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CASE QUESTIONS

1. Review the Domtar case from Chapter 1 and answer the following questions:

a.  In the implementation of Kaizen, what groups of employees are likely to need training? How should the trainees be organized? Think of this issue from a training design perspective as well as a training content perspective.

It seems clear from the case that all employees will need some level of training. However, training will be different in content for those who are actually implementing the process and those who are managing units in which the process is occurring.  Thus, training should be organized around level in the organization with the exception of direct supervisors. Since Kaizen is a team based process, in-tact work teams should go through the training together, even though Kaizen teams may be reconstituted based on projects after training.  Thus, first line supervisors and their direct reports should go through training together.  First line supervisors may need additional training, depending on how roles and responsibilities are assigned.  Managers whose units are closely aligned should also go through training together and the top management team should go through the training as a group.

b.  For the type of training envisioned, what are the learning objectives? Write these objectives in complete form.

This is a difficult question to answer from the case description as it does not discuss Kaizen in any detail.  Thus, only broad objectives can be expected.

Objectives for Kaizen teams might include:

By the end of training a team will have implemented a Kaizen project that improves processes and/or quality so that costs are lowered by at least 15%.

Each team member will, at the end of training, score above 85% on the Kaizen exam using reference materials provided during training.

Each team member, at the conclusion of their Kaizen project, will receive a rating of “supportive of the Kaizen approach” or higher, by each of the other team members, on the end of project reaction questionnaire. 

Objective for managers might include:

At the conclusion of training, each manager will score above 85% on the Kaizen exam using reference materials provided during training.

Six months after the conclusion of training, each manager will receive a rating of “supportive of our Kaizen activities” or higher by each of the teams reporting to that manager.

One year after the conclusion of training, each team reporting to the manager will have completed a Kaizen project resulting in improved processes and/or quality such that costs are reduced by at least 20%.

Objectives for the top management team might include:  

At the conclusion of training, each manager will score above 85% on the Kaizen exam using reference materials provided during training.

One year after the conclusion of training, overall costs related to process and quality will have reduced by 20 percent.

c.  For each group of employees that will need training, what are the organizational constraints that need to addressed in the design of the training? What design features should be used to address these constraints? Be sure to address both the learning and transfer of training issues.

For Kaizen teams, the following constraints might be listed:

Budget:  Since Domtar is struggling financially (at the time training takes place) budget is a key issue.  Training must be done in as cost effective manner as possible. Thus, some basic classroom training combined with an actual project will accomplish the KSA acquisition as quickly as possible.  The hands on project will facilitate transfer of training. An in-house expert has been hired, thus reducing the cost somewhat from hiring an outside firm.  However, the expert will not be able to train all teams in Domtar.  Rather he will need to train others to serve as trainers or recruit them from outside the company.  Given the budget issues, training insiders seems the most prudent action.  However, this conflicts with the next constraint.

Short lead time:  Clearly Royer wants this process instituted quickly.  Fortunately, Kaizen is a well established training program, and materials can easily be purchased.  Hiring outside trainers is likely to be too expensive, thus lead time will have to be extended to allow for training of trainers from inside the company.  

Time available for training:  For paper mills to run efficiently, they must run as close to continuously as possible.  Once the equipment is stopped, it takes many hours to restart and gain stability.  Thus, training must occur on off hours.  This will increase the cost as employees will have to receive overtime pay.  Related to this is that any projects will need to include all shifts, since the equipment for each shift is the same.  Thus, those who operate a process, regardless of shift must be considered as a team.  This means that while the classroom training can be provided separately to different shifts, the “project training” needs to occur together.  One solution to this dilemma is for each shift to identify a project, and then have different members of each shift serve on the Kaizen team that researches a project. Enough projects would have to be identified to allow each employee to participate on a team. Research would have to be conducted during off shift time, which means that one member of the team would not be able to participate on that piece of research, but the steps in the research could be rotated among shifts.  An alternative is to get replacement workers for the time the team is doing its research.  In any case, this is good training for identifying problems and solutions of implementing Kaizen. 

The budget, lead time and availability issues are similar for managers and the executive group.  However, they will not require overtime pay since they are salaried and they do not work in shifts (for the most part).

2.  Review the Multi State Health Corporation case from chapter 2 and answer the following questions. 

a) In the implementation of the HRPS, what groups of employees are likely to need training? Think of this from a training design perspective as well as a training content perspective. 

b) For the type of training you envision for each group what are the learning objectives? Write these in complete form.

c) For each group of employees that will need training, what are the organizational constraints you will need to address in the design of your training? What design features will you use to address these constraints? Be sure to address both the learning and transfer of training objectives.

Issues for Analysis:  There are many areas in which training will be required and we list only some of them. Clearly the organization must focus on cost reduction. Thus, employees at all levels should be provided with training in whatever cost reduction system(s) MHC adopts. The acquisition of the new subsidiaries and how they interact with the hospitals will require training for upper management. Many of the presidents of the hospitals were shown to be deficient in KSAs needed to implement the new strategy. Managers at every level will need training in the new HRIS and succession planning. Because of all the changes in MHC training, focusing on managing change will be important. This type of training would require spaced practice and part learning. A training program such as this would require the support of superiors, peers, trainers, corporate culture, and rewards. Depending on which groups the student identifies, you will want to see if they have ordered the training so that, where possible, the training needed first is provided first. For example, hospital presidents and upper management will need training in the cost savings systems before those lower in the organization are trained.

It is not possible to list all learning objectives that might be developed by the students. The criteria that should be applied to the objectives are as follows.

· Focus objectives on the outcomes to be achieved

· Describe the behavior that will reflect the achievement of the outcome

· Describe the conditions under which the behavior will occur

· Identify the standards that will identify success

In the case analysis of chapter two it was stated that KSAs and resistance to change might be the two biggest hurdles to overcome in the MHC case.  Therefore the training program must focus on the readiness of trainees’ to learn. Trainees must be motivated to come to training and supervisors and trainers must instill positive expectations about successfully acquiring the KSAs and transferring them to the job. Budgets will be a constraint given the financial condition of MHC. Students should also state explicit actions they will take prior to training, during training, and after training to address the transfer issues.
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1.  You perhaps already noted that the learning objectives at the beginning of each chapter do not completely follow the three criteria we identified. They all describe the outcome in behavioral terms, but do not identify the conditions or standards which vary with instructor. Assume you will be the instructor for this chapter and rewrite each of the learning objectives at the beginning of the chapter in complete form. Your trainees are corporate HRD employees and you are training them on the contents of this chapter. Additionally, write an objective for each of the other types of training objectives (trainee reaction, transfer of training, and organizational outcome).
Tips:  One purpose of this exercise is to make students aware of the value of “conditions” and “standards” as a part of writing good training objectives.  You might also ask students to speculate as to why the authors did not include conditions and standards for the learning objectives at the start of each chapter. The answer is that this book will go to many different colleges and universities in different countries. Each instructor must determine how to assess the learning achieved by the students in the class they are teaching.  The standards and the conditions are key components of what will be learned.

Students typically have difficulty writing good objectives. An example of a rewritten objective for this chapter is provided below.

Original objective: After reading this chapter, you should be able to write an instructional objective that meets the criteria for a good objective and accurately reflects needs analysis data.

Rewritten objective: After reading this chapter and attending the class session(s) related to the material in this chapter, the participant, using the text as a reference, will be able to write an instructional objective that the instructor rates as acceptable in terms of 1) the clear unambiguous description of the desired behavior that will demonstrate that learning has occurred, 2) the description of the standards which will be used to judge the behavior, and 3) the description of the conditions under which the behavior will be performed. 

Students typically have a difficult time rewriting these objectives, so you may want to assign them to groups and have all the groups attempt the first objective. They can share their results and discuss the strengths and weaknesses of the various ways in which the objective is rewritten. Once the class seems comfortable with what is desired, have the individual teams each work on a different objective. The instructor should facilitate this process by walking from group to group providing constructive feedback. Once the groups have been able to write good objectives, then have the rest of the objectives assigned to individuals within the groups. Each group member then reports to the rest of the group the objective they have rewritten. The group provides feedback to the member who keeps working on it until the objective is acceptable to the group. Using this strategy ensures that learning occurs at the individual as well as the group level.

2. Examine each of the five objectives below, and rewrite them using the criteria presented in the chapter. The following are examples of possible correct answers, but students will differ in how they add the appropriate conditions, standards and/or behaviors.
Upon completion of training the trainee  

a) Original will be able to identify the different types of employee motivation, and methods that could be used to motivate the employee         
NEW without the use of notes or training manual will be able to list 3 theories of motivation and describe in writing how you would use each of the theories to motivate an employee with no errors

b) Original will be able to give a 20 minute oral presentation on a topic of their choice using all the skills taught        
NEW after  2 hours of preparation will be able to give a 20 minute oral presentation on a topic of their choice and using 3X5 cue cards, with appropriate pitch and voice inflections, no more than a total of 10 dysfluencies, and maintain audience eye contact for a minimum of 18 of the 20 minutes. 
c) Original Without the use of any training material, the trainee will be able to list and provide a description of four methods of providing incentives, two monetary based and two non monetary based. 
NEW Without the use of any training material, the trainee will be able to list and provide a description of 4 methods of providing incentives, two monetary based and two non monetary based with 100 percent accuracy
d) Original Will feel more positive toward union stewards  
NEW  after reviewing a list of steward duties and responsibilities, will complete an “attitude toward union stewards” survey and average an increase in steward ratings of .5 or more (on a 5 point scale) compared to the same survey prior to training 
e) Original  After watching a video of a supervisor-subordinate interaction will be able to identify what the supervisor did wrong and how she should have responded.  
NEW After watching a video of a supervisor-subordinate interaction will be able to identify three things the supervisor did wrong with 100 percent accuracy, and for each of those things identified, the trainee will accurately indicate what the supervisor should have said and why. </para></question></general-problem>
3.  What is your average grade point average since you started your education at this institution? How hard do you work to maintain that average: 3 (very hard/hard), 2 (about average), or 1 (enough to get by)? Now ask yourself why. Tie your answer into expectancies 1 and 2 and valence of outcomes. Break into groups where there is a mix of 1,2 and 3s. Discuss what makes the person in your group a 3. Is it attractive outcomes (valence), confidence in ability (expectancy 1), and/or belief that it will result in positive outcomes desired? From that information is there any way you believe you could influence the 2s and/or 1s to be more motivated? What would you try to influence? Explain this in terms of expectancies 1 and 2. How does this relate to trainee populations in the workplace?
Tips:  Expectancy theory is difficult for students to understand and it is often useful to provide some personal experience about your grades and effort as an example. You can also use the following example. A young man had a 2.0 GPA in his first two years of university. His primary goal was to simply do the minimum to graduate. His effort was a 1, because there were other outcomes that he valued such as going out on weekends and evenings, which would not be possible if he had to exert effort to get high grades. However, at the end of his sophomore year he found a subject that interested him, but he would need to go to graduate school to actually work in the field. His effort increased to a three. It was lucky for him that the graduate school that accepted him primarily used his GPA for the last two years of his undergraduate work.

4. Explain the following to the students. “Below is training designed to teach employees how to install a sprinkler system. Indentify from the column on the right which prescription fits with which of Gagne’s 9 events in the left column. Write the appropriate letter in the middle column.” After everyone has completed the exercise share and discuss the answers. 

	<thead><row><entry valign="top"><para>Event</para></entry>
	LETTER
	<entry valign="top"><para>Prescription For Installing Sprinkler Systems </para></entry></row></thead>

	<tbody><row><entry valign="top"><para>1. Gaining attention</para></entry>
	G<entry valign="top"><para> </para></entry>
	A) <entry valign="top"><para>Restate the problem in general terms, and then add specific details: (a) rectangular lot 50 by 100 ft; (2) radius of the sprinklers, 5 ft; (3) water source in the center of the lot.</para></entry></row>

	<row><entry valign="top"><para>2. Inform the learner of the objective</para></entry>
	E
	B) Present a different problem using the same type of sprinkler, with different lot shape and size. Check the efficiency of the student’s solution in terms of coverage and amount of materials used.
<entry valign="top"><para></para></entry></row>

	<row><entry valign="top"><para>3. Stimulate recall of requisites</para></entry>
	C<entry valign="top"><para></para></entry>
	C) <entry valign="top"><para>Have the learners recall applicable rules. Since the sprinkler heads they will use spray in circles and partial circles, rules to be recalled are (1) area of a circle, (2) area of quarter and half circles, (3) area of rectangular areas, and (4) area of irregular shapes made by the intersection of circular arcs with straight sides.</para></entry></row>

	<row><entry valign="top"><para>4. Presenting the stimulus material</para></entry>
	A
	D) Have the student design tentative sprinkler layouts, draw them out, and calculate the relative efficiency of each. Guide the learner through various options if it appears that rules are not being applied correctly. For example, “Could you get more efficient coverage in the corner by using a quarter- circle sprinkler head?” or “It looks like you have a lot of overlap; are you allowing for 10% non-coverage?” Ask the learner what rule he is following for placing the sprinkler.

	<row><entry valign="top"><para>5. Providing learning guidance, <emphasis>and</emphasis></para>
<para>6. Eliciting performance</para></entry>
	D<entry valign="top"><para></para></entry>
	E) The problem to be solved is to design the most efficient sprinkler system for a plot of ground—one that covers at least 90% and uses the least amount of materials.<entry valign="top"><para></para></entry></row>

	<row><entry valign="top"><para>7. Providing feedback</para></entry>
	H<entry valign="top"><para> </para></entry>
	F) Present several different problems varying in shape of lot, position of the water source, and area of sprinkler coverage. Assess the student’s ability to generalize problem solving to these new situations.<entry valign="top"><para></para></entry></row>

	<row><entry valign="top"><para>8. Assessing performance</para></entry>
	B
	G) <entry valign="top"><para>Show pictures of sprinkler coverage of a rectangular plot of ground. One highly successful (90% coverage), one unsuccessful (70% coverage), and one using too many sprinkler heads. Show these rapidly, asking for them to identify differences.</para></entry></row>

	<row><entry valign="top"><para>9. Enhancing retention and transfer</para></entry>
	F
	H) Confirm good moves, when in a suitable direction. If the learner doesn’t see a possible solution, suggestions may be made. For example, “Why don’t you draw four circles that barely touch, calculate the area, then draw a rectangle around the circles and calculate the area of coverage to see how much you have?”<entry valign="top"><para></para></entry></row>
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1. How can HRD overcome the constraints it may face while designing a training program? Explain with suitable examples.
It is not always possible to directly develop a training program based on the needs assessment. There are organizational, design, and group demographics that contribute to this difficulty. Some of the constraints and the manner in which they can be overcome are discussed here. When the training imparted requires a high level of mission-critical tasks that need to be done right first time, a lot of simulation exercises need to be incorporated. For example, while training employees on a fire drill, the probability of handling a real fire experience is low, but the criticality of the training is high. Hence, a lot of simulation exercises like periodic fire drills are important. 
In case the training group has varying levels of experience and ability, a modularized program with high trainer–trainee interaction is useful. For example, if the newly recruited training group in a BPO consists of new graduates plus an experienced set of callers, there need to be different modules where new graduates can learn the skill, while, at the same time, the experienced callers can unlearn their earlier process and learn the new process. The loss of learning during the lead time between training and deployment can be minimized by including frequent practice sessions. In the case of an organization preparing for an ISO certification, after the training on the process, employees can be put through mock audits before the actual certification audit.
If the trainees are geographically spread out, an electronic-based training can be considered. Finally, if the organization is small and there are budgetary constraints, it might be better to purchase training as and when required, or join a training consortium rather than invest heavily in a training team.
2.  Why is determining objectives critical to training? What are the characteristics and components of a good objective? 

The objective of all training is to increase performance and reduce the performance gap. Hence, it is important to determine exactly what will be the outcome of the learning by defining four types of objectives: (a) reaction objectives that capture the immediate predisposition of the trainee to the learning, (b) learning objectives that outline the behaviors that will be demonstrated on the job after the learning, (c) transfer of learning objectives that determine the job behaviors that are actually affected and the criteria that ensure that there has been a transfer of the learning from training to the job, and finally, (d) organizational outcome objectives that determine what organizational outcomes are achieved. 

3. How might an employee of your organization be motivated to attend a training program you are conducting?
When trainers focus on influencing the self-efficacy of the employees attending the training program by providing positive feedback on their competence and indicating confidence in the employee’s ability to learn, it motivates employees to attend the program. Facilitating sessions where trainees can actually observe others on the job who have successfully completed the learning, using pre-training communications that highlight the training objectives and process, will help reduce the anxiety of the trainees towards learning, and increase their motivation to attend the training.
4.  Discuss the relationship of social learning theory to training design. 

According to social learning theory, learning can occur even without any overt behavior by the learner, and events and consequences in the learning situation can influence behavior even if the learner does nothing but observe. Specific training events correspond to specific learning processes, and the parts of social learning theory as they relate to training are attention/expectancy, retention, behavioral reproduction, and reinforcement. 
According to this theory, trainees attend to things that are most important to them. Thus, the learning environment should be structured so that the most important things are the learning events and materials. Communication pertaining to the learning should be presented, the learning objectives and key learning points should be highlighted, attention distracters should be removed, and personal comforts created. Things like comfortable room temperature, sound-proof rooms, windows with shades or curtains, comfortable seating, and absence of interruptions are all important.
Retention can be triggered by activating the memory regarding prior learning, guided discovery of the learning topic visually, which helps in symbolic coding, organizing the learning cognitively, and helping trainees to mentally rehearse the situation and their action in it. Behavior can be reproduced through the transformation of learning into actual behavior. Once a sufficient amount of learning occurs, trainees are given visual simulations of the situation and asked to reproduce behavior that they would adapt in real situations. This helps them practice behavior in situations close to reality. Reinforcement through assessment and feedback on the behavior helps them improve their learning outcome.
5.  If a particular task were critical to saving a  life (police officer shooting his gun, pilot responding to an emergency), what factors would you build into the design of training to ensure that the behavior was both learned and transferred to the workplace?
If a particular task were critical to life saving you would want to have the task over-learned in training. Over-learning is the process of providing trainees with continued practice far beyond the point at which the trainees have performed the task successfully. Thus, trainees must be given the opportunity to continually practice the task until it is done automatically; and this should be enunciated in the learning objective.

6.   Discuss with a suitable example how you would ensure transfer of knowledge to the workplace through training.
Transfer of learning refers to how much learning is actually transferred back to the job. The goal of training is to have a positive transfer of training, which ensures that a higher level of job performance happens after the training. Transfer of training is influenced by conditions of practice, identical elements, and stimulus variability. In the case of training for firemen, the training could focus on continuous training, followed by short periods of training and practice, and then regular drills, followed by sudden mock drills. This type of spaced approach is retained much longer than a massed approach, which focuses on giving all the training at one go. The training tasks can be organized into one whole sequence or parts, depending on their complexity and sequence. For example, in driving, the learner has to understand how to manage multiple activities at the same time (while negotiating a curve or meeting a sudden speed-breaker). In training design, it may sometimes not be meaningful if the task is subdivided into parts. A third option of progressive part training is sometimes used where learning and practice are intertwined. For example, in learning computer operations, the trainee first learns to boot the computer, open a program, perform basic operations, and save the work. Then the trainee learns more complex operations, such as the use of various editing options, and practices both. Finally, the trainee learns the use of shortcut keys, and ends up practicing all three again.
In maximizing similarity, the training situation is structured as close to reality as is possible. In a call center, after the process training, the trainees are put on the floor and made to take mock calls that very closely resemble reality. This ensures that they are adequately prepared to handle live calls. In some management learning, there is a great deal of variability in the situation, and at that time, using variations in the stimuli may be more useful than using identical stimuli. Thus, maximizing transfer of knowledge involves giving a lot of thought to training design.
7.    Suppose you have a group of forty employees for which you are designing a training program. These employees come from a wide range of ethnic and cultural backgrounds and also have different educational and experience backgrounds relative to the content area of the training. What training design features would you use to address these constraints?

It would be critical to determine from a needs assessment exactly what the differences are in terms of knowledge and how the different cultural backgrounds affect their learning style. Depending on what the differences are, the choices are to develop different learning designs for subsets of the trainee population or have a modular design where some trainees can attend only those modules where the needs assessment indicated they need training. As noted in the text, it generally makes more sense to add training rather than have different training for different groups. So, there would be extra modules designed for those with less knowledge or skill to bring them up to speed. Extra training modules might be one way to address cultural differences among trainees. If clear differences in learning styles are a function of cultural differences it might be necessary to provide the training using multiple methods so that each of the different styles is addressed. This would take longer and cost more, however, it is more cost effective than developing and implementing separate training for each group. In addition, even though people may have a dominant learning style, they can still learn from methods that are not focused on the dominant style. Thus, multiple methods would serve as reinforcement of the learning.

8. Discuss Gagne & Briggs theory of design and its relationship to social learning theory.

The answer is clearly identified in Table 5.14 and discussed in the related text material. 

9. What is elaboration theory and how it would help you design a training program. ? 

Elaboration theory provides a holistic approach to the part/whole sequencing of training and it would be helpful in designing a training program  for training complex tasks. The concepts of epitomizing and elaborating are used to design the sequence of training activities. Epitomizing is used at the start by creating a relatively simple learning activity that epitomizes the more complex task to be learned. Each successive activity then elaborates on the first until the whole task is learned.  It allows trainees to see and practice the whole task from the start, thus is more motivating and fosters better understanding.
