l

ﬁzﬁﬁl’ﬁtk
chyu iv 'W !II

Quality Transformation Series

[
! ISBN 9b2-442-1b2-5
9“?89624“421620H

BRESERT




Quality Transformation Series
BEEERY

STAFF TRAINING AND DEVELOPMENT

James Duncan Bremner

ETHRIIRERE



© 2000 by City University of Hong Kong, HKSAR Government ISF Project AF/3/98
© 2000 EAEWM AL - FAERRIITIEBUT L& & BhaHE| AF/3/98

Al rights reserved. No part of this publication may be reproduced, stored in a retrieval system, or transmitted,
in any form or by any means, electronic, mechanical, photocopying, recording, internet or otherwise,

without the prior written permission of the City University of Hong Kong.

REREZEE LB ABRE LD RE - RETBRMASERAAIIN - MEEEFIBE - SUER

773 AR AR SARAE - EIXFEE - (R IS BEAEXFREX -

First published 2000
2000 FHIhR

ISBN BIFR 4% —E 5% 962-442-162-5

Staff Training and Development (& TR % R)

Author (f£%&)
James Duncan Bremner

Translators (81:8)
Mr. Leslie Lee (=B 4)

Book Editor (4#8)
Dr. Winco K C Yung (B8R & 1)

Series Editor (R¥E4R)
Dr. K S Chin (#tE418+)

Published by
City University of Hong Kong
Department of Manufacturing Engineering and Engineering Management

Funded by
HKSAR Government, Industrial Support Fund Project no AF/3/98

Designed and printed by
Media Production Unit, City University of Hong Kong

Enquiry
Dr. K'S Chin, Department of Manufacturing Engineering and Engineering Management
City University of Hong Kong, tel. 2788 8420, fax 2788 8423, email mekschin@cityu.edu.hk

James Duncan Bremner

STAFF TRAINING AND DEVELOPMENT

S THFIIRER

City University of Hong Kong
Department of Manufacturing Engineering and
Engineering Management



Acknowledgements
05 &

| wish to thank the following colleagues for their valuable help with this publication, which was in
essence a team effort: Ken Baylis for his assistance in preparing part of the material, and Leslie Lee and

Dr. K. S. Chin for help with developing the structure, and providing constructive comments.

EUZHBRAMFATEERE - UBRERSFEANESE | AEAM 73D ER HIKen Baylis K i#8H
AIAMTAER  TRHAZRUESRNZEB CEREEERL -



02

FOREWORD
F=

FOREWORD BY THE SERIES EDITOR
0 RIEHRFS

ABOUT THIS BOOKLET
06' B ETIWRIRBR —F

70

OVERCOMING OBJECTIONS
RERRHEER

FUNDAMENTALS
EXRA 2 7

72 THE PRACTICE OF TRAINING
AND DEVELOPMENT

B BROER

Contents

09

07 THE VALUE OF TRAINING AND DEVELOPMENT
B BROER

WHY TRAIN AND DEVELOP?
ATEFERIRER? 08

WHAT ARE TRAINING AND DEVELOPMENT?
TEREIRER?

40
CASE STUDIES
st 48 THE FUTURE 50

48 5% CHECKLIST FOR SELF-ASSESSMENT
BEFIEREEE




Quality Transformation Series

o
N

BEIEESECERSOECEEENER
JRA o SFHZEEBBNULESRREMRS
THHRIDEE - MRZRTESEEN
BEM  PERERERANEERAR £
HOTEE  EEXABRBEEMLERRERD
ERYNEREE - EEERZALES
—(ERENESMEREER  WEXDH
ERERERNRAIE D UEEET ENHF
ABHZANB N ENEERTE o MEHR
MHSHE  EEEFTEAE-—BEEX
LUESEENERMBRLE - BRNELA
RMBEONARBEEEEHNZL o B
B2 ERERZAIBBEIEESEER
N SUREBREESENTITHE

BEBFE-—NN\NFERLTEBEERE
JB BRETAd R 328 AR LE 75 BIE EIISO9000E £
RAZENDE - 15 BEBLTRER
ERINES TISO9000R% - MEAFES

MRS IETEEITEERE © ISO9000H# B
Mot T DEETTESENES - AE
ZRABBLEE T —HLEFERDAR
FERFE DR o

FARSEAMETBHHABRETERT
RERSAEEEBRIITHREBRF X
RERESHNED  HBTHMRETER
ETEBRENHEMH - BLEMBEEN
7 SN HEEBIE  CMXEER
RAM THE LR EHESEENEEBAE
EIRZBIEBRERSMERNTEMNT
B - Bt 2 BRHBTBHMABR TR LE
EMMHIS DMER

hEREL
EREBRIRER

Insistence on total quality has become the fundamental principle in business
today. Companies are grappling with the concept to ensure and enhance the
chance of success for their business. Companies that ignore the importance
of quality will put the success of their business enterprise at serious risk. In
the new millennium, companies have to focus on the right priorities.
Management should lead the company with a clear Vision and Mission and
unleash the creative power at all levels of the company to meet the challenges
from the ever competitive and changing global market. Faced with ever
increasing competition, management needs to create a corporate culture
whereby quality products and services, effective business processes and
competent well trained people are the key ingredient and must be a key focal
point. In short, managers need to understand total quality management

concepts and the practical norms to implement quality transformation.

Hong Kong Quality Assurance Agency was established by the Hong Kong
Government in 1989 to assess and register companies aspiring to attain the
ISO 9000 quality system standards. Since then, thousands of companies have
successfully acquired the ISO 9000 certification and many more have initiated
the application process. The spirit of the ISO 9000 quality management
systems facilitate and emphasise the commitment to continual improvement
which has become imperative for Hong Kong companies to strive for success

and enhance their competitiveness in the 2000s.

It is of great excitement that the Manufacturing Engineering and Engineering
Management Department of City University of Hong Kong has gained the
industrial support fund from the HKSAR Government to develop educational
materials for the facilitation of such a quality transformation in the local
industries. The materials, including booklets, videos and CD-ROMs, will
surely increase the local industries' awareness in total quality management
and foster a deeper understanding about the methodologies and tools in
achieving management excellence. The dedicated efforts and contributions
from the City University of Hong Kong in making this project a reality are

much appreciated.

Dr. T.L. Ng, JP
Chairman, Hong Kong Quality Assurance Agency
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Quality Transformation Series

Global manufacturing competitiveness has been complicated with the
accelerating pressures of industrial transformation, dynamic trading
conditions, ever-changing market demands and uplifting quality
requirements. These pressures have sharpened the industry's focus on
developing viable strategies and tactics in gaining and retaining their
competitiveness. Hong Kong is now undergoing a critical transformation
from low-cost assembly to high-value-added manufacturing. For a
successful transformation, Hong Kong manufacturers must provide better
quality products faster and cheaper than those of their competitors.
Adoption of effective quality strategies and practices is one of the crucial

factors for success.

This "Quality Transformation Series" is supported by the HKSAR
Government Industrial Support Fund to develop promotional and
educational materials, such as booklets, video and other multi-media in
quality topics. It aims to make the company executives more aware of
their crucial role in leading successful quality transformation in their
companies; to introduce modern quality improvement tools and
methodologies to Hong Kong manufacturers, and to provide examples

of best quality management practices in the Hong Kong environment.

With the launch of this series, we hope to encourage and facilitate Hong

Kong manufacturers in making the quality transformation.

Dr. K S Chin

Series Editor
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About This Booklet
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This booklet aims to provide a basis for the effective management of
staff training and development. After reading it, managers should be
able to:
* Know how to state the importance, cost and benefits of training
and development.
® Be able to manage training and development effectively to meet
business needs.
e Evaluate the contribution of training and development to

business objectives.

Why Train and
Develop?

The company resource represented by the staff is a major cost (often
the most major). In manufacturing it may be 40% of the running cost,
whilst in a service company it can be as great as 90%. Neglect of training
and development is equivalent to neglect of plant maintenance and

will lead to similar disastrous results.

Best results from company programmes such as new product
development, upgrading manufacturing plant or a marketing drive,

cannot be expected without correct training and development.

Training and development can be driven by company programmes, but
it is also necessary to invest in the quality of staff to assure the long-

term future of the organisation. The key is to treat the expenditure as
an investment. Whilst some benefit will be seen in the short term, the

real pay-off will happen in the long run.

The ultimate benefits are obtained when training and development
become embedded in the organisation. Pay-back occurs through
"synergy" - the sum being greater than the parts. An adaptive organisation
is the result, staff being receptive to change programmes and accepting

continuous change and improvement.
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What are Training and
Development?
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Training is the process through which an employee is helped to master

the knowledge, skills and methods needed to do a job or to do it better.

Development is the upgrading of a person's abilities, so that he or
she can take on greater tasks in the interests of the objectives of the

organisation.

The Value of Training

and Development

When training and development addresses the needs of the organisation,
it will ensure that company initiatives provide real value. In particular
it will help to:
¢ improve the productivity of the staff resource
* maximise return on assets employed
e ensure the success of company initiatives for growth or change
e reduce supervision costs, enabling management to concentrate
on improvement
¢ lead to a more effective organisation structure, with lower staff costs
and communication which is more direct and of higher quality
¢ highlight potential managers
¢ enable the organisation to become a leader in its sector, through

a positive culture and high quality services

In an organisation in which staff
training and development is
embedded, individuals will:
¢ feel confident and are
less stressed

o feel valued, such that they Q,

will stay
* become more adaptable and do a
more complete job, giving them greater satisfaction
¢ want to work there. The company will attract the right people

and retain them.
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How many times have the following been said?
¢ "When money has been spent on training, the staff will leave
or be poached."
* "\We cannot afford to have staff absent from their work whilst
attending courses."
® "The jobs are so specialised that there is no relevant external training.
It has to be on-the-job experience."
e "Courses are too long for what you learn."
¢ "Staff development is an excuse for putting people into a job and
not paying them properly."
¢ "It is more effective to recruit suitable people than to develop
our own."
® "Most courses are a waste of time. People don't learn anything
useful."
¢ "A few weeks after going on a course, people have forgotten all
they learned."”
The answer is to overcome the above by advance planning and a

systematic approach.

Get the commitment of top management

Senior management support is vital. People will follow the demonstrated
enthusiasm of the top management. Obtain it by showing that training
and development is essential to achieve business aims and must be

planned like any other part of the business.

[}

Overcoming Objections

Get the backing of middle managers
It is vital to obtain the support and active involvement of managers.
e |dentify managers whose support you need and what you
want them to do.
¢ Assess potential resistance.
* Prepare the ground showing managers what the benefits will be
to themselves, their team and the organisation.
e Follow up to gain their commitment to active support and
involvement.

e Maintain that commitment by continuing discussion and support.

Treat training and development as a business function
Credibility comes from the capacity to meet perceived needs, with a high
quality service.
In line with marketing other services it is essential to:

- find out what the customer wants and needs

- develop "products” to satisfy the customer

- establish costs

- agree how the product is to be delivered

- deliver in line with expectations.
Training and development should make a visible contribution to
achievement of company objectives. Feedback should be obtained from

"customers" on quality and contribution.
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Fig.1 The Training and Development Cycle
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Training and Development as a Business Process
Management of training and development is a cyclical process.
The cycle acts as a control loop matching actions to business needs,

see Figure 1.

Define Business Needs,
ommitment to T. & D.

Create Training &
Development Action Plan

B KR ERZITEATE

Define Business Needs
This should be limited to the organisation level. The steps are as follows:
1. Define strategic company objectives (taking account of the way
the organisation is changing).
2. Identify key skill needs in order to meet those objectives.
3. Relate to current jobs, identify ing new or changed jobs.
4. Estimate what the 'gap' between the current and necessary levels
is costing the organisation.
The outputs from this part of the cycle are:
1. new or changed job specifications, at the level of overall role
and function.

2. budget for training and development resource.

Identify Training and Development Requirements
The next part of the cycle is to identify the gap between the knowledge,
skills and attitude currently possessed by employees, and the knowledge,
skills and attitude required to meet company objectives. This can be
done at various levels:

Organisational level

Department or Team level

Job or Individual level. ®

Some important preliminary questions are:
e Is training the answer?
A person may have reached his/her limit.
e Is training cost-beneficial?
Could recruit.
¢ Are there sufficient incentives to train?

Not if the need is low priority.
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e |s analysis necessary?
There may be an underlying training requirement which is
already known.

e |s the job likely to change?
Don’t waste time analysing it.

e Should the person be adapted to the job or the job to person?
Could adapt jobs or move people between jobs. (Link to appraisals
and Development). Training and development can focus on the

person’s inherent abilities, or his job role.

Particular attention should be paid to the analysis techniques to be used,
time-scales, the role of internal staff and external support. Awareness
should be shown of political issues and matters of personality in the

organisation, to ensure that any recommendations are realistic and will

be well received.

Some approaches to the derivation of training needs are given in

Figure 2.
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Approach

Comprehensive
Detailed examination of every aspect of the job.
- define each task in the job in terms of its objectives, frequency
and standard;
- derive the needed knowledge, skills and attitude and compare

with the employee's attributes.

Competency-Based
The aim is to identify what is needed to produce effective performance.
- produce a statement of the job role;
- breakdown role into areas of competence;
- define levels of competencies for effective job performance;
- produce criteria for measuring competence;
- compare with employee attributes to highlight deficient

competencies

Key Task

Analyses those tasks the effective performance of which is critical
to performance.

Can be done via either of the Comprehensive or Competency-

Based approaches.

Problem-Centred
Focuses on defining problems requiring training solution.
- identify nature and causes of problems;

- identify skills, knowledge, attitudes needed to cope.
Fig.2 Approaches to the Derivation of Training Needs
The output from this part of the cycle are:

1. Job Descriptions

2. Training and Development Requirements.

When to Use

Job level.

If your organisation is changing rapidly,

see 7.2.

Individual level.

Team level.

Organisation level

Department level

LERE S HNE LR
1. TR
2. BEFIRBERER
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Create an Action Plan
The next step is to assess alternative ways in which the identified
requirements can be met, and to draw up training and development

plans.

Figure 3 shows the essential elements of training and development

planning which could be at the level of the organisation, team or individual,

to correspond to the level at which requirements were identified.

Step How to do it
Set objectives Set clear overall aims.
Define desired performance, associated
conditions and standard.
Determine method Select preferred training options.
Decide whether internal or external.
Assign responsibility - for ensuring action is taken.
- for provision of training/development.
Brief the external trainers.
Create a training plan Prioritise learning events.
Apply budgetary constraints.
Set time-scale.
Decide how to evaluate | Define measures of effectiveness, and time-

scales over which to apply them, in advance

Communicate results At the level corresponding to the planning:

organisation, team, individual.

Fig.3 Training and Development Planning

The output from this part of the cycle is:

1. Training and Development plans.

Design and Deliver
The starting point for the design of training is definition of the learning
objectives. This will specify what the trainee should be able to do which
could not be done at the start. The following should be stated:
- the required behaviour
- the performance standards which the learners are expected
to reach

- the conditions under which they are to perform

Example: a learning objective for training on the writing of job descriptions:

"To draw up a job description for a team leader [behaviour]
within 1 hour, covering all aspects of the job, [performance
standards]

defining key competencies and consistent with all
company policies;

draft notes following interview of job-holder to be  [conditions]
provided, job description to be prepared using
a word processor.

Define development objectives (the "destination")

What outcomes are desirable?

What differences will there be when the learners reach their destination?
What will they be doing differently?

How will you measure the changes?

Design the learning processes (the "route")

Break-down the development objectives into knowledge, skill and attitude
elements. Attitude elements may be further broken down into behaviour
(apparent) and values (less apparent). Include the contribution of the
learner's manager, to include briefing, debriefing, and on-the-job

reinforcement.

Design the Evaluation
Questionnaires or tests are best designed at the starting-point. Design
tests to measure what has been learned. Consider monitoring a

"control" group.
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Select a Method of Delivery

Examples of methods of delivery are shown in Figure 4.

The outputs from this part of the cycle are:
(1) training/development courses or activities and their planned evaluation,
(2) trainees who have completed the planned training or development

"route"”, or are "en-route".

Delivery Method Training Development
Coaching, Mentoring, Counselling O O

Peer support O

Job rotation, Secondment O O
Working parties/groups, visits 0
Demonstration/instruction O

Open/distance learning O
Managing projects 0
Self-development / Continuing O
Professional Development O

Training events, in-house or "away-days"

Short formal courses, conferences, O O
seminars, lectures.

Delegation O
College-based training O O

Fig.4 Training and Development Methods

Use What Has Been Learned
Use and reinforce learning including:
- line manager debriefing
- identification of individual and joint actions to embed learning
at work
- encouragement of learner by manager

- spread of learning to colleagues

The output from this part of the cycle is:

1. trainees who have started to use the training or development.

Evaluate

There should be a real understanding of the costs and benefits of training
and development by management. Managers should be able to answer
the question: "is our commitment to training and development
worthwhile?" Senior management should be making informed judgements
on future training and development based on an understanding of costs
and benefits. The impact of development should be made clear such
that it gains credibility, and increases its effect on the organisation.
Evaluation is the last stage in the training cycle. This involves obtaining
and analysing of information on the effect of training and development,
in order to assess its value. The actual results of training and development
activities are compared to the planned outcomes. Training and development
activities can thereby be made more effective, to meet current and future

business objectives.

There are a number of 'levels’
of evaluation which can

be summed up by the
questions:

Level 1 - What was thought/felt
about the training and
development? (Reaction level)
Level 2 - What was learned?
Level 3 - What was the effect on job performance?

Level 4 - What was the effect on organisational performance?

Levels 1 and 2: Immediate impact of training and development
on knowledge, skills and attitudes

Learning is a key measure of design and delivery effectiveness and should
be evaluated. Common methods for doing this are post-activity
questionnaires, tests, demonstrations of skills acquired and follow-up
discussions. The method should be based on the objectives set for

improving knowledge, skills and attitude.
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FEBERER - FHMHER Level 3: Impact on job performance

. 9 i
REBFTENRESREBEZ Performance reflects new attitudes and the application i
miEL - BT EREE of new knowledge and skills. Common techniques for
BRAELIEHENT assessing performance are appraisal, observation, e Ct f I
fERE o customer feedback/surveys, staff surveys and monitoring

results against key performance measures. Evaluation

and Development
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BRI R R REE
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should be based on the objectives set for improving

performance. There should be checks on whether

learning translates into improved job performance.
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Work to a System
An example of a system for management of Training and Development
is the "Investors in People" UK national standard. It requires a planned
approach to staff development based on setting business objectives,
communicating them to staff and investing in staff development in line
with the objectives. The award is based on the following premises:
* a successful organisation develops its people in a structured way
in which there is commitment to training and development;
e there is systematic planning and action takes place in line with
the plans;
o the effects of development actions taken are evaluated against
clear objectives set out in the organisation's plans.
Employee development is promoted as an integral and essential part

of strategy.

Assign Training and Development Responsibilities Formally to Jobs
Responsibility for training and development should be included in the
job definition scheme, for example:
» Chief Executivel/Directors ( or equivalent)
- overall responsibility
* Managers
- appraisal, developing and supporting individuals and teams
¢ PersonnellTraining (if applicable)
- information, advice, procedures, auditing
e All employees
- self-development
e Training and development group
- support, enthusiasm, communication
¢ Trade Union/staff representatives (if applicable)

- support.

The responsibilities of managers and staff, as opposed to training
specialists, must be clear. Managers' responsibilities should have
corresponding objectives against which they are appraised. Training
groups with representatives from each department (and possibly labour
unions) can be set up to contribute to the management of training and

development at departmental level.

Make a Definite Choice of Budget
The four main budget alternatives are:
- budget held centrally
- budget held by department budget managers with no central budget
- a combination of central and departmental budgets.
- no budget, i.e. assess each application on its merits
The budget may be incremental or zero-based. An incremental budget
is based on an adjusted version of the previous year's budget. A zero-
based budget is based on a fresh assessment of the resources needed

for the current year.

Monitor the Results of Training and Development

Many organisations monitor results against plan, for example concentrating
on key performance indicators. Leading organisations specifically include
training and development measures, thus enabling the effect of training
initiatives to be seen. A set of measures of this type constitutes a

balanced scorecard.

Balanced Scorecard
A Balanced Scorecard contains a blend of financial and non-financial
measures focused on the company mission and values, and relating to
long-term competitiveness.
It covers the following:
e financial and business - volume/growth; new business; sales
e internal processes - quality; efficiency; productivity; teamwork
e customers - level of customer satisfaction; relationships; perceptions
e employees - staff attitudes; training and development;
communication.
The benefits of the Balanced Scorecard approach are:
¢ relates performance to mission, values and business objectives
e gives an understanding of what has been achieved at the expense
of something else
e specifically measures the effectiveness of the employees
e enables identification of training and development needs related

to the measures.
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Management Responsibilities

Develop Management in the Company

Effective management is vital to success. The organisation should provide
opportunities for managers to develop skills, knowledge, and attitudes
so that they reach full potential to contribute to the objectives of the

organisation.

Example: Extract from a typical company management development

policy:

The company will:

- create an environment in which all managers contribute to business
objectives

- allocate responsibility so that decisions are taken at the appropriate
level as close to operations as possible

- determine job roles and responsibilities, objectives and results
expected. Link to reward systems.

- appraise all managers against expected results including reviewing
and developing skills and performance

- assessment of potential for long-term development

- conduct succession planning

- encourage and train managers to develop their teams.

Undertake Self Development
Managers, as with all professionals, should take some personal
responsibility in planning, recording and evaluating their self-development.
Some of the questions managers should ask themselves in connection
with this Continuing Professional Development are:

- Where am | now and where do | want to be?

- What are my personal gaps?

- How can | address the gaps?

- How do | put the learning into effect?

Difficulties and Solutions
Lack of Top-Level Support
It is vital to have senior management commitment and support for

training and development. Senior management should set the training

and development strategy in line with the business plan and review
progress at frequent intervals. Support may be both internal, via
"champions"” or a training group, and external, for example from training

organisations and via networking.

Continual Change in the Organisation

Rapid pace of change in the alignment of the organisation to its markets,
or in its operations, can tend to render training and development
ineffective. However, in these circumstances it is vital that training and
development are executed in line with business changes. Without this,
the benefits of the changes are unlikely to be fully realised. It also provides
a positive framework to assist employees working through the development

aspects of organisational change.

Poor Business Planning
Training and Development cannot be linked to the business plan if one
does not exist! If planning processes are poor, they must be improved,

e.g. by internal work or with assistance from external consultants.

Identifying Requirements

Competency-Based Approach

Traditionally, training requirements are determined by comparison of the
demands of jobs (as defined in the Job Description) with the abilities
of employees. The results of this approach are pure training requirements.
Development has to be concerned with employees' underlying abilities

and aspirations, that is with their competencies.

It is vital that today's rapidly changing organisation defines how
organisational performance is supported by staff competence. This
requires:
- a vision for the organisation
- a clear view of how training and development can help achieve
this vision
- a clear business strategy and objectives
- a clear view of how competencies link to the vision, strategy
and objectives

- the ability to measure results.
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In any given job, there is a cluster of skills, knowledge, attitudes and
behaviour which distinguishes superior from average performance.
These are defined collectively as Competencies, and define what the
job holder needs to be good at in order to be effective in the job.

Competencies may be described in terms of a number of levels.
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Example
The competency "Effective Communicator” will run from
level 1: asks when something is not clear;
answers factual queries relating to the work clearly
and concisely;
to
level 5: presents complex, sensitive or confidential information
appropriately; communicates effectively to external groups
including the media and shareholders in a way which promotes

the organisation.
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A competency framework summarises identified competencies and the
levels of each demanded for each job. Many organisations have tailor-
made their own competency frameworks based on the specific

requirements of the jobs within the organisation.

Organisations are also using the competency-based national vocational
qualifications (e.g. NVQs/SVQs in the UK) to assist in the design of

comprehensive training programmes with assessed learning.

If a competency framework is combined with performance assessment
against those competencies, this gives an effective basis for the following:
- recruitment
- training needs analysis

- career planning

staff promotion

performance management

assessment and development centres

assessment of potential and succession management.

Competency development is a gradual process, requiring development
of underlying behaviour and characteristics. Stages in improving the
performance of an individual via a competency-based approach are:
1. identify competencies - determine which competencies are key to
the role, and the level of competence required,;
2. identify the gap - assess any shortfalls in performance in these
competencies
3. prioritise needs - decide which 2 or 3 competencies to work on

over a 6 to 12 month period

The benefits for the organisation of a competency-based approach are:
¢ identifies the underlying attitude, behaviour and ability that contributes
to outstanding performance
¢ the levels provide a consistent measure to assess performance
¢ allows recruitment, development and performance management

to be carried out against a known standard

e |links training and development to the vision for the business.
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Develop human potential

to assist organisations

and individuals to achieve

their objectives

BRABBE UG BHER

BAZZMWMHNE R

Task T #*

A.

C

Identify training and
development needs
BREIIRERER

Plan and design training
and development
TR IEIIR B R

Deliver training and
development
TR ER

Review progress and assess
achievement

RS R AP AR

Continuously improve the
effectiveness of training and
development
BENEEIRERNE
W

Fig.6 Training and Development Vocational Standard

B

BN B RBRERE

Competencies &5

A1 Identify organisational training and
development requirements
EREBNEIRBRER

A2 Identify learning requirements of individuals.

BREANSEER

B1 Design training and development strategies
for organisations
AHEBRTIEIIR B RERR

B2 Design training and development
programmes
REtEIIR B R E

B3 Design and produce learning materials

Rt R BUEHAM

C

—_

Manage the implementation of training
and development

BB ERNET

C2 Facilitate learning with individual and groups
BERHEBARNAE

D

—_

Monitor and review progress

ERRBER

D2 Assess individual achievement
S AR A B R

D3 Assess individual achievement of

competence

FTAL{E A BE D B

E1 Evaluate the effectiveness of training and
development within an organisation
FHMEEABRIENIR R MNB R

E2 Evaluate the effectiveness of training and
development programmes
AR R B R EINE M

E3 Improve own training and development
practice
HEBRNZIIRBRME

E4 Contribute to advances in training and
development

REFIENRBRELER

Training and development itself is also covered by vocational standards.
One such competency-based standard relates to the systematic training

cycle (see Figure 1), and is shown in Figure 6.

Management Responsibilities

Define Expectations

It is management's responsibility to define the tasks comprising a job,
and to communicate this to the employee. This is an essential basis for
performance assessment and the derivation of training needs. If the
approach includes definition of competencies, it will also contribute
development needs. Such job descriptions should, of course, be regularly

updated.

Induction

There should be an effective induction for people joining the organisation
and people in new jobs. The aim is to facilitate their working in the
new role, working environment and culture. It is necessary to allow for
the skills and knowledge employees already have, and what they need

to know if they are new to the organisation.

Effective initial job related training should be given to new people.
People changing jobs should be given appropriate induction to their
new responsibilities and any training and development needed for their
new role. Poor induction often leads to poor performance and high

staff turnover.

Compile Staff Personal Development Plans
In writing Personal Development Plans managers should consider:
- the job description and each job objective, thinking about any
performance standards which are not being reached;
- other development needs related to the aims of the organisation
or to personal needs;
- the future. Are there any development needs associated with the
longer term for example potential job changes? Building them into

a rolling development plan will ensure smooth transition later;
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- options other than formal training, e.g. spending time with people,

project work, coaching and self-development.

The development plan should be discussed, agreed, and may be written
on the appraisal form, noting who is responsible for actioning, with
dates. The plan should be kept under review during the year and formally

reviewed at the time of the appraisal.

Difficulties and Solutions

Training requirements seem to be a "mixed bag"

If training and development is reactive it is likely to be a mix of useful
and wasteful initiatives. It should be planned as part of the business
planning process. Needs should be identified whilst constructing the
business plan, and should be an integral part of the plan. It is essential
that training and development is linked with overall themes from the

business plan.

Lack of understanding of why training and development is
fundamental

If lack of understanding of training and development is proving a
difficulty then this should form part of the training and development

plan for the organisation, i.e. at the organisational level.

Planning

What Constitutes Good planning?

Planning is often most effective if it is carried out at a certain point in
the year, at which time all the requirements are brought together. The
planning process itself needs to follow a formal system such as that

shown below.

Assess all the requirements. List the training required,
focusing on common requirements from different parts

of the organisation.

i

Make proposals, covering:
¢ use of internal or external trainers;
e course duration, when it will be held, location;
e the need to evaluate the effects.

Discuss with the managers concerned.

¥

Work out the cost and get approval.

Finalise the Training Plan in agreement with the trainers.
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It is important to plan the overall evaluation in advance of the training

being given. This must be done with the trainees' managers. An

expectation of results must be conveyed to the trainers and the trainees.

It is important to ensure that they know the outcome will be evaluated.

Management Responsibilities

Obtain Resources

A budget or process for approval of such expenditure should be in
place if training and development is properly integrated with the

business (see Fig.5 ). It is management’s responsibility to make use of

this budget in planning to meet training and development requirements.

Resources include finance, time, people, physical resources and facilities.

These should be costed and managed in such a way that the full value

is obtained.
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Difficulties and Solutions

Low priority given by managers

Managers may be tempted to manage the immediate and neglect to
develop their staff. A solution is to place clear responsibility for training
and development in manager's own objectives. This aspect of their work

will then be reviewed in their own appraisal.

The company Training and Development Plan always runs behind events
If training events are not subject to overall planning, they will be arranged
in an ad-hoc manner to suit individual managers. This is a symptom

of the lack of a formal planning system.

Delivery
How Best to Deliver?
In either Training or Development, conscious decisions should be made

on which methods of delivery to use.

-
FENEINRBRRER

Training or Development Result Required

HFZER Knowledge Transfer

HERREERRE
Improve Problem Solving Ability

K aeE R Skill Development

EARIBE Attitude Change

.

BES*
Delivery Method
R Lecture

#RE Exercises

TEm(EEBERZR) Discussion (with questions and answers)

EIZRWT%E Case studies

Fi§ 0 8&5% Brainstorming

/NAETER Group discussion

FEFEE - BB RIFER Manual skill: exercises and games
JEFIZFEE - ABIHIE Non-manual skill: role playing

FENERY

EHR Debates
AEHIE Role playing

/INEETH Group discussion
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Technology-based training is increasingly used. Its advantages include:
- It is often user-friendly (increasingly so for younger people);
- It can be cost-effective in some situations compared with
traditional training;
- The training is paced to the individual's needs;

- The range of material is expanding;

- Technology is changing all the time; it is exciting and catches
the imagination;
- It is useful for employees who are geographically scattered.
However, it can have disadvantages:
- needs careful selection;
- lack of tutor contact;
- specialised equipment can be expensive;
- equipment may need frequent upgrading;
- programmes can be bought and not used (if not well publicised
and administered).
Evaluation and feedback must not be neglected during delivery.
When training takes the form of a definite event, it becomes a two-

stage process.

It is important at the end of the learning stage that the trainer assesses

what has been learnt and understood.

Development is a longer process than training. It is a parallel process.

This means that regular feedback to the trainees is necessary. Interim

rewards should also be considered.

Management Responsibilities
Coaching
Coaching uses the work situation to help a person to better understand
work issues and improve capabilities. It is undertaken usually by an
employee's line manager or work colleague, and is concerned with
improving performance within a short time-scale. Coaching is effective
if it is:

- work-based;

- involves completing tasks;

- planned;

- based on a relationship of partnership;

- BIREREZATEES  RBELEER

- HNMEED BAE TR EERE A
AREAA T IR ERE:

- BEPMER

- R EER AR

- EFNRETURSE

- REFEREEMRES

- B ERERRANERGERZE

ZHREENERE)

FEEEHR A ] 2R R EI 6 o EIFIIA
WESRMHENET - ERB2 - BRBE -

REBNRITIEEEENREME R
BRNWKABH

BRE—ALZFIERNBRE - ER—EF
i =0k

o

(&
[l

ERTEMETIEIELDERLEN - FH
RETERKZE o

il

BEERE
5
HERFATEERBIAMEREERT
EEBRRRERED - EEBRE-REHES
FBNEEREENEEHT  WEE2E
RIERERRERRRE -HERBANE
TR

- LTERAR

- BRERIE

- BEHEIN

- ERBHRER

&

Staff training & development

W
(¥}



Quality Transformation Series

W
s

- E-EAXBNRERRE
- FAEARBRIEEERRE
- BRI EEER B R ERN

BEBRUGENESR

ERAERKAIEENEZERTETENE

B 5% 8 P R BN — TR 45 B TARFR B AR RE »

MEREENBE - BE-REEAERN

Aft o tMEREAREEA D ZEREY

B% - BETEREBENEE LT - B

MEeR :

- ERB M ZBRIR MR - HER
RERHIF

- FARGE R ERMIR

- REEENZERES

- BB RIBBABEN THERERER

- REEH R

- HITETBIREIHE

B A

EZHRRHE  REERREENEX

EHMNEENRAE - TEMNEERAR
- BIHEWEA - RiE - B RE
KE - BE - THE

- IR RERET (0 ARSI E SRR R)

BB RERAR

- BERAEIEETHRERBEPR

EZENKRR)
- EEBBEE TEHRE
- ZIERESIBHIREL

PR £ 5 SR 75 5%

BRERENTE
ERFEETHELRENRE : AJRERRE
RELEN%E  AIRERNEE ? BEK
HEEFERITE AR ERARREE -

- takes place in a supportive environment;
- uses the strengths of the individual to promote development;

- is reactive to skilled feedback.

Mentoring
Mentoring is a process for acquiring the skills, knowledge and attitudes
required of a particular job through the use of a mentor who acts as
guide, teacher, adviser and confidante to the learner. The development
usually takes place over a long time-scale. The mentor is a more
experienced person willing to share their knowledge and to develop
the relationship. The mentor should not be the mentee's line manager.
The role of the mentor is to:
- be an independent point of contact with open, honest and
confidential discussion
- be a source of informed opinion
- give appropriate advice and guidance
- facilitate help and assistance with the mentee's job and
overall development
- provide regular discussion and review

- provide assistance with career planning

Control the Costs
During the delivery programme, it is important to regularly review actual
costs against planned expenditure. The main direct costs are:

- trainer fees, facilities, materials, equipment, refreshment,

travel, administration;

- research and design. (e.g. time spent customising a course).
Indirect costs to the organisation are:

- learning costs (under-performance whilst learning a job);

- cost of taking employees out of productive work;

- disruption whilst trainee absent from work.

Difficulties and Solutions

Actions not happening

An investigation should be made to determine the causes: it may

be lack of support from certain managers, or problems with resources.
With knowledge of the causes, action can be taken to resolve

the problem.

Lack of resources

Training and development should not be the first activity to be cut due
to budgetary restrictions when times are bad. Cost/benefit analysis should
give credit to the benefits of development initiatives. If money and time
are scarce, then consider innovative low-cost, but high-result, options.
On-the-job training, coaching, discussion and mentoring are types of
approach that will produce real learning. Expensive off-the-job training

can be inappropriate.

Poor middle management or teamleader support
Training and development will be ineffective without the support of
middle management and supervisors. Training, guidance and coaching

are the approaches used to resolve these problems.

Practice
The Essentials of Following-Up on Training and Development
Specify who is responsible for ensuring that relevant practice is carried

out after training, and follow-up with them.

Hold a post-training de-brief with the employee to discuss the value
and benefits of the training, and its intended use in the job. Follow
this by observation of the job or subsequent review of points agreed

at the de-brief.

Derive any measures for the effectiveness of the training which were

agreed in advance.

Do not neglect to cover the effect of the training during later appraisal.

Management Responsibilities

The employee should be put to work on the applicable task without delay.

The manager should be aware of the possible need for further support,

from himself or the employee's colleagues.

Top management should preferably have a company policy on practice

after training.
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"Them and Us" attitudes

This can manifest itself as an unwillingness to change. This can be

action may be taken.

#HE Evaluation
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How to Measure the Impact on the Organisation

and time. Examples of cost measurement are:

e Total cost of the training activity

the number of training man-days attended by staff.

e.g. HK$600,000 + EAhA 7 other costs of HK$100,000 = HK$700,000
LUE IR B4 divided by number of days training = 600
HK$700,000 LA 600394 HK$700,000 divided by 600 = HK$1166 —X per day

o FIRAUFENEDLLFHE

o PHREAEUESHEIRE - ER
BENSED  ARRKRAEZLEERBH
B

e Training cost as percentage of payroll

¢ Average training days provided per employee. This is a benefit

to the employees, but represents a cost as lost productive time.

difficult to resolve, and will be central to many other problems in the
organisation. There will often be people in an organisation who have
a negative attitude. If this is more than just "human nature”, a programme

needs to be set up to define the issues and the people, so that appropriate

It is important to measure both cost and results. Costs involve money

e Training day cost: the total costs of running training and carrying

out activities can be calculated by dividing total training costs by

57 Example
—BIEE70AN D RS ENF SBEERHKS10,000,000 © 2 7S FEHHKS300,00088E 21158 - B14
HK$100,000EM3EHNE M - 8 B HIHSME—RAEIRE - SERBHLZIZINEST -
# R R A(HK$300,000 X 2473551 + HK$100,000) = HK$700,000
5 HIFF R AHKS700,000/(— K8{EZRE X 8{EZ & X 1288 = HK$700,000/768 = HK$911
FHR A BF €0 E 2 ELEE(HK$700,000 X 100) / HK$10,000,000 = 7%
B RS AFIIEIKEL = (768/70) = 11.0
A company of 70 people has an annual payroll of HK$10,000,000. It has 2 trainers at HK$300,000 p.a. each
and HK$100,000 of other training costs. 8 one-day courses are given each month, with 8 trainees on each.
Total training cost (HK$300,000 x 2 trainers + HK$100,000)= HK$700,000
Training Day cost HK$700,000/(8 courses 1 day x 8 trainees x 12 months), = HK$700,000/768, =HK$91
Training cost as % of payroll (HK$700,000 x 100)/HK$10,000,000 = 7%
Average training days per employee (768/70) =11.0

~

In order to show the effect of training it is often best to concentrate

ETFNBHRTBERE -

on job outputs in addition to financial results.

RERBIENONE - —REENTEREF

( )
%1 F Example
—BERINEHARERERBEEZEAGNHEFEEM - ARRBEERMURPEAR  AEREENHEHEMmSI
BEEAFTENGHE - AL ARIEREREEIREAS  BMREERNEREI - FHREENBEWT ¢
The success of a software company has resulted in an increasing number of systems installed at customers'
premises. The company provides a customer help-line, and there was a danger that the response would become
inadequate as the number of customers grew. Investment was made in training the installation staff to provide
more effective customer training. Trends in relevant measures were as follows:
BB BB /T AR EREE R Derived from Logging the Telephone Calls to/from the Support Desk.
( . J A
i53:0 REFRGH XREHE B-%#% HE B EE R B-Z8MN B8-REN
Period FEET9E No. of HIRE (FTARITH) BERE  FHEERE
Est. mean no. incoming Incoming calls (INEF) (88) (7 88)
of active calls per system Total call Duration Mean
systems duration per system  duration per
(in & out) (mins) incoming
(hours) call (mins)
5% 550 1787 3.25 198 216 6.67
First quarter
B-E 605 1021 1.96 121 12.0 7.11
Second quarter
BE=F 690 1503 2.18 201 17.4 8.03
Third quarter
EmE 790 1492 1.89 189 14.4 7.62
Fourth quarter
\_ J
B-ZERAGHENZIEHETRE  EARRRIRHNIEB 2R  MARE—XEERNEBERBRET
b ERELUEIZEASERER  BHMEEEEREEFUNE -
The amount of support requested per installed system fell, enabling the company to reduce the support effort
provided (per system). The time spent on each request did not fall, but was subsequently tackled by training the
L support staff to handle incoming customer calls more effectively. )

A vital aspect of evaluation is to look behind the statistics, at the reasons
for specific successes and failures. This concerns the training function,

training providers, trainees and management support. E -BIEREEENIZEH -

AN RER-HREEBES RN
R KBERE o BEUEIIThREE » FIRM
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Management Responsibilities

Appraise your staff

The aims of an appraisal system are normally to review performance
against objectives, to set future objectives and to agree a training and
development plan.

Objectives should be:

related to the aims of the organisation and to the responsibility

of the member of staff;

achievable by the person in the period, but challenging;

agreed between the member of staff and manager;

preferably measurable;

clearly and concisely recorded in writing on the appraisal form;

- kept under review between appraisals and formally reviewed

during the appraisal.

A typical procedure for appraisal is:
At start -
¢ Explain the appraisal system
* Agree objectives for the year ahead
¢ Record objectives using appraisal form
¢ Record planned training and development using appraisal form
Prior to Appraisal -
o Issue self-appraisal form two weeks prior to appraisal for completion
by member of staff
¢ Review self-appraisal form
At annual (or more frequent) Appraisal -
e Check job description is up-to-date and amend if necessary
¢ Review performance against objectives, and record on appraisal form
¢ Agree objectives for next year and record on appraisal form
¢ Record planned training and development on appraisal form
¢ Add any other comments and sign
* Member of staff reads completed form, adds any comments
and signs

¢ Form retained by manager, copy given to member of staff.

Difficulties and Solutions

Poor middle management or teamleader support

If managers and teamleaders do not care about training and development
they will not evaluate it. This could indicate management styles which
are contrary to good principles in people management. This may be the
culture in the company, following bad example set by more senior
management. Alternatively, it might be that specific managers are not
competent or are using an unacceptable style generally. These issues

should be discussed and actions agreed to resolve them.

Poor approach to evaluation

It should be recognised that organisations take time to develop processes
for the evaluation of training and development. Advice should be taken
on the design of evaluation methods. They can be introduced on a pilot
basis to ensure that they are working effectively and that everyone is

confident in them.
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Textiles Company

Background

The company is situated in the UK midlands and manufactures knitwear
and leisure-wear for high street retailers under the retailer brands and
its own brand names. A total of 2,000 people are employed in nine
UK-based factories and one factory in Morocco. The company is a
respected name on the UK Stock Market and combines traditional
manufacturing strengths with product innovation. It is pursuing Total
Quality Management but has not adopted external standards other than

NVQs. The company is strongly unionised.

Interest in training and development
People management, training and development had been historically
poor. The company wanted to achieve better management and culture

change through an organisation development programme.

Problems

® The company was in the process of culture change. TQM had been
introduced in some factories and not others. In most factories
attitudes on the shop-floor were based on an unhealthy 'them
and us' attitude.

¢ The business planning process needed to be improved for commercial
reasons. There was secrecy about the plans and the way they were
formulated — most employees had little or no communication about
the business plans.

¢ There was no Training and Development plan for the company
as a whole.

¢ The appraisal process had fallen into disrepute.

e Evaluation was given lip-service only.

Planned Actions:

* Develop a team briefing system to ensure consistent communication,
and to increase communication on business plans.

¢ Ensure all employees have personal development plans and a
succession plan is in place. Use the PDPs for review of training and
development against targets.

¢ Set up a Training Panel to steer training initiatives. Improve publicity
of training and development.

 Develop the existing open learning facility and market it properly.
Define the job of the Training Instructors and include non-production
training in their roles.

¢ Decide the approach to national qualifications in clothing
manufacturing.

¢ Ensure participation in training is linked to plans.

¢ Introduce briefing and de-briefing documents.

e Standardise and improve evaluation processes including measurement

of costs.

Action Taken

Drew Up a Training and Development Plan
A new company training and development plan was devised. The company
pulled together existing training and development audits, exercises on
identifying needs and skills matrices. In addition it agreed a revised
business plan with a summary of goals and targets

discussed with all employees. Senior management agreed ’ N
an overall training and development plan linked to

the business plan and using major information from

personal development plans.
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The new training and development plan was written under the following
headings:

- business goal/target

- training and development need

- training and development objective

- training and development method

- who responsible for organising

- proposed dates

- cost

The plan was published in draft form and discussed at each factory prior
to agreeing a final plan which was then re-circulated. Each factory now
regularly reviews the plan and makes suggestions for future plans at a

guarterly meeting.

Revised the Appraisal Process
A new appraisal process was launched and shown to be working
effectively. This consisted of:
- setting objectives jointly between job-holder and manager
- competency-based descriptions of jobs in the organisation tailored
to each individual
- setting a personal development plan based on (a) agreement of
gaps between ability and necessary competence, (b) progress to
the levels of competence needed in the job.
The previous direct link between pay and appraisal was replaced by a

new performance-related pay scheme.

The benefits of the new appraisal system were:
- more effective planning of work
- better dialogue between managers and individuals
- individuals clear about what training and development is identified
- discussion and evaluation in appraisal of training and development

has taken place.

Training was given to all appraisers and appraisees on the new process.
A formal review of the process was carried out, including analysis of

the results of questionnaires to all involved.

Benefits
The new team briefing system proved effective in the rapid dissemination

of valid information on organisational changes.

Personal development plans gave a greater responsibility for and interest

in training, and a realistic focus during appraisals.

Use of national qualifications resulted in training being to recognised

standards, resulting in increased productivity.

Training became part of the business planning process, and review of
the costs and benefits of training took place in a systematic way. Major
initiatives could be analysed; and training in some factories was extended

as a result.
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Warehousing Company

Background

The company is the UK distribution centre for a global distribution
company. There are 400 people at its Liverpool site. The parent company
was co-ordinating an upgrade of its resources world-wide and had
concerns about the Liverpool operation which had operated reasonably
well but was in need of modernisation. The company planned to inject
capital into new premises to replace the ageing warehouse, and to

upgrade the computer system to state-of-the-art IT.

Interest in training and development
To accompany its investment, the parent
company wished to identify the training
and development needs of the management
and workforce of the Liverpool site and to ensure

that all managers placed development at the heart of their agenda.

Problems
¢ Whilst strong on technical skills the senior Site Director was less
strong on interpersonal skills and had not invested in the training

and development of his staff over the years.

¢ There was no process for identifying and planning training and
development other than through ad-hoc responses to specific
situations.

¢ The roles of individuals at the site had not been looked at for a
number of years and there was scope for increased flexibility, less
job demarcation and better use of working hours.

¢ The site had not used the competency approach generally taken

up well by other parts of the company.

Action Taken
Wrote Responsibility for Staff Development into Managers' Jobs
The responsibility for training and development was put in managers’

own objectives, to increase their accountability.

Conducted a Site Training and Development Needs Analysis
Account was taken in devising the training and development needs
analysis of the way the company was changing, including customer
needs for an enhanced service, changes to the warehouse and computer

systems and multi-skilling opportunities.

The company reviewed analysis techniques available, and decided to
base analysis on its existing competency framework, tailored to the
Liverpool site. Data on the competencies associated with effective
performance was obtained by interviewing effective job-holders. For
each job, a purpose was established with key roles, elements of
competence and performance criteria per element. Managers were then
involved in identifying their personal training and development needs
against the levels of performance agreed as required in their jobs. Having
established their own needs, the managers were charged with cascading

the approach to their staff.

Devised a Development Plan for the Site Director

A training and development plan for the Site Director was drawn up. It
was essential that the Director saw this as positive and it was therefore
connected with additional responsibilities associated with the enhanced

status of the site. Although having faith in his technical skills in overseeing
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this enhancements, the company had less faith in his future if he did
not address the "softer" skills necessary in the job. This was discussed
during an appraisal session with his immediate manager, the Far East
Director. The outcome was to pair him with an equivalent European
Site Director, who had shown excellence in people management but
had much to learn in technical matters. The two met and communicated
regularly to build a rapport and learn from each other. The Human
Resources Director of the company acted as mentor (with agreement).

In addition the Site Director was held personally responsible for the

success of the training needs analysis, the company training and
development plan, and for ensuring a succession plan following the

training of people reporting to him.

Held a Training and Development Day
A training day was designed and delivered by the Human Resources
Director of the parent company. The session was given to all managers,
on the principles of training and development. The objectives of the
day were to:

- be able to use the new competency framework to its best advantage;

- know the principles of effective training and development;

- agree how to plan and action the training and development needs

in each department;
- outline the range of training and development methods available;

- outline how training and development is evaluated.

Input sessions, including on the competency framework, were mixed
with group work. The two main group work sessions involved:

- describing the principles of good training and development, listing
barriers to achieving these within the local company, and agreeing
ways of overcoming these barriers;

- paired discussions with managers on their approaches to identifying
training needs, followed by a plenary session pulling together the

best approaches.

Finally managers were required to write a short note of actions agreed

and present this to the whole group.

Benefits
Fewer mistakes were made in recruitment and promotion, due to the

use of the competence-based approach.

Shift patterns and work rotas were changed following multi-skilling,

resulting in lower manning cost.

Multi-skilled operatives showed increased interest in their jobs, including
responsiveness to customer demands. Labour turnover fell.
Interest in Training and Development changed the culture. Greater

receptiveness to change was noted favourably by customers.
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The Future

Although prediction of future scenarios is notoriously difficult, certain

trends are now firmly established.

Training requirements are becoming more sophisticated
Skill requirements will continue to increase in response to rapid

technological change.

The workforce will be significantly more educated and diverse

External standards are becoming the norm

There is increasing use of competence and NVQ based approaches.
There has been a change in development from time-served, paper
qualifications to proving competence in jobs in the real working
environment. This requires developing managers to be able to assess

competence and the right framework.

New methods of Delivery are proliferating

Formal training courses are being replaced by self-development.

The use of new technology is increasing, for example CD-ROM, multi-
media and learning centres. Organisations are setting up learning centres
for employees to learn at their own pace using technology. Many training
programmes are conducted using open and distance learning and
technology is used to help facilitate discussion. Use of the internet is
widespread and use of "intranets" - corporate networks to deliver
information and applications to the desktop - is growing. Companies
are using CD-ROM programmes, interactive video, CD-i and other
interactive approaches, and virtual reality to enhance training and video

conferencing to facilitate communications. Technology is being used

to increase the store of knowledge in a company. It also provides the
opportunity for people to access information about the availability of
training, register for courses on-line and maintain easily updated internal

records such as skills matrices.

Career Development is being replaced by Professional Development
Management of career progression is a challenge as organisations

become leaner.

Continuing Professional Development is becoming a requirement in

many professions.

Professional trainers must address the move of training and development
from being outside the mainstream of the organisation to being at the
heart of organisation strategy. Line managers are taking on development

as part of their role.

Coaching and mentoring are replacing formal training. Gone are the
days when training was chosen from a set menu of training courses.
Coaching uses everyday experience to improve performance. Mentors
share their experience, guide and discuss problems. Both approaches
are attuned to the way organisations work in teams and pursue

real learning.

Development is becoming integrated with an organisation's
strategy.

Delayering, mergers and demergers, new markets and products, the
drive to re-engineer processes and the shift to knowledge working all
affect the role of managers. Such changes need appropriate staff

development initiatives to make them work.
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Checklist for
Self-Assessment

This section contains a checklist of statements expressing good practice

in training and development.

To respond to the questionnaire use ( O ) to indicate your level of
agreement with each statement, as defined below:
A. Yes — completely

The sta tement is 100% true for the organization and is fully

implemented in every function / area.

B. Mostly
The statement is mostly true for the organization and is being

implemented in most major functions / areas.

C. Partially
Most of this statement is true for some (about half) of the

functions / areas.

D. Slightly

The statement is only applied in a few limited areas.

E. No - not at all
The organization has not even begun to use the approach or practice

stated in the question.

10

Management is committed to the support of training and

development to improve the performance of the organisation.

AlT B[] C[ ] D[] E[]

The organisation has clearly defined aims and objectives.

ALl Bl C[] D[] E[]

Training and development is in line with the organisation's aims

and objectives.

ALl Bl C[] D[] E[]

There are effective processes for identifying training and
development needs.

ALl Bl C[] D[] E[]

People changing jobs receive training and development in the
new job.

ALT B[] €[] DL 1 E[]

Training plans exist in the organisation.

AL] B[] €[] D[] E[]

People have personal development plans..

ALT B[] C[ ] D[] E[]

There is effective induction of new staff.

ALl Bl C[] D[] E[]

People are encouraged to improve their own and others'
performance.

ALl Bl C[] D[] E[]

Action is actually taken to meet training and development needs.

ALl Bl C[] D[] E[]

EEEAE I R B R ANEABNRER
A[l] B[l €[] D[] E[]

HBEBWHREBNKRER

AL T BL D C[] DI T E[]

BIREBEREEKBNENRERE -

ALl B[l C[ ] DI ] E[]

BRERREIIRBERBENANER
ALl B[l C[] D[] E[]

ETEERESEN THERESIZEIIR
R
ALl Bl D C[] D[] E[]

KB R AT E

A[l] B[] €[] D[] E[]
ETHBEARREE
A[l] B[l €[] D[] E[]

BERMETRZHLHN A
AL T BL D C[] DI T E[]

SBETHREACRMANKRE
ALl B[l C[ ] D[] E[]

10 BEERBUTBIUEEIBIIRBRERER

ALl B[l €[] D[] E[]
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11 METHFEE - MR AEERE
A[] B[l ¢l 1 D[ 1 E[]

12 ERFAFIAAENRLRY B
ALl Bl C[] DL T E[]

13 EEXEHEIIRER
ALl Bl C[] DL ] E[]

14 BIIRBROERZANH - RERBES
LiE

AL T Bl €[] D[] E[]

15 FIIRBROAEHE - MEREARE

11 People are released for training rather than reliance being placed

on "on-the-job" training.

Al] B[l €[] D[ T E[]

12 There is discussion prior to training taking place, and objectives

are established.

AL T BL D C[] DI T E[]

13 Managers support training and development.

AL T BL D C[] D[] E[]

14 Knowledge, skills and attitude are improving as a result of training

and development.

AL T BL D C[] D[] E[]

15 Training and development has improved the performance of the

Al ] B[] C[]1 D[] E[ ] organisation, teams and individuals.

Al ] B[] C[ ] D[] E[ ] HKSAR Government Industrial Support Fund Project

"Developing Educational Materials to Encourage and Facilitate Hong Kong Manufacturers
for Quality Transformation" (AF/3/98)

16 BREMEEINIRBEREZENERBRE 16 There are effective processes for evaluating the impact of training ERRRTRIEANNE HRREAMARDEBAERNEHER
ALl B[] C[ 1 D[] E[] and development, Project Management Committee CEE #{TZE®)

Al ] B[] C[ 1 D[ ] E[ ] = Dr. K S Chin, Department of Manufacturing Engineering and Engineering Management,
City University of Hong Kong (84 & +)

= Mr. Leslie Lee of Institute of Quality Assurance (Hong Kong Branch) (=B %t 4)

17 EEEHAEINRERNRARGR 17 Management understand the costs and benefits of training ‘ . . T
= Mr. Eddie Leung of Paper Communication Exhibition Services (X &5t 4)

A[ ] B[] C[]1 D[] E[] and development.
A[ ] B[] €[] D[ ] E[]

= Dr. Albert H C Tsang of Hong Kong Society for Quality (& &4 1§ +)

Project Advisory Committee (B BRI ZEEE)
= City University of Hong Kong, Department of Manufacturing Engineering and

18 ETHIZIIRBEREBEEANEE 18 People are positive about training and development Engineering Management (&85 ABHIE T2 R TRERER)

Al] B[] C[ ] D[] E[] ALl B[] C[1 D[] E[] Hong Kong Productivity Council (B4 E H{R#ER)

Hong Kong Q-Mark Council, Federation of Hong Kong Industries (B#&8E & fiZ5/3)

=]

Hong Kong Quality Assurance Agency (/& mERE D)

A/ ®9: A=4B=3;C=2,D=1,E=0 Points awarded for scoring: A=4,B=3;C=2,D=1,E=0

Hong Kong Quality Management Association (/84 8& 217 )

63 -72 EERSIZENTHEE 63 -72  Excellent operating practice meeting high standards - Hong Kong Socity for Qualiy (%% 6 5
54 - 62 RENEIIRERES 54-62 \Very good training and development practices.  Institute of Quality Assurance, Hong Kong Branch (XEE 8 SR E£5 )
36 - 53 AHMNEFNEBRENAELEEER 36 -53  Some good practices but some way to go to meet best = Paper Communication Exhibition Services (SR 1)
FHEEZE practice standards. = Quality and Reliability Center, The Hong Kong Polytechnic University (% 73 T A S EH #E L)
18 - 35 AHMPFNETENREZRIFNEE 18 -35  Some good practices but falling well short of best practice. = The University of Hong Kong, University Technology Support Center (B8 ASRHEE EH L)

D18 AR Below 18 Back to the drawing board.






