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An Instructional Systemn is composed of (1) Problem Diagnosis (Need Analysis or Sklls
Gapping), (2) Program Design, (3) Program Delivery, and (4) Program Evaluation.

The systems approach gives important impetus to the establishment of objectives and
evaluation criteria. A small pilot test may be conducted to wvalidate the program before the
program 1s fully implemented. Traiming/development 1s never a fimshed product. There are
always continued revisions to meet goals, sifuations change, and goals also change. It should be
kept in mind that there may be a "sleeper effect” where 1t takes time for results to show up back
on the job. Omne also does not know how long the impact will last. In other words, one should
check to see if the impact wanes over ime or 1if it endures. Interest in framming and development
has risen due to the need for a wider array of skills, awareness of the entire production system, the
need to be responsive to mushaps, changing customer needs, mnterest in buillding clusters of
mternal experts to manage teams, more vocal concern over employment securify, career growth,
and retraiming costs.
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HE Training and Development Methods

Job Instruction = The trainer explams the job and executes the tasks to demonstrate how 1t should
be done. The trainee tries to replicate the methods, and recerves feedback from the frainer.

Coaching = On a day-to-day basis the trainer/manager notes what the employee 1s doing properly
and improperly. Ideally, the trainer will provide advice on how the trainee can do his/her job more
easily and effectively. Some supervisors, however, are reluctant to challenge or criicize.

Menitonng = A hpgure who 1s often 8 to 15 years older, and 2 or 3 levels above provides career
advice, hints on how to tackle problems, and demonstrates interpersonal/poliical skalls by
example. The trainee often picks up the mentor's fnends and enemies. There may be some "guilt
by association.” The process should be momtored so a young person 1s not exploited (the elder
figure takang credit for his’her 1ideas, etc.).

Apprenticeship = Normally seen in craft positions (plumbers, carpenters, electricians, linemen,
etc.). It normally lasts 2 to 3 years (the average being four years). It pnmanly involves on the job
training under the direchon of an expenienced person. It also frequently has a classroom
component. The skilled workmen may want to limit the mumber of new craftsmen to further their
own Interests. A client may be charged the crafisman's rate despite the fact a trainee did some of
the work

Business ({Management) Games = Simulations of what it 15 like to make top management
decisions. When I was in college, I took a course that centered around a soffware package that
simulated an industry with four to six competitors. On a weekly basis thurty decisions had to be
submutted (product price, quantibies to be mamifactured, wage rates, staffing levels, distribution
by region, advertising, imwventory levels, debt levels, the amount of stock outstanding, production
capacity, etc_ ). Ideally, this would show students how all the vaned functions fit together. Each
organization was operated by a team of five to six students. These students were generally
selected from different disciplinary backgrounds. The students’ grades were determined by their
finish (stock price, dividends, etc.). Board meetings were held with students from other mdustres
so the team could explain their sirategy and et new wdeas. Political fights did break out in the
team discussions due to the composition of the proups and the stakes mvolved. Some students
atternpted to spy on other groups. A key question 15 where does the economic information within
the simulation come from. Does 1t reflect current realities, or does 1t foster outdated thinkang?

Case Studies = Normally these are mn-depth descriptions (2 to 30 pages) of the expenences of
disguised orgamizations. The trainees are able to see the expeniences of numerous managers in a
short period of ime. Hopefully, the trainees will not repeat the same mistakes as the characters in
the case. The case, however, 1s pre-gathered mformation. Therefore, the trainees deo not practice
researching problems. They do nommally try to analyze the given information and pose solutions.
They never see an actual implementation, nor have a chance to enact revisions. Essentally, the
middle stages of handling problems are stressed, while the mitial and final steps are left out. If
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gproups analyze cases, and grades are at stake, aspects such as social loafing and pelitical
mhghting may emerge.

Dhscussion Method (Incident Method) = Short controversial scenarios (one to three pages), hike
"An Exam for Mrs. Smuth,” are used to spark discussion. There are no "right answers.” One can
leam from the expenences of others, and should come to better appreciate others' views. The
trainee should also develop his/her analytic skills and management style. Some people who long
for exact answers dislike the disorgamzed and open-ended nature of these discussions. This
method can only be effectively carmed out in small groups. The nature of the feedback needs to
be momtored ("Well, n my company we had a different experience ..." wersus "No, you are
wrong. That would never work ")

[n-basket Exercises = The tramee 1s given a stack of memos, phone messages and letters. In the
upcoming time frame (one week), the person has too much to do. Therefore, the problems must
be pniontized Time management must be exercised. In some cases, responses must be drafted.
If the material is really job related, this can be a very useful developmental tool.

ity Traim - = This metheod is ntended to change interpersonal relationships. A
series of somewhat bizarre exercises will be camied out. The framnee will then discuss the
experiences with the other parhcpants (group analysis). Later, the tramnee will put hos'her
reflechions in writing (self analysis). These multiple analytic processes are mtended to give the
irainees greater insight into the behavior of others and themselves. Ideally, it will build greater
understanding and tolerance. People should be able to develop new ways of mmteracting.
Attindes are qute likely to chanpe. One must beware the damage that can be done by
mappropriate feedback. When people bare their inmermost thoughts, they can be really hurt if a
person says ' Lhat's stupid,” or the like. This techmque can only be properly camed out n small
proup. It 1s obviously not being properly done if people msh from exercise to exercise with litle
group analysis or personal reflechon. A tradeoff exasts. If you do the exercises with people from
your workplace, they will have greater difficulty opening up. Yet, changes are more hikely to
transfer back to work. Conversely, if one's supenor does not become more "sensitive,” it 1s
unhbkely any of that person's subordinates will sustain much of the changed behavior they mitally
display.

Lecture = The most commeoen training method. This 15 an economical way to convey information
to large numbers of trainees with a small number of rainers. The amount of content for the time
consumed 15 generally very high. Normally, this consists of a simple one-way presentation of
information. The lack of sorial interaction and individualized material 1s a drawback. The
extensive usage of lectures sometimes results in boredom. The lack of reinforcement and the
ability to practice can pose problems in skall training.

Proprammed Instmiction (Auto Instuctional Techmgues]) = Modules lhike the 5BA reading
program and computer softivare packages (CDs, Web sites, Learning Portals, etc.) that promote

self paced learming. Ideally, this method will be challenging and mdividuahzed Computers and
modules do not get impatient. Travel time to human presentations 15 eliminated. Advocates assert
the same amount of material can be learned in one-third the time. The immediate feedback the

employee can recerve from self tests, and the branching the software programs provide to locate



