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Why This Book?




Reflections on a Revision 

The second edition of this book opened with this statement:
Revising an old manuscript, I have discovered, can be either exhilarating or gruesome. At its worst, the process must be like giving artificial respiration to the very, very dead. At its best, it’s like attending commencement exercises for a favorite offspring—and discovering to your glee and surprise that the youngster has a great deal of sense and is part of an expanding and maturing university. Fortunately, revising Approaches to Training and Development has been one of those happy, “commencement” kinds of experience.





In his opening note to the second edition of this book, Dugan Laird eloquently captured the agony and the ecstasy of creating a new edition. However, our task was even larger as we approached this third edition. First, because seventeen years had passed since the last revision, the potential existed for lots of revising. Second, and more important, we had been entrusted with a classic. Despite its age, many still consider this book a “must read” for someone new in training and development. It is an awesome responsibility to be handed a classic and to be entrusted with preserving what made the book so successful while making revisions so that another generation finds it timely.

We were pleasantly surprised to find that much of what Dugan had to say seventeen years ago is still quite appropriate. As an HRD (human resource development) thinker, he was well ahead of his time. Much of his advice, which may have seemed more radical in 1985, is mainstream thinking now. For example, his performance-oriented approach to training is more important today than ever.

In addition, this book is targeted at readers who need to become well grounded in the basic how-tos of our field. Thus, the core of what Dugan offers as best practices still fits today. We have worked hard to preserve the timeless  wisdom of a skilled practitioner while infusing some new thinking that expands on his foundation.

In 1985, Dugan also said, “First of all, training and development is alive and well and growing. In fact, it has grown to be a part of a much larger arena than envisioned when this book first appeared in 1978.”

We suspect he would be quite happy to know that the trend continues to this day. Not since World War II has HRD/T&D (training and development) enjoyed the status, demand, and prestige that it does today. In fact, the old pattern that training would be the first budget cut in lean times is no longer true today. HRD/T&D is stronger, more vibrant, and growing faster as a profession than ever before.

Interestingly, the academic research community in HRD has grown quite significantly since the last edition of this book. The volume of research produced by HRD professors is enormously greater than it was in 1985. Much of what Laird offered at that time has been supported and strengthened by new research. So, although we have changed about 50 percent of the book, the core of Laird’s advice and voice remains.

An especially challenging part of this revision was Laird’s writing style. He had a unique, engaging, and sometimes irreverent voice that is impossible to duplicate. We worked hard to preserve as much of his voice as possible because so many found it enjoyable to read. To do that, we decided that it would be okay for readers to “hear” different voices in the book; that is, making the book speak in one voice would have meant stripping the book of Laird’s personality and substituting our own. That just didn’t make sense. Instead, we let you hear his voice and ours, trusting that you will enjoy the interplay between them.




Human Resource Development (HRD) and Training and Development (T&D) 

Dugan Laird faced the same dilemma in 1985 that we did in 2002: “In fact, HRD is a beguiling concept; it tempts one to re-title the book to cover that larger spectrum. But the book really deals with the training and development function, so the title remains the same—as does the abbreviation T&D—for the people we are and the things we do.”

As professors of human resource development at Louisiana State University, we were very tempted to change the label used in the book to HRD. This book has always been about more than just training, as evidenced by chapters on what to do when training isn’t the answer as well as information on organization development. Yet, we have opted to continue to use the “T&D” label. As Dugan concluded in 1985, the book is predominantly about training. We join him in rejoicing that  training is part of the wider umbrella of HRD. We also know that training and development remains a very large part of HRD practice. Thus, we take pride in continuing to focus this book primarily on the training and development function, which is responsible for the individual learning in organizations.




Philosophy of This Book 

We didn’t change the basic philosophy Laird brought to the book:
This book pictures what T&D really is and how it operates, answers typical questions about what we do and why and how—offering answers that are more thoughtful than one can improvise in the heat of a workshop or while pressured to leave for the airport. We have tried to be complete enough to be lucid, brief enough to be digestible, solid enough to be believable—but heretical enough to be provocative. Above all, we hope that this book will be a useful needle, jolting readers into creative action, yet sedating them against that inevitable pain which always accompanies caring about growth in others or in organizations.





This is a book about the practice of training and development. Although we hope to provoke you to best practices, we are realistic in believing that nobody lives in a world of only best practices. Thus, the practical “survival skills” are still mixed with the pushes to advance your practice. To Laird’s thirty-three years of experience we add our thirty-seven collective years. This is the book we wish had been available to us when we started our careers.




How to Read This Book 

This book contains many basic ideas that will answer the questions newcomers honestly ask—and old-timers often ought to be asking. So, one might read from cover to cover.

But there are two problems with that. First, the book reflects many approaches—too many to incorporate into a single training system. Therefore, small training departments will need to sort out the useful parts. Then, too, the book uses what Laird called a “spiral system” of organization. It zooms around concepts, defining and describing them the first time they naturally come up in the conversation. It zeroes in on these concepts later, developing them in detail when they’re central to the analysis. We hope this technique proves useful, and that the repetition will be balanced by clarity and unity.

The book might also be read by checking chapter titles, then reading only the parts that seem interesting or relevant or momentarily useful.

That brings us to another method: to keep the book on the shelf and read it when problems arise. That strikes us as a smart thing to do with any book—provided, of course, that you’ve underlined the things you liked, added some items of your own to the lists and charts, and written words of protest beside ideas that didn’t digest very well the first time you read them!

Well, these are just a few ideas about making the book useful. Here’s hoping that if you’ve spent the money to own a copy, you’ll find some added, personal ways to put the book to work for you and your staff.


ELWOOD F. HOLTON 
SHARON S. NAQUIN 
Baton Rouge, Louisiana
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The Need for Training and Development Departments




How Organizations Perform 

Organizations are systems designed to achieve a goal or perform a particular function such as delivering a completed product to a customer. To illustrate our point, we will use a cafeteria analogy to describe the systematic nature of organizational processes. Although the organization as a whole is a system, it is also comprised of built-in subsystems and subprocesses. The subsystems and subprocesses are designed to achieve the subgoals that are necessary to produce the overall output. For instance, the process of delivering the receipt to the customer is a subprocess of the overall goal of the cafeteria.

To continue with our analogy, imagine yourself in line at a cafeteria. You come to the coffee urn and turn the spigot. Out comes some coffee. Presumably, when the liquid went into the machine, it was water—not coffee. When the coffee grounds were put into the machine, they weren’t in consumable, drinkable form. The water and the coffee are the material “inputs” to the system called a coffee machine; the “output” is drinkable coffee. But someone had to add the water and the coffee grounds. This person is also an input. Furthermore, the machine will work properly only if these materials are added in the proper amount, in the proper place, and in the proper sequence. There is a technology for the machine and for making the coffee. That technology is a third vital “input” to the system. And after the machine is turned on, it takes a little time for the water to heat and the coffee to percolate; therefore, time is also an “input.” So we have identified four necessary inputs to every system: material, people, technology, and time.

When you reach the end of the line, a cash register “outputs” an itemized bill for your meal—but it can do so only if the cashier “inputs” the prices.  Later, when you decide you’d like another cup of coffee with dessert, you tell an attendant, who then brings that second cup to your table. The attendant provides an “output” in the same sense as the coffee machine or the cashier, but this output is different: It’s a service rather than a product.

The organizational processes are another component of the organizational systems. Processes represent the series of planned steps involved as an organization progresses toward its final output. The work performed within the system and subsystems transforms the inputs into outputs.

In that cafeteria, in rooms you can’t see, some people create recipes and menus; others add up the bills to see how business is going and make sure that all funds are accounted for. These are the people who select the outputs, procure the materials, select the people, and establish the standards. These are the systems and subsystems of the overall processes of the cafeteria. Employees involved are called “managers” and have titles such as President, or Chief Executive Officer (CEO), or General Manager; there will be subsystems with managers for Sales, Manufacturing, Research and Development; there may even be someone called Training and Development Manager.

By definition, every system must have an output. The cafeteria must produce food; its coffee machine must make coffee; its cashier must collect money; the CEO must see that the cafeteria shows a profit. In the same way, the Sales Manager must produce advertisements and campaigns; these, in turn, produce customers. What does the Training and Development Department produce?




Preparing Employees to Perform 

Understandably, some organizations’ systems and subsystems may be larger and more complicated than others. For instance, the systems and processes used in an industrial manufacturing plant are undoubtedly more intricate than those of the cafeteria described above. Despite the variance in complexity and size, all systems have three basic components: inputs, process, and outputs.

The ability to recognize the systems and subsystems of an organization is an important element in all training and development activities. Training and development exists to promote individual and organizational excellence by providing opportunities to develop workplace skills. The design and implementation of effecting training interventions cannot be accomplished without first identifying the various processes operating within the system. But who is responsible for that task?

The Human Resource Development (HRD) or Training and Development Department (or somebody called the “trainer”) is a familiar subgroup in most  organizations. Why? Because the people of any organization are like the water put into the coffee machine: For their output to be acceptable, they must change from what they were when they reported for work. At that time, they neither knew what a proper output looked like nor were they familiar with the technology by which to achieve it. They must be prepared—trained—to do their jobs. That’s the big reason for a Training Department!

One way of looking at it is to envision training as the subsystem that acquaints the people with the material and the technology. It helps them learn how to use the material in an approved fashion that allows the organization to reach its desired output.

Because growth and change are inherent in organizations, they create a plethora of training needs. The term “learning organization” has become a popular buzzword to describe the way organizations must cope with their dynamic nature. A learning organization is based upon the principle of continuous learning, or a systematic method designed to increase learning within an organization, thereby enabling a more effective response to organizational change. Learning organizations emphasize the importance of learning at the individual, team, and organizational levels, thereby increasing the likelihood of further developing a competent and competitive workforce. Peter Senge defines the term as an organization that is “continually expanding its capacity to create its future.” Doing so requires that individuals improve existing skills as well as learn new skills. Collectively, these newly acquired or refined skills can accomplish shared organizational goals. And, by anticipating future changes and working toward the knowledge and skills necessary to meet the demands resulting from these changes, the organization can systematically expand its capacity.

Able people may grow to a point where they are ready for responsibilities beyond their initial assignments. When this happens, the organization can profitably help them develop new, larger capabilities. In turn, performance improvements—individual and organizational—result. That’s why it’s called a “Training and Development Department.”

Furthermore, the organization itself may grow and develop. The cafeteria may acquire other cafeterias, or open an “exotic” cafe that specializes in foreign cuisine. It might set up a catering service that delivers food to industrial or institutional clients. It might even select totally different outputs by founding an Institute of Haute Cuisine or buying an existing firm that is unrelated to food. After all, ours is the era of the creative conglomerate.

The point is this: Training and development has become concerned not only with helping individuals to fill their positions adequately but also with helping entire organizations and subdepartments to grow and develop. Thus the sign on the door has changed from “Training and Development” to titles  reflecting missions such as “Employee Development,” “Organization Development,” or “Human Resource Development.”

This trend makes it wise for us to look a bit more closely at the interrelationship of the four inputs: people, technology, materials, and time.

Training and development, though primarily concerned with people, is also concerned with technology and processes, or the precise way an organization does business. That technology might be the way a flight attendant greets a passenger on an airliner, or the way an egg is fried; it might be the recipe that makes one soft drink distinctly different from all other soft drinks. It might be the design that makes one automobile more attractive or more efficient than its competitors. It might include the procedures for mixing and bottling the drink, or for assembling the automobile. The point is this: To accomplish the desired final output, an organization requires work. That work is divided among positions; and positions are divided into tasks—and tasks are assigned to people.

And there we have our second input: people! To perform their assigned tasks properly, all workers need to master and apply the unique technology governing their tasks. So here’s where training enters the picture.

Civilization has not yet found the way to conceive and run an employee-free organization. Nor has it found a magic technology-and-skill potion that can be injected into people. Training is concerned with the meeting of two inputs to organizational effectiveness: people and technology. Since organizations can rarely find people who are, at the time of employment, total masters of the unique requirements for specific jobs, organizations need a subsystem called “training” to help new employees master the technology of their tasks. Training changes uninformed employees into informed employees; training changes unskilled or semiskilled workers into employees who can perform their assigned tasks in the way the organization wants them done; employees become workers who do things “the right way.”

This “right way” is called a standard—and one major function of training is to produce people who do their work “at standard.” In fact, one simple way to envision how training contributes is to look at the steps by which people control their positions:
Step 1. Define the right (or standard) way for performing all the tasks needed by the organization.

Step 2. Secure people to perform these tasks.

Step 3. Find out how much of the task they can already perform. (What is their “inventory” of the necessary technology?)

Step 4. Train them to meet skill gaps—the difference in what they cannot already do and the standard for performing the task.

Step 5. Test them to make certain they can perform their assigned tasks to minimum standards.

Step 6. Give them the resources necessary to perform their tasks.





From that six-step process, we can also identify the two remaining inputs: time and material. People can’t be miracle workers who create something from nothing. So we give them materials such as fabric from which they can cut dresses; parts they can assemble into machines; parts of a broken machine they can analyze and repair. In all these situations, management usually makes some statement about quality; it specifies what the finished product must look like. By stating how many units should be repaired in an hour, or how many dresses sewn in a day, management also sets quantity standards. The job of the training department is to “output” people who can meet those standards, both in quality and quantity.

This description may imply that all training takes place after people are hired but before they are assigned to their jobs. That’s obviously not true. Just look at the rosters of training programs and you’ll see the names of lots of old-timers. What are they doing there?

One legitimate reason for including old-timers in training programs is that the organization has undergone a major change. Equipment changes, processes change, policies change, and procedures change. Thus, veteran employees and new employees alike need training initiatives and benefit from them. When change occurs, an organization will have incumbent workers who no longer know how to do their jobs the new, right way. When people do not know how to do their jobs the right way, there is a training need. People do not usually know how to do the “next job” properly. Thus transfers, or the promotions implied in some career-planning designs, imply potential education needs. Some organizations have training departments that help prepare for the future.

But sometimes we find people in training programs even when the technology hasn’t changed, or even when they aren’t preparing for new responsibilities.




When Employees Can Do Their Jobs Properly, But Don’t, What Then? 

That raises the question, “What about employees who have been doing their present jobs properly—but no longer do so?” It’s certainly true that these people are not meeting the established standards of performance—but will training do them any good? The answer is: not really.

You see, they already know how to do their work; they’ve shown that in their previous satisfactory performance. Thus the reason for their present nonperformance can’t possibly be that they don’t know how. And training is a  remedy for people who do not know how—not for people who do know how but for one reason or another are no longer doing it.

These other problems are performance problems—but they are not truly training problems; therefore, training is not an appropriate solution. Of course, good training departments don’t ignore these other performance problems. The smart training and development manager never says, “Sorry, we can’t help you!” when managers report old-timers who no longer perform properly.




Learning vs. Performance 

Now we must answer this question: Is performance “bad” and learning “good?” Since 1995, there has been an intense debate in U.S. research literature around the “learning” versus the “performance” paradigms of HRD. That debate has often positioned performance as inherently bad.

Underlying these core beliefs and the continuing debate are certain assumptions that are not clearly articulated. Let’s define certain perspectives of performance and learning that seem to be embedded in the learning vs. performance debate. Learning and education have been the subject of philosophical work dating back to ancient times. Many of the early works on adult education were philosophical statements about the purposes of adult learning. Thus, education and learning have grown as disciplines with strong philosophical roots, traditions, and explications.

Performance, on the other hand, has largely been a practice-based phenomenon with little philosophical consideration. Indeed, it is difficult to even think of philosophical sources on performance.


Performance 

Three basic views of performance pervade our thinking:

 




Performance As a Natural Outcome of Human Activity. In this view, performance is seen as a natural part of human existence. Human beings are seen as engaging in wide varieties of purposeful activities with performance as a natural outcome. Furthermore, the accomplishment of certain outcomes in these purposeful activities is a basic human need. That is, few people are content to go through life without engaging in purposeful activities during which they achieve desired outcomes. Said differently, few people are content if they are not performing.

Many of these activities occur in work settings, where we traditionally think performance belongs; but they may also occur in leisure settings. For example, a person may play softball for leisure but also be quite interested in winning games. Or a person might be heavily involved in church activities such as membership drives or outreach programs and exert great effort to make them successful. In both of these examples, performance is a desired aspect of freely chosen behavior.

This view embraces performance as a valued part of human existence. Thus, for HRD or T&D to embrace performance it must also embrace the enhancement of human existence. This is the perspective that performance-based HRD advocates, though it has rarely been articulated as such. Performance-based HRD does not see a conflict between advancing performance and enhancing human potential. Rather, they are seen as perfectly complementary.

 




Performance As Necessary for Economic Activity. This perspective of performance is a more utilitarian view whereby performance is an instrumental activity that enhances individuals and society because it supports economic gain. More value-neutral than other perspectives, this view sees performance as neither good nor bad inherently, but rather as a means to other ends. It is largely a work-based view of performance. Performance is seen as necessary for individuals to earn livelihoods and be productive members of society. Performance at the individual level leads to enhanced work and careers; performance at the organization level leads to stronger economic entities capable of providing good jobs.

Performance-based HRD originated from this perspective as it attempted to link learning to individual and organizational performance outcomes to enhance the utility of learning. Although this objective is worthy by itself, it lacks the intrinsic “goodness” of the first perspective. As the performance paradigm has matured, it has evolved into the first perspective.

 




Performance As an Instrument of Organizational Oppression. From this perspective, organizations see performance as a means of control and dehumanization. Through performance, organizations coerce and demand behaviors from individuals in return for compensation. Performance is viewed as threatening to humans and potentially abusive. As such, it is largely a necessary evil that denies human potential.

The underlying presumption of this perspective is that performance is antithetical to human potential. It seems to be most closely aligned with critical theorists who wish human resource development to challenge organizational power structures that seek to control performance outcomes.


Learning 

As stated earlier, education and learning have undergone extensive philosophical discussion. For purposes of this discussion, we will look at three analogous views.

 




Learning As a Humanistic Endeavor. The primary purpose of learning is seen as enhancing human potential from this perspective. Most closely aligned with humanistic psychology and existentialist philosophy, humans are seen as growing, developing entities. Learning is seen as a key element in helping individuals become more self-actualized and is inherently good for the person.

Most scholars of human resource development view learning from this perspective. They believe deeply in the power of learning to enhance human potential. It is important to note that performance-based HRD also sees learning in this way. Learning and performance are seen not as antithetical but as complementary.

 




Learning As a Value-Neutral Transfer of Information. Learning in this view has instrumental value in that it transfers information that individuals need and desire. Learning is seen as a means to solve the problems of everyday living. Instructional designers and many organizational trainers approach learning from this perspective in that their primary task is to transfer information effectively. A large part of training practice is grounded in this perspective, which sees learning as largely value-neutral, but instrumental.

 




Learning As a Tool for Social Oppression. That learning can also be a tool for oppression outside of organizational settings is largely overlooked by HRD scholars in the United States. For example, communism uses learning to control people; cults use learning to brainwash people; some religions use learning to restrict the world views of people; and education has used learning to distort history by eliminating black and female perspectives. Thus, learning can also be a tool for oppression and control.


Key Conclusions Regarding Performance/Learning 

Several key conclusions can be drawn from the above discussion:1. Neither learning nor performance is inherently good or bad. Both can be instruments of oppression or means to elevate human potential.

2. Learning and performance may simultaneously be good and supportive of human potential and need not be antithetical.

3. Debates about performance reflect diverse perspectives about performance. Specifically, critics of performance-based HRD incorrectly portray learning as inherently “good” and performance as inherently “bad.” It is equally possible for performance to be “good” and learning to be “bad.”

4. Finally, performance-based HRD adopts the perspective that both learning and performance approaches are inherently good for the individual because both are natural.






Training 

The function once known as “training” has had to expand its own technology, strategies, and methodologies. It has had to locate and adopt nontraining solutions for all those performance problems that are not caused by not knowing how. Later on, we can look at these “other problems and other solutions” in detail. For now, let’s just summarize our answer to the question, “Why have a training department?” this way:

Organizations get outputs because people perform tasks to a desired standard. Before people can perform their tasks properly, they must master the special technology used by the organization. This means acquiring knowledge and skills. Sometimes this acquisition is needed when the employee is new to the organization; sometimes it is needed as a result of some organizational change such as new technology; sometimes it is necessary if an individual is to change places within the organization—either by lateral transfer or by promotion.

Training is the acquisition of the technology which permits employees to perform to standard. Thus training may be defined as an experience, a discipline, or a regimen that causes people to acquire new, predetermined behaviors. Whenever employees need new behaviors, then we need a training department. But as we have already noted, training departments do more than merely fill the gaps in peoples’ repertoires for carrying out assigned tasks; training specialists are also now involved in career development: developing people for “the next job,” for retirement, and for their roles in society outside the employing organization.

That brings us to the word “education,” a timely concept in our era when “lifelong learning” is a current or imminent reality. Not all training specialists distinguish among “training,” “education,” and “development.” They use the three words interchangeably to describe what they do for their organizations.  But for those who distinguish, as does Leonard Nadler (1970) in his Developing Human Resources, training is what we’ve described: “Those activities which are designed to improve human performance on the job the employee is presently doing or is being hired to do” (40). Education is those human resource development activities which “are designed to improve the overall competence of the employee in a specified direction and beyond the job now held” (60). To Nadler, development is concerned with preparing the employees so they can “move with the organization as it develops, changes, and grows” (88).




Education and Development 

Most writers of human resource development and adult education history focus on the development of worker and employee education and ignore a vital part of HRD; namely, management education and development (hereafter referred to as MED). MED has developed largely as a separate field of adult education spurred by unique and independent forces. It is only in modern times that mainstream human resource development and MED have converged.

The history of MED is also the history of a relatively young profession of management. One thing that is clear when studying the history of MED is that the field has many different components. It is also clear that it is difficult to divorce the higher education component from the more traditional HRD components since there are important interactions between them. MED has developed into a concept of lifelong learning for managers, and since management is regarded as a profession requiring professional preparation, the higher education component is part of the lifelong process. The system of MED providers includes higher education, university-based MED, corporate-based training programs, association activity, and private training.

As a final introductory note, it is also useful to define the term “management education and development” because it is subject to greatly varied use. We use the term broadly to include any educational or developmental activity specifically designed to foster the professional growth and capability of persons being prepared for or already in management and executive roles in organizations. Several aspects of this definition deserve highlighting. First, it includes formal educational activities and on-the-job types of programs. MED is more than just classroom activity, and all aspects of it must be included. As will be seen, the concept of MED has changed significantly through the years, but it included primarily more informal activities, though systematically planned and designed, in the early years.

Second, it includes only those activities designed to prepare employees for managerial and executive roles. There is a distinction between training for management roles and training for managers, although the two training types have some overlap. Many managers and executives might participate in training that is skill-oriented rather than managerial-oriented. For example, a manager might take classes to improve his or her computer skills. Obviously, such classes cannot be considered as training in management development.

Finally, it includes MED programs designed for all levels of management, including what is often called executive development, but excludes supervisory development. Supervisory development is generally considered to be targeted at employees supervising hourly, or nonprofessional-level, employees.

Let’s apply these definitions to familiar activities. We can quickly identify some “leadership” and “presupervisory” and “personal development” programs as educational activities. People who have been identified as “promotable” often attend such workshops to enhance their capacity for leadership—to receive special orientation in organization goals, policies, or procedures. Assessment centers and career-planning systems often reveal lapses in people’s capabilities for future assignments. Education is needed. In these cases, the word is apt, paralleling the Latin origin of “educing,” going out from something that is already there. The identified capabilities are used as a basis for an expanded repertoire of skills in the individual. Why increase this repertoire or inventory? So these individuals can make larger contributions to the organization in their next positions for which they are presumably bound. Such activities are legitimately called “education.”

The development activity can often take the form of university enrollments for top executives. They can thus acquire new horizons, new technologies, new viewpoints. They can lead the entire organization to newly developed goals, postures, and environments. This is perceived as a way to maintain growth and development for the entire organization, not just for the individual. Yet that’s misleading, since the sponsors of such “developmental” activities feel that the organization will grow to meet the future precisely because the individual leaders will grow in their insights about the future in their capacity to bring change when the future has become the reality of the present.

Training and development also encompasses organizational development (OD) efforts. OD is a change program where change is observed as it happens. It involves launching and managing change in the organizational society. OD is very definitely within the purview of the training and development department.

However, in OD training and development specialists focus on the organization first—and on the interrelationships of people and units within the organization, on structures and communications—not on the growth of the  individual. To be sure, individuals will change—and, hopefully, in larger, “growthful” directions. Thus cause and effect are inextricably linked: People develop because an organization develops; the organization develops because people grow to new dimensions!

Why have such an OD program? Quite possibly because too many resources (human and material, time and technological) are being invested or squandered in ways that do not produce the desired output. Or perhaps they produce the desired output—but at too great a cost in time, material, or human values. Organization development may question the real “success” of organizations that meet their goals in ways that make the human resources feel miserable or unfulfilled, and, in the process, miserable about the condition of their work lives. They agree with Hamlet: “Something is rotten in the state of Denmark”!

How can things become that rotten? There are lots of reasons. For instance, such a thorough reappraisal of an organization may be necessary because individuals or subgroups have consistently invested their talent, energy, and resources to achieve personal or departmental goals rather than the objectives established for the entire organization. Such reappraisals might be needed simply because communications go sour—key messages are never sent, or they become distorted, or they are lost. Perhaps feelings are never shared; they are “all bottled up” and only the content of doing business is shared. Everything is tasks, tasks, and more tasks!

Organization development programs use the human beings within the organization as resources in a problem-solving effort that might reassign or reorganize the subgroups, restructure the communications channels or media, and reshape individual responsibilities, behavioral modes, or communicative style. It might even examine every facet of the interhuman and systemic structure in an effort to find a better way—a way that would permit the human energy to produce desired outputs cooperatively to reach organizational goals in ways that prove satisfying and fulfilling to all participant members of the organization.




Summary 

Training departments seek to be ever more relevant to organization goals, to solve performance problems throughout the entire organization—and to do so in a variety of ways. Thus they are concerned with things other than just training. They seek other solutions to other types of human performance problems.

In 1983, the American Society for Training and Development (ASTD), under the leadership of Patricia A. McLagan, completed its Models for Excellence, a competency study. It listed fifteen distinct roles and thirty-one specific competencies required for total performance by a training and development professional. Three additional competencies were added in a follow-up study. A look at those roles and competencies reveals the breadth and depth of a thorough answer to our question, “Why have a Training and Development Department?”

The roles include needs analyst, program designer, task analyst, theoretician, instructional writer, media specialist, instructor, group facilitator, individual development counselor, transfer agent, program administrator, evaluator, marketer, strategist, and manager of training and development.

The competencies vary from the understanding of adult learning to computer competence, from questioning skills to presentation skills, from futuring skills to library skills, and from cost-benefit analysis skills to group process skills (McLagan 1983, 4, 6).

Despite the new, larger charter of the training departments all around us, this book will call the person who leads the development of an organization’s “human inputs” the T&D manager. Staff members who assist the growth of people will be known as T&D specialists. “T&D,” of course, means training and development.

There are lots of organizations in which one person is the entire operation, the director who decides what training will happen and when and where and how. Such a person designs the visuals and creates the lesson plan, leads the learning experiences and handles the follow-up. This happens again and again in the single office, the single shop, the local plant, or the branch office. This is a true T&D manager/specialist, all rolled into one!

Then there are other organizations so large and so complex that the T&D department, like all the other departments, is specialized. There are the decisionmakers with lofty titles; there are the media specialists who put lettering onto visual aids; there are instructional technologists, and there are instructors; there are programmers who put learning systems onto computers for “assisted instruction.”

This book will try to examine principles and practices for all these situations. It will examine ideas that have been used with common effectiveness in T&D departments from the most Spartan to the most sophisticated. No matter how big or how small the T&D operation, they all have in common that one important goal: to keep the human resources performing at or above the established standards.

Why have a T&D department? Because to achieve desired results, organizations need to appoint employees responsible for: 
• Training people to do their present tasks properly

• Educating certain employees so they can assume greater responsibilities in the future

• Developing people and entire organizations for the foreseeable and unforeseeable future

• Training to facilitate both individual and organizational performance





Why? Because someone needs to be responsible for human growth if the status quo is to be maintained satisfactorily—and if the future is to be met. Because someone must help people make tomorrow a successful “today.”

  






Fig. 2.1.


The training and development process.
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3

Function and Role of T&D Managers




Competencies Needed 

Without a doubt, the training and development function encompasses several facets and requires T&D professionals to wear multiple hats. They must be managers/administrators, consultants, designers of learning experiences, and instructors.

A broad range of skills is required for the T&D specialist to perform the multiple functions associated with the role. A 1989 revision to the classic 1983 American Society for Training and Development (ASTD) study, Models for Excellence, identifies thirty-five competencies that are still applicable today. This long list of competencies involves a wide range:1. Adult Learning Understanding

2. Career Development Knowledge

3. Computer Competence

4. Electronic System Skills

5. Industry Understanding

6. Facilities Skill

7. Organization Behavior Understanding

8. Objectives Preparation Skills

9. Subject Matter Understanding

10. Training and Development Theories and Techniques Understanding

11. Research Skill

12. Performance Observation Skill

13. Business Understanding

14. Cost-Benefit Analysis Skill

15. Delegation Skill

16. Organization Development Theories and Techniques Understanding

17. Organization Understanding

18. Project Management Skill

19. Records Management Skill

20. Coaching Skill

21. Feedback Skill

22. Negotiation Skill

23. Group Process Skill

24. Presentation Skill

25. Questioning Skill

26. Relationship Building Skill

27. Writing Skill

28. Data Reduction Skill

29. Information Search Skill

30. Model Building Skill

31. Intellectual Versatility

32. Observing Skill

33. Futuring Skill

34. Self-Knowledge

35. Competency Identification Skill



When T&D managers work alone as the training department for the organization, they must indeed be expert in all four areas. When they head a larger staff, they must provide for and manage all four functions—management, consulting, design, and instruction.

Let’s look at each of the four roles in greater detail.




As Managers/Administrators 

As manager/administrator of the training function, the T&D manager must perform typical managerial duties. This means planning, organizing, directing, and controlling the ongoing function. Thus T&D managers set policy for developing the human resources of the organization. They then see that the policy is carried out through systems and programs, possibly through a T&D staff, and assuredly with the active involvement of line management—and presumably with the support and commitment of upper management.


What Are the Policy Decisions the T&D Manager Must Make? 

First, someone must decide what the training needs are and what training initiatives will be provided. Of course, these training needs must support the organization’s mission and goals. That means there must be a definition of what training is, and a set of criteria on which validated training needs will be prioritized. Often, when the training needs are greater than the available resources, a decision must be made about where the resources will actually be expended. This decision is simplified and expedited when there is a policy statement about which criteria have priority—the dollar impact, the costs of providing the training, ROI (return on investment), the number of people to be trained, pressure from competition, the political clout of the requester, or government mandate? A policy clarifying such priorities needs organizational sanction, but usually originates with the T&D manager.

It may be painful to refuse requests for help, but that is less likely to happen if the T&D manager is a good planner who sees performance-related problems before they arise; when one must say no, it is less painful if a clear-cut policy is available to explain why.

Naturally then, this T&D manager must have ready access to organizational goals, problems, and strategies. To know what new products, programs, technologies, or approaches the organization is contemplating is to be a proactive rather than a belated solver of human performance problems. To be proactive is to prevent human performance problems rather than be a mere “firefighter” who handles problems after they have already become full-blown crises.

At other times the T&D manager will become aware of performance problems that remain unseen by an operating management because it is somehow “blinded” to the failure of its own staff to meet desired performance standards. Does the T&D manager take the initiative in revealing such problems? Or does the organization have to wait until the potential client grows painfully aware of the situation? Someone must make a policy statement to answer that question—and that “someone” is the T&D manager.

Someone must also set scheduling policy: setting the dates and locations for programs, determining the length of the training day, deciding whether enrollments should involve trainees from many departments and locations or from homogeneous groups. Someone must ask, “In what programs does the synergism of exchanging departmental technology and values exceed the faster mastery and potential team building possible when the rosters include learners from the same discipline or location?” Scheduling raises this question: “Should the shop be shut down for every participant to achieve the expected learning  outcomes?” The answers to such questions are sometimes hard to find and even harder to “sell.” Someone must find them and someone must sell them—and that someone is the T&D manager.

How will participants be selected for training? On what priority? How is their immediate manager or supervisor expected to brief them on the reasons they are being trained? How will that manager/supervisor review the learning objectives with them before the training? Who will tell them the quality and quantity standards they are expected to achieve when they return to work after the training? The content of these vital messages, the mechanisms for sending them and the policies governing them must be established and communicated by someone. That someone is the T&D manager.

The word “communicated” is critically important. T&D managers are not only responsible for setting policy but also for communicating that policy to all other parts of the management structure. How can the T&D department expect compliance if clients do not know the criteria for determining training needs, for enrollments, or for achievements? How can the line managers make effective use of their investment in training processes if they are not given guidelines?

A written statement of training policy is a vitally important document for several reasons:
• First, it serves as a day-to-day reference in making those innumerable “subdecisions” that arise for managers in both the T&D and client departments.

• Next, it provides a useful checkpoint for renewing and redirecting the training activity from time to time.

• It can be a useful planning document.

• It becomes a valid checklist when the T&D manager evaluates the contributions and performance of his or her department.

• Above all, a written statement of T&D policy helps all members of the T&D department function in ticklish moments! Perhaps the issue of “Why?” or “Why not?” or “What shall we do?” hangs heavy over a discussion with a line client. The written policy can explain, clarify, and solidify organizational values. Even if it doesn’t provide the precise detailed answers needed at the moment, it can give guidance and suggest actions.





A word about “ticklish moments”: They can be very valuable “teachable moments.” We need to learn from mistakes and from crises. The ticklish moments requiring a formal policy statement for guidance are cues to ask ourselves why the crisis occurred and whether it was a useful crisis. This is also a time to ask whether we need an amended or expanded policy statement. If the same “tickle” comes up again and again, it is a catalyst to improved statements—and improved policy—in the future!

If there’s a definite policy, why are there ticklish moments? Possibly because the T&D manager involved too few line clients when first creating the policy. This raises another policy issue decided by the T&D manager: Which clients? How often should they be consulted when policy is being reformulated?

As administrators, T&D managers not only set policy but also manage an ongoing function. This happens whether they have a staff or whether they are the entire department in just one person. But if we define management as “getting work done through other people,” then T&D managers are just like all other managers. They must plan, delegate, motivate, mentor, coach, monitor, control, and evaluate. Their T&D department is, after all, simply one of the suborganizations within the larger organization it serves.

This means that T&D managers establish budgets and monitor costs. In doing this, they may control decisions about learning methods and media. For example, it may be necessary to use a printed book as the medium for programmed instruction because budgets won’t permit the expense or development time for computer-based training (CBT).

T&D budgets must provide facilities where learning can take place and where it can be designed, as well as places to meet with clients to discuss performance problems, possible programs, learning objectives, evaluation criteria, and procedures for adopting any activity resulting from the consultation. To plan these places properly, T&D managers must know something about methods and media. Managing the ongoing function in most organizations implies that T&D managers select and manage some staff, but also have course designers, instructors, consultants, media specialists, and clerical support. To give that staff a sense of belonging, security, and recognition, T&D managers must provide environments that accommodate activities ranging from confrontation to quiet meditation.

To build staff, T&D managers need skill in selecting personnel. They want a balance of temperament, experience, and special expertise.

If T&D managers preach the gospel of the ever-developing employee to clients (and they’d better preach it!), it’s vital that they practice this gospel on their own staff. It’s imperative to give periodic upgrading so that all T&D specialists can acquire new skill and expertise. Growth should be the norm of the T&D department! This means that time and dollars must be budgeted so that staff can attend conferences, workshops, seminars, and developmental activities within the department.

And then there’s evaluation. Someone must see that evaluation mechanisms are built into all phases of the change program. This means that there must be measurement before the evaluation. This means that programs will be tested and revised before final implementation. It means that completed programs will be evaluated. But on what criteria? Will they be evaluated on cost effectiveness? On perceptions? On the achievement of learning goals? On changes in employees’ on-the-job performance? On changes in operating indices? Some of the above? All of the above? Someone must decide—and make a statement on the decision.

Administratively, the T&D manager must do lots of planning and organizing, must translate the abstractions of policy into workable day-to-day decisions of control and implementation. Those decisions must improve people-performance at all levels, and in all departments.




As Consultants to the Organization 

In their role as consultants to the organization, T&D managers help managers of “client” departments solve human performance problems. That isn’t always easy.

For one thing, when people have problems, the real nature of the problems is often hard to identify. It is absorbed inside the people who aren’t performing properly. For another thing, the manager whose department is distressed doesn’t always find it easy to admit that a problem exists. Such admissions can be very threatening. Thus the consultative skills of the T&D manager involve knowing what questions to ask, when to ask them, and how to create an environment in which facts—including the facts of feelings—become the basis of decisions. This implies that the clients’ feelings must be expressed and facilitated, must be a part of the consultant’s probe and part of the decision. That is correct. After all, feelings are a part of the reality of the whole performance problem being probed.

If the problem is properly identified, the T&D manager may need to bow out of the problem-solving process. Why? Well, the problem may not stem from human behavior at all. To precisely the degree that T&D managers have high credibility, they will be asked to solve all kinds of problems. But if sales have slumped because products are no longer competitive, or if manufacturing levels are low because one plant was lost in a flood, the T&D manager is not the person best qualified to help solve the problem. T&D managers are useful in solving human performance problems. When they go beyond that, they are exceeding their expertise and their charter.

This does not mean that T&D managers bow out of problems when training is not the solution—only when the problem doesn’t stem from human  performance. Most organizations expect a full range of human performance improvement services from the T&D department.

Performance problems—all of them!—are the legitimate and obligatory concern of the T&D manager, but not all human performance problems can be solved by training.

We have already noted that when people know how to do their jobs, but aren’t doing them, then training is not a useful solution. After all, there is no sense in sending workers to class to learn what they already know! If they aren’t doing what they know how to do, then there must be some cause. T&D managers help management discover that cause—and for working with managers to identify, design, develop, and implement effective solutions.

Managers in client departments are frequently inclined to think that training is what their people need. The T&D manager is responsible for helping them see the fallacy in that viewpoint; the T&D manager is ultimately responsible for distinguishing training from nontraining needs. As they watch T&D managers make this analysis, line managers can grow in their insight about how training contributes toward people’s contribution to organization goals.

If training won’t work, what will? Consider motivation as well as ability. One possibility to explore is changing the consequences for satisfactory performance. Many times employees cease to do their work the “right way” because there is no positive consequence for doing so. Sometimes, doing the job properly is actually punished by the system. In one company, salespeople who exceeded quotas (in other words, the overachievers!) actually had their territory divided among new salespersons. Customer service representatives who take the time to do thorough jobs may be abused verbally by irritated customers—or even by supervisors who “chew” them for keeping people waiting!

All the training in the world won’t produce behavior that perfectly fits the realities of the workplace. Discovering these inconsistencies between goals and rewards is the common task of the T&D specialist and the manager who has the problem in the performance of subordinates. It is one facet of the consulting function of the T&D department.

Another consideration is the establishment of proper feedback systems. To the degree that workers receive continuous quantitative feedback about their achievements, they will tend to maintain acceptable performance levels. This is very different from management’s saying, “Well done, thou good and faithful servant!” Admittedly, that is a desirable behavior by managers and supervisors—but the feedback that consistently motivates and maintains performance is likely to be a simple numerical tally by the workers themselves.

If workers have specific checkpoints about the quality, and are allowed to count their accomplishments, the quality can be monitored along with the  quantity. Thus feedback becomes a motivator, a monitor, and a controller all at once. Installing effective feedback mechanisms has become part of the technology of the T&D staff, an important tool in solving performance problems. It is yet another “solution” the T&D manager may offer to managers of employees who aren’t performing their tasks properly.

At other times, jobs don’t get done because they are basically “undoable.” That can happen when jobs are too complex or too simple. The trend toward specialization and work simplification has proved to be a mixed blessing. On the positive side, it has eliminated some tasks that were superhuman in their expectations. Some work was so complex, varied, or exacting that one person alone could not be expected to master the entire technology—much less to apply it hourly! Other work was so taxing to the body that no physique could bear the strain. Some tasks required discriminations so fine that neither the eye nor the mind of the worker could perform them correctly or continuously. Work simplification has helped eliminate such excesses, but it has brought with it a trend toward specialization that has also endangered some jobs. It has so oversimplified them that they’ve become stupid and degrading to the performer. Modern business, industry, and bureaucracy are infested with such jobs. They deprive the worker of a sense of variety, dignity, and accomplishment.

Thus we hear terms such as “job design,” “job enrichment,” and “job engineering” as important solutions to human performance problems. Effectively designed or “engineered” jobs not only get the work done but also get it done in quantities and varieties that match the humanity of the employee. T&D managers perform more effectively if they can spot problems caused by jobs that are impossibly complex or simple and if they can help management reengineer positions so that workers find the work at least bearable—and, hopefully, challenging and fulfilling.

But there are other performance problems when the incumbents know how to perform the job (so that training isn’t required or useful) and when the consequences are appropriate and feedback is provided and the job is well designed. Still, tasks aren’t being completed properly in the necessary quantities and the organization’s, or unit’s, goals are not being met. How can that happen?

It often happens because the organization, or organizational unit, is itself confused about goals and objectives. The entire unit may need to be redirected and renewed. If personal tensions are high and trust levels are low; if decisions are slow or absent; if there is more energy expended on personal and subgroup goals than on the mission of the entire organization, then organization development (OD) seems appropriate. T&D managers who substitute training or feedback systems as a remedy in such situations inevitably end up with egg on their faces. They have, in effect, prescribed an aspirin as a cure for cancer!

Thus the consultant role of the T&D manager is not merely to find places where training is an appropriate remedy. Rather, it is to find all the performance problems, to analyze each, and to recommend an appropriate solution. That solution may be any one, or a combination of training, contingency management, feedback systems, job engineering, or organization development. After the recommendation, the T&D manager is responsible for providing, assisting in carrying out, and evaluating whatever solution is adopted.

As consultants, therefore, T&D managers need to know how to ask questions—and what questions to ask.

Several types of questions immediately come to mind. When consultants want to uncover the feelings surrounding (and sometimes obscuring) a given situation, they want to use open-ended questions. Open-ended questions can’t be answered with a yes or no, nor can they be answered with specific data such as “seventeen years” or “the first-line supervisor is responsible for that.” Open questions are “How do you feel about it?” or “What do you think about this?” or “How would you describe that?” or “What is your analysis of the situation?”

When feelings are out in the open, the consultant is ready to ask some directive questions. These might be “How long has the problem been evident?” “Who has responsibility for?” “What is the published performance standard?” “Who sets that standard?” “What actual baselines are you now getting?”

Of course, some questions should be avoided—loaded questions such as “Don’t you think that?” or “Wouldn’t you agree that?” Indeed, any question that starts with “But . . .” is probably a loaded question—one that will put the client on the defensive and obscure the real feelings and the real facts. With such unproductive loaded questions, the client ends up feeling more entrapped than consulted.

Once clients have revealed their feelings, and stated the facts as they see them, the consultant can summarize with reflective questions that achieve the desired basis for action. Reflective questions tend to sound something like “You feel, then, that?” “Is this how you see the situation?” These reflections provide two things: a double check that the consultant understands the problem from the client’s viewpoint, and a probable expansion of the area of agreement. In their reflective summaries, T&D specialists, wearing their consultants hats, are careful to reflect back only what they did in fact hear from the client—and to include the feelings as well as the facts.

It is not easy to summarize the consultant activity of the T&D manager because it involves at least eleven of the fifteen roles identified in the ASTD competency study. Besides being Manager of Training and Development, this manager will probably also be Evaluator, Group Facilitator, Instructor,  Marketer, Individual Development Counselor, Needs Analyst, Program Administrator, Strategist, Theoretician, and Transfer Agent (McLagan 1983, 4).

The role requires skill in
• getting at real facts about performance problems;

• uncovering and responding to feelings, which must also be listed among the facts of the problem;

• matching appropriate, effective solutions to specific problems rather than invariably recommending a pet remedy such as training or OD or a pet method such as role-plays; and

• locating specialists who have skill in training, feedback, contingency management, job engineering, and organization development.





Effective T&D managers are no longer solutions looking for a problem! They are true consultants for the performance problems in the organizations they serve.




As Designers of Learning Experiences 

In T&D for small shops, the entire staff works to create lesson plans, produce learning materials, and write role-playing scenarios, case studies, and simulations.

When the T&D department has a fairly large staff, the director may be only an observer or advisor in the selection of learning and teaching methods. But even then that manager must know enough to effectively counsel the staff members who do make the decisions and must also possess a wide knowledge of learning methods and some idea of when each is likely to be productive. There is such explosive expansion in the knowledge about how people learn that many T&D managers find they must hurry just to fall slightly behind the times!

One of the fundamental tasks of the design process is conducting a needs assessment—determining which skills or competencies are required and which skills the employees are deficient in. The skill gaps that the needs assessment identifies become the focus of the learning experience—the springboard for the instructional design.

Most modern organizations need a sizable number of instructional methods. Why? One of the primary reasons is that learning styles vary—as do teaching styles. What may be effective for one scenario may be totally ineffective in another. The objectives are so varied that a limited inventory of learning approaches is invalid. Then, too, the physical distribution of the trainee population may require that some programs be administered to individuals,  others to large groups. For individuals, programmed instruction or auto-instructional and highly mediated programs are useful. Certain objectives may be achieved only in the group mode. Examples would include interpersonal skills, team building, and the manipulation of sophisticated heavy equipment. Team-building skills don’t come very easily in programs where the learner interacts only with the printed page, a computer, a teaching machine, or even just one instructor. Handling a heavy piece of machinery can’t be mastered from the printed page.
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