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 “Training is costly but not to give training is costlier.”
7.1: Concept of Training

Human Resource Management is concerned with the planning, acquisition, training & developing human beings for getting the desired objectives & goals set by the organization. The employees have to be transformed according to the organizations' & global needs. This is done through an organized activity called Training. 

Training is a process of learning a sequence of programmed behavior. It is the application of knowledge & gives people an awareness of rules & procedures to guide their behavior. It helps in bringing about positive change in the knowledge, skills & attitudes of employees. 

Thus, training is a process that tries to improve skills or add to the existing level of knowledge so that the employee is better equipped to do his present job or to mould him to be fit for a higher job involving higher responsibilities. It bridges the gap between what the employee has & what the job demands. 
According to Jucious, “training is any process by which the aptitudes, skills and abilities of employees to perform specific jobs are increased”.1
7.2: Objectives of Training

Human resources are the lifeblood of any organization. Only through trained & efficient employees, an organization can achieve its objectives.


i) To impart to the new entrants the basic knowledge & skills they need for an intelligent performance of definite tasks;

ii)  To prepare employees for more responsible positions;

iii)  To bring about change in attitudes of employees in all directions;

iv) To reduce supervision time, reduce wastage & produce quality products;
v) To reduce defects & minimize accident rate;

vi) To absorb new skills & technology;

vii) Helpful for the growth & improvement of employee's skills & knowledge.

7.3: Importance of Training
A well planned training programme can provide the following advantages:

1. Michael J. Jucious: Principles of Personnel Management, p.250.

a) Optimum Utilization of HR:
Training and Development helps in optimizing the utilization of human resource that further helps the employee to achieve the organizational goals as well as their individual goals.

 b) Development of HR:

Training and Development helps to provide an opportunity and broad structure for the development of human resources’ technical and behavioral skills in an organization. It also helps the employees in attaining personal growth.
c) Development of Skills:
Training and Development helps in increasing the job knowledge and skills of employees at each level. It helps to expand the horizons of human intellect and an overall personality of the employees. 

d) Higher Productivity:

Training and Development helps in increasing the productivity of the employees that helps the organization further to achieve its long-term goal.

e) Team Spirit: 

Training and Development helps in inculcating the sense of team work, team spirit, and inter-team collaborations. It helps in inculcating the zeal to learn within the employees.

f) Organization Culture:

Training and Development helps to develop and improve the organizational health culture and effectiveness. It helps in creating the learning culture within the organization. 

g) Organization Climate:

Training and Development helps building the positive perception and feeling about the organization. The employees get these feelings from leaders, subordinates, and peers. In fact, “ no organization can chose whether or not to train employees…..the only choice left to management is whether training shall be haphazard, casual and possibly misdirected or whether it shall be made a carefully planned part of an integrated programme of personnel administration”.2
h) Quality:

Training and Development helps in improving upon the quality of work and work-life. 

i) Healthy Work Environment: 

Training and Development helps in creating the healthy working environment. It helps to build good employee, relationship so that individual goals aligns with organizational goal.

2. Paul Pigors and Charles A. Myers: Personnel administration, p. 377

j) Health & Safety:
Training and Development helps in improving the health and safety of the organization thus preventing obsolescence.

k) Morale:
Training and Development helps in improving the morale of the work force.

l) Profitability:

Training and Development leads to improved profitability and more positive attitudes towards profit orientation.

m) Cost Reduction: 

Trained employees make more economical use of materials and machinery. Plant capacity can be put to the optimum use.

n) Reduced Supervision: 
Well trained employees need less guidance and control. Therefore, supervisory burden is reduced and the span of supervision can be enlarged.
o) Less Learning Period:
A systematic training programme helps to reduce the time and cost involved in learning. They need not waste their time and efforts in learning.
7.4: Methods of Training
Training plays a significant role in human resource development. The most widely used methods of training used by organizations are classified into two categories: on the job training & off the job training. 
On the Job Training:
On the job training methods are those which are given to the employees within the everyday working of a concern. It is a simple and cost-effective training method. The inproficient as well as semi- proficient employees can be well trained by using such training method. The employees are trained in actual working scenario. The motto of such training is “learning by doing.” Instances of such on-job training methods are job-rotation, coaching, temporary promotions, etc. 
1. Coaching:

Coaching is learning by doing. In this, the superior guides his sub-ordinates & gives him/her job     instructions. The superior points out the mistakes & gives suggestions for improvement.
2. Job Rotation:

In this method, the trainees move from one job to another, so that he/she should be able to perform all types of jobs. E.g. In banking industry, employees are trained for both back-end & front-end jobs. In case of emergency, (absenteeism or resignation), any employee would be able to perform any type of job.
3. Special Projects:

Under this method, a trainee is assigned a project that is closely related to the objectives of his department. The trainee will study the problem and make recommendations upon it.

4. Committee Assignments: 
Under this method, an adhoc committee is constituted and is assigned a subject to discuss and make recommendations. The committee will make a study of the problem and present its suggestions to the departmental head.

Off the Job Training:

Off the job training methods are those in which training is provided away from the actual working condition. It is generally used in case of new employees. Instances of off the job training methods are workshops, seminars, conferences, etc. Such method is costly and is effective if and only if large number of employees have to be trained within a short time period. Off the job training is also called as vestibule training, i.e., the employees are trained in a separate area (may be a hall, entrance, reception area, etc. known as a vestibule) where the actual working conditions are duplicated. These are stated below:
1. Role Playing:
It is just like acting out a given role as in a stage play. In this method of training, the trainees are required to enact defined roles on the basis of oral or written description of a particular situation. Role playing is a useful method of developing interpersonal or human relations skills. It helps to bring out desired changes in attitudes and behaviour. Role playing creates an environment similar to real work situation. This is also known as simulation. Two other methods based on simulation are inbasket and management games.
2. Inbasket Exercise:
In this method, the trainee is given a basket or tray of papers related to his functional area. Trainee is expected to give his recommendations after studying all papers. The recommendations of different trainees are compared and conclusions are arrived at.
3. Management Games:
Management games are designed to be representative of real life situations. These are classroom exercise in which teams of individuals compete against one another in order to achieve a given objective. In these exercises, the participants play a dynamic role and enrich their skills through involvement and simulated exercise.
4. Sensitivity Training:
This method is also called T-Group training. The purpose of this method is to develop interpersonal competence, increase self awareness and sharpen teamwork skills. 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”.
5. Lectures or Conferences:
This approach is well adapted to convey specific information, rules, procedures or methods. This method is useful, where the information is to be shared among a large number of trainees. The cost per trainee is low in this method.   
6. Case Study Method:
It presents an in depth description of a particular problem an employee might encounter on the job. The employee attempts to find and analyze the problem, evaluate alternative courses of action & decide what course of action would be most satisfactory.

7.5: Identifying Training Needs
In order to identify training needs, the gap between the existing and required levels of knowledge, skills, performance and aptitudes should be specified. Training needs can be identified through the following types of analysis.
1. Organizational Analysis:
It involves a study of the entire organization in terms of its objectives, its resources and the utilization of these resources in order to achieve stated objectives and its interaction pattern with environment. The important elements that are closely examined in this connection are:

a) Analysis of Objectives: 
This is a study of short term and long term objectives and the strategies followed at various levels to meet these objectives.
b) Resource Utilization Analysis:

How the various organizational resources are put to use is the main focus of this study. The contributions of various departments are also examined by establishing efficiency indices for each unit. This is done to find out comparative labour cost, whether a unit is under manned or over manned.
c) Environmental Scanning:
Here the economic, political, socio-cultural and technological environment of the organization is examined.
d) Organizational Climate Analysis:
The climate of an organization speaks about the attitudes of members towards work, company policies, supervisors, etc. Absenteeism, turnover ratios generally reflect the prevailing employee attitudes.
2. Task Analysis:
This is a detailed examination of a job, its components, its various operations and conditions under which it has to be performed. The focus is given on the roles played by an individual and the training needed to perform such roles. The objective is to find out how the various tasks be performed and what kind of skills, knowledge and attitudes are needed to the job needs. Questionnaire, interviews, reports, tests and observation method are generally used to collect job related information from time to time.
3. Manpower Analysis:
Here the focus is on the individual in a given job. There are three issues to be resolved through manpower analysis. First, we try to find whether performances are satisfactory and training is required. Second, whether the employee is capable of being trained and the specific areas in which training is required. Finally, we need to state whether poor performances on the job need to be replaced by those who can do the job. Other options to training such as modifications in the job or processes should also be looked into. Personal observation, performance reviews, supervisory reports, diagnostic tests help in collecting the required information and select particular training options that try to improve the performance of individual workers.3
7.6: Measuring the Effectiveness of Training
Organizations are under pressure to justify various expenses. The training budget is, often, not exempted from this purview. There are a number of questions raised on the value derived from training programmes—both directly and indirectly. Business heads and training managers are under pressure to prove the effectiveness of training.
One of the most popular methodologies for measuring training effectiveness was developed by A.C. Hamblin.4 This model articulates a four-step process.
Level 1: Reactions: 
At this level, we measure the participants’ reaction to the programme. This is measured through the use of feedback forms (also termed as “happy-sheets”). It throws light on the level of learner satisfaction. The analysis at this level serves as inputs to the facilitator and training administrator. It enables them to make decisions on continuing the programme, making changes to the content, methodology, etc.
Level 2: Participant learning:
We measure changes pertaining to knowledge, skill and attitude. These are changes that can be attributed to the training. Facilitators utilize pre-test and post-test measures to check on the learning that has occurred. However, it is important to note that learning at this level does not necessarily translate into application on the job.
Measuring the effectiveness of training at this level is important as it gives an indication about the quantum of change vis-à-vis the learning objectives that were set. It provides critical inputs to fine-tuning the design of the programme. It also serves the important aspect of being a lead indicator for transfer of learning on to the job context.

3. W. McGhee & P.W. Thayer: Training in Business & Industry, John Wiley, London, 1961.

4. A.C. Hamblin: Evaluation & Control of Training, Mc Grew Hill, 1974.

Level 3: Transfer of learning:
At this level, we measure the application of the learning in the work context, which is not an easy task. It is not easy to define standards that can be utilized to measure application of learning and there is always this question that preys on the minds of various people: ‘Can all changes be attributed to the training?’
Inputs at this level can come from participants and their supervisors. It makes sense to obtain feedback from the participants on the application of learning on the job. This can be done a few weeks after the programme so that it gives the participants sufficient time to implement what they have learnt. Their inputs can indicate the cause of success or failure; sometimes it is possible that learning was good at level-2, but implementation did not happen due to system-related reasons. It can help the organization deal with the constraints posed by systems and processes so that they do not come in the way of applying learning.
Level 4: Results: 
This measures effectiveness of the programme in terms of business objectives. At this level we look at aspects such as increase in productivity, decrease in defects, cycle time reduction, etc. 
Many organizations would like to measure effectiveness of training at this level; the fact remains that it is not very easy to do this, as it is improbable that we can show direct linkage. However, it is worthwhile making the attempt even if the linkage at this level is indirect.
7.7: Design of Training
The design of the training program cab be undertaken only when a clear training objective has been produced. The training objective clears what goal has to be achieved by the end of training program i.e. what the trainees are expected to be able to do at the end of their training. The steps in a training program are given below:

i) The Trainer: Before starting a training program, a trainer analyzes his technical, interpersonal, judgmental skills in order to deliver quality content to trainers.


ii) The Trainees: A good training design requires close scrutiny of the trainees and their profiles. Age, experience, needs and expectations of the trainees are some of the important factors that affect training design.
iii) Training Climate:  A good training climate comprises of ambience, tone, feelings, positive perception for training program, etc. Therefore, when the climate is favorable nothing goes wrong but when the climate is unfavourable, almost everything goes wrong. 
iv) Trainees’ Learning Style: The learning style, age, experience, educational background of trainees must be kept in mind in order to get the right pitch to the design of the program.


v) Training Strategies: Once the training objective has been identified, the trainer translates it into specific training areas and modules. The trainer prepares the priority list of about what must be included, what could be included.
vi) Training Topics: After formulating a strategy, trainer decides upon the content to be delivered. Trainers break the content into headings, topics, ad modules. These topics and modules are then classified into information, knowledge, skills and attitudes. 
Sequence the Contents – Contents are then sequenced in a following manner: 

· From simple to complex

· Topics are arranged in terms of their relative importance

· From known to unknown

· From specific to general

vii) Training Tactics: Once the objectives and the strategy of the training program becomes clear, trainer comes in the position to select most appropriate tactics or methods or techniques. The method selection depends on the following factors: 

· Trainees’ background

· Time allocated

· Style preference of trainer

· Level of competence of trainer

· Availability of facilities and resources, etc.

viii) Support Facilities: It can be segregated into printed and audio visual. The various requirements in a training program are white boards, flip charts, markers, etc.

ix) Constraints: The various constraints that lay in the trainers mind are:
  Time

  Accommodation, facilities and their availability

  Furnishings and equipments

  Budget

  Design of the training, etc.
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Fig. 5: Design of Training
Review & Discussion Questions
1. What do you mean by training? Distinguish between Training & Development.
2. What are the objectives of Training?
3. Explain the various methods of Training.
4. “Training is costly but not to give training is costlier” – enumerate the statement.
5. How will you identify the training needs of an organization?
6. Write short notes on: a) Vestibule training b) Sensitivity training
7. Read the following case and attempt the questions:

Case:
The Loha Manufacturing Company is in a very competitive metal products business. It employs 4,000 people. Because of the similarity in the product design and competitive prices with those of its competitors, it maintains its sales by emphasising quality and service. About a year ago, the company lost two of its major customers, who had been dissatisfied with excessive manufacturing defects. After studying the problem, the company decided that its basic engineering was sound but Carelessness and lack of quality consciousness on the part of production workers, inspectors, and manufacturing supervision were a prime cause of the trouble. Accordingly, it introduced a quality control programme to solve the problem.
The course was given after working hours, from 7.00 to 9.00 p.m. each Thursday for 10 weeks. Employees were not paid any additional amount to attend voluntary; the classes. Technically, attendance was however, management intimated that employees who attended sincerely would have the fact recorded in their personnel records. This fact would be considered in future pay rise and promotions. The course was taught by a staff engineer from the quality control department. The course methodology mainly consisted of lectures, and at times movies on quality control and some discussions. The course covered such topics as the need for high quality, "quality can't be inspected into a product, it must be built in", conditions affecting quality, costs of poor quality, inspection' standards, inspection procedures and methods, statistical quality control, sampling inspection, and control chart procedures. The course was open to all interested employees in the plant, including supervisors. Attendance at the early sessions averaged around fifty. Towards the end of the course it had declined to about twenty-five. The training manager made the following comment at the conclusion of the course. "Rajan (the instructor) did a good job of lecturing. He was interested, informative, and spiced his talks with humour at appropriate times. It was not his fault that attendance fell off."
Questions:
(a) Do you think this training programme was organised and administered properly?
(b) Are there any other training methods that could properly have been used?
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