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An Instructional System i1z composed of (1) Problem Diagnosis (Performance Analysiz, Need
Analyziz or 5kills 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 zmall pilot test may be conducted to validate the program before it 13 fully
implemented (Dezsler, 2009: 162). Training/development 1s never a finished product There are
always conbinped revisions to meet goals, situations change, and goals alzo change. It should be kept
in mind that there may be a "sleeper effect" where 1t takes time for rezults to show up back on the
job. One also does not know how long the impact will last. Interest in training and development has
rizen due to the need for a wider array of skillzs, awareness of the entire production system, the need
to be responsive to mishaps, changing customer needs, interest in building clusters of internal team
experts, more vocal concern over employment secunty, career growth, and retraining costs.
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HE Traming and Development Methods

Emplovee Onientation (Onboarding) = Basic backeround information 1= provided. The history of the
orgamization, culture and the basics of vanous HE. subjects are covered. The aim 1z to make the
emplovee feel welcome, provide a general understanding of the crganization, and start to socialize
them with regard to the policies and procedures (how one should act) (Dessler, 2011: 142)

Job Instruction = The trainer explains the job in its proper zequence and demonstrates how it should
be done. The trainee tries to replicate the methods, and receives feedback from the trainer.

Coaching (Understudy Method) = On a day-to-day basis the manager notes what the employee 13
doing properly and improperly. The trainer should provide advice on how the trainee can do his'her
job more easily and effectively. Some supervizors, however, are reluctant to challenge or eriticize.

Informal [earning {The Buddy System) =Emplovees learn much from peers. Surveys have found as
much as §0% of what emplovees learn on the job, they learn informally (Deszler, 2011: 148).

Project Teams (Action Learning) = A temporary team, often consizting of people from different
areas of funchions, that works on real projects (Dessler, 2011: 136). The results are taught to others.

Mentoring = A figure who iz often 8 to 15 years older, and 2 or 3 level: above provides career
advice, hints on how to tackle problems, and demonstrates interpersonal ‘political skills by example.
The trainee often picks up the mentor's friends and enemies (1.e. "gmlt by azzociation"). The process
zhould be monittored so the trainee 13 not exploited (e.g. the mentor taling credit for hiz'her 1deas).

Apprenticeship = This normally mnvolves craft positions (plumbers, carpenters, electricians, linemen,
etc.). It normally lasts 2 to 5 years (the average being four vears). It pnimarnly involves on the job
traiming under the direction of an expenienced perzon. It alzo frequently has a classroom component.
The skilled workmen may want to limit the number of new craftzsmen to further their own interests.
A client may be charged the craftsman's rate despite the fact a trainee did some of the work.

Business (Management) Games = Simulations of what it 13 likke to make top management decizions.
When I was in college, I tock a course that utilized a software package that simulated an industry
with four to six competitors. On a weekly basis thirty decisions had to be submitted (product price,
quantitiez to be manufactured, wage rates, staffing levels, distnbution by region, advertizing,
mventory levels, debt levels, the amount of stock cutstanding, production capacity, etc.). [deally, this
would show students how all the vanied funchons fit together. Each orgamzation was reprezented by
a team of 3 to 6 students. These students were selected from different disciplinary backgrounds.
The ztudents had to organize themselves. The students’ grades were determined by their finish (stock
price, dividends, etc.). Board meetings were held with students from other industries so the team
could explain their strategy and get new 1deas. Political fights did break out in the team dizcussions
due to the composition of the groups and the stakes involved. Some students attempted to spy on
other groups. A key question 13 where does the economic information withen the simulation come
from? Dioes the data reflect current realities, or does it foster outdated thinking?
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Caze Studies = Tramnees are given in-depth descniptions (5 to 30 pages) of the expeniences of
dizguized organizations. Thiz allows them to see the experiences of numerous managers in a short
period of time. Hopefully, the trainees will not repeat the same mistakes as the characters 1n the
caze. The case, however, 13 pre-gathered mmformation Therefore, the tramees do not prachice
researching problems. They do normally try to analyze the grven information, diagnose problems,
and pose sclutions (Dessler, 2011: 158). They never see an actual implementation, nor have a
chance fo enact revisions. Essentially, the middle stages of handling problems are strezzed, while the

initial and final steps are left out. If groups analyze cases, and grades are at stake, aspects such as
zocial loafing and political infighting may emerge.

Dhscussion Method (Incident Method) = Short controversial scenarios (one to three pages), like "An
Exam for Mrs. Smith " are used to spark discossion. There are no "right answers." One can learn
from the experiences of others, and should come to better appreciate others' views. The trainee
should alzo develop his'her analytic skills and management style. Some people who long for exact
anzwers dislike the dizorganized and open-ended nature of these discussions. Thiz method can only
be effectively carried out in small grovps. The nature of the feedback needs to be monitored (" Well,

mn my company we had a different experience” versuz "No, you are wrong. That would never work.")

In-bazket Exercizes = The trainee 15 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

prioritized. Time management most be exercizsed. In some cases, responses must be drafted. Ifthe
material 15 really job related, this can be a very useful developmental tool

sensitivity Training (T-groups) [Ropes Course, Outward Bound Program, Team Building] = This
method 15 intended to change interpersonal relationships. A zeries of somewhat bizarre exercises
will be carried out. The tramee will then discuss the expeniences with the other participants (group
analysiz). Later, the trainee will put his'her reflections in writing (self analysiz). These multiple
analytic processes are intended to give the trainees 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 interacting. Attitudes are quite likely to change. One must beware the damage
that can be done by inappropriate feedback When people bare their innermost thoughts, they can be
realby hurt 1if a person says "That's stupid,” or the like. This technique can only be properly carried
out 1n small group. It is obvicusly not being properly done if people rush from exercise to exercize
with little group analysis or personal reflection. A tradeoff exists. If vou do the exercizes with
people from your workplace, they will have greater difficulty opening up. Yet, changes are more
likely to transfer back to work. Conversely, if one's supertor does not become more "sensitive," 1t 13
unlikely any of that person's subordmates will sustain much of the changed behavior they mitially
dizplay. This method was more popular in the 1960s than 1t 13 today (Dessler, 2011: 161).

Lecture = The most common traimng method. This 1z an economical way to convey information to
large numbers of trainees with a small number of trainers. The amount of content for the time
consumed iz generally very high Normally, this consists of a simple one-way presentation of
information. The lack of social 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 skill tramming.



