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Theme

. Tg undergtand the conceptual framework of training and development
with a veiw to take it in right perspective.

e To understand how training and development needs can be assessed so
that efforts are put on developing relevant competencies.

« To identify the methods of training and development so that only relevant
methods are applied.

* To understand how training and development programmes are organised
so that these programmes are made effective.

* To understand the mechanism of evaluating training and development

effectiveness to assess whether training and development investment gives
commensurate retumn.
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“You cannot manage third generation strategies with second generation organisations and

first generation managers.” _ _
Sumantra Ghoshal, ex-professor, strategic leadership
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education is used in a broader SenS[;
dual socially, mentally, and PhYSiCaJIy:
training and development. Therefore
evelopment is important.

There are three terms which
training and development. The term
involving the development of an indivi
Often confusion arises in using the terms
understanding of the nature of training and d

and developing specific skKills for 3

particular purpose. For example, Flippo has defined training as “the act of
. . ] PR
rticular job.™ Thus, training

increasing the skills of an employee for doing a pa
is a process of learning a sequence of programmed behaviour. This behaviour,
being programmed. is relevant to a specific phenomenon. that is, a job.

In earlier practice, training programmes_focussed more on preparation
for improved performance in a particular job.\Most of the trainees used to be
from operative levels like mechanics, machine operators and other kinds of
skilled workers. When the problems of supervision increased, the steps were
taken to train supervisors for better supervision, however, the emphasis was
more on mechanical aspects. Gradually, the problems increased in other areas
like human relations besides the technical aspects of the job. Similar problems
were also experienced in management group too, that is, how managers cal
char"{ge their approach and attitude in order to face new challenges. This
lreqlllltred the tgtal change in utilising the concept of training beyond oI;eratin
;\:h;’dssufgfﬁ;fs:’g ;‘;;‘L?dlfﬁmgement groups. However, the utilisation of training

ot have the same objective, that i idi ining
PR — moi 3 d , that is, providing traini
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" rhe ferm tll'\"i'lﬁ-’l’”j“‘f-“ 71’(‘-1t_‘l‘.‘~'» broadly to the nature and direction of change
jnduced 11 (‘llll)l(.)\{( i t K..”lm-]y managerial personnel, through the Procegs
oflmiui!lh’ and educative process. National Industrial Conference B;)ard has
deﬁﬂﬁd development as follows : , ,

.Management development is all those activities and programmes wh i
and cont rolled. have substantial influence in changing the ca am; Wff::}r: r'e('.((;f.f,r.](;sfe:l
(o perform his assignment better and in doing so are likely rtopinfriz(:qe hci:sm C)]::n?'a]
or future assignments.” e potents

Thus, management development is not merely a training or a combination
of various training programmes, though some kind oftrainihg is necessary; it
is the overall development of the competency of managerial personnel in the
light of the present requirement as well as the future requirement. For example,

g.B. Budhiraja, former Managing Director of Indian Oil Corporation, has viewed
that :

“Any activity designed to improve the performance of existing managers and to

provide for a planned growth of managers to meet future organisational requirements
is management development.”™

He has further emphasised that development is highly individual. There
are many approaches to management development. Different approaches work
petter with different types of managers. Based on the above concepts, we may

derive that management development is based on following assumptions :

1. Management development is a continuous process as there is no time

limit for learning to occur. It is not one-shot programme but continues
throughout the career of a manager. Though there may be certain
one-shot training programmes, these are not the only elements for

management development; these are only one type of inputs in
management development.

2. Management development, or for that matter any kind of learning, is
based on the assumption that there, always, exists a gap between an
individual's performance and his potential for the performance. The
untapped potential can be translated into actual performance through
management development process. Thus, what is required in the

process is to inculcate complementary skills in the individual to utilise
his full potential.

3. Management development seldom takes place in completely peaceful
and relaxed atmosphere; development involves stresses and strains.
Often. development, itself, becomes a challenging job. It may be
accompanied by errors and failures. However, these errors and failures,
perhaps, provide more challenge to a motivated manager for further
development.

‘——_'_'_"—-———-—-

?Nationai Industrial Conference Board, The Management Record, New York: NICB, 1971.
"S.B. Budhiraja, “Superior -Subordinate Axis”. Industrial Times, August 29,1977. p. 8.
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Based on these descriptions. the difference between training and
e in term of four Ws: Who is learning? What is he

development can be mad
learning take place? When does learning take place

learning? Why does such
as shown in Table 14.1.
Table 14.1 : Training and Development : A Comparison

Learning dimernsion Training Development

= =
Who? Non-managerial personnel Managerial personnel
What? Technical and mechanical Conceptual ideas
Why" ) For specific job For a variety of jobs
When* Short-term Long-term

| Tra_irjin_g; and development may be seen in the context of a continuum in
which Uaml.ng.cgnrent proceeds in continuity rather than in discrete form
because an individual proceeds in his job hierarchy and what he has Jearned

4 < i -
Lawrence L. Steinmetz, "Age: Unrecognised Enigma of Executive Development‘.

sManagemenr of Personnel Quarterly, Vol. VI, 1969.
John P. Campbell. “Personnel Training and Development”. Annual Review of Psychology

1971.
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FIGURE 14,1

: Training and development continuum

Training-development continuum has manual training at the one end and
philosophy at the other end. The extreme left hand denotes the manual training
which is given to operatives for performing specific jobs. Much of this training
is job-oriented rather than career-oriented. As we go up in the hierarchy of the
organisation., we find more emphasis on other points of the continuum.
Managerial personnel have greater needs for conceptual and human relations
skills as compared to job-related skills. Therefore, their need for training does
not remain confined to the development of skills needed for specific jobs. They
require skills and competence for future managerial jobs besides their present
jobs. Thus, distinction between training and development is more on account
of contents rather than o account cof process involved.

)
’)(ROLE OF TRAINING AND DEVELOPMENT

No organisation has a choice of whether to train its employees or not. the only
choice is that of methods. The primary concern of an organisation is its viability,
and hence its efficiency. There is continuous environmental pressure for
efficiency, and if the organisation does not respond to this pressure, it may find
itself rapidly losing whatever share of market it has. Training impar-ts skill's
and knowledge to employees in order that they contribute to the organisation's
effiCiency and be able to cope up with the pressures of changing environme_nt.
The viability of an organisation depends to a considerable extent on the skills
of different employees, specially that of managerial cadre, to relate the
Organisation with its environment. o
Bass has identified three factors which necessitate continuous trfeum.ng in
4N organisation. These factors are technological advances. organisational
Complexity and human relations.® All these factors are related to each other.

T example, technological advances tend to increase the size of the organisation

Which ine . v, Similarl technological advances create human
reas ity. Similarly ; P
s the following roles in an organisation:

Problems also. Thus, training can play
P —
i : me
BM Bass and J.A. Vaughan, Training in Industry : The Manage
4Vistock Publications. 1989.

nt of Learning, London:
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1. Increase in Efficiency. Training plays active role in increasing efficiency
of employees in an organisation. Training increases skills for doing a jon j,
better way. Though an employee can learn many things while he is put op 4
job, he can do much better if he learns how to do the job. This becomes mgre
important specially in the context of changing technology because the g]q
method of working may not be relevant. In such a case, training is requireq
even to maintain minimum level of output. For example. working on automatic,
machine requires skills different than that required to handle manually-operateq
machines. Raw employees cannot handle such a machine. Similar changes are
taking place in managerial jobs also.
2. Increase in Morale of Employees. Training increases morale of employees,
Morale is a mental condition of an individual or group which determines the
willingness to cooperate. High morale is evidenced by employee enthusiasm,
voluntary conformation with regulations and willingness to cooperate with
others to achieve organisational objectives. Training increases employee morale
by relating their skills with their job requirements. Possession of skills necessary
to perform a job well often tends to meet such human needs as security and
ego satisfaction. Trained employees can see the jobs in more meaningful way
because they are able to relate their skills with jobs.
3. Better Human Relations. Training attempts to increase the quality of human
relations in an organisation. Growing complexity of organisations has led to
various human problems like alienation. inter-personal and inter-group
problems. Many of these problems can be overcome by suitable human relations
training. Many techniques have been developed through which people can be
trained and developed to tackle problems of social and psychological nature.
4. Reduced Supervision. Trained employees require less supervision. They
require more autonomy and freedom. Such autonomy and freedom can be
given il the employees are trained properly to handle their jobs without the
help of supervision. With reduced supervision, a manager can increase his
Span of man_ager‘nenl. This may result into lesser number of intermediate levels
in the organisation V\{hi(‘]:l can sa.ve much cost to the organisation.
rt':;f ggst;rﬂe;re'.:a:n&riis;l;:aotrx?:::alilga\?abillit? and Flexibili{:yr Traj-ned people are
to survival of the organisai-izonhdulei)nab\ lc?bilhty and ﬂex.lbtﬂ.lty' Viability re}atﬁ.:s
its effectiveness despite the loss olflgt ak i ays-and veuibility relates tosugtail
adjustment wi{h.thé e#istih 3 K(—'rqol ; lf‘yspelsom-]e] g makjng S
organisation has lrained.peoéfjlz ;w:honr'm s ad‘]umm?z?t % EesRie N
personnel. The organisatioﬁ which d(:ein O(t‘CLlpy s posIten e arulid by (e
Eper e < piey i .h-r =5 NOL prepare a second line of persomlel
_ Y rane e charge of key personnel, may not be quite successful
in the absence of such key personnel for whatever the reason. In fact, there i
: . In fact, therel

no greater organisational asset than trained and motivated personnel, because
these people can turn the other assets into productive whole .

Planning Training and Development Activities

Training and development comprises var

lous activities spread i stages
as shown in Figure 14.2 : P into four stag
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FIGURE 14.2 : Model for planning training and deveiopment activities.

According to model for planning training and development activities, an
organisation has to go through the following four stages :
1. Assessing training and development needs and defining training and
development objectives in the light of these—assessment stage.
2. Identifving training and development methods that may fulfil the above
needs and objectives—methodology stage.
3. Organising training and development programmes that incorporate
the above methods—organising stage.
4. Evaluating the effectiveness of training and development programmes
in the light of T& D objectives—evaluation stage.
In each of the above stages, various critical issues are involved which must
be addressed to effectively to make the training and development system
effective.

Assessing Training and Development Needs

Need for training and development arises to maintain the match between
employees’ capability and their job requirements in terms of knowledge, skKills,
and attitudes. Knowledge refers to the possession of information. facts and
technigues of a particular field. Skills refer to the proficiency required to use the
knowledge to do a work. Attitudes refer to the persistent tendency to feel and
behave in a favourable or unfavourable way towards some persons, objects and
ideas. The gap in match between employee characteristics and job requirements,
“ither existing presently or likely to exist in future. indicates need for training. In
the changing business environment, job requirements go on changing. Similarly,
“Mployees move upward in organisational hierarchy. This phonofnenon also
Ir:l:rlllia im.n mismatch between employees and job requirements. Therefore,
‘Ntification of training and development needs arises on continuous basis.
d(‘\'{\[]n the light of the above, the Kkey issues at assessing training and
opment needs are as follows :

1. Are all the gaps between employees and job requirements are to be
filled through training and development programmmes? It may be
mentioned that training and development is a costly affair, and it should
not be viewed as a cure-all for what ails the organisation.
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Should training and development needs
at all levels or should it be restricted to few groups of employees?
Should training and development needs assessment take only Preseng

requirements or future requirements too? ‘ "
what model of training and development needs assessment be appliegs

From where and how relevant informatien will be collec‘g;:d'?- .
Who will be responsible for collecting information, analysing it, anq

reporting its results?
MODEL FOR ASSESSING TRAIN ING AND DEVELOPMEN T NEEDS
del for identifying training ang

McGhee and Thayer have presented a -mo‘ o e
development needs which involves organisational analysis, task analysis and

man analysis.” . . :
Organisation Analysis. Organisation analysis is the first faetlorj for identifying
training needs. Itis a systematic effort to understand where 'trzunmg fr'ff?rt needs
to be emphasised in the organisation. It involves a detailed analysis of the
organisation structure, objectives, human resources, and future plans. An
indepth analysis of these factors would facilitate an understanding of deficiencies
that need to be rectified. However, since training cannot overcome all these

d in conjunction with training inputs.

deficiencies. other inputs can also be use : ]
The starting point in organisation analysis is the identification ef its lox?g—tenn
objectives and defining its operational objectives. These operational objectives
will give idea about the type of activities to be undertaken by the organisation.
: d consequently manpower planning

Based on these, organisation structure an
ve the idea about the type of people required.

e are any training inputs that can helpin
ample, organisation structure has

w N

2R

can be prepared which will gi
Thus. managers can anticipate if ther

achieving organisational objectives. For ex
to be realigned keeping in view the organisational objectives, growth and

diversification, or the possibility of need for greater decentralisation, or induction
of new employees and redefined jobs. All these will have implications on each
individual job-role in the organisation necessitating the training of employees.
Task Analysis. Task analysis entails a detailed examination of job, its various
operations and the conditions under which it has to be performed. As discussed
earlier, job analysis will provide job description and job specification. The
organisation will be able to know the kind of jobs that are to be performed and
the type of people that are required to perform these jobs. In task analysis.

following guidelines may be adopted :
1. List the duties and responsibilities of the task under consideration

using job description as a guide.,
2. Lisl the standards of job performance.
3. Compare actual performance against standards.

4. If. there is gap between the two, identify the parts of the job which are
giving troubles in effective job performance.

5. Define training needed to overcome those troubles.

7 William McGhee and Paul W. Tha ining i i :
: yer, Training in Busine york:
John Wiley, 1991 (ed.). " e

il
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an Anal ‘515' _;The foccius o'f man analysis is on the individual employee, his
3biliii6’5- his ski 115" an th.? IMputs required for job performance. or individual
gro“"m and deve }Opl.ni;_u.m terms of career planning. Man analysis helps to
ldeﬂ“f-‘-" whether the in 1.\’1F1L181 employee requires training and. if so. what kind
of training: Clues ke trzurn.ng needs can come from an analysis of individual's
ora group S typlc.?ﬂ behaviour. Major sources of information for man analysis
nay be: observation at the. workplace, interviews with his superior and peers.
EI:SOTlﬂJ records, PFOdUCjLIOH records, various tests, etc. These sources will
'rovide clue about the difference between the existing skills and attitudes of

employ€€ and that he should possess. Thus, the difference between these two
sets can be overcome through training.

Model given by McGhee and Thayer is internally focused and also based
on reactive approach. Therefore, assessment of training and development needs

of organisational personnel, particularly at managerial levels, is not very effective
in the fast-changing environment.

pARAMETERS TO TRAINING AND DEVELOPMENT

parameters to training and development needs assessment approach take into
sccount what is happening in the world and what skills are required by different
groups of employees to create and sustain competitive advantage. While skill
parameters can be prescribed more easily for lower-level employees who are
trained for specific jobs like operatives and supervisors, prescribing of skill
parameters for managerial personnel is more difficult as they need training
and development for developing their careers and not just for performing a
particular job. For example, operatives need training for handling equipment,
maintaining product/service quality. safety, etc.; supervisors need training to
develop skills for operational planning, communication, supervision, evaluation
and appraisal of operatives, and knowledge about technical aspects of the job,
organisational policies and procedures relevant to managing operatives, and
some legal provisions regarding managing operatives’ working at the workplace.
As against this. managerial skills should be developed in the context of overall
requirements of a manager.

Typical Characteristics of a Manager. A manager is quite mobile in the
organisation, both vertically and horizontally. In this context, Dill et al have
identified the following characteristics of a manager :

1. He moves rapidly from job to job. It takes 20 years on the average to
rise from the first level manager to president, during which time, there
are seven geographical moves. eleven promotional ones, and countless
numbers of special project assignments. More than before, successful
manager's career may include moving from one company to another.

2. He is flexible. realistic, and sensitive to the complexities of hi-s work
environment. Compared with less successful' manggers: he is both
challenged by, and comfortable in, situations filled with high risk and

ambiguity.
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3. He leamns his spurs by handling critical assignments, which are mo,
important than routine work well done. ¢

4. Very often. he has a sponsor, someone [rom the higher managemem
who is impressed by his abilities, finds him useful to have arouﬁd
and who looks after his interests. It helps if the sponsor is himse]j«
moving up rapidly.

5. He engages in ‘anticipatory socialisation’; at each stage, he Copies the
values of those who are a step above him.

6. He is not necessarily an ‘organisation comformist’. High-level Managers
tend to be more ‘inner-directed’ and less ‘outer-directed’ and Jegq
concerned with pleasing others than are those at lower levels.8

From the above discussion, it appears that skill requirements of a manager

are much more varied and wide as compared to supervisors and operatives

Further. all managers do nnt rcquire the same set of skills but their skj]

requirements go on changing with their upward movement in organisationg|
hierarchy. For example. Katz has grouped various managerial sKills into three
broad categories with varying amount of these skills required for a manager
depending on his level in the organisation.® These skills are technical, human,
and conceptual and their relevance depends on the level of management as
shown in Figure 14.3.

Techrucal \
Human \

Conceplual \

Top Middle Lower

Managenal skills

Managerial levels
FIGURE 14.3 : Skill requirement at different managerial levels

Technical Skills. Technical skills are concerned with what is done. These
pertain to knowledge and proficiency in activities involving methods,
procedures. and processes. These involve working with specific tools and
techniques. Such skills are learned by accountants, engineers and time and
motion study men and are developed by the actual practice on the job.

Human Skills. Human skills, also referred to as human relations skills. involve
to work effectively with others on a person-to-person basis and to build up

® William R. Dill, Thomas L. Hilton, and Walter R. Reitman, “The New Manager”, iD
George Strauss and Leonard Sayles. Personnel : The Human Problems of Management.
New Jersey : Prentice-Hall, 1986, p. 492.

? Robert L. Katz. "Skills of an Effective Administrator”. Harvard Business Review. January”
February, 1955, pp. 33-42. Also “Retrospective Commentary”, Harvard Business Reviet:
September-October, 1974, pp. 101-102.
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Looperative group 1'(_313“‘“13 to accomplish organisational objectives. Such skills
e required to motivate and lead people in the organisation in such a way that

qot only personal satisfaction is achieved but organisational objectives are also
J(‘]'lif'VEd .

conceptual Skills. Conceptual skills, or general management skills, are
concerned with why a thing is done. These skills refer to the ability to see the
whole picture, to recognise significant elements in a situation, and to understand

‘he relationship among these elements. Such skills are necessary to deal with
abstractions, to set models, and to formulate plans.

Thus. technical skills deal with things. human skills deal with people,
and conceptual skills deal with ideas. Since people in the organisation perform
different kinds of job, they require different kinds of skill mix. Generally, as one
coes higher up in the organisation, one needs to develop conceptual skills more
as shown in Figure 14.2.1° Thus. in managemicui development process, efforts
should be directed to develop relevant skills in the managerial personnel not
only for their present roles but future expected roles. From this point of view,

development needs of top-level management and middle-level management
differ.

Skill Requirements for Top Management

In the academic world, much attention has been focused on the skills and their
development in top management because this level is the major driving force in
an organisation. Osmond has identified eight specific skills required for a top-
level manager. These are skills relating to balancing, integrating, setting
priorities. setting and developing standards, conceptualising, leading. matching
oneself with one's job, and delegating.!' In a recent survey of 90 global chief
executives, conducted by Anderson Consulting, a US-based consultancy firm,
shows that the chief executives require 14 skills. Accordingly. a chief executive
thinks globally, anticipates opportunities, creates a shared vision. develops and
empowers people, appreciates cultural diversity. builds teamwork and
partnerships. embraces changes. shows technological savvy, encourages
constructive challenge. ensures customer satisfaction, achieves a competitive
advantage, demonstrates personal mastery, shares leadership. and lives the
values. ' n Indian context, one such study of 125 chief executives!® has identified
various relevant personal skills as analytical skills, creativity, sense of high
achievement, risk-taking aptitudes, business aptitudes, leadership; job-related
skills such as corporate perspective, knowledge of external environment, outside

—_—

‘“ Ibid,

‘"' N. Osmond, “Top Management: Tasks. Roles and Skills”, in Barnard Taylor and Keith
Macmillan (eds.). Top Management, London : Longman, 1973, p. 84.

? Quoted in The Economic Times, June 11, 1999, p. 2 (Supplement).

. Rajendra K. Sah, Top Managerial Effectiveness, Surat : South Gujarat University, 1990
(Unpublished Ph. D. Dissertation).
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contacts, planning processes and accuracy in work. A. Dasgupta has visualigeq
that top management development should focus on the following : 14 i
1. To improve thought processes and analytical ability in order to Uncovey
and examine problems and make decisions in the best interests of the
country: g
2. To broaden the outlook of the executive in regard to his role, pq:',,_g_,,_it;ﬁ'-t-ﬂjL
and responsibilities in the organisation and outside: Ys
3. To think through problems which may confront the organi
and in [uture;
4. To understand economic, technical, and institutional forces in order tc
solve business problems: and
5. To acquire knowledge about the problems of human relations.

Skill Requirements for Middle Management <
In middle management group, there may be managers at different lev
between the top management and supervisors. Usually, they are conc
a particular functional area of the organisation. There is a tendency
upward movement of this group of managers. Therefore, they require
skills which must be relevant for their entire career. While at the low
middle management, more of job-related skills and human skills a
the higher end of middle management, more creative and integra
required. Dasgupta has categorised middle management into two |
skill development is concerned : middle line management and mic
executives and specialists. -
Middle Line Management. The objective of m

ment is two-fold : to develop them intellectually
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|, To increase knowledge of business functions and operations in
specialised fields of marketing. production, finance, personnel, etc.;
To increase proficiency in management techniques. €.g.. work study,
inventory control. operations research, quality control, etc.
To stimulate creative thinking in order to improve methods and
procedures:
4. To understand the functions performed in the company:
5. To understand human relations problems: and
6. To develop the ability to analyse problems in one's areas of functions.

From the normative prescription of skill parameters for different levels of
managers. an organisation can assess whether these skills are relevant for its
managers and whether these managers possess those skills. The gap betweer
desired skills and skills actually possessed by the managers has to be fulfilled by
training and development programmes.

For collecting information to assess training and development needs,
following methods are used :

Performance and potential appraisal.

Tests for training and development.

Morale survey.

Suggestion systems.

Specifically designed questionnaires.

Interview and personal discussion.

Group discussion.

Recommendations of immediate and other superiors.
. Requests from likely trainees.

Generally, the HR department coordinates the activities related to collection
of information. its analysis, and making recommendations about the
competencies to be developed.

Exhibit 14.1 shows the competencies that are developed by Hindustan
Lever Limited in its managerial personnel.

2

3.

© NG E®N =

EXHIBIT 14.1: Management development inputs at Hindustan Lever Limited

;lil?dustan Lever Limited has highly structured management development system which aims at the
OWing =

1. Helping employees satisfy their personal goals through higher level of skills and
competencies.
2. Facilitating higher contribution at their present jobs and preparing them for the next level of
responsibility.
n ord3- Developing individuals and teams to meet the total needs of the organisation.
Comngo gch:eve the _above. Hindustan Leyer has adopted the strategy of developing ‘differential
1 nc:e:; as practised by its parent Unilever. These differential competencies are as follows :
. Clarity of purpose—understands totality of a situation and sees clearly what needs to be
done and how to achieve it.

% ;ractical creativity—creates business insight which can be turned into new and realistic
ans.
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3. Objective analytical power—develops accurate, objective assessments of what nm
be done, even in complex and difficult situations. Mo
External orientation—has a deep understanding of developments in the exlarna.tw
specially in society, consumers and technology and developments elsewhere in Unﬂ%'
understands and assesses the needs of the customers inside as well as outside Umn..,‘,,‘
5. Entrepreneurial drive—is constantly energised to improve business results in bomg,"
short term and long term; takes initiatives often involving calculated risks and ha’lﬁi
capacity and resilience to ensure achievement.
6. Leadership of teams—inspires teams to support business direction, developgtm
capability and respects cultural differences. -
7. Leadership of individuals—inspires subordinates, sets high standards of perforrn%
holds subordinates accountable for achieving them, builds skills and cap::\l:;iu;;{‘i:-"-E
subordinates. g
8. Adaptive influential skills—successfully influences without hierarchical powaﬁ&ﬁ
maintains positive relationships with colleagues. Y
9. Self-confident integrity—stands to convictions and values and takes difficult ion
10. Team commitment—works cooperatively as a member of a team and is commmqqim
overall team objectives rather than own interests. p

3 4 ~ = » J' 1
11. Learning from experience—actively learns from own failures and successes and those g
others.

STATING TRAINING AND DEVELOPMENT OBJECTIVES

Before organising training and development programmes, it is desirable tg

the objectives of training and development. These objectives must be deri
assessment of training and development needs. In stating traini
development objectives, there are some problems because tra
development objectives cannot be stated always in quantitative
example, objective of changing behaviour through training and d
difficult to quantify. In such a case, either objectives may be stated
form for immediate use or these can be stated in the form of behaviour
shown by the trainess at workplace after receiving the training. I

1. Toimpart new entrants the basic knowle
performance of definite tasks. S
2. To assist employees to function
exposing them to the latest conc
the skills they will need in the
3. To build a second line of compet
responsible positions. wled ol
4. To broaden the minds o 1

narrowness of the outlook that m
5. To impart customer education for
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5 rraining and Development Methods

Training and ‘l"\'“]“‘m”ml‘. methods are me
in a h‘-“'lHH,LL_&»llu-.mml- _"\lh'l' it!vnl“yink’. L
;n organisation can go for searching tr
;-.msl_\' these needs.
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ans of attaining the desired objectives
¢ needs of training and development,
Today tedt ”“"“}Hilllt‘i development methods that will
_ &Y. raining and development programimes offer
something lor everyone—from pre-employment preparation for the first job to
yre-retirement courses for those who are dige for retirement soon 'I‘l-lé--;f- t'ralnlriﬂ,
and development methods can be grouped on the following two i)zxsc;;; |

1. Training and development methods can be grouped on the basis of level

01‘1"“!'5”11”*‘1 Inan organisation because three categories of personnel—
Olu‘r.ni\'c& supervisors,

S Managers—have different training and development
needs and. therefore. different training and development methods are suitable for
them.

2. Training and development methods ¢
emphasis which they put on the trainin
training and developme
on a particular

an be grouped on the basis of the
g and development process. Thus,
nt methods may be on-the- job oriented like experience
job. job rotation. vestibule school, apprenticeship, etc.;
simulation methods like role playing, case study, management game, and in-
basket exercise: experiential rnethods like sensitivity training and transactional
analysis: knowledge-based like lectures, seminars. workshops, programmed
instructions. etc. :

Each of these training and development methods predominantly targets on
developing a particular skill set though other skills may also develop to some
extent in this process. Table 14.2 presents information about skills and

knowledge required by personnel, training and development methods relevant
for these, and target trainees.

Table 14.2 : Training and development methods for various skills

Skills T & D methods Target trainees

Technical skills Job instruction training Operative
Vestibule training Operative
Apprenticeship Operative

Behavioural skills  Sensitivity training Supervisory, managerial
Transactional analysis Supervisory, managerial
Role playing Supervisory, manageriz

Decision-making  Case study Manage y

skills In-basket exercise al &
Management game et
Brainstorming e g
SyRRiEEE :T!."-;;

Multi-skills Job rotation ;

Coaching/understudy
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On-the-job Training and Development. On-thﬁjﬂjcfb tfam_lzgaﬂd devel
ment is the moslt common in organisations of m.i)' t§ [26‘1?’f ISthhjs oY
categories of [..wr.-s'onnel. It involves ‘learning by C}Olng .“be TI;)in "‘
trainee learns while he 1S actually engaged in doing a job- 1S engagem
ay be job rotation. For operatives who are.
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be on a specific job or there m b g -
in r(mlir}e and repetitive job. on-the-job training 1= e ;z;)::l ﬁl\fhe
Initially, an operative requires the help of a tralnerﬂio g o
proceed in the job performance. Gradually, h? 1‘?@5 3 : .
L i  is canicept iz applied A9 managerial persor.
gets perfection ovel these. This € ] b rotation. EXp
the initial level. Subsequently. they may be put on Jo g f(;l e
valuable asset il used wisely. It contributes to better wsfly o 01n§;hg
because the person may weed out the undesirable pracﬂca.es over the
time and may retain only the desirable practices. HOWBV-CI",.t.hlS_ prOCeSS -
may take lot of time on the part of the person to make distinction betwes
desirable and what is undesirable. If he has knowledge of the relevant “
doing a job. he can do so I much lesser time- -] A
__/Off-the job Training and Development. Off-the-job training and g
is a kind of supplement to on-the-job training and development.
environment where things change at a fast pace. new ways of doingt
required which cannot be generated by on-the-job training and de
Therefore. personnel are required to learn something away from their ¥
Generally, as an individual moves upward in organisational hierarc
learning is required through off-the-job training and developmen
there is a need for combining on-the-job and off-the-job
development. %
Table 14.3 shows various on-the-job and off-the-jo
development methods. - ‘
Table 14.3 : On-the-job and off-the-job
development methods
On-the-job methods X
_4Job instruction training
xApprenticeship .
~Coaching/understudy an
Mentoring '
Job rotation i
participation in deliberation =

Discussion of the above traiﬂing
presented below. = .
Job Instruction Training
Job instruction training (JIT). also knov
involves listing of all necessary s
& Jtial arrangement of all st
vhy to be done. JIT i1




o '5-&-‘?‘.

‘1S Job inlormation to the trainees by emph s
oriance. general Geseription of the job andduu!espuﬂmgw

g oning the ':::::::a\‘:- at workplace and e expl ihem |
steps nvolved in job performance - alnh}gr them
\lowing the t rainees 'O Iry out work performance on the bml ﬁfﬁle'
=leps mvolved and correcting the errors committed by them:

™ T3y

Lraging the trainees to “ask questions about thejobpu:l‘

' sausing them with further explanation.

- - = ““"'_""‘-"-.'.; -

companies adopt programmed instruction method of JIT in which
-aming materials are co'npﬁed in the bocklet form which thetralneesham:
] and we rK accordingly. Sometimes. these instructions are comy

snd the met '--“~‘-_ s Known as computer-assisted instruction [C&llg 'rm

nethods are useful for educated operatives. VLA
L

;rprt‘nuceslnp +L ek

y
J
/]
'
']
1
'!
J

+ the oldest and the most commonly used method speclallywnen
the r t of a relatively long period of training. The areas in

prenticeship training is offered are numerous ranglng from tm;_pb
raughtsman. machinist, printer. tool-maker, fician

apprenticeship training. a major part of the u-ammg tuné is

P

productive job. Each trainee is given a programme ofa&-‘ngnmmts
:: pre- -".:‘*.f‘“:::::eé schedule which provides trannngin the concermed

India. Apprentices Act. 1961 (amended in 1973) makes it obl;
part of all emplovers in the specified industries to place app
3 - a3

designated trades in terms of standard laid down. The apbren ic
basic on-the-job training with related instruction embracing the entire
training. During this period, each trainee is paid certain amomud‘
stipulated in the Act. The basic advantage of apprenticeship trair

organisation can build a pool of technically trained personnel with
loyalty to it.

ule Training o

The concept of vestibule is related to a cavity serving as entras
specially a part of railway carriage connecting and gvlng; :
the context of training, it is mwagh as mxigle
vestibule school/training centre is that people AN € d
working in the situations similar to what theywill fane afﬁgr :
actual job. Many organisations establish train
skilled work particularly in production departn
of two parts. First, there is lecture method whlch
meant for this purpose. The lecture focuses or
principles involved in the job performance. )
based on the theoretical aspects in a wo ! 1
in production department. Vestibule training offers 1
. 1. As the training is provided in a different place

of trainees’ attention.
2. Trainces feel more freeﬁam far
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3. Since the training is away from the actual production process, it is not

affected by the training process.

However, this method of training can be adopted only when there are large
number of trainees because it requires additional investment for creating traimng
facilities. This method is suitable for those employees who are 1'frqu1red certajp
specific technical skills before they are engaged in actual operations.

.~ Coaching/Understudy

Coaching is a learning through on-the-job experience. A manager carl learn whep,
he is put on a specific job. He can develop skills for d'omg. the: jobin a bettfar Wway
over the period of time. However, he can learn better if hg is given some guidance
either in the form of coaching or understudy. Coaching involves Q1rect pers:o'nal
instructions and guidance usually with demonstration qnd continuous criticg]
evaluation and correction. In understudy method, the trainee works nc_rrrnally as
assistant under the direction and supervision of a person. Normally, this method
is applied by industrialists to develop their famil.y .members or sponso::ed
candidates to develop them for occupying key positions in the organisation
concerned.

The coaching method offers certain advantages. It provides an opportunity
to a trainee to develop himself even if formal managerpent dt_avelopment
programmes are not undertaken in an organisation. It provides quick feedback
to the trainee as well as to the trainer where the trainee lacks and what measures
can be taken to overcome various shortcomings. However, coaching system has
certain drawbacks. One of the main drawbacks is that trainer’s styles of
working, which may not necessarily be suitable, percolate in the trainee.
Therefore, if this method is relied on heavily, there is a chance for the development
of organisational traditionalism which works as resistant to change. Further, the
trainer may be preoccupied with his work and he may not be able to give

sufficient time to the trainee concerned.
However, coaching can be an effective management tool if followed properly.
To be effective, coaching demands that the superior renders assistance when the
trainee needs it. The superior should have the ability to communicate and
stimulate the trainee and have patience to develop the trainee. Decenzo and
Robbins observe that “coaching will work well if the coach provides a good model
with whom the trainee can identify; if both can be open with each other; if the
coach accepts his responsibility fully and if he provides the trainee with
recognition of his improvement and suitable rewards."!5 A recent survey (1999)
by Cedar International, a UK-based personnel consultancy firm, shows that out |
of 80 per cent of 70 managing directors/personnel managers from blue-chip
companies included in the survey shows that coaching is right for their business. |
However, 84 per cent of them feel that they lack skills for providing meaningfu
coaching.'® The report. further, emphasises that coaching in the form of team is
more effective as compared to individual coaching. People get confidence and
move to areas they would not have thought of going to before, =~

'®David A. Decenzo and Stephen P. Robbins, Personnel/Human Resource Management.
New Delhi : Prentice-Hall of India, 1989, p. 269, - _
I6Cedar International, "Coaching Teams in Business”, partly reproduced in The Times o/

India, June 28. 2000, p. I (Supplement).
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Mentoﬁng

’ Jtoring is a technique for human resource development which has entered
el

11 pusiness field quite recently but it has been in practice in ancient wor
the

1d. For
ample, 1N ancient Greek, Oddysseus entrusted his friend named Mentor with
ex ’

responsibility of his son Telemachu's education and development in his
n;jesence. The relationship between Telemachu and Mentor came to be known as
?nentofing' since then. this term has been used to denote development of human

peings. THis concept has also been followed in India. For example. Chanakya
served as mentor to Chandragupta.

The literal meaning of mentoring is to provide wise counselling. As a method
ofhuman resource development, in mentoring, a senior manager acts asa friend,
philosopher and guide to a new recruit and provides him the support that the
latter needs. The important support that is needed by a new recruit is in the
iorms of emotional support, teaching, coaching, counselling and guiding. The
mentor provides such support to develop the overall personality of his mentee.
While organisational training takes care of knowledge base and skill set,
mentoring complements this by taking care of other aspects of development of
the mentee. Many companies use mentoring to develop their employees from
initial stage, some prominent ones being Smithkline Beecham Consumer

Healthcare, Cadbury, Hewlett-Packard, McKinsey & Co.. and so on. In
mentoring, hurdles of the following types may emerge:

1. Lack of time on the part of the mentor.

2. Lack of role clarity of both mentor and mentee in terms of expectations from
each other.

3. Lack of information about mentee in terms of his career goals and
aspiration.
4.

Lack of proper attitudes both on the part of mentor and mentee.
5.

Lack of relevant skills on the part of mentor to develop a mentee.

_ Mentoring as a tool of development of human resources can be made effective
if the following conditions exist:

1. Top management support the mentoring process.
2. Mentors take genuine interest in their mentees.
3. Individual ideas are respected.

4. Employees are made to sharpen their skills.

Exhibit 14.2 presents the mentoring process adopted by Smithkline

€echam Consumer Healthcare Limited.
-hh_._-___

EXH
. IBIT 14.3 : Mentoring at Smithkline Beecham Consumer Healthcare

he ¢
¢ OMpany has adopted the mentoring as a tool for human resource development. The process

onsi .
h Sts of seven steps which are as follows:

' g"i day workshop for profiling mentees and deciding on the match for effective behaviour
5 Qdeliing and allotment of mentors.

n:\;e day tqductlon at the head office and first mentor-mentee meeting for familiarising
Ntees with corporate functions and smoother initiation.
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. : tees within the fir :
meeting with men . : st Mon.
eit:]tyand forging closer ties with mentees, iy

gets for extending the CO”%ptﬁ‘

3. Role-clarity workshop for mentors and we
for avoidance of mentor-manager role confl A
4. Fortnightly mentor-mentee meetings and assigning
the peer level.
5. Nee%-based meetings supplemented by phone calls
informal learning.
6. Review of the process by mentors and menlee; f
7. Final presentation by the mentees on mentoring

and e-mail for reinforcing formag ang

or revising the process to generatefeedbaek“
for crystalising the feedback for CO"'G_cihzé.

e ulind loping the new recryit k)
, ; in deve ites,
; : amme is quite successful | ites,
The company's mentoring progr haci
T ytae
\/Job Rotation ¥

Job rotation, or channel method of development, involves ]movement; 92 @
manager from one job to another job, from one plal.l to another p an}?n a ple nneq
basis. Such movement may be for a period ranging from 6 mont s‘ to 2
before a person is established in a particular job or department. In thls Case,
movement is not meant for transfer but is meant for Ieammg:._
interdependence of various jobs so that the trainee can look at-hisjo'b_ in br
perspective. Job rotation may be restricted to different jobs falling within a
functional area like sales to marketing research, or to sales promotion;
extend beyond the functional area like movement from marketing to pr
or vice-versa. Normally, job rotation is useful when it is underta
interdependent jobs or functions. -
Job rotation: as a means for management development offers certain
contributions. It allows the managers to appreciate the intricacies inva
different jobs and how their own jobs are affected by such intricacies. T
they can develop more cooperative ap o
organisation. Further, mana
of a generalist rather than
mentioned that a generali

the more narrow horizon of a specialis
1t St uses system frame of reference in
decision as compared to elemental frame of reference used b
specialist. Job rotation develops this system frame of referem

rtain drawbacks which mu en

€s, project assignments, e; . The
oses. they contribute to th




















































































