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Unit-1
Management Development
Structure:
1.1. Learning objectives
1.2. Introduction
1.3. Management development policy
1.3.1 Devising a management development policy
1.4. Management development strategy
1.5. Approaches to management development
1.4.1 How managers learn and develop
1.4.2 Formal approaches to management development
1.4.2.1 Coaching
1.4.3 Informal approaches to management development
1.4.4 Development centres
1.5 The integrated approach to management development
1.5.1 The reality of management
1.5.2 Relevance
1.5.3 Self-development
1.5.4 Experiential learning
1.5.5 Formal training
1.6 Responsibility for management development
1.6.1 The role of the organization and individuals
1.6.2 The role of management development and human resource management
1.6.3 The role of HR and learning and development specialists
1.7 Criteria for management development
1.8 Summary
1.9 Key terms
1.10 Check your progress/
1.11 Further Reading
1.12 Model Questions

1.1 Learning Objectives
This unit aims at providing basic understanding about the meaning, purpose, relevance
and approaches to management development. After reading this unit, the reader will be
able to define each of these terms and distinguish between them:





The meaning and nature of management development.
The significance of management development.
Various approaches to management development.
Contemporary issues in management development.
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1.2 Introduction
As we have discussed in the previous chapter (Block 3) training and development play a
significant role in the effectiveness and experiences of the workers and overall
productivity of the organization. Employee training and development is deemed as good
management practice because it substantially impacts the employees’ work skill and
performance. Therefore, most organizations invest heavily on training their staff despite
the costs in time, effort, money, and other resources. Moreover, there are some
employees who also take part in management that requires further specialized training,
also known as management development.
Abilities expected from managers, (Tamkin et al., 2003)
 To empower and develop people – understand and perform the
process of delivering through the capability of others.
 To manage people and performance – managers increasingly need
to maintain morale whilst also maximizing performance.
 To work across boundaries, engaging with others, working as a
member of a team, thinking differently about problems and their
solutions.
 To develop relationships and a focus on the customer, building
partnerships with both internal and external customers.
 To balance technical and generic skills – the technical aspects of
management and the management of human relationships.

Before we describe what is management development, let us consider the meaning of
management. Smith et al. (1980) described management as ‘making organizations
perform’. Managers are a critical part of the organization's decision-making process;
therefore, management development is a crucial factor in improving their performance.
Management program is primarily concerned with teaching managers the skills to
perform their jobs more effectively and preparing them to take on greater
responsibilities in the future. It is an attempt to improve managerial effectiveness
through a planned and deliberate learning process (Mumford and Gold, 2004).
Molander (1986) described management development as “A conscious and systematic
process to control the development of managerial resources in the organization for the
achievement of goals and strategies”.
Imagine your company is counting on you to help the business grow and remain
healthy. To do this, you must master certain basic skills in management - skills such as
planning, problem solving, decision making, and organizing human capital and work,
meeting management deadlines, delegation, communications, and aligning your
departmental goals with the goals of the company. Management development programs
teaches you how to master the fundamentals associated with leading employees and
Odisha State Open University
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managing work. This unit covers all that you need to know about management
development policy and strategy, approaches to management development and the
responsibility for management development.

1.3 Management Development Policy
Management development policies are guidelines abided by an organization for the
intent of developing its managers. A management development policy is made
considering the following (Mabey and Thompson, 2000):
1. It must be concretely written and documented.
2. It must deem the priority to be given to management development.
3. It must clearly mention and deploy responsibilities to suitable individuals for
directing management development.
Management development policy
 The main long-term object of management development is to find ways
in which the company can produce, mainly from within, a supply of
managers better equipped for their jobs at all levels.
 The principal method by which managers can be equipped is by ensuring
that they gain the right variety of experience, in good time, during their
career. This experience can be supplemented – but never replaced – by
courses carefully timed and designed to meet specific needs.
 The foundation of management development must be a policy of
management succession, i.e., a system which ensures that men and
women of promise, from the shop floor upwards, are given the sequence
of experience which will equip them for whatever level of responsibility
they can reach.

These policies are then followed up and implemented by a management development
strategy.

1.3.1 Devising a Management Development Policy
Making of effective managers starts with the design of a thorough management
development policy. ‘Management development will fail if there is no clear policy’
(Margerison, 1991).
Guidelines for preparing a management development policy:
1. Link development plans and activities to business strategies, human resource
planning and employment policies.
2. Determine responsibilities for developing managers.
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3. Decide the characteristics for an effective manager within the organization
context.
4. Identify the managerial competences required to implement strategy.
5. ‘Map out’ the organization’s cultural philosophy.
6. Communicate the organization’s strategic goals and objectives to managers and
those involved in manager development.
7. Ensure development links to the reality of what managers do, not what the
organization thinks they do.
8. Develop a flexible approach to management development that can accommodate
both organizational and individual needs.
Policy guidelines are useful because they communicate an organization’s commitment
to management development and clearly set out a framework within which the
development program can take place. What is sometimes less clear is the extent to
which they are prepared to implement them and how effective they are. Like other areas
of management development, this is difficult to evaluate.

1.4 Management Development Strategy
Management development strategy operationalizes programs the organization intends to
implement to develop and upskill its managers. Although it focuses on the development
of individual performance and potential, it is business-led. Organization must decide
what kind of managers it needs to achieve its strategic goals and the organization ought
to choose how it can best acquire and develop these managers. Even when the emphasis
is on individual development, the organization must still explicitly indicate the
directions in which management development should go.
The strategies are based on an analysis of the future needs for organization’s managers
that is overseen by human resource planning and talent management. Prediction can
be made of the types of managers needed to meet organization’s goals or for
management succession. It is required to assess the knowledge, skills and competencies
managers need to possess for deal with future work demands and challenges arising
from market competition, rival strategies, and advancement of technology. Forecasting
is done through performance management processes - ascertaining development goals
and growth-potential and designing the development plans.
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Priorities for management development (Hirsh et al., 2000)
 Combining a strong corporate architecture for management
development with a capability for just in time training and local
delivery to meet specific business needs.
 Providing better information and advice for individual managers
on how to think about their future direction in career terms and
their learning needs.
 Mainstreaming the skills required to manage self-development and
to support the development of others; these skills include those of
manager as coach but also go wider and include informal career
mentoring.
 Finding ways of delivering more stretching and stimulating
management development to the whole population of managers,
not just those in very senior posts or identified as high potential.

1.5 Approaches to Management Development
The approach adopted by the organization is to provide support through a range of
related activities such as performance management, development centres, personal
development planning, coaching, and mentoring. A rigid, organization-wide program is
not essential, although management development interventions such as those described
in the following units need to be made.
The extent to which management development activities are programmed depends on
the organization: its technology, its environment, and the type of managers it employs.
A traditional bureaucratic/mechanistic type of organization may be inclined to adopt a
more programmed approach, complete with a wide range of courses, inventories,
replacement charts, career plans and results-oriented review systems. An innovative and
organic type of organization may dispense with some or all these mechanisms. Its
approach would be to provide its managers with the opportunities, challenge, and
guidance they require, seizing the chance to give people extra responsibilities and
ensuring that they receive the coaching and encouragement they need. There may be no
replacement charts, inventories, or formal appraisal schemes, but people know how they
stand, where they can go and how to get there.
The approach to management development should be based on an understanding of how
managers learn and develop, and of the use of formal and informal methods of
development and development centres.
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Few issues that arise due to the complex and ambiguous nature of
management development:








Clarifying what is management development.
Defining business needs and requirements.
What do managers want from developers?
Evolving and changing individual development needs.
The need for different managerial styles
Selecting the most appropriate method of development
Measuring and evaluating the benefits

1.5.1 How Managers Learn and Develop
It has often been said that managers learn to manage by managing – in other words,
‘experience is the best teacher’. This is largely true, but some people learn much better
than others.
Differences in the ability to learn arise because some managers are naturally more
capable or more highly motivated than others, while some will have had the benefit of
the guidance and help of an effective boss who is fully aware of his or her
responsibilities for developing managers. Managers learn to manage by managing
under the guidance of a good manager. The operative word in this statement is good.
Some managers are better at developing people than others, and one of the aims of
management development is to get all managers to recognize that developing their staff
is an important part of their job. For senior managers to say that people do not learn
because they are not that way inclined, and to leave it at that, is to neglect one of their
key responsibilities – to improve the performance of the organization by doing whatever
is practical to improve the effectiveness and potential of its managers.
However, to argue that managers learn best ‘on the job’ should not lead to the
conclusion that managers should be left entirely to their own devices or that
management development should be a haphazard process. The organization should try
to evolve a philosophy of management development that ensures that deliberate
interventions are made to improve managerial learning. Revans (1989) wanted to take
management development back into the reality of management and out of the
classroom, but even he believed that deliberate attempts to foster the learning process
through action learning are necessary.

1.5.2 Formal Approaches to Management Development
Management development should be based on the identification of development needs
through performance management or a development centre making use of the following
formal approaches.
Odisha State Open University
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Formal approaches to management development
 Coaching and mentoring.
 The use of performance management processes to provide feedback and
satisfy development needs.
 Planned experience, which includes job rotation, job enlargement, taking
part in project teams or task groups, ‘action learning’, and secondment
outside the organization.
 Formal training by means of internal or external courses.
 Structured self-development following a self-directed learning program
set out in a personal development plan and agreed as a learning contract
with the manager or a management development adviser.
 Competency frameworks can be used as a means of identifying and
expressing development needs and pointing the way to self-managed
learning programs or the provision of learning opportunities by the
organization.
1.5.2.1 Coaching and Mentoring
Coaching and mentoring represents the most tangible, practical and, if done effectively,
most useful forms of on-the-job development. Coaching is defined by Torrington (1989)
as ‘improving the performance of somebody who is already competent rather than
establishing competence in the first place’. Coaching usually begins with period of
instruction and ‘shadowing’ to grasp the essential aspects of the task. There is then a
transfer of responsibility for the task to the individual. Throughout the process there is a
dialogue with regular feedback on performance in the form of constructive criticism and
comments. The effectiveness of this feedback is dependent upon a sound working
relationship. In most organizations coaching is done on an informal basis and is
dependent on the boss having the inclination, time and motivation to do it, as well as
possessing the necessary expertise and judgment for it to succeed.
Mentoring It differs from coaching in the following two ways:
 The relationship is not usually between the individual and their immediate boss. An
older manager unconnected with the workplace is normally selected to act as
mentor.
 Mentoring is about relationships rather than activities.
Mentoring represents a powerful form of management development for both the parties
involved. For the individual, it allows them to discuss confusing, perplexing, or
ambiguous situations, and their innermost feelings and emotions, with somebody they
can trust and respect. They gain the benefit of accumulated wisdom and experience
from somebody who is knowledgeable and streetwise in the ways of the organization,
especially its political workings. For older managers looking for new challenges and
Odisha State Open University
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stimulation in their managerial role, mentoring represents an ideal development
opportunity. It gives them an opportunity to achieve satisfaction and personal reward by
sharing in the growth and maturity of another individual.

1.5.3 Informal Approaches to Management Development
Management development should be based on the identification of development needs
through performance management or a development centre making use of the following
formal approaches. Informal approaches to management development make use of the
learning experiences that managers come across during their everyday work. Managers
are learning every time they are confronted with an unusual problem, an unfamiliar task
or a move to a different job. They then must evolve new ways of dealing with the
situation. They will learn if they analyse what they did to determine how and why it
contributed to its success or failure. This retrospective or reflective learning will be
effective if managers can apply the lessons successfully in the future.
Experiential and reflective learning is potentially the most powerful form of learning. It
comes naturally to some managers. They seem to absorb, unconsciously and by some
process of osmosis, the lessons from their experience, although in fact they have
probably developed a capacity for almost instantaneous analysis that they store in their
mental databank and which they can retrieve whenever necessary.
Ordinary mortals, however, either find it difficult to do this sort of analysis or do not
recognize the need. This is where informal or at least semi-formal approaches can be
used to encourage and help managers to learn more effectively.
Informal approaches to management development
 Getting managers to understand their own learning styles so that they
can make the best use of their experience and increase the effectiveness
of their learning activities – the manager’s self-development guide by
Pedler et al (1994) provides an excellent basis for this important activity.
 Emphasizing self-assessment and the identification of development
needs by getting managers to assess their own performance against
agreed objectives and analyze the factors that contributed to effective or
less effective performance – this can be provided through performance
management.
 Getting managers to produce their own personal development plans and
self-directed learning programs.
 Encouraging managers to discuss their own problems and opportunities
with their manager, colleagues, or mentors to establish for themselves
what they need to learn or be able to do.
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1.5.4 Development Centres
Development centres consist of a concentrated (usually one or two days) program of
exercises, tests and interviews designed to identify managers’ development needs and to
provide counselling on their careers. They offer participants the opportunity to examine
and understand the competencies they require now and in the future. Because
‘behaviour predicts behaviour’, centres offer opportunities for competencies to be
observed in practice. Simulations of various kinds are therefore important features –
these are a combination of case studies and role playing designed to obtain the
maximum amount of realism. Participants are put into the position of practicing
behaviour in conditions very similar to those they will meet in the course of their
everyday work. An important part of the centre’s activities will be feedback reviews,
counselling and coaching sessions conducted by the directing staff.
Development centres use similar techniques to assessment centres, but in the latter the
organization ‘owns’ the results for selection or promotion purposes, while in the former
the results are owned by the individual as the basis for self-managed learning

1.6 The Integrated Approach to Management Development
An integrated approach to management development will make judicious use of both
informal and formal methods and, possibly, in larger organizations, development
centres. The five governing principles are set out below:

1.6.1 The Reality of Management
The approach to management development should avoid making simplistic assumptions
about what managers need to know or do, based on the classical analysis of
management as the processes of planning, organizing, directing, and controlling. In
reality managerial work is relatively disorganized and fragmented, and this is why many
practicing managers reject the facile solutions suggested by some formal management
training programs. As Kanter (1989) has said: ‘Managerial work is undergoing such
enormous and rapid change that many managers are reinventing their profession as they
go.’

1.6.2 Relevance
It is too easy to assume that all managers have to know all about such techniques as
balance sheet analysis, discounted cash flow, economic value-added, etc. These can be
useful, but they may not be what managers really want. Management development
processes must be related to the needs of particular managers in specific jobs. Those
needs should include not only what managers should know now but also what they
should know and be able to do in the future, if they have the potential. Thus,
management development may include ‘broadening programmers’ aimed at giving
managers an understanding of the wider, strategic issues that will be relevant at higher
levels in the organization.
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1.6.3 Self-Development
Managers should be encouraged to develop themselves (self-directed development) and
helped to do so. Performance management and mentoring can provide this guidance.
Programs can be set out in personal development plans.

1.6.4 Experiential Learning
If learning can be described as the modification of behaviour through experience, then
the principal method by which managers can be equipped is by providing them with the
right variety of experience, in good time, in the course of their careers, and by helping
them to learn from that experience. Action learning, as described in Appendix D, is a
good method of doing this.

1.6.5 Formal Training
Courses can supplement but never replace experience and they must be carefully timed
and selected or designed to meet specific goal-related needs.

1.7 Responsibility for Management Development
The traditional view is that the organization need not concern itself with management
development. The natural process of selection and the pressure of competition will
ensure the survival of the fittest. Managers, in fact, are born not made. Cream rises to
the top (but then so does scum). Management development is not a separate activity to
be handed over to a specialist and forgotten or ignored. The success of a management
development program depends on the degree to which all levels of management are
committed to it. The development of subordinates must be recognized as a natural and
essential part of any manager’s job, but the lead must come from the top. Management
development was seen in its infancy as a mechanical process using management
inventories, multicolour replacement charts, ‘Cooks tours’ for newly recruited
graduates, detailed job rotation programs, elaborate points scheme to appraise personal
characteristics, and lots of formal courses operating on the ‘sheep-dip’ principle (i.e.,
everyone undergoes them).

1.7.1 The Role of The Organization and Individuals
The true role of the organization in management development lies somewhere between
these two extremes. On the one hand, it is not enough, in conditions of rapid growth
(when they exist) and change, to leave everything to chance – to trial and error. On the
other hand, elaborate management development programs cannot successfully be
imposed on the organization. As Peter Drucker wisely said many years ago (1955):
‘Development is always self-development. Nothing could be more absurd than for the
enterprise to assume responsibility for the development of an individual. The
responsibility rests with the individual, his/her abilities, his/her efforts.’ But he went on
to say:
Odisha State Open University
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“Every manager in a business has the opportunity to encourage individual selfdevelopment or to stifle it, to direct it or to misdirect it. He should be specifically
assigned the responsibility for helping all men working with him to focus, direct and
apply their self-development efforts productively. And every company can provide
systematic development challenges to its managers.”
The ability to manage is essentially something that individuals mainly develop for
themselves while carrying out their normal duties. But they will do this much better if
they are given encouragement, guidance and opportunities by their company and
managers. In McGregor’s (1960) phrase: managers are grown – they are neither born
nor made. The role of the company is to provide conditions favourable to faster growth,
and these conditions are very much part of the environment and organization climate of
the company and the management style of the chief executive. The latter has the
ultimate responsibility for management development.
Individual’s
responsibility
for
management
development
(McGregor, 1960)
The job environment of the individual is the most important variable affecting
his or her development. Unless that environment is conducive to his growth,
none of the other things we do to him or for him will be effective. Therefore
the ‘agricultural’ approach to management development is preferable to the
‘manufacturing’ approach. The latter leads, among other things, to the
unrealistic expectation that we can create and develop managers in the
classroom.

1.7.2 The Role of Management development and Human Resource
Management
Management development is not a separate activity to be handed over to a specialist and
forgotten or ignored. Its success depends upon the degree to which it is recognized as an
important aspect of the business strategy – a key process aimed at delivering results.
Top management must therefore be committed to it. Senior managers should recognize
that an important aspect of their jobs is to play an active part in developing their
managers, although those managers should take the main responsibility for their own
development with help and support as required.
Human resource management is about the effective management of people in
organizations. It involves the integration of people with organizational goals and
strategies. It views people as assets to be developed and utilized in a productive way
rather than costs to be minimized or eliminated. People influence effectiveness and
success is seen as significant for the organization. What is therefore is the way people
are managed, and the way people are managed within a given organizational context is
the outcome of two important and interacting sets of variables:
Odisha State Open University

13

Bachelor of Business Administration (BBA)



The philosophies, ideologies, values, and beliefs of management that operate and
dominate within the organization.



The practices, policies and management style that managers employ in their
managerial role.

A ‘harder’ approach to human resource management emphasizes a rational economic
perspective where people, although acknowledged as important to an organization’s
success, are viewed as a resource to be used alongside and in conjunction with capital
and plant. They are deployed in a seemingly calculative, instrumental way for economic
gain, people are a means to an economic end.
The role of management is therefore seen as maximizing the efficient use of labour to
meet the economic goals of the organization. This implies a ‘scientific management’
approach where managers tightly control employees with minimum scope for decisionmaking. Tasks and jobs are highly specialized and bounded by rigid rules and
procedures. Performance in the job is carefully monitored. Motivation is based largely
upon reward and punishment (‘carrot and stick’ approach).
In the ‘softer’ form of human resource management, a more humanistic perspective is
adopted where organizational goals are achieved with and through people. People are
seen as valued resource to be nurtured and developed. The emphasis for managers
changes, and they become more concerned with measures to improve cooperation,
communication, consultation, participation, job satisfaction and the quality of working
life. The manager’s role shifts to one of gaining commitment, facilitating and
encouraging participation, training and developing people to their full potential,
motivating through techniques such as appraisal and job enrichment.

1.7.3 The Role of HR and Learning and Development Specialists
However, HR and learning and development specialists still have an important role to
play. They:


Interpret the needs of the business and advise on how management development
strategies can play their part in meeting these needs.



Act as advocates of the significance of management development as a businessled activity and make proposals on formal and informal approaches to
management development.



Develop in conjunction with line management competency frameworks that can
provide a basis for management development.



Encourage managers to carry out their developmental activities and provide
guidance as required.



Provide help and encouragement to managers in preparing and pursuing their
self-directed learning activities.



Act as coaches or mentors to individual managers or groups of managers.



Plan and conduct formal learning events.
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1.8 Criteria for Management Development
The effectiveness and value of any approach to management development include the
extent to which it:


Links to organizational goals and context – and so has relevance for the
organization as well as for individuals.



Builds on and develops the qualities, skills, and attitudes of participants.



Is supported by appropriate HR policies to do with recruitment and selection,
reward, talent management and succession planning.



Has the full commitment of those responsible for the operation of the process?



Is motivating to those encouraged to participate in it?

1.9 Summary
 Management development policy: A management development policy provides
guidelines on the approach an organization adopts to the development of its
managers. It is operationalized by a management development strategy.
 Management development strategy: A management development strategy will be
concerned with the programs the organization proposes to implement to develop its
managers.
 How managers learn and develop: Managers learn to manage by managing under
the guidance of a good manager.
Formal approaches to management development


Coaching and mentoring.



Performance management.



Planned experience.



Formal training.



Structured self-development.

Informal approaches to management development: Informal approaches to
management development make use of the learning experiences that managers come
across during the course of their everyday work.
Development centres: Development centres consist of a concentrated (usually one or
two days) program of exercises, tests and interviews designed to identify managers’
development needs and to provide counselling on their careers.
An integrated approach to management development: An integrated approach to
management development will make judicious use of both informal and formal methods
and, possibly, in larger organizations, development centres.
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Responsibility for management development: Individual managers are largely
responsible for their own development but need guidance, support and encouragement
from their own managers and the HR function.

1.10 Key Terms
 Informal management: Informal interface between management and workers is
suited to the knowledge era when workers resent task oriented, directive leadership
and feel encouraged by a participatory culture. Participatory management is
facilitated by personalizing organizational culture, deemphasizing hierarchy and
promoting informal interface between management and workers. ‘Management by
wandering around’ is currently in vogue, which effectively deemphasizes hierarchy
and promotes informal communication in the organization.
 Management development: It means developing managerial capacity through
training sessions geared towards information sharing and devising means of
improving upon employer employee interface with a view to making it more
meaningful and value adding. Leadership is an emerging area of professional
expertise. As per situational paradigm of leadership, leadership skills may be
acquired by learning. Research and development activity in the field has made it
possible.

1.11 Check Your Progress
 What is management development policy and how does it help create management
development strategy?
 Differentiate between
development.

formal

and

informal

approaches

to

management

 Explain action learning.
 Define and compare coaching and mentoring.

1.12 Further Reading
1. Drucker, P. (1955) The Practice of Management, Heinemann, London.
2. Hirsh, W., Pollard, E. and Tamkin, P. (2000) Management development, IRS
Employee Development Bulletin, November, pp 8–12.
3. Kanter, R. M. (1989) When Giants Learn to Dance, Simon & Schuster, London.
4. Mabey, C. and Thompson, A. (2000) The determinants of management
development: the views of MBA graduates, British Journal of Management, Vol.
11 No. 3, pp S3–S16.
5. McGregor, D. (1960) The Human Side of Enterprise, McGraw-Hill, New York.
6. Mumford, A. (1989) Management Development: Strategies for Action, Personnel
Management, London Institute.
7. Mumford, A. and Gold, J. (2004) Management Development: Strategies for action,
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8. Pedler, M., Burgoyne, J. and Boydell, T. (1994) A Manager’s Guide to Self
Development, McGraw Hill, Maidenhead.
9. Revans, R. W. (1989) Action Learning, Blond and Briggs, London.
10. Tamkin, P., Hirsh, W. and Tyers, C. (2003) Chore to Champion: The making of
better people managers, Report 389, Institute of Employment Studies, Brighton.

1.13 Model Questions
 Explain the meaning and importance of Management Development.
 Discuss the main approaches to Management Development.
 Examine the issues and controversies involved in Management Development.
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Unit-2
Management development technique and methods: Onthe-job training
Structure:
3.1. Learning objectives
3.2. Introduction
3.3. On-the-job management development technique
2.3.1 Coaching method
2.3.2 Job rotation method
2.3.3 Understudy method
2.3.4 Multiple management method
2.3.5 Selected reading
2.3.6 Committee assignment method
2.3.7 Project assignment method
3.4 Off-the-job technique of management development
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)

2.1 Learning Objectives
This unit aims at providing basic understanding about the meaning, purpose, and
relevance of On-the-job training techniques for management development. After
reading this unit, the reader will be able to define each of these terms and distinguish
between them:
 The meaning of on-the job management development technique.
 Various on-the-job training methods.

2.2 Introduction
Management training needs and goals necessitate developing a management
development program. Many of those involved in management training appear to have
broadly welcomed the moves to a competence approach which is practical and workbased and encourage employers to increase investment in management development.
Management training comes in a variety of forms. A great deal of it is formalized,
planned and structured. It can take place ‘on-the-job’ or ‘off-the-job’. Within these and
other programs, we find a diverse range of formalized learning methods. These methods
have tended to evolve through an experimental process of trial and error. Several
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techniques and methods of management development and their respective utilities will
be discussed in this unit.
Objective of management development program
 Increase the productivity and effectiveness of managers
 assist the organization to identify its future leaders and accelerate their
upward mobility
 enable organizations to produce the number of competent managers to
anticipate growth needs
 Encourage self-development and increase his ability of managers to
take greater responsibility
 enhancing managerial job satisfaction
 encourage the climate of participative management where individual
and the organization can mutually set performance goals and
measurement techniques

Shortcomings that have been identified in formalized management
training, (Cunnington, 1985; Newstrom, 1986)




A clash between academic culture/expectations and managerial
culture/expectations.
Difficulty in transferring and applying knowledge to the ‘reality’ of the
workplace.
The relevance of course material to the needs and wants of individual
managers and organizations.

2.3 On-The-Job Techniques for Management Development
Each workers approaches their jobs differently. They have different ideas of what they
can be required and not required to do in their job. Added to that is the “doing more
with less” pressure supervisors and managers work under day-in and day-out. The
question becomes, how do you motivate employees to excel in the performance of their
jobs in today’s work environment?
On-the-job technique consists of several methods by which learning of employees takes
place at the job place. Real-time in the regular work environment. These are time and
cost saving techniques. On the job methods include the following:
1.
2.
3.
4.
5.

Coaching
Job rotation
Understudy
Multiple management
Selected readings
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6. Committee assignment
7. Project assignments
When an executive is thoroughly committed to the need for developing his subordinates
and is qualified and willing to give time for development, possibly, on-the-job method
is the best method. It is the most common and formal method of executive development.
Employees are often promoted from within the organization without any formalized
developmental training that teaches them how to manage work and other people to
produce results for the organization. And it is impractical to send employees off for
weeks at a time to acquire the necessary knowledge, skills, and techniques they need to
apply them to their new role with the company. For this reason, on-the-job technique is
carried out during the job in the regular work environment. The trainee learns hands on,
in real-time, in an actual work setting.
Employee characteristics to which attention should be paid in
management development programs:
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15

Ability to think, organize and plan
Ability to handle people
Ability to lead
Ability to obtain and interpret facts
Loyalty
Decisiveness
Teaching ability
Ability to solve problems
Self-motivation
Desire for achievement and prestige
Sense of responsibility
Emotional balance and poise
Ability to influence people, individually and in groups
Attitude towards subordinates, associates, and community
Attitude towards economic and political systems.

2.3.1 Coaching Method
Coaching is a training method that is used in developing managerial thinking processes
as well as operative skills. In coaching, the supervisor plays the role of the guide and the
instructor. The coach sets mutually agreed upon goals. What needs to be done is also
highlighted. The way to get things done is also indicated in clear terms and instructions.
Suggestions for getting everything on track are also delivered by the supervisor or
coach. Every attempt is made to put the trainee on track, correcting mistakes all along
the path of learning. The trainer helps the trainee live up to those goals through periodic
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reviews of the trainee’s progress and by suggesting modifications in his/her behaviour
wherever and whenever needed.
The objective of coaching is not only to teach and guide a trainee in the performance of
his/her immediate assignments but also provide them with diversified work so that they
may grow, progress and prosper.
This method works well if the coach and trainee are open with each other and there is an
effective communication between them. Trainees take interest if they are recognized for
improvement and rewarded for that.
Business coaching is not limited to outside experts or trainers. Organizations expect
their senior leaders or middle managers to coach their team for reaching organizations’
goals, job satisfaction, personal growth, and career development. Research studies
suggest that the coaching method for management development has positive effects
both within the workplace as well as in areas outside the workplace (Jones et al., 2016).
Advantages and Disadvantages of Coaching Method:
1. Periodic feedback and evaluation are also a part of coaching, which yield
immediate benefits to an organization, to the coach and to the trainee. It is
learning by doing.
2. It requires the minimum centralized staff co-ordination, for every executive
can coach his or her trainee even if no special management development
program exists.
3. New executives can undergo orientation and imbibe the culture of an
organization quickly. Coaching helps new hires to put their best foot forward
with courage and confidence.
4. The coaching technique is authoritarian, for an executive tends to familiarize
his subordinates with his own work habits and beliefs, even though these may
be faulty. In other words, it has the tendencies to perpetuate the current
managerial styles and practices in the organization.
5. It heavily relies on the coach’s ability to be good teacher, which s/he may not
necessarily be.
6. The training atmosphere that is free from worries of the daily duties, is not
available.

2.3.2 Job Rotation Method
Job rotation represents an excellent method for broadening the manager or potential
manager, for turning specialists into generalists. The term job-rotation refers to the
transfer or movement of trainees from one job to another and from one plan to another
on some planned basis for educational-learning purposes. It is also known as the
channel method.
Job rotation is often designed for beginning level managers while planned progression is
more likely to occur at higher managerial levels. Such rotation may continue for a
period ranging from approximately 6 months to 24 months. As pointed out by H.
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Bedroslan, “Job rotation is designed for beginning level managers while planned
progression is more likely to occur at higher managerial levels.”
This method provides a great deal of job experience for those who are potential
employee who need broadening of outlook and an increased understanding of the
various aspects of management. In the job-rotation method of management development
the emphasis is on diversified, general knowledge instead of specialized(specific) skills
and knowledge.
Under this method, the trainees are rotated over various routine jobs in a department,
division or unit before they are due for promotion as managers. The idea is to impart an
overall knowledge and familiarity with the different sectional jobs (such as billing,
preparing inspection notes, settling claims, handling customer accounts, etc. in the sales
department) before they are posted as Managers in the department. For rotation to be
effective, those moved to different positions should be helped to understand the new
task thoroughly, view the change as an opportunity for a genuine learning experience
and identify themselves with the new position so that they may exercise full
responsibility to achieve results and job improvement.
This secures a compromise between overspecialization even from the lowest most
routine level, and a minimum of special skills and expertise necessary for middle level
managers. These trainees are moved from one job to another according to a schedule of
rotation. It also includes moving people between line and staff positions.
Job rotations are mostly horizontal or lateral.
Such rotations can be instituted
(i) On a planned basis - by means of a training program whereby the worker spends
about 2 or 3 months in an activity and is then allowed to advance; or
(ii) On a situational basis - by moving the person to another activity when the first is
no longer challenging to him/her, or to meet the needs of work scheduling.
Advantages and Disadvantages of Job Rotation Method:
1. Job rotation roots out the possibility of monotony and boredom of executives.
2. The innovative ideas of executives who are on rotation are infused into
departmental personnel and then diffused throughout the organization.
3. Job rotation gives equal chance for all the executives for development and
promotion.
4. Each trainee’s talents, intelligence, abilities, and behaviour are tested at several
places as they move on from one job to another.
5. Job rotation may result in over-centralization; inflexibility and inefficiency.
6. Job rotation may involve frequent transfers which may upset the executive’s
organizational, family, and home life.
7. Job rotation may also result in certain dysfunctional behaviours in terms of
jealousy, cleavage, non-cooperation, friction within the departments, etc.

Odisha State Open University

22

Bachelor of Business Administration (BBA)

2.3.3 Understudy Method
Also known as attachment method an ‘understudy’ is a person who is under training to
assume, at a future time, the fall duties and responsibilities of the position currently held
by his/her superior. In this way, it is ensured that a fully trained person is available to
replace a manager during his long absence or illness, or on his retirement, transfer or
promotion.
An understudy may be picked up by a manager from amongst a large number of
subordinates, or several individuals. Such an understudy learns the complexities of the
problems and how to solve them, also learns the process of decision-making and
investigation and making written recommendations to his superior.
The trainee is generally assigned a project which is closely related to the work in his/her
section. Then deputed to attend executive meetings as a representative of his superior, at
which s/he makes a presentation and proposals.
The essence is that the senior routes much of the departmental work through the junior;
discusses problems with the understudy trainee and allows him or her to participate in
the decision-making process as often as possible.
Advantages and Disadvantages of Understudy Method:
1
It is practical and quick in training persons for greater responsibility for
it lays emphasis on learning by doing.
2
The trainees’ interest and motivation are high, and the superior is
relieved of his heavy workload.
3
The trainee manager is also not overburdened with work and
responsibility; at the same time, s/he secures full participation in the
running of the function and insight into the job content.
4
The trainee is able continuously to obtain guidance of the senior. The
work that passes through him opens up windows for him to appreciate
different angles and view-points related to the job. S/he receives an
opportunity to see the job in total.
5
It ensures continuity of management facilities even when the superior
leaves his position.

2.3.4 Multiple Management Method
It is a method whereby juniors are assigned to Board of Directors (BOD) or
Committees, by the chief executive or superior. They are asked to participate in
deliberations of these Board and Committees. In these sessions, real- life actual
problems are discussed, different views are debated, and decisions are taken. This
technique is a contribution of Charles P. McCormick of McCormick Corporation of
Baltimore, U.S.A.
Odisha State Open University

23

Bachelor of Business Administration (BBA)

The juniors get an opportunity to share in managerial decision-making, to learn by
watching others and to delve into specific organizational problems. When Committees
are of “ad hoc” or temporary nature, they often take a task force activity designed to
delve into a particular problem, ascertain alternative solutions, and make a
recommendation for implementing a solution.
These temporary assignments can be both interesting and rewarding to the employees’
growth. On the other hand, appointment to permanent committees increases the
employees’ exposure to other members of the organization, broadens their
understanding, and gives them an opportunity to grow and make recommendations
under the scrutiny of other committee members.

2.3.5 Selected Readings
Because the business environment is constantly changing, fluctuations are an inevitable
element of doing business. In such an environment, new and creative management
strategies are also developed. The primary means of development in this strategy is
reading. Managers can learn about the most recent advancements in the management
sector through reading professional books, journals, periodicals, and other publications.
Some organizations maintain huge libraries involving a large collection of useful
material on the subjects of interest to the enterprise. The learners go through the books,
journals, articles, notes, and magazines and assimilate knowledge. The trainees, during
their leisure hours, try to exchange their views with others and in this process learn new
ways to looking at things.

2.3.6 Committee Assignment Method
In this method, an ad hoc committee is appointed to discuss, evaluate, and offer
suggestions relating to an important aspect of business. For example, a group of experts
may be asked to look into the feasibility of developing a new structure in an upcoming
area by the State Development Authority.
All the trainees participate in the discussions and deliberations of a committee. They
brainstorm, toss around ideas freely and work on a solution through consensus building.
The problem is subject to critical study and thorough analysis. At committee meetings,
everyone participates and can speak communication skills improve and acquire various
problem-solving techniques.
The different viewpoints and learned opinions of members find meaningful expression –
if meetings are conducted in a proper manner giving opportunity to every member to
come forward with constructive suggestions from time to time. The committee
assignment could prove to be a valuable tool to develop interpersonal skills as well, if
members know how to get along with each other. However, when things go out of hand
because of emotions and tempers taking charge of committee meetings, the assignment
could prove to be a notorious time waster.
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2.3.7 Project Assignment Method
In this method, a trainee is put on a project closely related to the objectives of his
department. For example, a new recruit in a property evaluation firm may be asked to
do a small project reviewing the prospects of selling commercial space in satellite
townships near Bhubaneswar. Trainees learn a variety of processes during this phase.
Marketing officers, for example, could be tasked with determining whether or not a
market is accessible. They learn segmentation, positioning, and targeting during this
process. Besides, they also study the marketing department’s interactions with other
divisions.
The project will give a firsthand experience of the problems and prospects in space
selling to the new recruit. Sometimes, a syndicate or a team consisting of persons of
mature judgement and proven talent may also be created temporarily to work on a
special assignment.
The purpose of the syndicate technique is to expose a participant to a situation in which
s/he is persuaded into reflecting upon personal experiences as an executive, updating his
or her knowledge, improving executive skills and developing a greater insight into
human behaviour. In other words, this method enables an executive to acquire a proper
perspective on the job in relation to the activities in areas other than their own, and to
give practice in skills, techniques and procedures which s/he has to use in regular dayto-day work as they rise higher up the ladder of management.
By this method, a team of persons of mature judgement and proved ability is set up with
different functional representations so that there is an interchange of ideas and
experiences. The syndicate is given a task properly spelt out in terms of briefs and
background papers.
Large groups are split into small ones of 7 to 10 people, and discussions are
supplemented by short lectures. The trainer acts as a “resource person” rather than as a
lecturer. Both the organization and participants must understand the mechanics of the
utilization of this method; otherwise, it would result in a lot of waste of time and
frustration.
Each syndicate prepares a report which is presented to the other groups of executives.
An opportunity is provided for discussion, suggestions, criticisms, comments and
recommendations for action. This method is used as a device not only for the study of a
specific problem but also for other tasks.

2.4 On-The-Job Technique for Management Development
The off-the-job training methods are carried out outside the job area rather than on the
task site.
Management games with problem-solving and analytical capabilities, outside seminars
in technical and interpersonal areas, role-playing to expose managers to realistic
situations and develop their skills, behaviour modelling to expose managers to the right
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way of doing things and allow them to practice those practices are all examples of the
job method of management development.

2.5 Summary/Let’s sum-up
Managers are some of the most significant people—they offer new goods, services, or
enhancements because they have a complete understanding of the organization. So,
businesses establish a team of innovation managers with the proper training and
confidence, that they will eventually lead the way in business improvement and product
development.
Management development is a planned, systematic and continuous process of learning
and growth designed to induce behavioural change in individuals by cultivating their
mental abilities and inherent qualities through the acquisition, understanding and use of
new knowledge, insights and skills as they are needed for effective management. It is
critical for businesses to maintain a competitive advantage over the competitors. Ensure
that the managers have the necessary abilities to set the organization apart from the
competition.
Management or executive development is a long-term educational future-oriented
process.
Managers are the indispensable resources, the priceless assets of an organization. They
generate creative ideas, translate them into concrete action plans and produce results.
The outcomes of managerial actions are going to be deep, profound and decisive.
Therefore, organizations invest in development management and managers. The
methods and techniques of management development can be studied under the
following heads: On-the-job methods and Off-the-Job methods.
On-the-job methods
In internal facilities or on-the-job facilities include the practices and facilities given by
the enterprise within the organization. Every good concern tries to provide internal
development and training facilities to its managers or executives.
Off-the-job methods
Off-the-job methods include the external facilities which are also of two types; firstly,
for those new entrants who want to tap management as their career, and secondly, junior
and middle level managers to equip them with higher skills, and techniques in
management. The former type of training is provided by various universities and
institutions running business administration programs. For junior executives or new
recruits various external facilities are provided by the host organization.
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Drawbacks or disadvantages of On-the-job training
 Low productivity
Trainees are expected to perform in an actual work setting for training,
hence, organizational productivity may be lower.
 Errors
Since the trainees are still in the process of learning, their performance
or actions may be erroneous.
 Costly
Output may be less or of lower quality, along with chances of errors
and damages since the trainee is still learning.

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.

2.6 Key Terms
 Coaching: In this method, superior guides and trains the subordinates or trainees as
a coach. The content matter of coaching depends on the goals decided before the
starting of coaching. The coach guides the trainees, reviews their performance time
to time and suggests the changes required.
 Understudy: In this method, one person is selected by supervisor and trained like
his descendant. S/he is prepared to assume full time responsibilities of position
presently held by supervisor. If the supervisor leaves the job or is on long absence
due to illness, retirement, promotion or death, etc., then that trained person become
available at the place of supervisor. Supervisor gets most of his work done from the
trainee, discusses problems with the trainee and involves him in decision making.
Odisha State Open University

27

Bachelor of Business Administration (BBA)

Trainee is also allowed to attend discussions and meetings as a representative of
supervisor.
 Multiple management: In this method, a junior board of executives is made to learn
the skills of Board of Directors (BOD). Major problems are analysed by junior
board and recommendations given to BOD. This is beneficial to junior board of
executives as they learn problem solving techniques and it benefits BOD as they get
the valuable opinions of executives. Vacancies of BOD can be filled from junior
board of executives.
 Committee assignment: Here the trainee executives become members of special
committees designed to solve specific problems. Committee assignments solve all
kinds of problems.
 Project assignment: Under this method, a trainee executive is assigned a special
project involving heavy responsibility. The trainee is supposed to study the project,
understand the problem issues, and prescribe appropriate solutions, and make a
recommendation on the viability of the project.

2.7 Check Your Progress/Self-Assessment Questions (Short
Answer Type)
 How is coaching method different from understudy method?
 What are the disadvantages of job-rotation method?
 Why is selected reading considered part of on-the-job training technique?
 What are the notable advantages of project assignment method?
 Differentiate between committee assignment and project assignment.
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2.9 Model Questions (long answer type)
 What is the need for management development programs?
 Explain the meaning and importance of On-the-job training technique for
management development.
 Differentiate between on-the-job and off-the-job training.
 What are the various on-the-job training methods? State the advantages.
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Unit-3
Management Development Techniques and Methods:
Off-The-Job Training
Structure:
3.1 Learning objectives
3.2 Introduction
3.3 Off-the-job management development technique
3.3.1 Case study method
3.3.2 Incident method
3.3.3 Role playing
3.3.4 In basket method
3.3.5 Management or business games
3.3.6 Sensitivity method
3.3.7 Simulation method
3.3.8 Conference method
3.3.9 Special projects
3.3.10 Programmed learning
3.4 Summary/Let’s sum-up
3.5 Key terms
3.6 Check your progress/Self-Assessment Questions (short answer type)
3.7 References/Further reading
3.8 Model Questions (long answer type)

3.1 Learning Objectives
This unit aims at providing basic understanding about the meaning, purpose, and
relevance of Off-the-job training techniques for management development. After
reading this unit, the reader will be able to define each of these terms and distinguish
between them:


The importance of management development programs.



The meaning of off-the job management development technique.



Various off-the-job training methods.

3.2 Introduction
As we discussed in the earlier chapters (Units 1 and 2), management development is a
systematic process of training and growth, which is designed to induce behavioural
change in select employees of an organization by cultivating their mental abilities and
inherent qualities through the acquisition, understanding, and use of new knowledge,
insights, and skills, as they are needed for effective management. Management
development is a long-term educational, future-oriented process. It includes the process
by which managers and management acquire not only skills and competency in their
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present jobs but also capabilities for future managerial tasks of increasing difficulty and
scope. Management development is a key component of an organization's effort to
prepare its employee to handle new challenges successfully. Management development
helps managers understand new cultures and customs that have become an integral part
of the global market. Therefore, depending on the context and purpose of the training
need and goals, there are several techniques which can be used for management
development.
Definitions of management development


According to Dessler and Varkkey, “management development is any
attempt to improve managerial performance by imparting knowledge,
changing attitude, or increasing skills.”



According to Jucius, “management development is the program by
which executive’s capacities to achieve desired objectives are
increased.”



Gomez-Mejia, Balkin and Cardy defined development as ‘an effort to
provide employees with the abilities the organization will need in the
future’.

Thus, the process of management development is important as it enables
managers to develop their management skills. It improves their morale and
motivation and equips them to shoulder more responsibilities easily at the
time of their promotion.

3.3 Off-The-Job Management Development Technique
Unit 2 reviewed many on-the-job training methods, namely, coaching, mentoring, job
rotation, understudy, multiple management, selected reading, committee assignments,
and project assignment. But since on-the-job techniques have their own limitations,
these off-the-job methods are considered important to fill those gaps. This unit will
focus on the other set of management development techniques, off-the-job training. As
the name implies, in off-the-job training methods, the development process is not
carried at the job location but somewhere outside the job environment. It includes case
study, incident method, role playing, in basket method, management or business games,
sensitivity method, simulation method, conference method, special project, and
programmed learning, etc.

3.3.1 Case Study Method
Case method is an excellent medium for developing analytical skill. Case study was
started by Harvard Business School. This method is increasingly being used by many
other prestigious and not so prestigious management institutes in India.
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What is a case? A case is “a written description of an actual situation in business which
provokes in the reader the need to decide which is going on, what the situation really is
or what the problems are and what can and should be done.”
A case is an objective description of a “real life” business situation in which executives
are required to take action and are responsible for results. In this method, an actual
business situation is described, in writing, in a comprehensive manner.
The trainees are asked to appraise and analyze the problem situation and suggest
solutions. The actual decision taken in the subject case is known only to the training
facilitator and is disclosed only at the end of the session when it is compared with the
various solutions offered by group of trainees.
Case study can provide stimulating discussions among participants as well as excellent
opportunities for individuals to defend their analytical and judgmental abilities. It is an
effective method for improving decision-making abilities within the constraints of
limited information. The situation is generally described in a comprehensive manner
and the trainee has to distinguish the significant fact from the insignificant, analyze the
facts, identify the different alternatives solutions, select and suggest the best. This whole
exercise improves the participant’s decision-making skills by sharpening their analytical
and judging abilities
This method represents a dynamic and powerful approach to learning. Sometime the
case discussion takes place in a small syndicate before they are called upon to discuss
before the whole class.
Cases may use in following ways:
1. They can be used after the exposition of formal theory under which the
trainees apply their knowledge of theory to specific situations.
2. The trainees may be assigned to cases for written analysis and oral class
discussion without any prior explanation of pertinent concepts and theory.
The case study places heavy demands upon the trainees. It requires that
they should have a good deal of maturity and background in the subject
matter concerned.
Case studies are extensively used in teaching law, personnel management,
human relations, marketing management and business policy in various
educational institutions. Students learn that there is no single answer to a
particular problem. The answer of each trainee may differ. Case discussions
will help them to appreciate each other’s thinking. That is why, case studies
are frequently used in supervisory and executive training in business.
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The case study method accomplishes two important objectives any
management development program.
7. It distributes knowledge and facts.
8. It improves participants’ skills in problem analysis.

3.3.2 Incident Method
Incident method for management development was developed by Paul and Faith Pigors.
This method combines intellectual ability practical judgment, and social awareness of
the executives. The group members are required to present questions to the discussion
leader. The procedure is to ask general questions like what, when, where and how of the
situation in which an incident developed and who was present at that time.
Finally, the members come to realize why of the ‘event.’ After having subjected through
this method the executives would be in a position to increase their power to think
critically, incisively and reasonably about specific facts and also about abstractions.
Remember, 5Ws and H.
The trainee’s intellectual capacity to modify his/her conclusions also would go up. By
the end of this, the trainees would be in a position to appreciate the force of other
members’ feeling and willing to adjust or implement a decision with useful
modifications.
Under incident method, each employee in the training group is asked to study
the incidents and to make short-term decisions in the role of a person who has to
cope with the incidents, based on group interaction and decisions relating to
incidents, based on the group interaction and decisions taken from each
member.

3.3.3 Role Playing
Role-playing is the concept of creating a more realistic situation, usually one of human
problems and conflicts, and then acting out the various parts. In this system, trainees are
assigned roles that they will play on stage. The role assuming closely approximate a real
situation and affords the participants. Roles are assigned to scenarios such as hiring,
firing, interviewing, grievance management, worker discipline, client, or customer
presentations, and so on. Roles are often played spontaneously and unrehearsed.
Role playing is used in helping trainees to diagnose human relations problems, to
develop insight through in-depth analysis of problems relating to human interaction and
to acquire skills in interpersonal communication with particular emphasis on empathy
and listening.
Odisha State Open University

33

Bachelor of Business Administration (BBA)

Role-playing experience soon points out the gap between ‘thinking’ and ‘doing’. It
involves action, doing and practice. You learn by doing. You can appreciate the views
of others. Knowledge of results is immediate. Knowledge secured by textbooks, lectures
and discussions can be put into practice immediately.
It is not a drama or mere acting but is a useful method to project life between learning in
the classroom and working on the job and creating live business situation in the classroom. Basic mental sets are stated for all participants, but no dialogue is supplied. Two
or more trainees are given parts to play before the rest of the class. We have no lines to
memorize and no rehearsals.
They play their parts spontaneously before the group. The role players and the class do
analyze and criticize the behaviour of the players. Hence, we get immediately the
knowledge of results. The role-playing method offers the advantages of the case method
and, in addition, provides training in understanding the attitudes and feelings of other
persons.
It is particularly effective in developing empathy the understanding of the other person’s
feelings and attitudes. It increases the sensitivity of the participant to the feelings of
others through feedback.
Examples of Role Playing:
1
2
3
4

A salesman presenting a sales talk, on a product to a- purchasing agent.
A superior discussing a grievance with an employee.
A boss conducting a post-appraisal review with a subordinate.
An interviewer conducting an employment interview.

Four types of learning can take place through role play.
1. Learning by practice of deserted skill.
2. Learning through imitation of desirable behavior.
3. Learning through observations and feedback about their effectiveness
and weakness.
4. Learning through analysis and conceptualization.
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Advantages of role playing.
1. It requires the person to carry out a thought or decision s/he may have
reached.
2. It permits the practice of carrying out an action and makes it clear that
good human relations require skill.
3. Attitudinal changes are effectively accomplished by placing persons
in specified roles. It becomes clear in role-play that a person’s
behaviour is not only a function of his personality but also of the
situation in which s/he finds himself.
4. It makes person aware of the feeling of others.
5. It helps in developing a fuller appreciation of the important part
played by feelings.
6. Each person gets an opportunity to discover his own personal faults.
7. It permits training in the control of feelings and emotions.

3.3.4 In Basket Method
In basket on in tray technique involves simulation of a series of decisions a trainee
might have to make in real life. In this method, the trainees are presented with pack of
papers and files in a tray containing administrative problems and is asked to take
decisions within specified time limit. Each individual studies the file and makes his or
her own recommendations on the situation.
If the trainee requires further information, then it is supplied by the members of the
team. Later, the decisions taken by several trainees are recorded and compared with one
another. Learning occurs as trainees reflect and evaluate the decisions taken on
priorities, customer’s complaint, superior’s demand, etc. The final remarks are put down
in the form of a final report.
Merits of in basket Method:
Decisions are rapid, feedback is objective, and further decisions are based
on the feedback of earlier decisions.
.
The consequences of many alternatives in a situation can be evaluated over
a specified period of time.
3. The participants pay for the consequences of their decisions.
4. Because of emotional involvement without any strain, the participants play
for hours with sustained interest.
.
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Merits of in basket Method:
5.Decisions are rapid, feedback is objective, and further decisions are based on
the feedback of earlier decisions.
6.The consequences of many alternatives in a situation can be evaluated over a
specified period of time.
7.The participants pay for the consequences of their decisions.
8.Because of emotional involvement without any strain, the participants play
for hours with sustained interest.

Demerits of in basket Method:
1. It sometimes discourages originality for teams must adopt themselves to
rigid situations.
2. The logical solutions suggested by the team to be abstracted from
compulsions against which it had to be tackled in the actual situation

3.3.5 Management or Business Games
Business games are classroom simulation exercises in which teams of individuals
compete against one another or against an environment to achieve a given objective.
These games are designed to be representative of real-life conditions. Under these, an
atmosphere is created in which the participants play a dynamic role and enrich their
skills through involvement and simulated experience.
Most business games are expressed in the form of a mathematical model controlled and
manipulated by an electric computer, while others can be played manually. In the
former case, quicker feedback is available- clerical work is avoided and time is
controlled. Some games are interacting types of games, while others are non-interacting
types.
The interacting types of games are like a game of tennis- the decisions of one team
influence or affect the performance of the other teams. In the non-interacting types of
games, each team is independent, and its performance entirely depends upon its own
competence; the decisions of one team do not affect others.
Usually, management games consist of several teams which represent competing
companies. Each team consists of 2 to 6 members. Teams take decisions regarding
production, prices, research expenditure, marketing, advertising, and attempt to
maximize hypothetical profits in this simulated environment.
The decisions of a team are fed into a computer which has been programmed according
to a particular model of the market. The game continues for 6 to 12 periods. At the end
of that period, the final results are worked out by each team and compared with those of
others.
Odisha State Open University

36

Bachelor of Business Administration (BBA)

Business games are intended to teach trainees how to take management decisions in an
integrated manner. The participants learn by analyzing problems and by making trialand-error decisions. Such games illustrate the existence of various group processes,
including communication, the resolution of conflicts, the emergence of leadership, and
the development of ties of friendship. Overall, the trainees react favourably to a wellrun game, and it is a good technique for developing problem-solving and leadership
skills.

The possible payoffs of management games.
1. It is a dynamic process - to play games and learn. Under this method, the
trainees learn the art of making decisions, developing problem-solving
skills, and understanding the importance of planning in management.
2. Trainees learn to analyze and select the relevant data from the available
mass of information and decide about the important aspects even with
incomplete information by filing up the gaps.

Merits and Demerits of the Business Games’ Method:
1. There is usually a deep sense of excitement and enjoyment in playing
the game. This helps to develop problem-solving skills; and helps focus
attention on the need for planning than on “putting out fires.”
2. As the companies elect their own officers and develop their own
organization structures, they can, therefore, be useful for developing
leadership skills and for fostering co-operation and teamwork.
3. It helps to analyze and select the significant and relevant data from a
mass of information; and helps ability to decide with incomplete data
and amid conditions of uncertainty.
4. It helps in changing attitudes. The participant becomes more tolerant.
5. A major problem with games is that they can be very expensive to
develop and implement particularly when the game itself is
computerized.
6. Management games usually force decision maker to choose his or her
alternatives from a “closed” list; in real life managers are more often
rewarded for creating new alternatives.
7. Though games may be accurate simulations, they are never realistic; for
no evidence is available which may indicate that those who are
successful in business games will also be successful in a real job.
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3.3.6 Sensitivity Method
Sensitivity training method was originally developed by Kurt Lewin and popularized by
the U.S. National Training Laboratories’ Leland Bradford. It is known by several names
such as ‘sensitivity training,’ ‘T-group training,’ ‘action training,’ ‘Group dynamics’,
‘Confrontation Groups’, etc.
According to Chris Argyris, “sensitivity training is a group experience designed to
provide maximum possible opportunity for the individuals to expose their behaviour,
give and receive feedback, experiment with new behaviour and develop awareness of
self and of others.”
Basic Outline of a Sensitivity Training Program:
The basic pattern of such a program is to organize trainees into small
unstructured group consisting of 10 to 15 persons in which interaction will
occur regularly throughout the training program. Usually there is no leader,
no planned agenda, and no stated goal. The trainees may be given case,
role-playing situations or other training assignments as a springboard for
group interaction.
The discussion focuses on “here and now,” that is, the participants, are
encouraged to openly discuss each participant’s attitudes, reactions, and
other behavioral patterns. The participants are also encouraged to be
introspective and at the same time to be more empathetic toward the feeling
of others.
The feedback process is all important. The trainees must feel secure enough
to inform each other truthfully on their personal feelings and reactions to
one another’s behavior. The emphasis is on a “face-to-face” interaction and
confrontation.

Sensitivity training involves the use of development techniques which attempt to
increase or improve human sensitivity and awareness. The goal of laboratory training is
broadly defined as “helping trainees to improve in quality and participation in human
affairs.” In other words, it tries to provide:
1. Managers with increased awareness of their own behaviour and of how others
perceive them.
2. Greater sensitivity to be behaviour of others, and increased understanding of group
process.
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3. A clarification and development of personal values and goals consonant with a
democratic and scientific approach to problem of social and personal decision and
action.
4. Development of concepts and theoretical insights that will serve as tools in linking
personal values, goals and intentions to actions that are consistent with these inner
factors and with the situation requirements.
5. Achievement of greater behavioural effectiveness in transactions with one’s
various environments.
The objectives of sensitivity training include developing an understanding of oneself
and sensitivity to others; an ability to listen to others and to communicate, and
understand group problems, and ability to contribute effectively and properly to the
work of the group. Foster understanding of the complexities of inter-group and intraorganizational problems.
The specific results sought include increased ability to empathize with others, improved
listening skills, greater openness, increased tolerance for individual differences, and
improved conflict resolution skills
Sensitivity training is a controversial development technique. The reason is the depth of
emotional involvement required of trainees. They really need to bare their souls in
training sessions and so training is personal in nature. Sensitivity training has, therefore,
been widely criticized.
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Merits and Demerits of the Sensitivity Method
1. Helps participants learn more about themselves, especially their own
weaknesses and emotions.
2. Develop insights into how they react to others and how others react to
them.
3. Discover how groups work and how to diagnose human relations
problems.
4. Find out how to behave more effectively in interpersonal relations and
how to manage people through means other than power.
5. Develop more “competent” and “authentic” relations in which feelings are
expressed openly.
6. Confront interpersonal problems directly, so that they may be solved, and
not try to avoid them; rather smooth them over or seek a compromise.
7. The trainers often create stress situations. At times, groups are “converted
into psychological nudist camps which end up mainly as self-flagellation
societies.” There is a danger that training of this sort may do a better job
of tearing apart people than of bringing them together.
8. Whatever changes occur the trainees tend to fade out when they return to
an unsympathetic environment in which company policy and their boss’s
attitude may inhibit the exercise of their newly learned skills.

3.3.7 Simulation Method
Simulation is a special training technique conducted one a duplicate environment which
is a mock-up of a real-life environment. Under the simulation method a single hour may
be equated for a month, or a quarter of a month in real life. Like this, several events may
be experienced in a relatively short span of time.
The advantages to simulation are the opportunities to attempt to “create an
environment” similar to real situations the managers incur, without high costs involved
should the action prove undesirable. Simulation is a useful technique of executive
development because the decisions taken are reversible (if wrong decisions are taken)
and less costly to the enterprise. The disadvantages are that it is difficult to duplicate the
pressures and realities of actual decision-making on the jobs, and individuals often act
differently in real-life situations than they do in acting out a simulated exercise. It is also
difficult to duplicate the reality (specially the pressures and problems) of actual jobs
event.
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General Procedures Adopted in Simulation Method:
1 Essential characteristics of a real-life organization or activity are
abstracted and presented as a case not to be studied and analyzed a in the
usual case study method but to be experienced by the trainee as a realistic,
life-like circumstance.
2 Trainees are asked to assume various roles in the circumstance and to
solve the problem facing them. They are asked to be themselves, not to
act.
3 A simulation often involves a telescopic or compressing of time events; a
single hour may be equated with a month or a quarter of a year in real life,
and many events are experienced in a brief period of time.
4 Trainees are required to make decision that have a real effect in the
simulation and about which they receive rapid feedback.
5 The simulation is followed by a critique of what went on during the
exercise.

3.3.8 Conferences
The conference method is another commonly used method of executive development.
Topics such as human relations, safety education, customer relations, sales training, are
often discussed, debated, spoken about at conferences specially organized and designed
for the purpose.
A conference is a meeting of people to discuss a subject of common interest. The
conference is structured around a small group meeting wherein a leader helps the group
identify and define a problem, guides the discussion along desired lines and summarizes
the views that represent the consensus of the group in dealing with the problem.
The participants exchange notes, opinions, ideas on the subject in a systematic, planned
way. A conference may be divided into small groups for focused discussions.
Participants are expected to share their opinions and thoughts freely.
To Ensure Success through Conference Method
1 Participants are expected to come prepared for the conference.
2 The conference leader should conduct the sessions according to a plan,
giving enough room for healthy interchange of different viewpoints.
3 The discussion should proceed along desired lines.
4 The size of the group should not be too large.

3.3.9 Special Projects
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Under this method, a trainee executive is assigned a special project involving heavy
responsibility. The trainee is supposed to study the project, understand the problem
issues, and prescribe appropriate solutions, and make a recommendation on the viability
of the project.
3.3.10 Programmed learning
A form of individual study, the programmed learning is more suited to meeting the
behavioural objectives and when non-motor skill or knowledge is to be learned by a
large number of trainees. The trainer monitors trainees’ independent progress through
the programmer. This method is governed by the principle of positive reinforcement
developed by psychologist B. F. Skinner and allows the trainee to learn through a series
of small steps in phases and at his or her own pace.

3.4 Summary/Let’s Sum-Up
Managers are some of the most significant people - they offer new goods, services, or
enhancements because they have a complete understanding of your company. One can
establish a team of innovation managers with the proper training and confidence, and
they will eventually lead the way in business improvement and product development.
It is critical to maintaining a competitive advantage over the competitors. Ensure that
the managers have the necessary abilities to set your company apart from the
competition.
Organizations can successfully develop its managers with a brief intervention to
immediately improve an individual or a company-wide training program.
Employees want to believe that they are making progress in their chosen professional
path and that their skill set is growing. It is therefore important to ensure that the
organization invests in the professional growth of its employees
Management or executive development is an organized and: planned process and
program of training and growth by which individual manager or executive at each level
of management hierarchy gains and applies knowledge, skills, insights and attitudes to
manage workers and the work organizations effectively.
Of course, it is beyond the shadow of doubt that the company can only create the
favourable climate for the development of managers. Ultimately, in any program of
management development, self-development will be the key-factor to determine the
success of the program of executive development.
In other words, the participants in this program must have the capacity to learn and
develop and they must be highly motivated to achieve the planned objectives. Executive
development is the guided self-discovery and self-development.
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Objectives of Management Development Programs.
1 To provide the organization with the required numbers of managers having
the ability to meet the present and future organizational needs
2 To inculcate a sense of self-dependency and achievement among managers
3 To encourage the managers to keep themselves up to date, and grow to meet
the challenges, cope up with the changes, and handle complex situations and
greater problems
4 To discharge their responsibilities with improved performance
5 To sustain good performance and gain distinctive competence.

3.5 Key Terms
 Case study method: Cases are prepared based on actual business that happened in
various organizations. The trainees are presented cases for discussing and deciding
upon the case. Then the trainees are asked to identify the apparent and hidden
problems for which they must suggest the solution. Trainees are given an
opportunity to apply prior knowledge of principle already taught develop solution of
realistic problems.
 Incident method: In this method, the general trend is to question and find out about
the what, when, where and how of the situation in which an incident developed, and
who was present there at the time. Clues are also tracked down if they offer reliable
insight into the why of behaviour. After the collection of data, it is necessary to
isolate the most important items for decision-making.
 Role playing: In this method, trainees act out a given corporate role as they would in
a stage play. In this role players are simply informed of a situation and of the
respective roles that they have to play. This method is useful in providing himself
and thereby to develop a sense of confidence with their people skills.
 In basket method: Trainees are provided with a basket, tray, or box filled with
papers and files relating to their functional area. Each trainee is expected to review
these documents and make recommendations regarding the problem or scenario
within a specified amount of time. The trainees’ recommendations are compared,
and conclusions are drawn –finally, these recommendations are documented.
 Management or business games: Business games involve teams of trainees. The
teams discuss and analyze the problem and arrive at decisions.
 Sensitivity method: Groups of trainees meet in isolation without any formal agenda.
There is great focus on inter-personal behaviour. And the trainer provides honest but
supportive feedback to members on how they interacted with one another.
 Simulation method: simulation method is a process of duplication of organizational
situations for creating a virtual learning environment. It is a mock-up of a real thing.
This method has long been used for developing technical and interpersonal skills.
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 Conference method: A conference is a group meeting conducted according to an
organized plan. The members seek to develop knowledge and understanding by
obtaining a considerable amount of oral participation. It is an effective training of
both conference members and conference leader. As a member, a participant can
learn from others by comparing his or her opinions with those of the others.

3.6 Check your progress/Self-Assessment Questions (short
answer type)
 How is case study method different from conference method?
 What are the disadvantages of management or business games?
 Why is simulation considered part of off-the-job training technique?
 What are the notable advantages of in basket method?
 Differentiate between in basket method and special projects.
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3.8 Model Questions (long answer type)


Why are management development programs important?



Explain the meaning and importance of Off-the-job training technique for
management development.



Differentiate between on-the-job and off-the-job training.



What are the various off-the-job training methods? State the advantages.
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Unit-4
Evaluating Management Development
Structure:
1.1 Learning objectives
1.2 Introduction
1.3 Major concerns in management development
4.3.1 Organizational power and politics
4.3.2 Ethics of management development
4.3.3 Future of management development
4.4

Evaluating training programs
4.4.1 Training evaluation levels
4.4.1.1 Pre-Training Evaluation
4.4.1.2 Intermediate Training Evaluation
4.4.1.3 Post-Training Evaluation
4.4.2 Purpose and principle

4.5 Summary/Let’s sum-up
4.6 Key terms
4.7 Check your progress/Self-Assessment Questions (short answer type)
4.8 References/Further reading
4.9 Model Questions (long answer type)

4.1 Learning Objectives
This unit aims at providing basic understanding about the meaning, purpose, and
relevance of evaluation of management development training. After reading this unit,
the reader will be able to define each of these terms and distinguish between them:


Major concerns in management development.



The importance of training evaluation.



The purpose and principles of training.

4.2 Introduction
Any business organization must develop the potential of all those who are in
management positions or who are fresh from management positions or who are fresh
from management institutions and have the potential for development. Management or
executive development is a continuous process of learning and growth designed to bring
about several behavioural changes among the individuals who underwent training.
Management development program implies that there will be a change in the
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knowledge, behaviour, and actions of the individuals undergoing the development
program.
It is expected that an individual will be able to perform current assignments effectively
and also increase selves’ potential for future assignments through the acquisition,
understanding and use of new knowledge, insights and skills. The learning process
involves the implication that there will be changed behaviour on the part of the
individuals given adequate education and training.
Management or executive development is an organized and planned program
of training and growth by which individual manager or executive at each level of
manage-ment hierarchy gains and applies knowledge, skills, insights and
attitudes to work more effectively and manage other workers.
The process of management development
The process of management development should consider the following order of steps:
1. Determining of organization’s objectives
The process of management development must begin by looking at the
organization’s objectives. The objectives will provide us the direction we must go
and give a framework to determine the managerial needs.
2. Appraising current management resources
Based on the information gathered from human resource planning, the management
development planning team can prepare an executive inventory. The executive
inventory can provide the resource personnel with background and qualifications of
current managers.
3. Ascertaining development activities
The third step in a sound management development is to ascertain the development
activities and education needed by the current managerial talents to fulfill their
future managerial needs. Proper analyses can shed light on the potential
obsolescence of some old executives, the inexperience or shortage of managers in
certain functions, and skill deficiencies relative to the future needs.
4. Determining individual development needs
The next step is to identify individual development needs: skill development,
changing attitudes, and knowledge acquisition. Generally, most of management
development effort focuses on the changing of attitudes and the acquisition of
knowledge in specific areas.
The assessment center can prove to be an effective tool to determine what specific
development attempts our managers need. The assessment centers can also be used
to assess current and potential managers to find out what development activities
might be necessary to improve their job performance.
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Individuals in need of the specific management development training are then
suggested appropriate management development techniques and methods based on
manager’s inventory and individual-specific needs.
5. Evaluation of the training efforts
The final step in the process is to evaluate the management development training
efforts. Once managers have engaged in development activities and methods, it is
necessary to assess changes in behaviour and managerial performance.
Previous chapters (Units 1 to 3) have reviewed the first four steps in detail. This chapter
will focus on the final step of any management development program and training
method, training evaluation.

4.3 Major Concerns in Management Development
Before moving ahead with evaluation of training efforts and success of the program let
us discuss few matters of concern that affect the overall outcome of any management
development program.

4.3.1 Organizational Power and Politics
Managers are employed by organizations to ‘get things done through people’ or to
‘make things happen’. However, getting things done and making things happen within
an organization is rarely a simple or straightforward task. They are confronted by
political factors. They have to contend with obstacles such as:


Competition for scarce resources



Conflicting viewpoints and priorities



Confrontation with coalitions (or syndicates) with vested interests



Collaborating with over ambitious and self-interested individuals

To cope, and more importantly, survive in an organization, there is a growing view that
managers have to become politically competent. To achieve political competence,
managers must first understand power in organizations - the ability to make things
happen. They must be aware of how power manifests itself, its sources and how it is
used.
There is now a realization that managers require some measure of political competence
and awareness. A politically competent manager can contribute to organizational
effectiveness and growth by using power constructively. Equally, a politically
incompetent manager will generally hold back organization’s performance as well as
their own.

4.3.2 Ethics of Management Development
Like power and politics, the ethical conduct of management, and the ethical frameworks
used by ethics developers, has received little attention beyond academic journals and
books. More recently, ethical conduct has become an important consideration,
Odisha State Open University

47

Bachelor of Business Administration (BBA)

especially for human resource management, because of its influence on managerial
behaviour. For example, there is increasing publicity in the media about organizations
who are being accused of abusing employee rights and exploitation. Managerial work is
so complex, ambiguous and at times confusing, that it is not always possible to legislate
or create an all embracing wholistic framework of moral competences. Managers and
developers should ‘catch and confront’ each other’s behaviour and conduct as it occurs
and discuss its authenticity.

4.3.3 Future of Management Development
Management development is increasing publicity responsible for introducing
development techniques and methods will have to anticipate the way management as a
profession will progress and the skills and knowledge that will be required in the future.
The following are trends, which seem likely to develop in future:
 Organizations will continue to decentralize and seek greater flexibility from their
workforce.
 Managerial control will change as a better educated workforce, the growth of
professionals in the workforce and new technology will lead employees to demand
greater autonomy over their jobs and working lives.
 There is an increasing awareness that people represent a real source of competitive
advantage. The competitive gap is narrowing as technology becomes cheaper and
more widely available, barriers to competition are removed and markets are
‘globalized’.
 The growth of Information Technology (IT) has led to information being more
available and more accurate than ever before. Instead of ‘tiered ranks’ of middle
managers manually collecting, sifting and analyzing information for decisionmaking and control purpose, technology has enabled strategic decision makers at
senior manager level to obtain an immediate and detailed view on how their
organization is performing.
 Managers will be expected to adapt and respond to environmental and
organizational changes.
 Managers of the future will possess skills and attributes that are markedly different
from those that have gone before. The emphasis will shift more to managing people
and developing flexibility, adaptability and coping skills in the face of complexity
and relentless and unremitting change.
 The notion of established career paths and career ladders would have to change.

4.4 Evaluating Training Programs
Training evaluation can be defined as any attempt to obtain information (feedback) on
the effects of training program and to assess the value of training in the light of that
information for improving further training. Evaluation of training can be viewed as a
method of measuring change in knowledge, skills, attitudes, job performance, costs and
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the quality of the training facilities. A major reason to evaluate training programs is to
determine whether the training programs are accomplishing their specific training
objectives.
The process of training evaluation has been defined by A. C. Hamblin as “any attempt
to obtain information on the effects of training performance and to assess the value of
training in the light of that information”.
A training program that does not change employees’ knowledge, skills or attitudes in
the desired direction should be modified or replaced. A second reason for training
evaluation is to assure that any change in the trainees’ capabilities is due to the training
program and not to other conditions. In order to determine that a training program is
responsible for changes in trainees, it is necessary to compare the trainees’ performance
before and after the program with a control group.
Evaluation of a training program becomes necessary to find out how far the training
program has been able to achieve its aims and objectives. Such an evaluation provides
useful information about the effectiveness of training and the design of future training
program.
Such an evaluation also guides the management to update or modify its future training
programs. It also enables the management to collect useful data about the success or
otherwise of the training program and on the basis of such data, the management can
judge relevance of training and its integration with other functions of personnel
management.
Training effectiveness refers to the degree to which trainees are able to learn and apply
the knowledge and skills which they have acquired in the training program. The
effectiveness of training depends upon such factors as the attitudes, interests, ability,
willingness, values and expectations of the trainees and the training environment.
The training program will be more effective if the trainees are eager to learn, if they are
involved in their jobs and if they have career strategies. Further, contents of training
program, teaching methods, trainers’ ability to teach well and their ability to motivate
also determine the effectiveness of training.

4.4.1 Training Evaluation Levels
Training process must involve criteria for evaluating the impact of training on
employees. Generally, four different criteria are used to evaluate training program
namely reaction of trainees, knowledge acquired, behaviour modification and other job
performance parameters like reduced accidents, increased productivity, lowered
absenteeism leaping sales etc.
4.4.1.1 Pre-Training Evaluation
In this stage, an evaluation is made in the beginning of the training program in order to
understand the expectations of the trainees from the training programs and the extent to
which they have understood the objectives. This step enables the training process to
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modify the training curricula in such a way that the objectives of the training program
are aligned to those of the trainees.
4.4.1.2 Intermediate Training Evaluation
Training and development process wants to ensure that training is progressing as
expected. Mid-course corrections can be made in the event of deviation from the
envisaged objectives. For example, if trainees perceive that a training program is aimed
at building communication skill is more theory-oriented, rather than practice-oriented,
the feedback may be useful to modify the instruction method. Thus, it serves as a
verifying tool.
4.4.1.3 Post-Training Evaluation
Kirkpatrick Taxonomy is one of the most widely used methods for evaluating the
effectiveness of corporate training programs. Developed and designed by Don
Kirkpatrick, the framework offers a comprehensive 4-level strategy to evaluate the
effectiveness of any training course or program.
The criteria used for assessing the impact of training program include Reaction,
Learning, Behavior and Results - RLBR.
a. Reactions: This measures the degree of satisfaction of trainees with the training
program, namely subject matter and content of training program, the environment,
methods of training etc. The outcome of evaluation of reaction may be useful in
further strengthening the areas the participants find it more useful and in modifying
the areas they find it not useful. Negative reactions may dampen the spirit of
participation in future training programs. However, positive reactions may not
provide complete information about the effectiveness of the program.
b. Learning: It measures the degree to which trainees have acquired new knowledge,
skill or competencies. The trainer must measure the knowledge and skill level of
trainees in the beginning of the program. It is supposed to be the baseline or
standard. Again, the level of knowledge and skills obtained at the end of training is
measured and compared against the standard. Thus, pre and post training
comparison helps to assess the improvement level.
c. Behavior: Similarly, a comparison of pre and post training behaviour may reveal the
impact of training on behaviour modification. Yet, unfortunately, much of what is
learnt during training cannot be used on the job owing to lack of resources or
conducive environment. In such a case, one cannot say that the training is
ineffective. It follows that when training environment is similar to actual work
environment, such a climate facilitates transfer and application of learning.
d. Results: Generally, it is difficult to precisely measure the impact of training on
business performance which depends on several other factors like economic climate,
marketing, size of investment, etc. However, certain measures like productivity,
sales volume, and profit, etc., may be compared before and after the training
episode. Any improvement may be partially attributed to the training imparted.
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Besides, return on investment, cost benefit analysis and benchmarking are other
methods to assess the value of training.
Very similar to the Kirkpatrick model in approach, the Phillip’s ROI model has an
extra step, which is to evaluate the program’s return-on-investment (ROI) by measuring
the difference between training cost and training results.
Step by step procedure to calculate ROI as per this method.
1. Collect the pre-training data: The first step here is to collect pre-program data as a
baseline measure that allows you to compare metrics before and after training.
2. Collect the post-training data: The next step is to collect post-training data through
varied sources such as participants, organizational performance records, team/peer
group, participants’ supervisors, and other internal/external groups.
3. Isolate the effects of a training program: At this stage, determine whether results
discovered are actually due to the training program. Identify all the key factors that
might have contributed to the performance improvement
4. Convert the data to monetary gains: Once you’ve isolated the effect of the
program, you need to convert the data to monetary values and compare it to the
overall program costs
5. Calculate the return: Use the formula below to calculate the return.
ROI (%) = Net program benefits / Program costs X 100
In case the training results exceed the cost, it is an indication of a positive training ROI.
Whereas if the cost of training is more than the results, enterprises need to change their
approach.

4.4.2 Purpose and Principles
Certain purposes guide and influence the need for evaluation. The purposes behind
training evaluation are wide. Training evaluation will have at least one purpose as its
primary focus. If the training cannot fulfil to achieve the planned business need, then the
evaluators are required to identify the root cause and take remedial measures for future.
Purpose of training evaluation
1. To justify the role of training, considering budget availability and cutback
situations
2. To improve the quality of training for employee development, training delivery,
trainer deployment, duration, methodology, etc.
3. To assess the effectiveness of the overall program, quality, and competency of the
trainer
4. To justify the course through cost-benefit analysis and return-on-investment
approach
The evaluation data, once collected, takes many forms, and is highly valuable. It can
also be used to do the following.
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5. Provide feedback on whether the training or development activity is effective in
achieving its aims
6. Indicate the extent to which trainees apply what they have learned back in the
workplace (transfer of training), an issue which many organizations find they
have problems with
7. Provide information on how to increase the effectiveness of current or later
development activities
8. Demonstrate the overall value and worth of development activities.
The purpose of evaluation further extends to gauging the effectiveness, effects of
training on shaping attitudes, improving performance, reducing rejections, lowering
machine downtime, enhancing job quality, enhancing the market share, penetrating new
markets, increasing sales, improving quality of work life, promoting interpersonal
communication, etc.
The preceding factors speak about the complexity of any effort to evaluate training.
These factors further emphasize the importance of being clear about the purpose and the
process of evaluation.
In fact, effective evaluation must be carefully planned while designing the training.
Obviously then, the evaluation plan should precede training and not follow it.
Meticulously planned and well-conducted evaluation provides useful information to the
institute, the trainer, participants, and sponsoring organizations.
The output of training evaluation will serve:
1. To illustrate the real worth of a training
2. To pinpoint where improvement is required in forthcoming training programs
3. To assess effectiveness of the overall course, trainer, and the training methods
4. To carry out cost-benefit analysis to justify the amount spent; to prove that the
benefits outweigh the cost
5. To formulate a basis for making rational decisions about future training plans
6. To justify the role of training for budget purposes and in cutback situations of
budget crunch.
Principles of Training Evaluation
1. Evaluation specialist must be clear of the training program and also about the
goals and purposes of evaluation.
2. Evaluation should be continuous.
3. Evaluation must be specific.
4. Evaluation must provide the means and focus for trainers to be able to appraise
themselves, their practices, and their products.
5. Evaluation must be based on objective methods and standards.
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6. Realistic target dates must be set for each phase of the evaluation process.
Benefits of Training Evaluation
Evaluation acts as a check to ensure that the training is able to fill the
competency gaps within the organization in a cost-effective way. This is
specially very important in wake of the fact the organizations are trying to
cut costs and increase globally. Some of the benefits of the training
evaluation are as under:
 Evaluation ensures accountability: Training evaluation ensures that
training programs comply with the competency gaps and that the
deliverables are not compromised upon.
 Check the Cost: Evaluation ensures that the training programs are
effective in improving the work quality, employee behaviour, attitude,
and development of new skills within the trainee within a certain
budget. Since globally companies are trying to cut their costs without
compromising upon the quality, evaluation just aims at achieving the
same with training.
 Feedback to the Trainer: Evaluation also acts as feedback to the trainer
or the facilitator and the entire training process. Since evaluation
accesses individuals at the level of their work, it gets easier to
understand the loopholes of the training and identify the changes
required in the training methodology.

4.5 Let’s Sum-Up
The process of management development program.
1. Diagnosis of Organization’s Needs: It is necessary to identify the organizations
needs in the line of the organization’s objectives for the development of its
managers.
2. Appraisal of Present Managers Abilities: To find out the gap between the actual
performance of job and the standard performance of job.
3. Set the Objectives of Development Program: Now the next step is to set the
objectives of a particular management development program.
4. Preparation of Manager Inventory: For the purpose of getting manager inventory,
the following information about each manager is necessary- Name, age,
qualification, work experience, tenure of service, place of posting, nature of job and
performance appraisal data, etc. This helps in the selection of manager for
development programs.
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5. Planning of Individual Development Program: On the basis of manager inventory,
it is easy to find out the strengths and weaknesses of each of the managers. This
helps in training framing and launching tailor made programs.
6. Establishment of Development Program: After this the responsibility of human
resources manager or Training and Development manager is to establish
development program for manager like leadership courses, decision making,
creative thinking, management games and sensitivity training etc.
7. Evaluation of Development Program: The last step is to evaluate the development
program in the line of the objectives of the program. The most common means of
evaluating development program are observation, ratings, training surveys and
training interviews.
Training evaluation
Evaluation involves the assessment of the effectiveness of the development programs.
This assessment is done by collecting data on whether the participants were satisfied
with the deliverables of the training program, whether they learned something from the
training and are able to apply those skills at their workplace. There are different tools
for assessment of a training program depending upon the kind of training conducted.
Since organizations spend a large amount of money, it is therefore important for them to
understand the usefulness of the same. For example, if a certain technical training was
conducted, the organization would be interested in knowing whether the new skills are
being put to use at the workplace or in other words whether the effectiveness of the
trainee is enhanced. Similarly in case of behavioural training, the same would be
evaluated on whether there is change in the behaviour, attitude and task ability of the
participants.
A range of methods can be employed to collect data which can be used to
effectively conduct evaluation of training program:
5. In-course and post-course interviews and questionnaires
6. Attitude surveys and psychological tests
7. Observation by trainers, managers, and others
8. Self-reports by managers
Training evaluation basically helps organizations with the discovery of training gaps
and opportunities in training their executives. The process of training evaluation boosts
employee morale, helps improve overall work quality, and is essential to overall training
effectiveness.
Each type of training evaluation methods discussed above has its own unique
advantages and disadvantages. Finding the right one for your organization primarily
depends on factors such as budget, time, and the availability of the resources.
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Methods of evaluating the effectiveness of a training program
1. Assessment of trainers’ comments and reactions to the training
program after the training is over.
2. Observation of trainees during the training program.
3. Comparing on-the-job performance of the trainees before and after
training.
4. Collection of opinions and judgements of trainers, superiors and peers.
5. Giving oral and written tests to trainees to find out how far they have
learnt through the training program.
6. Cost-benefit of the training program.
7. Measurements of levels in employees’ absenteeism, turnover,
productivity, wastage or scrap of materials, accidents, breakage of
machinery during pre-training period and post-training period.
8. Evaluation of trainees’ skill level before and after training.
9. Collection of opinions of the trainees’ subordinates regarding their job
performance and behavior.
10. Collection of information through evaluation forms duly filled up by
the trainees.
11. Knowing trainees’ expectations before training and collecting their
views regarding the attainment of the expectations after training.

4.6 Key Terms
 Organizational Power: Organizational effectiveness transforms to organizational
power, understood as the potential of an organization to maintain internal balance,
and impact the environment in a positive way. Organizational power emerges from
sound economic and ethical functioning. Resource constraint is major
consideration in determination of organizational efficiency. Ethical functioning is
imminent for organizational effectiveness.
 Training Evaluation: Evaluation of training effectiveness refers to the process of
obtaining information on the effects of a training program and assessing the value
of training in the light of the information obtained.

4.7 Check your progress/Self-Assessment Questions
 Describe organizational politics. How does it affect the development process?
 Explain ethics in management development.
 What is the importance of training evaluation?
 Compare and contrast Kirkpatrick taxonomy and Phillip’s ROI model.
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4.9 Model Questions
 Delineate the process of management development, step by step.
 Examine the issues and controversies involved in management development.
 Describe the purpose and principles of training evaluation.
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