Training and Development Program:
The Effectiveness On Human Resource Development.

By
Wan Idros Wan Sulaiman
School Of Communication and lVledia Studies
Faculty Of Social Science and Humanities
National University Of Malaysia (UKM), Bangi
Selangor, Malaysia

Abstract

Training is said as a catalyst and also a learning process whereby people acquire skills or
knowledge to aid in the achievement of goals. Because learning processes are tied to a variety of
organizational purposes, training can be viewed either narrowly or broadly. In a limited sense,
training provides employees with specific, identifiable knowledge and skills for use on their
present jobs. Training is an investment in a person. The employer invests money and the
employee invests time. Because of a changing workforce, process redesign and new work
relationships, training is no longer a supplementary activity but is essential for survival. This
paper will discuss in detail on how important the training and development program is. The
paper's content will also focus on planning training effectiveness because the writer strongly
believe that the training plan is the blueprint and guide for training. This paper will be covering
the issues of the important of training program in order o up grade level of human resource
development within organization and the planning training effectiveness such as the effectiveness
training approaches, the evaluation process, training and development design and analysis of
training needs.

Introduction

Training needs often take a back seat to other company objectives. For instance, when profit
slips, training is often the first function to be scaled back. At the other end of the scale, when
business is brisk, scheduled courses get canceled because employees cannot be spared. Another
persistent problem with training is inadequate planning. Employees performance evaluations
often include general discussions of future training needed to develop a worker’s skills. but,
frequently, the courses required to meet these needs are not identified and scheduled. This leaves
employees thinking performance evaluations are meaningless and diminishes their motivation for
self-development.

Obviously, a company cannot ignore training costs, but basic ground rules can be established to
keep expenses within reasonable limits. However, when limits are set, employees should be fully
informed of any restrictions. after policies objectives are set, plans should be developed to
provide employees with the skills they need for current performance and to meet future company
needs. Incidentally, training, to be effective, does not need to be expensive. For example, some
managers who think nothing of routinely signing approvals for costly seminar often neglect
inexpensive training needs, such as those needed to bring new hires up to pick operating
efficiency. In terms of providing training, there are several pitfalls that can be avoided.



If the training is to be done in house, make sure the people are doing the training. Effective
trainers must posses patience and good communication skill along with their technical
knowledge.

I do strongly believe that it is not an easy task for a company to initiate a well-conceived training
program that is compatible with its needs and budget, but it is necessary to meet the educational
needs to employees. An equal burden lies with employzes to take advantage of educational
opportunities. Many workers, particularly those further a lcng in their careers, display little or no
interest in education. But technology changes at a rapid pace and on going learning experience
are important for anyone, at any stage of their work life. Therefore, employees should be
reminded that company is interested in each worker’s personal development but that the
initiative rests with the employees. And when both employers and employees work toward that
common goal, then the company, community and employze will all reap the benefits of a well-
trained work force.

Training Plan

The training plan is the blueprint and guide for training. It tells the trainer what to do when. The
training plan is designed for specific used by the trainer. It is usually designed by the trainer as
he/she is developing the course. The plan may also be used by another trainer who assists in
teaching the course or another trainer who might teach the course in a different location to a
different group of participants. Actually, the plan incorporated:

Objectives

Content Qutline

Training Methods

Time Estimates

Needed Training Resources

Participants Assignments

Evaluation Method

When the training plan is complete, it provides a logical organization for the course. The
completion of each of the segments of the plan provide a record of the entire curriculum.
Therefore, the training plan represents the curriculum. The training plan, in addition, to
documenting the curriculum ,provides a guide to the trainer as he/she prepares to teach the course
and as he/she presents the course. The training plan, even though , prepared in advance of
training, must also be flexible. If certain learning difficulties are encountered, if new ideas and
topics are revealed during instruction or if participants neecs are clarified, the training plan can be
adjusted accordingly. Also, if the course is taught more than once, the plan can be revised for the
second offering to reflect what was learned in the first course offering.

Effective Training Approaches

A training program must take into consideration how trainees will learn, not just one trainers
should teach. Too often training program are designed based on what the trainer wants to present.
Elaborate preparation is given to content handouts and location. These themselves are important
element contributing to make a program flow smoothly, but they are not enough to make it
successfully. A successful training program is measurable by a post training evaluation audit of
the subsequent results it generates in the work environment and the lift in productivity.



For a training program to be effective, learners must have some ownership of the training process
( Laird, 1985 ). For companies that do not have their own in-house training facilities, depending
on external training may be the only resource. Great care must be given when choosing an
external trainer or selecting external training program. Review the course carefully. Check out the
firm that is providing training. Go through the training brochure carefully. See what the
objectives are. Are they using the andragogical or pedagogical approach? What do people in
business say about the courses and so forth. Trainees learn through various ways depending on
their age, gender, education, social background and orientation at work ( Alex K B Yong, 1996).
In the work place, the composition of people is not homogeneous. With each one’s differences, it
can be a minefield for the trainer, especially when a training program aims at transferring
knowledge to a broad cross-section of people. This cross-sectional training, often practiced by
very large organization because of the belief that training is cost effective, really serve very little
useful purpose.

One of the greatest challenges facing business is to provide the basic skills for workers to
efficiently perform their daily duties. This requires top management commitment to on-the-job
training requirements. The basic training required by the new employees is usuaily delegated to
the lowest possible management level and the forgotten. However, if the lower level managers are
not training oriented, few effective skills will be taught to new workers. This results in employees
learning by doing. As a result, it takes a much longer period of time for new employees to reach
an acceptable level of performance. In addition, this cen cause morale problem, since other
workers have to pick up the slack of poorly trained new hires. And not to be overlooked are the
quality and the productivity problems associated with inadequate training. To counteract this
lackluster approach, we should insist the line managers provide adequate on-the-job training and
follow up to make sure this mandate is being carried out.

Planning For Training Effectiveness

Planning for training is said by Tracy ( 1992 ) as =z keystone of effective and efficient
management. It is particularly crucial in training and development, because without careful and
complete planning, resources are certain to be wasted. Without sound planning, training program
are not likely to support the plans and objectives of the enterprise as a whole. Planning is a
particularly important factor in designing effective development program, which must be based
on a searching look at the organization and on study of plans for its growth. Programs must
reflects audits and inventories of employees that identify the managerial talent already on the
payroll. They must be based on personnel needs forecasts that are regularly updated. Finally, they
must be based on the real staffing plans and must include specific procedures for obtaining the
skilled personnel] needed to meet projected job requirement. ( Tracy, 1992 ).

In her previous study, Tracy also focused on some factors that have important implications for
training and development programs such as :

Goals, objectives and plan.

Scientific and technological change.

The nature of enterprise operation.

The composition of the work force.

Enterprise policies.

The training and development staff.

Facilities for training.

Costs.



9

Meanwhile, Mitchel ( 1993 ) declared that in developing & training program as well as to ensure
the effectiveness, we have to control the training environment which encompasses three stages of
the training program:

1 The Pre-training Stage.

2) The Training Stage.

3) The Post-training Stage.

The Pre-training Stage.

The trainer needs to become active in three areas like:

a) Needs Analysis.

By monitoring government regulations, labour, management planning, customers response and
technological advance, we can gain greater control over the pre-training process by anticipating
and preparing for new training thrusts.

b) In-House Networking.

By meeting with all managers and supervisors and deterrnining what they want their people to
learn and explore the best produce results for them. So, we can gain the opportunity to shape their
expectation and build their support.

c) Public Relation.

The Training Stage.

Four aspects should be considered :

a) Agenda.

By setting the agenda, we can conirol over time.

b) Personal Leadership.

Exercised consistently, with confidence, sound leadership can exert a powerful and subtle control
over the learning environment.

c) Methodology.

There are a great variety of methods can be used. By carefully blending the methods and by
matching the appropriate methods to the materials to be covered, we will gain tremendous control
over the learning environment.

d) Physical Space.

The Post-training Stage.
Consideration is emphasized on:
a) Formal evaluations.

b) Evaluation Sessions.

) Additional Public relation.

Further for this discussion, I do also like to propose that Dr. Azahari Ismail of UPM declared that
to ensure the effectiveness of the training program, we should implement it in the non formal
situation. He also did introduced three stages and the conczrns in every stage to be considered so
that we can plan the effective training for the sake of the employees, the employers and the
organization as a whole. The stages and the concerns as follow :

Pre-training Stage.

Concerns:

Sense of direction.

Emphasizing on objectives, history of the program, instruction and the 5 P’s which are indicated
as Philosophy, Principle, Policies, Program Plan Project, And Procedures.

Training process.

Spouse and family.



Trainers.

Trainees.

Organization.

Rituals.

Training organization.

Training place.

Accommodation and foods.

Back up security, religious and health emergency.

In Training Stage.

Concerns :

Stage setting.

Classroom environment and management.
On-going evaluations.

Instructional approach ( treatment ).
dealing with the unexpected.
Practice ( assignments ).

Content.

Lesson plan.

Participants interaction.
Instructional aids.

Back up.

Post training Stage.

Concerns :

Outcome effect, impact.

Immediate, short term, long term.
Certification and recognition.

Follow up - coaching, consultaticn ete.
Data collection, feed back planning.
Adjustment action plan.

Alumni - network.

Report, record and documentation.

Steps In The Evaluation Process

From my point of view, the evaluation plan of the training program that have to be implemented
and designed depends on the objectives of the training program and the methods of the training
program and also the content of the training program that had been designed previously. It is ail
depends on the organizations how to evaluate, and may be execute and use several models to
support the evaluation plan. The methods and techniques may vary, based on the types of the
training program that implemented. The Evaluation Process involves four steps:

1. Identifying Evaluation Goals.

This is a critical stage because it determines the overall structure of the evaluation effort and
establishes the parameters that influence later stages of the evaluation. Some evaluation goals are
qualitatively different from others. For example, some goals may relate simply tc measuring
students reactions subjectively, while others may be concerned with measuring changes in trainee
performance back on the job.



2. Developing An Evaluation Design And Strategy.

The next set of activities centers on selecting appropriate rieasures, developing a data collection
strategy, matching data types with experimental design, allocating the data collection resource
and identifying appropriate data resource. The choices made at this stage are critical because they
determine the likely cost, time and resources.

3. Selecting And Constructing Measurement Tools.
At this stage, we have to select and construct the measurement tools that best fit the data
requirements. Establishing a match between the data and the tools requires the evaluator to judge
in advance the tools’ reliability and validity. Reliability answers the question, “ Does the tools
provide the consistent and accurate measure of the behavior being assessed?” Validity is a much
more complex concept and therefore is much more difficult to establish. A measurement tool is
valid if it meets several criteria. The criteria include face validity, content validity and construct
validity. Some of the tools currently in use:

- questionnaires

- performance assessment

- tests .

- observation checklist

- problems simulations

-structured interviews

- performance records.

The type of measurement tool that selected will vary according to the level of evaluation that we
need to carry out.

4. Analyzing Data.

This stage of the evaluation process involves the ability to tie the results of the data gathering
effort to the original goals of the evaluation. The following questions come to mind :

- Is the information collected really “ need-to-know” information?

- Is the evaluation strategy gathering the right amount of information to answer the key question
raised?

- Is the measurement procedure distruptive to the education activities?

- Are the analytical procedure appropriate for answering the question raised?

After the data are analyzed, we need to make conclusions and recommendations and presents the
findings. A key issue at this stage may involve the potential cost of additional data analysis,
especially if the result fail to answer the questions originally posed. As with the original
evaluation plan, the cost must be weighed against the potential benefits of the additional effort.

Training And Development Design

Probably, the most significant investment that the employers can make is training. Organizations
that have successfully linked training strategies to the corporate strategy of the firm find that the
quality of the training improves and the results more closely support corporate goals. Because of
a changing work force, process redesign and new work relationships training is no longer a
supplementary activity but is essential for survival. All organization must maintain or increase
productivity. They cannot wait for an individual to return to school to learn new skill. They can’t
rely on apprentice systems. On-the-job learning no longe:r suffices to provide the competency
needed for quality work. Traditionally, training activities have been organized and carried out by
professional trainers in the corporate or site training department who possess little or no



knowledge of the corporation’s overall business strategy. Unfortunately, a lot of money is wasted
on ineffective training. Therefore, it is essential that a systematic approach be used when
organizing training program. Who is actually responsible for training? Like many other personnel
function, training is a shared task, for example, where the organization has the Human Resource
Department, clearly, the department will be incharge a training but there must be a constant
discussion and liaison with the line managers who know the needs of their department and can
identify the type of program beneficial to workers.

In private sectors, which is a very competitive world, do need a training program to up-grade
level of productivities, skills and attitude change of their workers. Training is said as a process
that has a role to play in helping organizations be competitive. The role has always been there,
but it’s much larger role today than ever before and it is expanding. Both private and public
sectors now held the training operation accountable for learning and performance improvement.
On-the-job training and learn-as-you-go are tactics that nc longer work.. So, formal training has
become necessary.

Training Effectiveness

The effectiveness of training depends on many factors such as course contents, training
methodologies, course duration, course design, the quality of trainers and the motives of trainees,
for instance, their reason for attending the course.

In post-entry training, the factors having the greatest impact in determining the effectiveness of
training are the methodologies employed, the quality of trainers and the motives of the trainees.
Of these three the last factor has not been given sufficien: attention and yet it appears to be the
most critical in ensuring the success or failure of a training program. The motives of the trainees
can be classified as rational or non rational.

Rational Motives:

- To broaden knowledge.

- To acquire new skill.

- To upgrade skill.

- To prepare for the future responsibility.

- To improve chances for promotions or career prospect.

Non Rational Motives:

- To satisfy curiosity.

- To get away from office routines.

- To avoid losing face due to ignorance of new concept.

There are also trainees who attend courses because they are asked to by the superiors who give no
reasons for doing so. The motives of the superiors for norainating their subordinates for training
courses can vary from preparing those subordinates for future responsibilities to simply getting
rid of them.















