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13.0 OBJECTIVES
After going through this Unit, you should be ableto:

* explanwhat training' and 'development’ areand how theseare different from each
other,

e explaintheneed for training employees, both new and old,

e know about the various methods for determining training needs,
¢ describethe objectives of trainingand training programmes,

o identify the partiesthat are responsiblefor training,

e explain why it is necessary for an organisation to have a development programme
for its managers,

e  know about the objectives of management developmentat variouslevels,

e explain organisational climate that is conduciveto management devel opment,
¢ understand the varioustechniques of management development,

¢ explainwha retraining meansand when and for whom it is needed, and

¢ explaintheneed for and the techniquesfor evaluation of training programmes.

13.1. INTRODUCTION

You have been told earlier that under ‘induction’ that a newly employed person is
introduced to fellow workets, supervisors, and to the work of his or her department, its
relations to other departments and its place in the whole organisation to the
organisation’s objectives, philosophy, practices and so on. He or she has then to learn
how thework assigned to him or her isto be done most efficiently and effectively. Thisis
throughwedl thought-out and planned training programme. Training is required at every
stage and even then when a person is moved from one assignment to another of a
different nature. Some training programmes for senior levels are caled 'development’

programmes. Various aspects related to Training and Development Programmes are
discussed in this Unit.
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13.2 DEFINING TRAINING AND DEVELOPMENT

Training and development programmes are necessary in any organisation for improving
the qudity of work of the employeesat al levels, particularly in aworld of fast changing
technology, values and environment. In hospitality industry, recruitment is not onty in
large numbers but also at variousoperational levels. Training, thus, becomesan essential
part of the recruitment policy and an important job of Human Resource Manager.
Training programmes are directed towards maintaining and improving current job
performance, while devel opment programmes seek to develop skillsfor futur ejobs.

Training: Training is ashort-term process utilising a systematic and organised procedure
to impart skillsfor a definitepurpose. It refers to instructions in technical, mechanical or
serviceoperations. Earlier it wasdesigned primarily for non-managers, it used to befor a
short duration, and it was for a specific job-related purpose. Today, besides employees
the managers aso require training in certain areas. The best example can te that of
Mr. M S Oberoi in the hospitality services who used to conduct training programmesfor
his employees and mangers sharing his valuable experiences. A manager responsible for
product design might need training to browse through Internet etc. though the technical
term used for thisin the caseof managersis professional devel opment.

Development: Development is along-termeducational process utilisinga systematicand
organised procedure by which managerid personnel frequently receive assistance in
developing the skills—particularly conceptual and human relation skills. In other words it
refers not to technical knowledge or skills in operation but to philosophica and
theoretical educational concepts. It involves broader education and its purpose is long-
term development.

Both training and development programmesare necessary for any organisation. But not
all organisations show awareness of the need for development (though almost al are

,aware of the need for training). This is perhaps due to the fact that the fruits of training

programmesare more apparent and can be obtained morequickly.

13.3 TRAINING

Tra ningfs a process which includes undertaking a number of steps. One may like to

-assess the need for training; formulate a training policy; etc. In the following Sub-secs.

wediscussthese aspects.

13.3.1 Need, Benefitsand Objectives

Training is necessary for improving the quality and standards of work of employees.
Thereare some other reasonsalso which give rise to the need for training:

e Employment of inexperienced and new labour requires detailed instructions for
learning new skillsand for giving effective performance on thejob.

e People have not only to work, but work effectively with the minimum of
supervision, minimum of cost, waste and spoilage, and yet produce quality goods
and services. ;

e Old employees need refresher training to enable them to keep abreast of fast
changing technlquesand the use of sophisticated tools and equipment.

e Trainingis pecessary when a person hasto move fromonejob to another becauseof
transfer, promotionor demotion, etc.

Depending on the type of job a well-planned and well-executed training programme
should result in:

e reductionin wastageand spoilage,



. ® improvementin methodsof work,

e reductioninlearningtime,

e reductionin supervisory burden,

e reduction in machine breakage and maintenance cost,
e reductionin accident rate,

e improvementin quality of productsor services,

e improvementin productionrate,

e improvementof mordeand reductionin grievances,
e improvementof efficiency and productivity,

e  reduction in manpower obsolescence,

e enabling the organisation to provide increased financid incentives, opportunity for
internd promotionand raisingof pay rates,

e  wider awarenessamong participants, enlarged kill,
e  persond growth, and
e improvementin customer care.

Broadly, there are three main objectivesof any training programme:

1) Firdly, to prepare employees for their job while on first appointment, transfer or
promotion.

2) Secondly, to keep the employees informed about the latest concepts, information
techniquesand developmentsin a particular field.

3) And findly, to prepare a line of competent officers to hold more responsble
positions. .

1332 MethodsDetermining Training Needs

Put in a smplistic manner, these would mean an assessment of the Job requirementsand
Employees’ Present Job Skills to determine Training Needs. Thus, the tota need can be
determined by analysing the situation in respect of each skill and each member of the
work force. Thiscan be donein thefollowing ways

Analysisof an Activity: List in alogical sequence the activitiesin producing a product
or service or part thereof, and determine what new knowledgeor skill is caled for or
which aspectsof present knowledgeor skill need to be modified.

Analysis of Problems. To andyse problems and determine what additiona skills,
knowledgeor insightsarerequired to handleiit.

Analysis of Behaviour: To analyse typica behaviour by individuals or groups and
determinethe correctiveaction involvingtraining.

Analysisof an Organisation: To andyse organisational wesknessesto produce cluesto
both individua and group training needs.

Appraisal of Performance: To anayse performance and determine if someone should
get something, be it additiona knowledge, skill or understanding. :

Brainstorming: To bring together a homogenous group and to ask individuas-in the
group to call out any ideasthey have for answering 'how to’ questionand identify items
which call for additional knowledge, skill or attitude.

Staff Training and
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Block-2 Hunan Buzzing: To ask an audienceof supervisors, managers, professiona personne or others

Resource Development (aslong as it is homogenous), as to what the desirablenext stepsarein the organisation’s
training programme or 'what additional areas of knowledge (or skill or understanding)do
we need to handleour work better'.

Card Sort: To write statements or potential training needs on cards, hand them over to
the persons whose ideasar e sought, to arrange these cardsin what they feel istheir order
of importancefor various training needs.

Checklist: To break down a job, process, programme, activity, or area of responsibility
into a list of detailed parts or steps arranged in logical sequence. Then to have checked
off by each employeethe items about which he or she would like to have more skill or
knowledge.

Committee: To constitute an advisory committee composed of personsresponsible for or
with adirect interest in an activity to identify training needs.

Comparison: To comparewhat an individual is doing (or contemplatesdoing) with what
others are doing 4r have done to learn about new ways to handle old problems, keep up- -
to-dateon new techniquesand procedures, and fight one's own obsolescence.

Conference: To identify training needsand make decisionson ways these needsshd | be
met.

Consultants: To employ outside consultants to determine training needs and develop
waysto meet them.

Counsdling: To discuss between atraining practitioner and a person seeking guidance
regarding ways one can improve one's on-the-job performance or prepdre for
advancement.

In-basket: To measure or test a manager's ability to handle some of the day to day
challenges which cometo himor her in writingin hisor her in-box from varioussources.

Incident Pattern: To note in terms of success or failure, the responses to specid -
Situationsand to study the pattern of deviation.

Informal Talks: To meet and talk informally with people for finding clues to training
needs.

Interviews: To arrange a formal meeting with the person or group concerned employing,
the interview techniques.

Observation: To observe such things as may have value as indicatorsof training needs,
especialy needswhich are just under-the-surface or emerging.

Problem Clinic: To arrange meetings of a homogenousgroup to discuss a common
problem and devel op a solution.

Resear ch: To identify implicationsfor training and development as aresult of research,

Role Playing: To get clues to training needs in a skill, an area of knowledge, or in
understanding or attitude by observing how each role player acts in a role playing
Situation.

Sdlf-analysis: To self-evaluate and know what is needed in theory, additional knowledge,
skill or insight.

Simulation: To analyse performance in simulated exercise to reved individua and/or
group training needs.

SKkill Inventory: To establish and annually update an inventory of the skills of their
employeesand to identify gapsor blind spotsin reserve or stand-by skills.

Slip Writing: To write on a dip the type of training needed and analyse the information
on thesedips.



Studies: To undertake studies which can turn up training needs which will have to be met
if the planswere adopted.

Surveys. To undertake surveys that can' be used to.take inventory of operations,
employee attitudes, implicationsof advanced planning, etc.

Tests To performteststo measure skill, knowledgeor attitude and to identify gaps.

Task Force: To congtitute a task force which, in analysing the problem may unearth
training needs which must be met before their recommended solution to the problem can
be implemented.

Questionnaire: To develop a questionnaire to elicit information which can be used to
determinetraining needs, delimit the scope of thetraining, identify course contents, etc.

Workshop: To identify in a workshop, the need for further understanding or insight
about organisationgoals or operations.

13.3.3 TrainingPolicy and Effective Training Programme

Even though training is primarily the responsbility of the Personnel Department, a
suitable training policy has to be evolved by the top management. It should reflect the
primary and secondary objectives mentioned earlier. A training policy should be able to
provide answersto thefollowingquestions:

1)  What do you want and hope to accomplish through training?

2) Whoisresponsbl e%c;r the training function?

3) Shouldthetraining beformal or informal?

4)  Wha are thetraining priorities?

5) Whatypesof training is needed?

6) When and where should training begiven?

7) Should training be continuous or casual?

g8) How much should the employeesbe paid during training?

9) Which outside agencies should be associated with training?

10) How shouldtraining be related to labour policy or customer care?
A successful training programmeshould be based on the following principles:

1) Theobjectivesand scopeof atraining plan should be well defined before starting its
development. This will be necessary to provide a basisfor common agreement and
co-operativeaction.

2) Thetechniquesand processesof a training programme should be related directly to
the needsand objectivesof an organisation.

3) Tobeeffective, the training must use tested principlesof learning.

4) Training should be conducted in the actua job environment to the maximum
possibleextent.

13.34 TrainingMethods - '

Various methods of training have been evolved and any one method, or any two or more
of these can be used, depending upon the requirementsand the level of peopte to be
trained. All training methods can be broadly classified as (a) on- the-J ob methods, and
(b) off-the-job methods. .

Staff Training and
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a)

On-the-job Methods

Under these methods the principle of learning by doing is used. These methods are
briefly described below:

1)

2)

3)

b)

On-thejobTraining: Anemployeeis placed in anew job and istold how it isto be
performed. It aims a developing skills and habits consistent with the existing
practices of an organisation and by orienting him or her to immediate problems.
Coaching and instructing is done by skilled workers, by supervisors, or by specid
training instructors. A variety of training aids and techniques are used such as
procedure charts, lecture manuas, sample problems, demondtrations, ord and
written explanations, tape recorders, etc.

Demonstrationand Examples: Here the trainer describes and demonstrateshow to
do acertain work. Thetrainer performstheactivity himsalf or herself, going through
a step-hby-step explanation of the why, how and what of what he or she is doing.
Demonstrationsare often used in combination with lectures, pictures, text materid,
discussion, etc. The emphasisunder this method is on know-how. The principles and
theory of ajob must betaught by someother methods.

Apprenticeship: It is one of the most commonly used method of training in
hospitality industry. A magor part of training time is spent on the on-the-job
productivework. Each apprenticeisgiven a programmeof assignmentsaccordingto
a predetermined schedule which provides for efficient training in trade skills. This
method is appropriate for training in crafts, trades and technical areas, specialy
when proficiency in ajob isthe result of a relatively long training or apprenticeship
period.

Off-the-job or Classroom Methods

The location of thistraining may be a company classroom, an outside place owned by the
organisation, an educational institutionor association, which isnot a pan of the sompany.

These methods are;

1)

2)

4)

Vestibule Training or Training Centre Training: It involves classroom training
imparted with the help of equipment and machines identica to those in use at the
place of work. Theoretical trainingis given in the classroom, while practical work is
conducted on the production line. It is oft. | used to train bank tellers, inspectors,
machine operators, airlineticketing staff, etc.

Simulation: It is an extension of vestibule training. The trainee works in closdly
'duplicated’ redl job conditions. Thisisesscatial in cases in which a:tual on-the-job
practice is expensive, might result in serious injury, a costly error or the destruction
of valuable materid or resources, e.g. in aeronaut‘cal industry.

Lectures: These are formaly organised talks by an instrctor on specific topics.
This method is useful when philosophy, concepts, attitudes, theories and problem
solving have to be discussed. The lectures can be used for a very large group to be
trained in ashort time. These are essential when technical or specia information of a
complex nature is to be imparted. The lectures are supplemented with discussions,
film shows, case studies, role-playing, etc. Role-playing is used quite often in the
lectures where trainees act out a specific role o a customer or that of the
Salesperson and so on. This doesn't have any specific note written out and the
trainees have to deal with hypothetical situationsdealing with human interaction in a
given situation such as customer grievancehandling and so on.

The Conference and Seminar: Under this method, a conference is hdd in
accordance with an organised plan. Mutual problemsare discussed and part.cipants
pool their ideas and experience in attempting to arrive at better methods of dealing
with these problems. Conferences may include Buzz sessions which divide
conferences into small groups of four or fivefor intensive discussions. These small



6)

7

groups report back to the whole group with their conclusions or questions. This
method is idedlly suited for analysing problems and issues, and examining them
from different viewpoints. It helps in developing conceptua knowledge, reducing
dogmeatism and modifyingattitudes.

In case of seminar, the group leams through discussion of a paper on a selected
subject. The paper is written by one or more trainees. Discusson may be on a
statement made by the person in charge of the seminar or on a document prepared
by an expert. The material to be analysed is distributed in advance in the form of
required reading.

Case Discussion: Under this method, a red (or hypothetical) business problem or
Situation demanding solution, is presented to the group and members are trained to

identify the problems present. They must suggest various alternatives for tackling
them, analyse each one of these, find out their comparative suitability, and decide
for themselves the best solution. The trainer only guides the discussion and in the
process ensures that no relevant aspect isleft out of discussion, and adequatetimeis
spent on each aspect. This method promotesanalytical thinking and problem-solving
ability. It encourages open-mindedness, patient listening, respecting others views
and integrating the knowledge obtained from different basic disciplines.
Incidentally, it enables trainees to become increasingly aware of obscurities,
contradictions and uncertainties encountered in a business. This method is
extensively used in professiona schools of law-and management, and in supervisory
and executive trainipg programmesin industry.
®

Role-playing: This method is also called 'role-reversal’, 'socio-drama or 'psycho-

drama. Here trainees act out a given role as they would in a stage play. Two or
more trainees are assigned roles in a given situation, which is explained to the
group. Thereare no written lines to be said and, naturaly, no rehearsas. The role
players haveto quickly respond to the Situation that is ever changing and to react to
it asthey would in the real one. It is a method of human interaction which involves
realistichbehaviour in an imaginary or hypothetical situation.

Role-playing primarily involves employee-employer relationships, hiring, firing,
discussinga grievance problem, conducting a post appraisal interview, disciplininga
subordinate, or a salesman making presentationto a custome.

Programmed Instruction: Thisinvolvestwo essential elements: (a) a step-by-step
series of bits of knowledge, each building upon what has gone before, and (b) a
mechanism for presenting the series and checking on the trainee's knowledge.
Quegtions are asked in a proper sequence and indications given promptly as to
whether the answersare correct.

This programme may be carried out with a book, a manual or ateaching machine. It
is primarily used for teaching factual knowledge such as Mathematics, Physics, etc.

If you have redlised that training is quite astupendoustask, which cannot be done by one
single department, you are right in your thinking. In fact, total responsibility for training
hasto be shared amongst the:

Top Management who should frame and authorise the basic training policies,
review and approve the broad outlines of training plans and programmes, and
approve training budgets,

Personnel Department, which should plan, establish and evauate instructional
programmes,

Supervisor who should implement and supply the various developmental plans, and

Employees, who should provide feedback, revison and suggestions, for

- improvement in the programme.

Staff Trainingand
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13.4 EVALUATION OF TRAINING PROGRAMMES

Each training programme should have provision for evauation as part of planning;
otherwise you cannot be sure that you are doing the right thing and that you are not
wasting the val uabletime and money of the organisation on these programmes.

Thesecriteriacan be viewed as either subjective or objective:

{) Subjective criteria cal for opinions of participants who are asked about their
impressions of training effectiveness. This can be done during training, at its close
or at some period after the training has ended. Similar evaluation may be made by
the trainers and management.

i) Objectivecriteriarelate to effects of training by measuring specific outcomes. For
example, review is made of performance appraisals of trainees following the
training programme.

Any evaluation begins with the criteria which depend on the objectives. Some of the
criteria could be

e Reaction of trainees,i.e., whether the participants liked or disiked the programme?

e Learning, i.e., whether the concepts, ideas and principles of the training were
intellectually assimilated by the participants;

e Behavioural changes, ie., whether the training caused people to alter their
behaviour onthe job?and

e Impact on organisation effectiveness, i.e., whether the modified behaviour caused
positive results, such asan increased output, improved quality and lower costs.

- After the evaluation is made, the situation should be analysed to find the probablecauses

for adifferencebetween expected outcome and actud outcome. The fault may liein the
designing of a programme and/or its implementation. The organisation's investment in

-terms of energy, time and, money, made in these programmes must be judtified by the

related out comein termsof the increased efficiency and effectiveness of the participants.

Consequently necessary precautions should be taken for designing and implementing
future programmes.

135 RETRAI N NG

Retraining programmes are designed as a means of avoiding personal obsolescence. It is
the tendency of the individual worker to become outdated in terms of job requirements.

. Thisistrue of employeesat every level in the organisation.

However, retraining is focused on rank-and-fileworkers. Thisis so becausetheir number
is large and technological change makesits immediate impact on those who work closer
to technological resources. Besidesthey are less equipped to foresee their persond needs

- and also becausethey require more assistancein advance planning.

Workas require refresher courses to help them recall what they have forgotten and to
overcome some practices they have come to accept as satisfactory. They also nead the
firm to bring them relevant new knowledge and skills. The need for retraining also arises

_asaresult of technological changes resulting in changes in equipment, tools, and work

methods. For example, the front office employees need constant retraining in computer
programmes. :

13.6 MANAGEMENT DEVELOPMENT |

Management Development is a systematic process of training and growth by which
managerial personnel gain and apply skills, knowledge, attitudes and insightsto manage
thd work in their orgafiisations effectively and efficiently.



13.6.1 Needsand Concepts

A businessorganisation has to devel op the potentia of all those who are in management
positions or who are fresh from management ingtitutions and have the potential for
development. Thisdevel opment is necessary because of the following reasons:

Management personnel need to be devel oped as they have to tackle problemsarising
out of introduction of automation, intense market competition, growth of new
markets, enlarged labour participation in management and greater interest being
taken by the public and the government in various activitiesof business.

Business and industrid leaders are increasingly recognising their social and public
responsibilitieswhich call for a much broader outlook on the part of management.

Managers have to be developed for handling problemsarising out of increasing size
and complexity of theorganisations.

Management labour relationsare becoming incmagingly complex.

To understand and adjust to changes in socio-economic forces, including changesin
public policy and concepts of socid judice, industrial democracy, problems of
ecology (smog or pollution), ekistics (the problem of human settlements),
ergonomics (the problem of working environment) and éultural anthropology (the
problem of fitting machinesto men).

A sound programmeof management devel opment has to be based on the devel opment of
concepts evolved in the past. The more important of these are given below:

Management development is not a 'one shot' affair but continues throughout an
executive's whole professional career.

There always exists some gap between actua performance and capacity, 'which
provides considerableopportunity for improvement.

Increased understanding of others, their behaviour and attitude, and of oneself
definitely aids in managing, and contributingto persona development.

There are certain forces which may retard further growth, for example, age, habits,
reduced motivation etc.

Development seldom takes place in a completely peaceful and relaxed atmosphere.
Growth involves stresses and strains.

Development requires clear-cut objectives and goals which are to be achieved or
attained, and theways and methods of achieving these.

Participation is essential for growth. Spoon feeding seldom .brings significant or
lasting improvement.

Feedback from a superior to a subordinate and from a group to an individua is
necessary for the recognition of shortcomingsand for keeping oneself in touch with
the progress that has been achieved.

An important responsibility of the personnel departmentsis that of development.

1362 Objectivesand Organisational Climate

Any hospitdity management development programme must am at achieving the
- following objectives:

To assurethe organisation of availability of required numbersof managers with the
required skillsto meet the present and anticipated futureneeds of -the business.

To encourage managers to grow as personsand in their capacity to handle greater
responsibility.

Staff Trainingand
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e Toimprovethe performanceof managersat al levelsin the jobsthat they hold now.
. -To sustain good performanceof managersthroughout their careers.

Management development must relate to all managersin the organisation. It must lead to
growth and sdf-development of the organisation. Its focus should be on future
requirementsrather than those of today. Management devel opment must be dynamic and
qualitative, rather than static replacement based on mechanical rotation.

A. Dasgupta has given objectivesof development of manageria personnel for various
levelsof management. These are given below:

a) Top Management

1) To improve thought processes and analytical ability in order to uncover and
examine problemsand take decisions in the best interests of the country and
organisation.

2) To broaden the outlook of the executivein regard to his or her role, position
and resp?nsi bilitiesin the organisation and outside.

3) Tothink through problemswhich may confront the organisation, now or in the
future.

4) To understand economic, technical and ingtitutional forces in order to solve
business problems.

'5)  To acquire knowledge about the problems of human relations.
b) MiddleLine Management
1) Toestablishaclear pictureof executivefunctionsand responsibilities.

2) To bring about an awareness of the broad aspects of management problems,
and an acquaintance with, and appreciation of, interdepartmental relations.

3) Todeveloptheability to analyse problemsand to take appropriateaction.

4) To develop familiarity with the manageria uses of financia accounting,
Ypsychology, businesslaw and businessstatistics.

5) Toinculcate knowledgeof human motivation and human relationships.
6) Todevelopresponsibleleadership.
¢) MiddleFunctional Executiveand Specialists

1) Toincreaseknowledgeof business functions and operationsin specific fieldsin
marketing, production, finance, personndl ete.

2) To increase proficiency in management techniques such as work study,
inventory control, operationsresearch, quality control.

3) Tostimulatecreativethinkingin orderto improvemethodsand procedures.
4) Tounderstand the functions performed in a company.

5) To understand human relations problems.
6) Todevelopthe ability to analyse problemsin one's areaor functions.

Organisational climate means the circumstances or conditionsin which the management
guides the development and growth of people a all levels by training, counselling,
delegation and communication. This refersto the manner in which things are managed,
the way people are treated, the extent of delegation of authority, system of encouraging
ideas, initiative and enterprise, opportunity for experimenting and testing new concepts,
toolsand techniques for projectionof a company's goals, policiesand philosophy.



Management development is not possible unless a favourable climatefor it is created in
the organisation. There must be definite, comprehensive and coordinated plan for the
development of managers. It should be drawn after consultation with the people
concerned and communicatedto al those who have to administer and function under it. It
must begin with the top so that management &t that level may set an example.

13.6.3 Techniques

You have earlier studied various methods of training workers and supervisors. We shall
now describe various methodsof management development. The emphasis here is hot on
skillsbut on handling of situations, peopleand manageria problems.

Thesetechniquesare explained below:

Planned Progression: Under this method, the path of promotion that lies before the
manager who occupies a given position is blue-printed. The path may-be through the
successive levels of organisation structure within one department. The path may also be
traced through 3 or 4 departments providing broad experienceand wideopportunities.

Job Rotation: As the individual moves from job to job he or she receives diversified
training. Thisrotation can be of differenttypes:

¢ Rotation in non-supervisory work situations. Here the individua is assigned to
predetermined jobs within a list of departments for a given period of time to
acquaint oneself with a range of activities undertaken by the firm.

e Rotation in observation assignments. Opportunitiesare created for individualsto
observe a group of department managers and to acquaint themselves with various
manageriad problemsand their solutions. This gives them an opportunity to 'sal’
themselvesand to learn the type of work they would liketo do.

¢ Rotation among managerial training positions. Certain manageria positions are
designated as training stations which are successfully occupied by trainees. The
purpose is to give actual supervisory experience in a variety of positions in several
departments.

e Middle-levd rotation in assistant postion: The individuas are shuffled as
assistant managersin several departmentsto broaden their experienceat a high level
in each department.

¢ Unspecified rotation among managerial postions. This is amed a giving
managers respons bleexperiencein a variety of positions.

Creation of ‘Assistant-to’ Position: Here the superior can act effectively as the teacher
and he can judgethe assistant's decision-making and leadership ability. Working in this
position, the individua broadens his or her viewpoint by exposure to many areas of
managerid practice.

Under-study: An under-study is a person selected for one being trained to assume at a
futuretime the full dutiesand responsibilities of the position presently held by his or her
superior. A fully trained person would through this system be available to'replace a
manager during the long absenceor illnessor on retirement, transfer or promotion. Heor
sheis generdly assigned a project which is closely related to the work in the section. He
or sheisdeputed to attend executive meetingsas a representativeof the superior.

Coaching-counsdlling: It involves discussion between an employee and the superior on
matters concerning the employee's personal hopes, fears, emotionsand aspirations. It is
an effective way to get a new subordinate oriented in his or her job. It involves
continuous analysis of the subordinate's performanceby the superior. This enablesthe
candidate to understand clearly how the superior operates in matters of inter-
departmental relationships and personalities. Counselling cannot be standardised. It is
persona in nature. Every executive can coach the persons under him or her even if no
management devel opment programmeexists.

Staff Training and
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Temporary Promotions: The candidate may be moved up to the next rung of
managerial hierarchy and testedfor hisor her performanceand made accountableduring
that period of temporary tenure.

Committeesand Junifor Boar dsof Management: These are composed ¢ f middle level
managers, sel ected on the basis of merit-rating who meet regularly and act as **ideamen’.
Their proposalsare considered by responsible general executive and may be referred to
the Board of Directors, if found suitable. This broadensthe perspective of the members
and instils in them asense of responsibility.

Syndicate: Under this method, a team of persons of mature judgement and proven ability
is set up with different functional representation so that there is an exchange of ideasand
experiences. The syndicate is given a task properly spelt out in terms of briefs and
background papers. Large groups are split into smaller ones of 8-10 persons each and
discussions are supplemented by short lectures. The teacher acts as a 'resource  person
rather than as a lecturer. This method enables an executive to acquire a proper
perspectiveon hisor her job in relation to the activitiesin areas other than hisor her own.

Incident Process. This isa variant of casediscussion. Here only a brief description of an

incident is given. Participants have to determine what other relevant information to seek
from theinstructor, which he or she givesor hasit.

Sensitivity Training: Meniber s are brought together in a free and open environment in
which participants discuss themsalves and their interactive processes. The discussion is
lightly directed by a behavioural expert, who creates the opportunity for participants to
express their idedls, beliefs and attitudes. The objective of this method is to provide
managers with increased awareness of their own behaviour and of how others perceive
them, grester sengitivity to the behaviour of others and increased understanding of group
processes. Specifically, it ams at increased ability to empathise with others, improved
listening skills, greater openness, increased tolerance for: differences and improved
conflict-resolutionskills.

Management or Business Games: These are classr oomsimulation exercisesin which
teams of individualscompete with each other in order to achieve a given objective. An
atmosphereis created in which ‘the participants play adynamicrole and enrich their skills
through involvement and simul ated experience. Usudly, several teamsare formed which
represent competing units. Teams take decisions on specified matters for each period.
Based on these decisions the position of each company and the industry as a whole is
given by the umpire and then decisions are taken again for the next period. The game
continuesfor 6 to 12 periods. Businessgames ar e designed to teach trainees how to take

.management decisions in an integrated manner and in a comparatively short time.

Participants learn by analysing problems and by making decisions by a trial-anderror
process.

In-basket Exercise: Thisisa variant of smulation. The trainee is provided with a desk |
and a variety of immediate problems in hi or he in basket'. Hisor her reactions and
decisionsbecome the basisforeritical eval uation and discussion.

Transactional Analysis (T.A)«In this practiceit isassumed that peoplehavethree basic
'states of being — Parent, Child and Adult. These states or traits are manifest in their
transactions (dealings) with others through words, manner, appearance and gestures. If
the Parent trait is strong the person has atendency to approach transactionsas a regul ator
and evauator of others. Persons influenced by the Child trait tend to fed inferior and
dominated. Those with the Adult trait view life as it is experienced in redlity = one
figuresit out by onesdlf — not as one was taught (Parent) or how one wished or fancied it
to be (Child).

Two persons with the Adult trait will conduct a transaction with thoughtsand recognition
of mutua worth. TA. Wing can leed to modified behaviour by providing personal
insights. :



Check Your Progress

1) Why istraining needed in an organisation?

...................................................................................................

2) . Discusson-the-jobtraining methods.

...............................................................................

3) Wha do you understand by Induction?Describe the importance of Proper Induction
Process.

............

4) What do you understand by Induction Process?

..................................
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13.7 LET USSUMUP

This Unit should have helped you to realise why it is necessary to train new employees
for their jobs and the old employees for the new jobs assigned to them. It would aso
have helped you to understand how to set up suitabletraining programmes and execute
them so that their objectivesare achieved.

You must have understood that training and development are two different aspects and
need to be handled as different entities. Why it is necessary to develop managers in an
organisation and how this can be donesuccessfully by training and developmentwas o
focussed inthis Unit. |

138 CLUESTOANSWERS

Check Your Progress

1) See Sub-sec. 13.3.13.
2) Seepart(a) of Sub-sec. 13.3.4.
1
3) SeeDasgupta’s modd in Sub-sec. 13.6.2.

4) Compare your answer with the methods mentioned in Sub-sec. 13.6.3. )

Staff Training and
Development





