personnel record of the employee may come out to be very helpful for the trainer.
The trainer creates a pleasant ambiance and a comfortable learning environment for the
employees. This is achieved by helping the employees to understand what she or he is to
expect from the training program.
The second stage, presentation involves four significant activities of the trainer, such
as telling, showing, demonstrating, and explaining. This phase mainly relies on
informing the employee how work can be done in the best and the easiest way. The
trainer points out how to complete tasks by explaining why it is performed in that
manner. Importantly, when the job seems to be complex, the trainer divides the job
into manageable-smaller tasks and presents it to the employee step-by-step.
The third part is the tryout phase. At first, the employee gets to know how work has to
be done, and then the trainer allows him or her to try to perform the job
independently. At this stage, the trainer also provides feedback as needed. And if there
appears any error, it should be perceived as a function of training and not as the mistake
of the trainer. This is helpful for the trainer who can easily alter his or her way in which
instructions were given to put things more clearly, making sure the trainee learns to
function differently when unwanted incidents arise.
The fourth and last stage in the whole process is the follow-up step which is critically
important for the trainer. The trainer’s task is to check the employee's work and
to prevent wrong work habits from developing. Progress checks are held by the
trainer until the employee achieve proficiency in the work he or she does. In fact, the
success of the JIT rests on the ability of the trainer to adjust his or her own style of
functioning to the process and make the employees comprehend what he or she wants to
communicate (Krishnaveni, 2008).
Generally, this type of training is for jobs needing manual skills like factory workers.
These jobs need lower skills and so can be taught in an easy and simple step by step
process. This training can be given on both a one-on-one basis and one to many. It can
also be applied for training existing workers or employees about new technology. The
main advantage of JIT is that it is based on the practical workplace and real-time. Thus,
the trainees watch the trainer doing the job as well as gains experience in doing the job
under supervision. Another advantage is the reduced wastage and accidents because
of supervised training. It is to be considered that the trainers’ productivity is reduced
during training because the trainers train the workers in the real workplace.

Odisha State Open University
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Benefits of JIT:
 Promotes higher levels of employee safety
 Creates higher levels of productivity
 Cheaper than other training methods
 Maintains best practices
 It is a not a complex method of training
 Reduces outside influences
 Creates a systematic approach
 Gives new workers more confidence
 Enhances company reputation and profile

1.3.2 Apprenticeship Training or Internship
Apprenticeship is the earliest form of training method Apprenticeship is a formalized
method of training curriculum program that combines classroom education with on-thejob work under close supervision. The training curriculum is planned in advance and
conducted in careful steps from day to day. Most trade apprenticeship programs have a
duration of three to four years before an apprentice is considered completely
accomplished in that trade or profession. This method is appropriate for training in
crafts, trades and technical areas, especially when proficiency in a job is the result of a
relatively long training or apprenticeship period, e.g., job of a craftsman, a machinist, a
printer, a tool maker, a pattern designer, a mechanic, etc. Apprenticeships can also
enable practitioners to gain a license to practice in a regulated occupation. Most of their
training is done while working for an employer who helps the apprentices learn their
trade or profession, in exchange for their continued labour for an agreed period after
they have achieved measurable competencies.
Apprentices get an opportunity of undergoing 'on the job' training and are exposed to
real working conditions. They get a chance to work on advanced machines and
equipment, industry specific best practices and learn more about their field. Apprentices
become skilled workers once they have acquired the knowledge and skills in a trade or
occupation, which help them in getting wage or self - employment. In addition,
apprentices get stipend at the prescribed rates during the training.
Benefits of Apprenticeship training:
 Gain real-life experience
 Acquire new skills
 Earn while you learn
 Boost trainee confidence
 Gain independence and respect
 Improve employability
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1.3.3 Coaching
Historically, “coach” was a term used in Oxford University for an instructor or trainer
who “carried” a student through an exam. Coaching is thus identified as a process to
transport people from where they are to where they want to be. Coaching is a form of
training and development in which an experienced person, called a coach, supports a
learner or client in achieving a specific personal or professional goal by providing
training and guidance. Occasionally, coaching may refer to an informal relationship
between two people, of whom one has more experience and competency than the other
and therefore advices and guides the other. But coaching differs from apprenticeship
training by focusing on specific tasks or objectives, as opposed to more general goals or
overall development (Passmore, 2016; Renton, 2009; Chakravarthy, 2011). Coaching is
applied in fields such as sports, performing arts (singers get vocal coaches), acting
(drama coaches and dialect coaches), business, education, health care, etc.
A wide range of communication skills such as targeted restatements listening
questioning clarifying etc are used to help the client discover different approaches to
achieving specific professional goals (Cox, 2013). Coaching approaches are also
influenced by cultural differences.
Business and Executive Coaching - Business coaching is a type of HR
development for employees, teams, and members of management (Stren, 2004). It
provides positive support, feedback, and advice on an individual or group basis to
improve personal effectiveness in the workplace. Business coaching is also called
executive coaching, corporate coaching or leadership coaching. Coaches help their
clients advance towards specific goals which include career transition,
interpersonal and professional communication, performance management,
organizational effectiveness, managing career, and personal changes, developing
executive presence, enhancing strategic thinking, dealing effectively with conflict,
and building an effective team within an organization.
Business coaching is not restricted to external specialists or service providers.
Some organizations may even expect their senior and middle managers to coach
their team members to reach higher levels of performance, increased job
satisfaction, personal growth, and career development.

Example 1: Coaching the General Manager
Client: General Manager in a large global information technology company
who managed a business line of $50 million per year.
Coaching focus: Expanding visibility in the larger organization through clear
messaging, developing the leader’s team, refining strategic communications,
and managing the political environment.
Outcome: The leader built, developed, and managed a robust, diverse, global
sales team in 15 countries and grew the business volume from $50 million per
year to $2 billion. Developed greater finesse in navigating a complex political
climate.
Odisha State Open University
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Example 2: Coaching Senior Manager
Client: Senior Manager and innovator in a large, global consumer product
company.
Coaching focus: Developing a more relational communication style, driving
adoption of new technology, and increasing agility working with global
partners.
Outcome: The leader’s communication tailored to generate support and
minimize antagonism. The leader built strong alliances with key, diverse
stakeholders and successfully led the development of a product that is expected
to revolutionize the industry.

Example 3: Coaching the Vice President
Client: Vice President of Finance in a national technical software company as
they prepared to go public.
Coaching focus: Giving performance feedback to the leader’s team,
communicating more effectively with the senior leadership team, and work-life
effectiveness.
Outcome: Represented the organization in a positive and competent light in
outward facing meetings, despite challenges with the CEO. Developed and
retained valued employees when there was a high potential for burnout.
Coaching is a highly individualized process that depends on both the nature of the client
and the coach's knowledge, skills, and abilities. However, coaches have several
recognized techniques and tools to draw on in almost any coaching situation. The
GROW model was popularized in the coaching industry by Sir John Whitmore (1992).
Whitmore's acronym stands for:





Goals.
Reality, or current reality.
Options.
Way forward, or what you will do.
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Techniques and tools used in coaching:
At its best, coaching is about partnering rather than about one person
being "the expert" and lecturing the other. The client is the expert in the
organization; the coach helps the client develop a higher level of expertise.
The coach can use a variety of methods to facilitate the coaching process:
 Using personality and behavioural assessments to diagnose which traits
and behaviours are dominant or lacking, and which might be easy or
difficult to change.
 Listening actively; the coach does not solve the client's problems—the
client solves his or her own problems.
 Helping clients distinguish what is important from what is not.
 Leading clients outside of their comfort zone.
 Acknowledging the client's accomplishments and empathizing (not
sympathizing) when the client is down.
 Providing perspective based on the coach's own experiences.
 Helping the client set goals, develop an action plan for moving ahead,
and anticipate and overcome potential obstacles.
 Recommending specific books or other sources of learning.
 Encouraging journaling to gain awareness of emotions and behaviours
and to track progress toward goals.
 Participating in role-playing and simulations to promote skill practice.
 Meeting on a regular basis, with on-the-job "homework" assignments
between meetings.
 Managing the confidentiality of the coaching partnership. In most cases,
the official client is the organization paying the coaching invoice, yet the
true client is the individual being coached.
 Designing systems to track the return on investment of coaching.

Benefits of Coaching :
 Assess and appreciate company’s leadership developmental tasks
 Challenge business constraints
 Create accountability and support in businesses for goal achievement, as
well as its continued development
 Greater self-awareness and mindset
 Increased individual performance, productivity, and confidence
 Clarity on what success looks like and the steps needed to achieve
 Development of critical soft skills and decision making
 Accountability and growth
 Large-scale strategic change.
 Talent attraction
Odisha State Open University
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1.3.4 Job Rotation
This type of training involves the movement of the trainee from one job to another. The
trainee receives job knowledge and gains experience from his supervisor or trainer in
each of the different job assignments. Job Rotation is the process of shifting employees
between two or more tasks or job positions within the same organization in order to
improve and motivate the employee. This rotation is done at regular intervals of time.
Job rotation is designed to promote flexibility of employees to keep employees engaged,
and retention. Additionally, this method gives an opportunity to the trainee to
understand the problems of employees on other jobs and respect them. Job rotation is
very important when it comes to breaking monotonous and stressful schedule for
employees. Employees can be rotated in different roles and positions to make sure that
they are not stuck in the same kinds of tasks and roles. Job rotations especially help
relieve the stress of workers whose job require manual labour.

Did you know?
Job Rotation in Manufacturing
In factories and manufacturing plant floors, there can be an important
additional reason for job rotation: for avoiding physical injuries and
chronic work-related musculoskeletal issues. While rotating jobs can
indeed help with this (and also to cope with boredom), it’s no miracle
solution and should ideally be part of a larger effort of redesigning work.
Job Rotation in Healthcare
According to the nurses themselves, job rotation inspired them to achieve
higher performance, allowed for continuous growth at work, extended
knowledge, and skill, and increasing clinic patient care-taking quality.
Nurses agree that it could help employees to acquire multiple capabilities
and expand vision and that it could be an approach to reduce job burnout
(Ho, Wen-Hsien et al. 2009).
Doctors in a hospital work across different departments and gives them
exposure across various verticals of medicine. Doctor can work in
different departments in the hospital. This gives doctors opportunities to
learn skills across verticals and shows their best fit.
Job Rotation in Technology
In the IT industry an employee can work in various roles like being a
developer, quality analyst, requirement analysis, solution design etc. This
way employees remain motivated and can learn various skills and can
become a better resource overall and contribute and learn more.
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Benefits of Job Rotation:
1. Employee Learning
a) Rotation making employees more versatile.
b) Gives employees a broader understanding of the business
allowing them to be better prepared to be promoted to
management.
2. Employer Learning
a) Using job rotation employers can learn their individual
worker's strengths.
b) Employers receive a flexible and knowledgeable workforce
that can be sourced throughout the organization.
3. Employee Motivation
a) Rotation reduces boredom.
b) More knowledge of the company as a whole may lead to more
promotions.

1.4 Summary/Lets sum up
Training and development are vital part of the human resource development. It is
assuming ever important role in wake of the advancement of technology which has
resulted in ever increasing competition, rise in customer’s expectation of quality and
service and a subsequent need to lower costs.
The following are the two biggest factors that drive any organization’s need to train its
employees:
1. Change: It is one of the biggest factors that contribute to the need of training
and development. There is in fact a direct relationship between the two. Market
change leads to the need for training and development and training and
development leads to individual and organizational change, and the cycle goes
on and on. Specifically, it is the technology that is driving the need; changing
how businesses run, produce, and compete.
2. Development: Money is not the sole motivator at work. People who work with
organizations seek more than just employment out of their work; they look at the
holistic development of self. Morality, ethical conduct, spirituality and selfawareness for example are gaining momentum world over. People seek
satisfaction and happiness at jobs which may not be possible unless an
individual works on developing self.

1.5 Key Terms


Training and development: Activities that provide learning situations in which
an employee acquires additional knowledge or skills to increase job
performance.
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Orientation: Presentation to get the new employee ready to perform his or her
job.



Apprenticeship: A form of training in which a senior manager or other
experienced employee provides job- and career-related information to a trainee.



Job rotation: Reassignment of workers to several different jobs over time so that
they can learn the basics of each job.

1.6 Self-Assessment Questions (short answer type)
 What is On-the-Job training method and what are its merits.
 Explain the 4-step Job-Instruction training method.
 What is the difference between Apprenticeship and Coaching?
 What are the advantages of Job-rotation?
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1.8 Model Questions (long answer type)
 Describe the need for employee training.
 Describe the several On-the-Job (OJT) training methods with relevant examples.
 What are the factors driving the need to train and develop?
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Unit-2
Syndicate and Knowledge-Based Training Methods
Structure:
2.1
2.2
2.3
2.4

Learning Objectives
Introduction
Syndicate method
Knowledge-based methods:
(1) Lecture
(2) Conferences
(3) Programmed instructions
2.5 Factors influencing selection of training method
(1) Training objectives
(2) Subject matter
(3) Categories of participants
(4) Resource availability
(5) Time
(6) Location
(7) Budget
2.6 Training aids
(1) Visual aids
(2) Audio aids
2.7 Summary/Let’s sum-up
2.8 Key terms
2.9 Check your progress/Self-Assessment Questions (short answer type)
2.10References/Further reading
2.11Model Questions (long answer type)

2.1 Learning Objectives
This unit aims at providing a basic understanding of the meaning, purpose, importance,
and types of knowledge-based training methods. After reading this unit, the reader will
be able to define each of these terms and distinguish between them:
 Syndicate method
 Knowledge-Based methods:
(1) Lecture
(2) Conferences
(3) Programmed instructions
 Training aids
(1) Visual aids
(2) Audio aids
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After reading this unit, the reader should be able to answer the following questions:


What is the importance of knowledge-based training methods?



What are the types of knowledge-based training methods?



What are training aids? Give examples.



What are the notable advantages of each knowledge-based training method?



How do they compare to one another?

2.2 Introduction
Organizations and trainers the world over have intensively explored ways and means to
improve training methods. A trainer may use a range of training methods to provide
variety in the delivery of training, sustain the interest of participants, and maintain the
momentum of the training process. There are several training methods, and no single
method is inherently better than the other (On-the-Job training methods, Knowledgebased training methods, Simulation method, etc.). Hence, a combination of methods is
used, depending on the subject, time, resources, and type of participants. This unit will
elaborate on various knowledge-based training methods, factors which influence
selection of training methods, and various training aids that are used in training
programs.

2.3 Syndicate Method
A syndicate in essence is a “study group”, the trainees are divided into sub-groups, and
each syndicate works on various subjects. It is a widely known and popular method
applicable to all groups of trainees, especially in giving training to supervisors,
managers, and executives.
All syndicates assign a chairperson and a secretary, generally held in rotation by its
members and so, everyone gets a chance. The syndicate takes on any assignment or
problem for study and devices solutions. The group works on its own, with only
minimum guidance from the training staff, conducts its own research, collects data,
exchanges ideas and views, avails itself of the facility of consulting specialists in the
field, and finally prepares a report on the assignment. Expert lectures and guidance are
arranged from external resources wherever necessary. All syndicates’ reports are
presented to its participants- syndicates members and training faculty for comments and
discussion. The study on any matter may continue for a month or more depending on
the problem, generally, 10 to 12 meetings.
In this method the role of a trainer is not to participate directly in the group. However,
the trainer may decide on the group composition, the topics to be assigned to the group
and to give attention towards the confused participants. Alternatively, each group may
be given different problem. The trainer acts as the adjudicator in case of difference
between the groups. Another approach is to balance the different views expressed to a
common conclusion.
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Did you know?
Some projects are so large that no single company can have all of the expertise
needed to do the job efficiently. For example, a case with large construction
projects such as building a stadium, highway, bridge, or railroad. In these
situations, companies may form a syndicate so that each firm may apply their
specific expertise to the project. In that regard, syndicates are considered as
partnerships or corporations.

Benefits of Syndicate method:
 All the participants are actively involved in the syndicate sessions.
 It cultivates leadership qualities since the leadership roles –
chairperson, secretary, etc. (by rotation).
 It is a self-earning and development process because each participant
comes out having gained new knowledge, experiences, and skills.
 The problem is discussed in detail and the trainees look at the
problem from many angles – production, marketing, finance,
personnel, etc.
 Syndicates are formed for certain definite purpose. The group’s
cohesiveness is enhanced along with competitiveness and conflicting
interests. The existence of the syndicate is for some fixed duration
and there is consistent interaction and understanding between
trainees.

Things to consider before forming syndicates:
 The negligence of the directing staff may convert the syndicate method
to an exercise in futility. Due to improper structure of syndicate, there
may be wastage of time and frustration for the participants. This
method may lead to dispute due to difference in opinion of the
participants.
 There is no guarantee that every member of a syndicate will participate
in the process of learning. The participation of members may be
lopsided.

2.4 Knowledge-Based Method
In this method, an attempt is made to impart knowledge in any subject area covering the
aspects like its concepts and theories, basic principles, and applied knowledge of any
subject to employees. Theoretical knowledge and understanding can be acquired
through lectures and reading.
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Did you know?
Knowledge Sharing concerns the activity through which information, skills, and
expertise are exchanged among employees. Encouraging knowledge sharing
would positively affect organizational excellence.

2.4.1 Lectures
All of you might have been taught by the lecture method when you were at school /
college. In lecture method, the trainer provides knowledge to the trainee’s usually from
prepared notes. Notes are also given to the trainees. This method is found most
appropriate in situations where some information is required to be shared to many
audiences and in which active participation of audiences is not required. It is a method
of verbal presentation of a topic by a speaker to a group of audience. The lecturer may
also lecture about the uses, the merits, and demerits of the subject. A lecture is a method
of describing conceptual knowledge. Lecture should be well organized and well
prepared to draw the audience's attention and convey the message to them.
Visual aids may be used during the talk and a question-answer session may follow it. A
series of lectures on a particular theme shall facilitate the audience to develop a
comprehensive idea on the topic and gain by the rich experience of the speakers.
Lecture facilitates presentation of information in a systematic way. It is a low-cost
method. The chief limitation in lecture method is the passive role of the audience, it
does not provide for active involvement of the trainees.

Benefits of Lectures:
 A formal lecture helps build up theoretical knowledge, which can be
used as a base for the participative training sessions and learning of
motor or verbal skills.


It is direct. The learner learns the material directly from the
instructor. Hence, there is less time consumed in search for
knowledge and also less distortion.



A critical advantage of the lecture method is that a relatively large
number of people can be instructed at one time. There is no other
method that can be used to instruct more than 50 trainees effectively.



A lecture can deal with more facts, principles, and concepts in a
shorter time than it would take to teach the same material in a
conference, case study, or other group method.



If teaching resources are scarce, then the lecture method is the best.
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Demerits of Lectures:
 The most apparent disadvantage of the method is that there is a
minimum of active involvement of the trainees. This, consequently,
leads to less motivation. Moreover, the monologue may become dull
after some time. Therefore, the lecture method cannot be used to teach
skills that may require hands-on practice.
 It has a limited value in promoting behavioural or attitudinal changes. It
is challenging to convince anyone by merely talking to them; attitudes
change when people convince themselves. Participative methods are
better for such purposes.
 The main disadvantage of the lecture comes from the fact that it is oneway communication. Therefore, there is little opportunity to clarify
meaning and check on whether the trainees really understand what is
being presented. There is little scope for practice, reinforcement, or
knowledge of results.
 It has limited usefulness in teaching employees who cannot grasp
verbal presentations.

2.4.2 Conferences
In this method, the trainer delivers a lecture on the particular subject which is followed
by queries and discussions. The conference leader must have the necessary skills to lead
the discussion in a meaningful way without losing sight of the topic or theme. This
method is used, to help employees develop problem-solving skills. Conferences are
especially suited to executives and senior officers dealing with a complex problem that
requires senior officers' contributions for a resolution. The issues and the subject matters
of the conference are conveyed to the delegates and participants well in advance, for
which they prepare the papers and related materials for the conference. The delegates
present the papers and explain the various aspects of the problem. Suggestions and
recommendations are made at the end of the conference, based on the deliberations and
discussions.
This method suits bigger groups and participants benefit from listening to senior
speakers. They are induced to think over the problems, issues and solutions. The
disadvantage of this method is that it is less participatory, and the trainees are inactive
during the programs. It is difficult to determine whether the trainees learnt anything or
not.
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Benefits of Conferences:
 Exchange of Ideas: Conferences encourage exchanges of ideas and
opinions. Delegates bring together their points of view which help to
solve problems.
 Solves Problems: In a conference, participants provide all the angles in
analyzing problems, and various solutions are suggested from which a
comprehensive one can be accepted.
 Improves Internal Communication: By involving many participants
from various levels within an organization or from different
organizations, it facilitates communication and networking.
 Motivates Participants: The motivational value of a conference can
never be underestimated. The participants acquire valuable information
and come to know other people’s points of view. This broadens the
horizon of delegates regarding organizational needs and problems.
 Promotes Goodwill: Conference helps to create goodwill among the
participating organizations. It also helps to enhance the reputation of the
organization convening the conference.

2.4.3 Programmed Instructions (PI)
This is the recently developed technique based on the principle of positive
reinforcement developed by B.F. Skinner. This technique is used to teach non-motor
and behavioural skills. The subject matter to be learned is prepared and condensed into
a logical sequence from simple to more complex. This methodology helps the trainees
to learn on their own and at their own pace. It is an innovative teaching method
introduced in recent years. Programmed learning is self-instructional learning, and the
course material is prepared or programmed in steps. The subject matter to be learnt is
divided into small steps and the order or sequence to be followed by trainees is given.
The trainees start learning from simple steps and progress towards more complex
steps/instructions. The program is structured so that the trainees will be able to know the
results or correctness of his learning then and there. The answers are provided at the end
of each step or program. When a trainee commits errors, feedback on errors is provided.
The trainer monitors the trainee’s independent progress through the program. The
trainee gets instant feedback on his learning. However, this method is expensive and
time consuming also.
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Benefits of Job Instruction method :
 This method enables the trainees to learn at their own speed and convenience.
They can study the programs and learn at home. It is a self-learning
methodology.
 A large number of people can learn through the programmed learning method
without any geographical or distance barriers. Large amounts of information
can be given in this method.
 The infrastructural facilities such as a well-developed faculty, classroom, and
audiovisual aids are not needed.
 This method is highly elastic and flexible. The same program can be used for
many batches of trainees, year after year, and it is easier to introduce
modifications in the programs.
 The trainees get psychological satisfaction due to immediate feedback, self
pacing, and individualized learning.

Demerits of Programmed Instruction method:
 Writing the program is tedious, time-consuming, and needs greater care,
concern, and analysis.
 Learning through this method requires strong motivation on the part of the
trainees to learn, but many trainees, especially workers and office goers,
may not have enough time and motivation for self-learning.
 It is a highly structured routine methodology. Some people may resent
directed learning.

2.5 Factors influencing selection of training method
Till now we have discussed many methods of training. Now let us look at what factors
influence selection of training methods.

2.5.1 Training Objectives
Training objectives specify the type of learning outcomes intended from the training
program. If training aims to increase knowledge, the training methods that allow you to
present the concepts with examples in a logical sequence and review key points will be
effective. If the objective is to apply and experience previously acquired knowledge in
real time, On-the-Job training method will be better.

2.5.2 Subject Matter
If the training contents are related to theoretical or conceptual clarity, then it would be
necessary to choose methods such as lecture, audio and video tapes, and reading
assignments. If the training requires demonstration and hands-on practice, On-the-Job
(OJT) training methods will be more suitable.
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2.5.3 Categories of participants
The type of participants and their unique learning style, experience and group size also
affect selection of training method.
1. Learning styles:
a) The accommodators like self-discovery methods, independent study, clinical
experience, practical exercises, and interviews.
b) The divergers will be interested in group activities, brainstorming, role play,
simulation, debate, and discussion methods.
c) The assimilators prefer theoretical analysis, lecture, conceptual papers, and
abstract problem-solving.
d) The convergers choice consists of methods such as demonstrations, problembased learning, laboratory, and practical exercises.
2. Learners’ experience
Learning of the participants’ age, educational level, professional experience is also key
in selecting suitable training methods. Individuals with postgraduate qualifications
might not find self-learning through reading etc. aversive. But those with only schoollevel education may require more experiential learning and on-the-job training.
3. Size of group
Another important factor for selection of training method is the size of the group. See
Table-1.
Table -1: Training method and optimum number of participants
Training method

The optimum number of participants

On-the-Job training

5-20

Syndicate

10-15

Lecture

10-50

Conference

15-50

Simulation method

10-20

2.5.4 Resource availability
The following points should be considered regarding various resource availability
before selection and commencement of any training method:
1. Do the trainers have adequate skills on the methods being contemplated?
2. Do you have financial provision to employ external resource persons?
3. What are the facilities available with regard to use of demonstration, audio–visual
aids, and other electronic media?
4. Does the location of training give scope for conducting simulation methods?
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5. What about the availability of commercial audio and video materials related to the
subject matter of training in the market?
6. Do you have enough financial resources and time to develop new resources?

2.5.5 Time
Time is another critical resource in order to choose a training method. Participants may
have a limited number of days specified for training. So, trainers are required to cover
several topics within a certain amount of time. See Table-2.
Table-2: Training method and time needed (in hours)
Training method

The optimum number of participants

On-the-Job training

1.5 to 2.0

Syndicate

1.5 to 2.0

Lecture

0.5 to 1.0

Conference

1.5 to 2.0

Simulation method

1.5 to 2.5

2.5.6 Location
The locale and physical environment of the program also influences the determination
of which training method adopt. Generally, training is held indoors, in classroom like
facilities. This is especially suited for knowledge-based methods and simulation
methods. Whereas classroom facilities are safe and do not bear much risk, on-the-job
training may involve real-life threats. Furthermore, if the training location is far from
the host organization or trainees’ homes, it will bear the cost of long-distance travel.

2.5.7 Budget
With enough funding, any client can choose a training method best suited to the
program's learning objectives. If funds are insufficient, clients may choose the following
best alternative method that fits the budgeted restrains. Whether the cost is borne by the
participants or by the organization also contributes to selecting the training method. It is
likely that if the participant bears the cost, then he or she will come in with higher levels
of motivation and expectations. If the organization bears the cost the participants may
not develop sufficient motivation for learning. Therefore, participatory training methods
are more effective for the latter to enhance their motivation.

2.6 Training aids
The effectiveness of a trainer is determined by the degree and diversity of skill he or she
has in communicating with the trainees. The trainer uses various aids to make his
teaching and training effective. The training aids are supportive to learning. They should
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be carefully and selectively used and contextualized in order to make teaching learning
effective. Nowadays, visual and audio-visual aids are extensively used in training
programs. Visual and audio aids offer the trainers unique opportunities to increase the
effectiveness and clarity of ideas
expressed to trainees. There is a saying that “the best way to a man’s heart is through his
stomach but the best way to his brain is through his eyes and ears”. Therefore, use of
visual and audio-visual aids in teaching and training programs cannot be ignored.
For the proper selection of visual and audio-visual aids, the following points are
necessary to be kept in mind.
1.
2.
3.
4.
5.

Decide what you want to say.
How important are visual and audio-visual aids for what you want to say.
Outline the subject matter, point by point.
Use visual and audio-visual aids prudently to delineate those points.
Keep audio-visual aids ready before delivering the lecture.

The main principles in selecting visual and audio-visual aids are given below.
1. Who is your audience? The following considerations have to be made while dealing
with the nature of trainees:
a) Age level of the trainees.
b) Educational background of the trainees.
c) Experience of the trainees.
d) Inquisitiveness of the trainees.
e) Knowledge level of the trainees.
2. The aid must be easy to see. The size of visual and audio-visual must be of standard
size and not too small. Besides, it must be placed in such a manner to be visible to
the entire audience. The trainees need to be seated in a way that the presentation is
easily viewed.
3. Easily Understandable. The ideas expressed through the visual and audiovisual aids
should be easily understandable by the trainees. The diagrams and pictures used in
the visual must be clear and understandable.
4. Easy to Handle The trainer must be trained in handling the audio-visual aids. Big and
bulky teaching aids can be awkward to handle and difficult to transport.
5. Explain One Idea at a Time. The visual and audio-visual aids used in explaining a
subject matter, need to cover a single idea at a time. There may be more than one
idea in a topic but a visual or audio-visual appearing in the screen must try to explain
only one idea at a time. For various ideas, more than one visual aid may be used.
6. Attractive and Clean. To be effective, visual aids should be neat, clean, and
colourful.
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2.6.1 Visual aids
The following are some essential visual aids.
1. Blackboard
2. Charts
3. Flip Charts
4. PowerPoint presentations
5. Overhead Projectors
6. Posters
7. Models
2.6.1.1 Blackboard
Blackboards are the most widely used teaching-training aids used mainly by trainers to
write down important points. It is either a black wooden board or a blackboard on the
wall of the training hall. Different types of chalks are used for highlighting various
points.
2.6.1.2 Charts
According to Dale (1954), a chart is “a visual symbol summarizing or comparing or
contrasting or performing other helpful services in explaining subject matter”.
2.6.1.3 Flip Charts
Flip charts are a set of charts where the pictorials are sequentially displayed to explain a
particular subject matter.
2.6.1.4 PowerPoint presentations
Today, several training centres use PowerPoint presentations. At the outset, slides are
prepared on a computer and then displayed to an audience.
2.6.1.5 Overhead Projectors
Transparencies on a subject are prepared and displayed to participants through the
overhead projectors.
2.6.1.6 Posters
Posters are an important visual aid for teaching and training. Although through posters,
it is not possible to educate all aspects of a subject-matter, it can stimulate and enthuse
participants to learn about an idea and get more and more information about the idea.
The trainer must collect posters on a subject matter from different places about different
ideas and display it before trainees in the teaching training program.
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2.6.1.7 Models
Models are prepared in different materials on specific aspects of a subject. It is used
mainly in teaching science topics. Teaching-training through models makes it exciting
and practical.

2.6.2 Audio aids
An old Chinese proverb says, “If I hear, I forget; if I see, I remember; if I do, I know”.
This proverb amply supports the belief that hearing alone is not enough in the learning
process. One must-see and do, along with the hearing in order to gain understanding. In
recent years, television is widely used in the teaching training programs. The
Educational Television (ETV) has made teaching training attractive, and learner
cantered. Kinder (1959) aptly remarked, “Television has literally captured the country.
Its expansion has been much more dramatic than that of radio or the automobile. It has
become an important part of our way 26 Process of Training of life, so much so that it is
difficult to say whether it is a luxury or a necessity.” Besides, its use in the class-room
situation, the broadcasting of group-discussion, talks and panel discussions on different
subject matters has re-enforced learning. Crassiner (1960) said that when television
lessons are presented with imagination, students are stimulated to active participation, in
short when television teaching is at its best; it makes a distinct contribution to the
institutions.
Sinha (1961) told that, “audio-visual materials supply a concrete basis for conceptual
thinking; they give rise to meaningful concepts to words enriched by meaningful
associates. Hence, they offer the best antidote available for the disease of verbatim.”
Advantages of Audio aids:
 It makes teaching-training interesting.
 It is more useful for illiterate and less literate trainees.
 Learning is reinforced.
Disadvantages of Audio aids:
 It is expensive.
 It is difficult to get TV cassettes on all issues.
 Its use is conditional on the availability of electricity or a generator.

2.7 Let’s sum-up
In this unit, we have discussed in detail various methods of training and the factors that
determine the selection of a training method, including subject matter, participants,
resource availability, organizational factors, and other considerations. We have
discussed various methods' advantages, disadvantages, and applications, like syndicate,
lecture, conference, and program instruction. Lastly, we have discussed about the
various audio-visual aids necessary for the conduction of training.
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2.8 Key terms
Lecture: It is a one-way communication of the words spoken by the trainer.
Conferences: They are convened to have an in-depth discussion on a subject from
various viewpoints.
programmed instruction: This methodology helps the trainees to learn on their own and
a t their own pace.

2.9 Self-Assessment Questions (short answer type)
 How is the lecture different from the conference?
 Differentiate between PowerPoint and an OHP presentation.
 What do you understand by audio-visual aids, and how is it different from audio
aids?
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2.11 Model Questions (long answer type)
 Discuss the various knowledge-based training methods (Syndicate, Lecture,
Conferences, Programmed Instructions).
 Compare and contrast between knowledge-based &On-the-Job (OJT)training
methods.
 Describe the factors that influence the selection of training methods.
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Unit-3
Off-the-job and Experimental Training Methods
Structure :
3.1 Learning Objectives
3.2 Introduction
3.3 Off-the-Job methods
(1) Simulation method
(2) Vestibule training
(3) Case study
(4) In-basket exercise
3.4 Experimental methods
(1) Role Playing
(2) Sensitivity training
(3) eLearning
3.5 Summary/Let’s sum-up
3.6 Key terms
3.7 Check your progress/Self-Assessment Questions (short answer type)
3.8 References/Further reading
3.9 Model Questions (long answer type)

3.1 Learning Objectives
This unit aims at providing a basic understanding of the meaning, purpose, importance,
and types of off-the-job and experimental methods. After reading this unit, the reader
will be able to define each of these terms and distinguish between them:


Other off-the-job methods
(1) Simulation method
(2) Vestibule training
(3) Case study
(4) In-Basket exercise



Experimental methods
(1) Role Playing
(2) Sensitivity training
(3) eLearning

After reading this unit, the reader should be able to answer the following questions:


What are off-the-job training methods?



What are experimental training methods?



What is the difference between on-the-job, knowledge-based, off-the-job, and
experimental methods of training?



What are the notable advantages of each off-the-job training method?
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What are the notable advantages of each experimental method?



What are the differences between on-the-job and off-the job-training?

3.2 Introduction
It is of utmost importance for any organization to continuously have up-gradation in the
abilities of their employees and managers. It is not that the enhancement in the
performance of their employees and managers are only going to reap benefits for the
organizations, but it is also going to lead to their individual developments. It opens
avenue for them also for their career growth through enhanced level of knowledge,
skills and attitude. In the previous units, we discussed On-the-Job (OJT), and
knowledge-based training methods which are basic methods adopted wherein the trainee
is provided with set or a specific job or an assignment. The core purpose of such
methods is to inculcate and enrich the trainee with necessary set of skills and knowledge
to efficiently perform the job/assignment. These methods are especially relevant for
training in employees who are part of the manufacturing sector, mostly conducted by inhouse/experienced/senior employee of the organization.
Alternatively, trainers may also choose to conduct off-the-job, and experimental training
methods wherein a trainee is provided training away from the core job ground. The
purpose of such training methods reflects importance of theoretical knowledge for tasks
along with practical experience. Such training methods have been found to be efficient
for trainees in service sector in general when compared to manufacturing sector. Offthe-Job and Experimental method trainers are generally experts/professionals from
outside the organization who are specially hired for specific training needs and
objectives.
Off-the-job training is conducted in a location specifically designated for training. It
may be near the workplace or away from work, at a special training centre or a resort
Conducting the training away from the workplace minimize distractions and allows
trainees to devote their full attention to the material being taught- However, off-the-job
training programs may not provide as much transfer of training to the actual job as do
on-the-job programs.

3.3 Off-the-Job
Off-the-job training is a form of supplementary learning that usually takes place away
from the actual workplace. Most training packages include a comprehensive off-the-job
training program that allows new recruits to better understand the skills, tools, and
techniques that they are e expected to pick up so they can execute the responsibilities
expected in their role. In fact, off-the-job training must have a direct connection with the
professional responsibilities of the trainee to be meaningful. Simply, off-the-job training
comprises of a place specifically allotted for the training purpose that may be near to the
actual workplace, where the workers are required to learn the skills and get well
equipped with the tools and techniques that are to be used at the actual work floor.
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3.3.1 Simulation
The simulation method of training is famous and core among all of the job training
methods. Simulation training, as the name suggests, is a kind of training created to
mirror real-life situations. In the simulation training method, trainees are trained on
specially designed equipment or machines that are generally used in their respective
fields or jobs. During simulation training, the learner is taught how to perform certain tasks
or activities in various real-world scenarios so they will be better prepared should the event
actually occur. Importantly, the equipment or machines are specifically designed for
training purposes, intended to make trainees ready to handle real-life situations without
involving any risk. This type of method is widely used at places where very expensive
machinery or equipment’s are used for performing or handling the job, making it highly
cost-effective. It also allows for them to employers to assess the trainees’ decisionmaking ability with respect to how they use their skills when put in pressure situations.
This type of training is so effective because it takes into account several of the learning
styles preferred by different learners. Not everyone learns visually, or through auditory
materials, and simulation-based training also considers the needs of kinaesthetic
learners who flourish through practical exercises.
Example 1: Aviation
For years, the simulation method has been widely used for the purpose of
training pilots on flight simulator to make them ready to handle and fly an
actual airplane. Especially in the Air force, where fighter pilots are getting
trained on the jet-fighters simulator. The cost of an actual aircraft or jet fighter
is very expensive; therefore, employers would not prefer trainees to learn on
actual equipment or machinery to avoid damage to equipment or machine or to
the trainee, it may result in extreme injury or even unacceptable loss of life. To
avoid all such risks, employers choose to provide training using simulators,
which are far safer than training on an actual aircraft.

Example 2: Driving
There are very few things as dangerous to people’s lives as an out-of-control
driver. To prevent this from happening, driving schools across the world use
simulation to train learners before they take their cars out on the road.
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Example 3: Medicine
Very few professionals are required to be more accurate than those in the
medical field. Medical professionals cannot afford to make mistakes, if they
do, lives may be lost. Simulation training is used in the training of many of
these medical professionals, especially for those becoming surgeons. As part
of their training, surgeons are required to perform surgeries on dummies or
even computer-generated bodies before they proceed to cutting open real
people. It not only allows surgeons to learn without fearing every step they
take, but it also saves hospitals and medical schools millions in damages or
cost. Not to mention the countless human lives that are not jeopardized for
“training”.

Benefits of Simulation method:
 It can avoid danger and loss of life.
 Conditions can be varied, and outcomes investigated.
 Life-like experience
 Critical situations can be investigated without risk.
 It is cost effective.
 Simulations can be sped up so behaviour can be studied easily over a
long period of time.
 Simulations can be slowed down to study behaviour more closely.
 Quantifiable training
 Accurate and immediate feedback

3.3.2 Vestibule training
The vestibule training is one of the methods of training, where the technical staff,
especially those who deal with the tools and machinery, are given the job education
training in the workplace other than the main production plant.
In other words, the Vestibule training is called, “near the job training”, which means
the simulated setup is established, proximate to the main production plant, wherein the
technical staff learns how to operate the tools and machinery, that may be exactly
similar, to what they will be using at the actual work floor.
There are special trainers or the specialists, who impart this training to the technical
staff, thereby reducing the burden on the line supervisor, who has to supervise the entire
production process. Generally, the vestibule training is conducted when any new
technology is launched, and the workers are required to learn about its operations in the
simulated work environment, thereby not hampering the actual production process.
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Vestibule training is conducted in classroom or workstation that is either situated within
main manufacturing unit or near to it. This type of training by assigning responsibility
of training employees to specialist trainers reduces burden of supervisor monitoring the
whole production process. Vestibule training at present is more common in industries
that uses hands-on activities and specialized machines. It avoids fatal accidents such as
personal injury and death by making staff more proficient prior to putting them in a live
situation at workplace.
Benefits of Vestibular training
 Useful to give training to a large number of people, performing the same
type of job.
 The workers concentrate only on the training and do not fear about the
mistakes happening in the production process.
 The actual work does not suffer, as the vestibule training is conducted at
the simulated workplace and not on the actual work floor.
 The workers accustom themselves with the simulated work environment
and thus, their nervousness or anxiety reduces before going to the actual
work floor.
 The Vestibule training is given by the specialist; thus, more time can be
devoted to each worker’s problem, which has not been possible in the case
of the line supervisor, who is responsible for the entire production process
and has a less time for the trainees.

3.3.3 Case Study
One of the most insightful methods of delivering off-the-job training involves case
studies. These include well-described examples of actual or hypothetical situations that
trainees must decode and learn from. A standard case study achieves three things:
informs learners of industry standards and best practices in their profession; makes
learners aware of how crises emerge and can be tackled; allows scope for original
thinking among apprentices by mirroring real-life scenarios. Most case studies are
undertaken as part of group assignments, which also makes them a great way of
boosting team spirit and ensuring distribution of responsibilities.
Under this method, the trainees are given the situation or a problem in the form of a case
study and are required to solve it as per their learning from the training program. It is a
written description of an actual situation in the past in same organization or somewhere
else and trainees are supposed to analyze and give their conclusions in writing. This is
another excellent method to ensure full and wholehearted participation of employees
and generates good interest among them. The purpose of the case method is to make
trainees apply what they know, develop new ideas to manage a situation or solve a
problem. The focus is more on the approach the trainee uses rather than on the solution.
As a training tool, the case study method can be used to develop decision-making skills,
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enhance team spirit, better communication and interpersonal skills and strengthen the
analytical skills of trainees. Case is later discussed by instructor with all the pros and
cons of each option. It is an ideal method to promote decision-making abilities within
the constraints of limited data.
Benefits of Case Study
1. It turns client observations into useable data. Case studies offer
verifiable data from direct observations of the individual entity involved.
These observations provide information about input processes. It can show
the path taken which led to specific results being generated. Those
observations make it possible for others, in similar circumstances, to
potentially replicate the results discovered by the case study method.
2. It turns opinion into fact. Case studies provide facts to study because
you’re looking at data which was generated in real-time. It is a way for
researchers to turn their opinions into information that can be verified as
fact because there is a proven path of positive or negative development.
Singling out a specific incident also provides in-depth details about the
path of development, which gives it extra credibility to the outside
observer.

Benefits of Case Study
3. It is relevant to all parties involved. Case studies that are chosen well will
be relevant to everyone who is participating in the process. Because there
is such a high level of relevance involved, researchers are able to stay
actively engaged in the data collection process. Participants are able to
further their knowledge growth because there is interest in the outcome of
the case study. Most importantly, the case study method essentially forces
people to make a decision about the question being studied, then defend
their position through the use of facts.
4. It uses a number of different research methodologies. The case study
method involves more than just interviews and direct observation. Case
histories from a records database can be used with this method.
Questionnaires can be distributed to participants in the entity being
studies. Individuals who have kept diaries and journals about the entity
being studied can be included. Even certain experimental tasks, such as a
memory test, can be part of this research process.
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Benefits of Case Study
5. It can be done remotely. Researchers do not need to be present at a
specific location or facility to utilize the case study method.
Research can be obtained over the phone, through email, and other
forms of remote communication. Even interviews can be conducted
over the phone. That means this method is good for formative
research that is exploratory in nature, even if it must be completed
from a remote location.
6.

7.

It is inexpensive. Compared to other methods of research, the case
study method is rather inexpensive. The costs associated with this
method involve accessing data, which can often be done for free.
Even when there are in-person interviews or other on-site duties
involved, the costs of reviewing the data are minimal.
It is very accessible to readers. The case study method puts data
into a usable format for those who read the data and note its
outcome. Although there may be perspectives of the researcher
included in the outcome, the goal of this method is to help the reader
be able to identify specific concepts to which they also relate. That
allows them to discover unusual features within the data, examine
outliers that may be present, or draw conclusions from their own
experiences.

3.3.4 In-Basket Exercise
The in-Basket technique is a way of acquainting workers with their jobs by holding a
variety of issues in an in-basket. The worker must assess the issues, which could include
feedback from other workers, and interact with them all at the same time. The employee
keeps moving the issues he tackles to the “out-basket.” In-basket exercises are test used
by companies or governments in hiring and promoting employees. During the test, the
trainees receive a number of mails, telephone calls, documents and memos. They then
have a limited period of time to set priorities, organize their working schedule
accordingly and respond to mail and phone calls.
It also helps in acquainting employees about their job where a number of problems are
kept in the "in basket "(usually kept on the desk of the employee). The worker has to
look at the problems which could also be complaints from different employees and
simultaneously deal with those problems. As the employee solves these problems, they
transfer them to the "out-basket".
In-basket exercises are often part of assessment centres that are comprehensive multiday assessments involving a variety of simulation exercises and tests, typically used to
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identify management talent; assesses a candidate's ability to perform a manager’s job
from an administrative perspective
Did you know?
The procedure of In-Basket technique


The trainee is given some details about the task to be performed, such as
a brief, roles, and the role’s overall meaning, in this procedure.



The trainee is then given a summary of the resources in the in-basket and
instructed to answer them within a certain time frame.



A conversation with the trainer takes place after all of the trainees have
completed the in-basket.



In this section, the trainee explains why the choices were made.



The trainer then gives guidance, either supporting good decisions or
helping the trainee to expand his or her options for bad decisions.

In any given in-basket exercise, various definitions may be combined or modified.
While the exact competencies will vary, the following competencies will be tested in the
in-basket exercise:
 Planning and Evaluating: Organizes work, sets priorities, determines resource
requirements; determines objectives and strategies to achieve them; monitors and
evaluates progress against goals.
 Problem Solving and Decision Making (judgment): Identifies problems; gathers,
interprets, and evaluates information to determine its accuracy and relevance;
generates and evaluates alternatives; makes sound and well-informed decisions; and
commits to action to accomplish organizational goals.
 Managing and Organizing Information: Identifies need for information; analyzes
and interprets data in complex situations involving conflicting demands, needs, and
priorities; determines its importance, accuracy, and communicates it by a variety of
methods.
 Self-Management (initiative): Show initiatives; sets well-defined and realistic
personal goals; monitors progress and is motivated to achieve; manages own time
and deals with stress effectively.
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Benefits of In-Basket exercises :
 Fairly easy to construct because its raw materials are current problems and
paperwork.
 The in-basket is a flexible instrument.
 When it is properly developed, effective utilization is to some extent built
in because the users are the experts.
 The same in-basket can be used to focus on the solutions achieved, the
method of attack, or the consequences of the actions.
 The design of the in-basket permits concentration on limited aspects or
balanced coverage of a broad, complex problem.

3.4 Experimental methods
Experiential training is a whole body of training methods that are used to develop
behavioural skills and physical abilities of trainees. Role playing, sensitivity training,
eLearning, etc. are some of the experiential learning methods that can be used to deliver
a training session. Experiential learning is also called as ‘learning by doing’, and the
training involves a two-way interaction unlike the other training methods which are
more of one sided. Here the major focus is not just mere transfer of facts and figures,
but the overall development of skills of the trainees, which may or not be the case in
knowledge-based training.
Example 1: Sales Training
When sales training is imparted to the life insurance marketing people, they
are introduced to policies and procedures and later asked to remember the
same. These policies and procedures are unquestionable most of the time and
the information flow is unidirectional, knowledge-based training methods.
Whereas when it comes to developing sales skills in individuals, simulation
games and role plays are used when there is two-way communication between
the facilitator and the employee.
These are some of the experiential training methods that can be and are used
for imparting training within organizations. Many organizations also use
games and computer assisted instruction/training, the use and relevance
depends on the kind of competency you are targeting.
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3.4.1 Role Playing
A role play is used essentially to change attitudes and help people see things from the
other person’s eyes. It may also be used to practice certain job, behavioural skills or for
analyzing interpersonal problems. This type of training is closer to reality. Here the
trainee plays a role of an individual in a given situation. Trainee interacts with other
trainees’ carrying other roles. Entire process is generally recorded for self-evaluation of
performance.
During a role play, the trainees assume roles and act out situations connected to the
learning concepts. It is good for customer service and training. This method is also
called ‘role-reversal’, ‘socio-drama’ or ‘psycho-drama’. Here trainees act out a given
role as they would in a stage play. Two or more trainees are assigned roles in a given
situation, which is explained to the group. There are no written lines to be said and,
naturally, no rehearsals. The role players have to quickly respond to the situation that is
ever changing and to react to it as they would in the real one. It is a method of human
interaction which involves realistic behaviour in an imaginary or hypothetical situation.
Role playing primarily involves employee-employer relationships, hiring, firing,
discussing a grievance problem, conducting a post appraisal interview, disciplining a
subordinate, or a salesman making presentation to a customer. Role-playing is one of
the most popular components of experimental training as it invokes a sense of drama
and excitement that other components generally miss. Research has shown that
employees often learn the most from role-playing as it makes them deal with scenarios,
they are most likely to face on the job. This type of training is essential in case of
customer services. Under this, the trainees assume roles and enact as per the given
situations.
Role-playing takes place between two or more people, who act out roles to explore a
particular scenario. By preparing for a situation using role-play, one builds up
experience and self-confidence with handling the real-life situation, and one can
develop quick and instinctively correct reactions to situations. So, in the end the trainee
reacts effectively as situations evolve in real-life, rather than making mistakes or
becoming overwhelmed by the events.
Did you know?
How to Use Role Play
Step 1: Identify the situation

↓
Step 2: Add Details

↓
Step 3: Assign Roles

↓

Step 4: Act Out the Scenario

↓
Step 5: Discuss what you have learned
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Types of Role Play
Role play can be broadly classified into three categories:
(1) Rehearsed / Structured / Schemed Role Play: without any scripts, the
participants are told in advance about what action, attitude, and behaviour each
character should act out. It is a lively visual aid used to portray varying situations
in the work field.
(2) Unstructured / Spontaneous Role Play: participants are involved in the role
play without any brief or preparation. They act out according to their mind,
attitudes, and styles. In many situations, the organization or departmental culture
in which the trainees work reflects in their speech, gestures, and action. Even the
trainers are curious to know about the outcome of this type of role play. It is a
democratic type of role play. Controlled and directed Role Play.
(3) Controlled and Directed Role Play: The trainer gives directions to the
participants of role play along with the script. The characters have no choice or
freedom except to act according to the wishes of the trainers. They have to
memorize the script and present it before the audience. It is an effective tool for
the trainer to present to the audience what he or she wants to say and the topics
which he or she wants to cover.
Benefits of Role Play:
 Positive Impact: Role playing is highly participative and makes a
tangible difference as trainees learn through experience.
 Confidence Building: The greater self-awareness role-play training
encourages is key to becoming more confident. This might be the
confidence to do things differently, or the confidence that comes from
knowing you are already doing a good job.
 Credibility: The realistic corporate role play creates allows trainees to
believe in their training and practice skills with proper intent. Desktop
training may seem very far removed from the situations that delegates
are actually dealing with.
 Staff feel valued: Role-play training gets to the heart of the matter with
staff acknowledging that proper attention is being paid to them.
 Self-Awareness: Participants of the role play become more aware of the
impact their behaviour has on colleagues and customers. This is further
helped by using feedback with role-play training.
 Safe Environment: Difficult and sensitive issues can be handled in a
risk-free environment.
 The Challenge: Delegates can push themselves. They are free to take
risks and make mistakes.
 Accountability: Role-play training is an accurate assessment method
for communication skills.
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3.4.2 Sensitivity training
Sensitivity training in the workplace is an integral component of an any organization's
overall training strategy. Any diverse team is comprised of people of different
backgrounds, beliefs and personalities, and it's important that everyone is respected and
treated appropriately, regardless of who they are. Recent events have brought the
concept of racial sensitivity to the forefront, as organizations seek to take meaningful
action to keep racism out of the workplace. Whether employees are working from home
or back in the workplace, the ability to show empathy for how others may be
experiencing the world is an important step in creating a more equitable and inclusive
workplace culture. Hence sensitivity training is aimed to promote an inclusive working
culture that appreciates the diversity of your staff and team members.
Sensitivity training is intended to help employees within an organization acknowledge
and respond to attitudes and behaviours that may unwittingly cause offense to others,
especially members of various backgrounds, beliefs, and cultures. This includes people
who are different in race, colour, gender, religion, age, ability, sexual orientation,
ethnicity and other categories. During this training, employees are brought together in
an open environment to participate in group discussions and activities.
Sensitivity training can benefit any organization by helping it avoid conflict that could
end up hurting productivity and leading to less engaged employees. If you’re the
organization wants to become more diverse then sensitivity training should be at the top
of their list.
Structure of Sensitivity Training:
1. Delivered as a one-on-one session or a series of customized coaching
sessions.
2. An initial meeting involving Human Resources and/or management is
recommended in order to provide key concerns or issues.
3. The one-on-one session runs three hours in length and is attended in person
by the participant and facilitator in a safe, private environment.
4. Complex issues may require a series of additional one-on-one coaching
sessions that will be customized to address specific needs and issues relating
to respect and safety in the workplace.
5. Emphasis is placed on roles and responsibilities, accountability and
behaviour change.
6. Upon conclusion of the training, feedback on participant’s level of
engagement will be provided to the organization along with
recommendations for next steps if required.

3.4.3 eLearning
eLearning or online training has become recognized as a crucial employee training
method, especially in the post-pandemic world where employees are remote and can’t
attend in-person training sessions. eLearning Development provides convenience,
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flexibility, reliability, and scalability to any corporate training program and enables
employees to learn in the comfort of their homes, according to their individual learning
styles and needs. Some of the eLearning methods include web eLearning, virtual
classrooms, video modules, specialized eLearning, social media training, mobile
learning as part of their training programs.
Benefits of eLearning:
 Gamification:

Online courses combine interactive games, quizzes,
activities, and gamification to keep employees engaged and improve
knowledge retention.

 Cost-effectiveness:

It gives employees the freedom to learn on the go
with a smartphone. eLearning does not require a physical classroom,
which translates to reduced monetary spending. Some components of
eLearning can be automated, lowering overhead and decreasing the
instructor’s need to be involved in the training constantly.

 Self-paced

learning: Employees can easily manage work with learning
by taking the online courses at their preferred time.

 Reports

and Analytics: Learning Management Systems (LMS) provide
enough data to efficiently calculate the return on training investment,
allowing learning and development teams to measure the success of
different training programs.

3.5 Let’s Sum Up
Since Off-the-Job kind of training programs require a certain amount of commitment
from both the organization and the participants, it is important to be clear why it
matters. Off-the-job training is crucial because it helps apprentices to:


Better understand their role and expectations



Increase their knowledge base in their sector



Develop better networking skills and connections



Rectify their mistakes by applying the learnings from the off-the-job training



Evaluate their progress and performance in relation to the standards explained in
an off-the-job training program

And while off-the-job training is a crucial component of organizational growth, it
involves a complex and rigorous process that takes time and expertise to put in place.
Some organizations cannot deliver off-the-job training unless they are specially trained
in it.
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3.6 Key Terms
simulation
Employees can put their knowledge to the test in situations they may encounter in their
jobs. However, this attempt is within the safety net of simulation, thus allowing them to
experiment, learn, and grow.
vestibule training
This type of training is so effective as it takes into account several of the learning styles
preferred by different learners. Not everyone learns visually, or through auditory
materials, and simulation-based training also considers the needs of kinaesthetic
learners who flourish through practical exercises.
in-basket exercises
It is a method of acquainting new or promoted employees with the complexities of their
jobs by presenting them with a range of problems they might find in their 'in basket'
when they take up the job. It also helps in acquainting employees about their job where
a number of problems are kept in the "in-basket" (usually kept on the desk of the
employee).
sensitivity training
sensitivity training provides a supportive environment to help employees and people
leaders understand concerns about their actions, and the impact their behaviour has on
other members in the workplace.

3.7 Self-Assessment Questions (short answer type)
 How are the knowledge-based training methods different from the Off-the-Job
training methods?
 Compare and contrast merits of On-the-Job and Off-the-Job training methods.
 What do you understand experimental training methods?
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3.10 Model Questions
 Discuss the various Off-the-Job training methods (Simulation method, Vestibule
training, Case study, In-basket exercise).
 Describe simulation method in detail.
 How to structure a sensitivity training program?
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Unit-4
Training and Development
Structure:
4.1 Learning Objectives
4.2 Introduction
4.3 Training Program Framework Development
4.4 Human Resource Recall
4.5 Learning Styles
4.6 Delivery Mode
4.7 Budget
4.8 Delivery Style
4.9 Audience
4.10 Content Development
4.11 Timelines
4.12 Communication
4.13 Career Development Programs and Succession Planning
4.14 Key Terms
4.15 Summary
4.16 Check Your Progress
4.17 Model Question
4.18 Reference / Further Reading

4.1 Learning Objectives
After successful completion of this unit; you will be able to:


Understand the need and importance of tanning need assessment.



Explain the mechanism to access training need of a organization.



Explain the uses and applications of a career development programmes.

4.2 Introduction
After you have determined what type of training should occur, learning objectives for
the training should be set. A learning objective is what you want the learner to be able to
do, explain, or demonstrate at the end of the training period. Good learning objectives
are performance based and clear, and the end result of the learning objective can be
observable or measured in some way. Examples of learning objectives might include the
following:
1. Be able to explain the company policy on sexual harassment and give examples of
sexual harassment.
2. Be able to show the proper way to take a customer’s order.
3. Perform a variety of customer needs analyses using company software.
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4. Understand and utilize the new expense-tracking software.
5. Explain the safety procedure in handling chemicals.
6. Be able to explain the types of communication styles and strategies to effectively
deal with each style.
7. Demonstrate ethics when handling customer complaints.
8. Be able to effectively delegate to employees.
9. Be able to design a training program framework.
10. Understand the uses and applications of a career development program.
Once we have set our learning objectives, we can utilize information on learning styles
to then determine the best delivery mode for our training.
The next step in the training process is to create a training framework that will help
guide you as you set up a training program. Information on how to use the framework is
included in this section.

4.3 Training Program Framework Development
When developing your training plan, there are a number of considerations. Training is
something that should be planned and developed in advance.
Figure 8.6 Training Program Development Model

The considerations for developing a training program are as follows:
1. Needs assessment and learning objectives. This part of the framework
development asks you to consider what kind of training is needed in your
organization. Once you have determined the training needed, you can set learning
objectives to measure at the end of the training.
2. Consideration of learning styles. Making sure to teach to a variety of learning
styles is important to development of training programs.
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3. Delivery mode. What is the best way to get your message across? Is web-based
training more appropriate, or should mentoring be used? Can vestibule training be
used for a portion of the training while job shadowing be used for some of the
training, too? Most training programs will include a variety of delivery methods.
4. Budget. How much money do you have to spend on this training?
5. Delivery style. Will the training be self-paced or instructor led? What kinds of
discussions and interactivity can be developed in conjunction with this training?
6. Audience. Who will be part of this training? Do you have a mix of roles, such as
accounting people and marketing people? What are the job responsibilities of
these individuals, and how can you make the training relevant to their individual
jobs?
7. Content. What needs to be taught? How will you sequence the information?
8. Timelines. How long will it take to develop the training? Is there a deadline for
training to be completed?
9. Communication. How will employees know the training is available to them?
10. Measuring effectiveness of training. How will you know if your training
worked? What ways will you use to measure this?

4.4 Human Resource Recall
Can you think of a time where you received training, but the facilitator did not connect
with the audience? Does that ever happen in any of your classes (of course not this one,
though)?
Needs Assessment :
The first step in developing a training program is to determine what the organization
needs in terms of training. There are three levels of training needs
assessment: organizational assessment, occupational (task) assessment, and individual
assessment:
1. Organizational assessment. In this type of needs assessment, we can determine
the skills, knowledge, and abilities a company needs to meet its strategic objectives.
This type of assessment considers things such as changing demographics and
technological trends. Overall, this type of assessment looks at how the organization
as a whole can handle its weaknesses while promoting strengths.
2. Occupational (task) assessment. This type of assessment looks at the specific
tasks, skills knowledge, and abilities required to do jobs within the organization.
3. Individual assessment. An individual assessment looks at the performance of an
individual employee and determines what training should be accomplished for that
individual.
We can apply each of these to our training plan. First, to perform an organizational
assessment, we can look at future trends and our overall company’s strategic plan to
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determine training needs. We can also see how jobs and industries are changing, and
knowing this, we can better determine the occupational and individual assessments.
Researching training needs can be done through a variety of ways. One option is to use
an online tool such as SurveyMonkey to poll employees on what types of training they
would like to see offered.
As you review performance evaluations turned in by your managers, you may see a
pattern developing showing that employees are not meeting expectations. As a result,
this may provide data as to where your training is lacking.
There are also types of training that will likely be required for a job, such as technical
training, safety training, quality training, and professional training. Each of these should
be viewed as separate training programs, requiring an individual framework for each
type of training. For example, an employee orientation framework will look entirely
different from an in-house technical training framework.
Training must be tied to job expectations. Any and all training developed should
transfer directly to the skills of that particular employee. Reviewing the HR strategic
plan and various job analyses may help you see what kind of training should be
developed for specific job titles in your organization.

4.5 Learning Styles
Understanding learning styles is an important component to any training program. For
our purposes, we will utilize a widely accepted learning style model. Recent research
has shown that classifying people into learning styles may not be the best way to
determine a style, and most people have a different style depending on the information
being taught. In a study by Pashler et al., the authors look at aptitude and personality as
key traits when learning, as opposed to classifying people into categories of learning
styles. Bearing this in mind, we will address a common approach to learning styles next.
An effective trainer tries to develop training to meet the three different learning styles:
1. Visual learner. A visual learner usually has a clear “picture” of an experience. A
visual learner often says things such as “I can see what you are saying” or “This
looks good.” A visual learner is best reached using graphics, pictures, and figures.
2. Auditory learner. An auditory learner learns by sound. An auditory learner might
say, “If I hear you right” or “What do you hear about this situation?” The auditory
learner will learn by listening to a lecture or to someone explaining how to do
something.
3. Kinesthetic learner. A kinesthetic learner learns by developing feelings toward an
experience. These types of learners tend to learn by doing rather than listening or
seeing someone else do it. This type of learner will often say things such as “This
feels right.”
Most individuals use more than one type of learning style, depending on what kinds of
information they are processing. For example, in class you might be a visual learner, but
when learning how to change a tire, you might be a kinesthetic learner.
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4.6 Delivery Mode
Depending on the type of training that needs to be delivered, you will likely choose a
different mode to deliver the training. An orientation might lend itself best to vestibule
training, while sexual harassment training may be better for web-based training. When
choosing a delivery mode, it is important to consider the audience and budget
constrictions. For example, Oakwood Worldwide, a provider of temporary housing,
recently won the Top 125 Training Award for its training and development programs. It
offers in-class and online classes for all associates and constantly add to its course
catalog. This is a major recruitment as well as retention tool for its employees. In fact,
the company credits this program for retaining 25 percent of its workforce for ten years
or more. Table 8.1 “Types of Training and Delivery” looks at each of the types of
training and suggests appropriate options for delivery modes.
Table 8.1 Types of Training and Delivery

Delivery Method

Type of Training Suggested

On-the-job coaching

Technical training
Skills training
Managerial training
Safety training
Technical training
Skills training
Managerial training
Safety training
Quality training
Soft skills training
Professional training
Safety training
Technical training
Quality training
Skills training
Soft skills training
Professional training
Team training
Managerial training
Safety training
Technical training
Quality training
Skills training
Safety training

Mentor

Brown bag lunch

Web-based

Job shadowing

Job swapping

Technical training
Quality training
Skills training
Professional training
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Vestibule training

Team training
Managerial training
Safety training
Technical training
Quality training
Skills training
Soft skills training
Professional training
Team training
Managerial training
Safety training

4.7 Budget
How much money do you think the training will cost? The type of training performed
will depend greatly on the budget. If you decide that web-based training is the right
delivery mode, but you don’t have the budget to pay the user fee for the platform, this
wouldn’t be the best option. Besides the actual cost of training, another cost
consideration is people’s time. If employees are in training for two hours, what is the
cost to the organization while they are not able to perform their job? A spreadsheet
should be developed that lists the actual cost for materials, snacks, and other direct
costs, but also the indirect costs, such as people’s time.

4.9 Delivery Style
Taking into consideration the delivery method, what is the best style to deliver this
training? It’s also important to keep in mind that most people don’t learn through “death
by PowerPoint”; they learn in a variety of ways, such as auditory, kinesthetic, or visual.
Considering this, what kinds of ice breakers, breakout discussions, and activities can
you incorporate to make the training as interactive as possible? Role plays and other
games can make the training fun for employees. Many trainers implement online videos,
podcasts, and other interactive media in their training sessions. This ensures different
learning styles are met and also makes the training more interesting.

4.10 Audience
Considering your audience is an important aspect to training. How long have they been
with the organization, or are they new employees? What departments do they work in?
Knowing the answers to these questions can help you develop a relevant delivery style
that makes for better training. For example, if you know that all the people attending the
training are from the accounting department, examples you provide in the training can
be focused on this type of job. If you have a mixed group, examples and discussions can
touch on a variety of disciplines.
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4.11 Content Development
The content you want to deliver is perhaps one of the most important parts in training
and one of the most time-consuming to develop. Development of learning objectives or
those things you want your learners to know after the training makes for a more focused
training. Think of learning objectives as goals—what should someone know after
completing this training? Here are some sample learning objectives:
1. Be able to define and explain the handling of hazardous materials in the
workplace.
2. Be able to utilize the team decision process model.
3. Understand the definition of sexual harassment and be able to recognize sexual
harassment in the workplace.
4. Understand and be able to explain the company policies and structure.
After you have developed the objectives and goals, you can begin to develop the content
of the training. Consideration of the learning methods you will use, such as discussion
and role playing, will be outlined in your content area.
Development of content usually requires a development of learning objectives and then
a brief outline of the major topics you wish to cover. With that outline, you can “fill in”
the major topics with information. Based on this information, you can develop modules
or PowerPoint slides, activities, discussion questions, and other learning techniques.

4.12 Timelines
For some types of training, time lines may be required to ensure the training has been
done. This is often the case for safety training; usually the training should be done
before the employee starts. In other words, in what time frame should an employee
complete the training?
Another consideration regarding time lines is how much time you think you need to
give the training. Perhaps one hour will be enough, but sometimes, training may take a
day or even a week. After you have developed your training content, you will likely
have a good idea as to how long it will take to deliver it. Consider the fact that most
people do not have a lot of time for training and keep the training time realistic and
concise.
From a long-term approach, it may not be cost effective to offer an orientation each time
someone new is hired. One consideration might be to offer orientation training once per
month so that all employees hired within that month are trained at the same time.
Development of a dependable schedule for training might be ideal, as in the following
example:
1. Orientation is offered on the first Thursday of every month.
2. The second and third Tuesday will consist of vestibule training on management
skills and communication.
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3. Twice yearly, in August and March, safety and sexual harassment training will be
given to meet the legal company requirements.
Developing a dependable training schedule allows for better communication to your
staff, results in fewer communication issues surrounding training, and allows all
employees to plan ahead to attend training.

4.13 Communication
Once you have developed your training, your next consideration is how you will
communicate the available training to employees. In a situation such as an orientation,
you will need to communicate to managers, staff, and anyone involved in the training
the timing and confirm that it fits within their schedule. If it is an informal training, such
as a brown bag lunch on 401(k) plans, this might involve determining the days and
times that most people are in the office and might be able to participate. Because
employees use Mondays and Fridays, respectively, to catch up and finish up work for
the week, these days tend to be the worst for training.
Consider utilizing your company’s intranet, e-mail, and even old-fashioned posters to
communicate the training. Many companies have Listservs that can relay the message to
only certain groups, if need be.
Human Resource Recall:
What can happen if training is not communicated to employees appropriately?
Measuring Effectiveness:
After we have completed the training, we want to make sure our training objectives
were met. One model to measure effectiveness of training is the Kirkpatrick
model, developed in the 1950s. His model has four levels:
1. Reaction: How did the participants react to the training program?
2. Learning: To what extent did participants improve knowledge and skills?
3. Behavior: Did behavior change as a result of the training?
4. Results: What benefits to the organization resulted from the training?
Each of Kirkpatrick’s levels can be assessed using a variety of methods. We will discuss
those next.
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Figure 8.7 Kirkpatrick’s Four Levels of Training Evaluation

Review the performance of the employees who received the training, and if possible,
review the performance of those who did not receive the training. For example, in your
orientation training, if one of the learning objectives was to be able to request time off
using the company intranet, and several employees who attended the training come back
and ask for clarification on how to perform this task, it may mean the training didn’t
work as well as you might have thought. In this case, it is important to go back and
review the learning objectives and content of your training to ensure it can be more
effective in the future.
Many trainers also ask people to take informal, anonymous surveys after the training to
gauge the training. These types of surveys can be developed quickly and easily through
websites such as SurveyMonkey. Another option is to require a quiz at the end of the
training to see how well the employees understand what you were trying to teach them.
The quiz should be developed based on the learning objective you set for the training.
For example, if a learning objective was to be able to follow OSHA standards, then a
quiz might be developed specifically related to those standards. There are a number of
online tools, some free, to develop quizzes and send them to people attending your
training. For example, Wondershare QuizCreator offers a free trial and enables the
manager to track who took the quiz and how well they did. Once developed by the
trainer, the quiz can be e-mailed to each participant and the manager can see how each
trainee did on the final quiz. After you see how participants do on the quiz, you can
modify the training for next time to highlight areas where participants needed
improvement.
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It can be easy to forget about this step in the training process because usually we are so
involved with the next task: we forget to ask questions about how something went and
then take steps to improve it.
One way to improve effectiveness of a training program is to offer rewards when
employees meet training goals. For example, if budget allows, a person might receive a
pay increase or other reward for each level of training completed.
Figure 8.8
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Once the training framework has been developed, the training content can be developed.
The training plan serves as a starting point for training development.

4.14 Career Development Programs and Succession Planning
Another important aspect to training is career development programs. A career
development program is a process developed to help people manage their career, learn
new things, and take steps to improve personally and professionally. Think of it as a
training program of sorts, but for individuals. Sometimes career development programs
are called professional development plans.
As you can see, the employee developed goals and made suggestions on the types of
training that could help her meet her goals. Based on this data, the manager suggested
in-house training and external training for her to reach her goals within the organization.
Career development programs are necessary in today’s organizations for a variety of
reasons. First, with a maturing baby-boom population, newer employees must be trained
to take those jobs once baby boomers retire. Second, if an employee knows a particular
path to career development is in place, this can increase motivation. A career
development plan usually includes a list of short- and long-term goals that employees
have pertaining to their current and future jobs and a planned sequence of formal and
informal training and experiences needed to help them reach the goals. As this chapter
has discussed, the organization can and should be instrumental in defining what types of
training, both in-house and external, can be used to help develop employees.
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Figure 8.9 Sample Career Development Plan Developed by an Employee and
Commented on by Her Manager

To help develop this type of program, managers can consider a few components:
1. Talk to employees. Although this may seem obvious, it doesn’t always happen.
Talking with employees about their goals and what they hope to achieve can be a
good first step in developing a formal career development program.
2. Create specific requirements for career development. Allow employees to see
that if they do A, B, and C, they will be eligible for promotion. For example, to
become a supervisor, maybe three years of experience, management training, and
communication training are required. Perhaps an employee might be required to
prove themselves in certain areas, such as “maintain and exceed sales quota for
eight quarters” to be a sales manager. In other words, in career development there
should be a clear process for the employees to develop themselves within the
organization.
3. Use cross-training and job rotation. Cross-training is a method by which
employees can gain management experience, even if for short periods of time. For
example, when a manager is out of the office, putting an employee “in charge”
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can help the employee learn skills and abilities needed to perform that function
appropriately. Through the use of job rotation, which involves a systematic
movement of employees from job to job within an organization, employees can
gain a variety of experiences to prepare them for upward movement in the
organization.
4. Utilize mentors. Mentorship can be a great way for employees to understand
what it takes to develop one’s career to the next level. A formal mentorship
program in place with willing mentees can add value to your career development
program.
Figure 8.10 Career Development Sample Process to Become an Accounts Payable
Manager

There are many tools on the web, including templates to help employees develop their
own career development plans. Many organizations, in fact, ask employees to develop
their own plans and use those as a starting point for understanding long-term career
goals. Then hopefully the organization can provide them with the opportunities to meet
these career goals. In the late 1980s, many employees felt that career opportunities at
their current organizations dwindled after seeing the downsizing that occurred. It gave
employees the feeling that companies were not going to help develop them, unless they
took the initiative to do so themselves.
Unfortunately, this attitude means that workers will not wait for career opportunities
within the company, unless a clear plan and guide is put into place by the
company. Here is an example of a process that can be used to put a career development
program in place:
1. Meet individually with employees to identify their long-term career interests (this
may be done by human resources or the direct manager).
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2. Identify resources within the organization that can help employees achieve their
goals. Create new opportunities for training if you see a gap in needs versus what
is currently offered.
3. Prepare a plan for each employee, or ask them to prepare the plan.
4. Meet with the employee to discuss the plan.
5. During performance evaluations, revisit the plan and make changes as necessary.
Identifying and developing a planning process not only helps the employee but also can
assist the managers in supporting employees in gaining new skills, adding value, and
motivating employees.
Figure 8.11 Career Development Planning Process

Case : New on the Job :
JoAnn Michaels just started her job as human resources manager at In the Dog House, a
retail chain specializing in dog apparel and accessories. She is a good friend of yours
you met in college.
The organization has 35 stores with 250 employees in Washington, Idaho, and Oregon.
As the chain has grown, the training programs have been conducted somewhat
piecemeal. Upon visiting some of the stores in a three-week tour, JoAnn has realized
that all the stores seem to have different ways of training their in-store employees.
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When she digs further, she realizes even the corporate offices, which employ seventyfive people, have no formal training program. In the past, they have done informal and
optional brown bag lunch training to keep employees up to date. As a result, JoAnn
develops a survey using SurveyMonkey and sends it to all seventy-five corporate
employees. She created a rating system, with 1 meaning strongly disagree and 5
meaning strongly agree. Employees were not required to answer all questions, hence the
variation in the number of responses column. After this task, JoAnn creates a slightly
different survey and sends it to all store managers, asking them to encourage their retail
employees to take the survey. The results are shown here.

Based on the information JoAnn received from her survey, she decided some changes
need to be made. JoAnn asks you to meet for coffee and take a look at the results. After
you review them, JoAnn asks you the following questions. How would you respond to
each?
“Obviously, I need to start working on some training programs. Which topics do you
think I should start with?”
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“How do I go about developing a training program that will be really useful and make
people excited? What are the steps I need to take?”
“How should I communicate the training program to the corporate and retail
employees? Should the new training I develop be communicated in the same way?”
“Do you think that we should look at changing pay and benefits? Why or why not?”
“Can you please help me draft a training program framework for what we have
discussed? Do you think I should design one for both the corporate offices and one for
the retail stores?” (Hint: Look at Figure 8.8 for guidelines.)
Activity


In teams of three to four, outline a two-hour training program for managers to
better understand motivation for their employees.



Use the training development model discussed in this chapter. Your training
should address learning objectives, delivery modes, budget, delivery style, time
line, communication, and measurement. Write your response.

4.15 Key Takeaways


There are a number of key considerations in developing a training program.
Training should not be handled casually but instead developed specifically to meet
the needs of the organization. This can be done by a needs assessment consisting of
three levels: organizational, occupational, and individual assessments.



The first consideration is the delivery mode; depending on the type of training and
other factors, some modes might be better than others.



Budget is a consideration in developing training. The cost of materials, but also the
cost of time, should be considered.



The delivery style must take into account people’s individual learning styles. The
amount of lecture, discussion, role plays, and activities are considered part of
delivery style.



The audience for the training is an important aspect when developing training. This
can allow the training to be better developed to meet the needs and the skills of a
particular group of people.



The content obviously is an important consideration. Learning objectives and goals
for the training should be developed before content is developed.



After content is developed, understanding the time constraints is an important
aspect. Will the training take one hour or a day to deliver? What is the time line
consideration in terms of when people should take the training?



Letting people know when and where the training will take place is part of
communication.
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The final aspect of developing a training framework is to consider how it will be
measured. At the end, how will you know if the trainees learned what they needed
to learn?



A career development process can help retain good employees. It involves creating
a specific program in which employee goals are identified and new training and
opportunities are identified and created to help the employee in the career
development process.

4.16 Summary


Employee training and development is a necessity in today’s work environment.
Training and development can lead to lower turnover and increased motivation.



There are four basic steps to employee training: employee orientation, in-house
training, mentoring, and external training.



Different types of training can be delivered, each falling into the steps of employee
training. These include technical or technology training, quality training, skills
training, soft skills training, professional training, team training, managerial
training, and safety training.



Within the types of training, we need to determine which method is best for the
actual delivery of training. Options include on-the-job training, mentor training,
brown bag lunches, web-based training, job shadowing, job swapping, and
vestibule training.



Development of a training development framework is the first step in solidifying
the training.



Considerations and steps to developing the training framework include determining
the training needs, delivery modes, budget, delivery style, audience, content, time
lines, communication of the training, and measurement of the training.



Career development programs can be an essential piece to the training puzzle. A
comprehensive program or plan, either developed by employees or administered by
HR, can help with motivation and fill the gap when people in the organization leave
or retire. It can also be used as a motivational tool.

4.17 Check Your Progress


“Obviously, I need to start working on some training programs. Which topics do
you think I should start with?”



“How do I go about developing a training program that will be really useful and
make people excited? What are the steps I need to take?”



“How should I communicate the training program to the corporate and retail
employees? Should the new training I develop be communicated in the same way?”



“Do you think that we should look at changing pay and benefits? Why or why not?”
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“Can you please help me draft a training program framework for what we have
discussed? Do you think I should design one for both the corporate offices and one
for the retail stores?”

4.18 Model Question
 Develop a rough draft of a training framework using Figure 8.8 for a job you find
on Monster.com.
 Write three learning objectives you think would be necessary when developing
orientation training for a receptionist in an advertising firm.
 Why is a career development plan important to develop personally, even if your
company doesn’t have a formal plan in place? List at least three reasons and
describe.
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