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Objectives

By the end of this chapter you will be able to:

¢ explain why leaming and talent development is important both to organi
sations and individuals

explain the individual’s rights to time off for training .
describe a model for achieving strategic learning and talent developnienf

identify when to use a variety of learning and development techmques
explain what is meant by experiential learning
demonstrate the importance of induction training

outline key issues in international learning and talent deveiopmeﬁf. .

Learning and talent development is one of the key aspects of performance man
agement and can help organisations achieve high performance; it is also a key fac;
tor in managing and retaining talent even in times of economic uncertainty. Wolff
(2009) found that even during the recent recession most employers still recog

nised the value of learning and talent development, even if they had to work
within reduced budgets. However, two-thirds of those surveyed had actually’

responded to the recession by increasing their efforts to develop skills and talents
within their workforce, while at the same time trying to minimise their costs. The
CIPD (2010a) also found that in tough economic times more employers were try
ing to be creative and aimed to develop and retain talent in a cost-effective way.
Most individuals also want to improve their performance in their jobs or lea
new skills, perhaps to get a pay increase or promotion or maybe to mave to a bet-
ter job. Learning and talent development can help achieve these aims for individ-
uals too. Tt can also help attract individuals to an organisation and can theti
engage their commitment, so that the organisation benefits by keeping their

talent within itself; this in turn helps the organisation to achieve its current and.:

future strategic objectives.

-

What do we mean by learning and talent development and how does this differ from training?

Governments too are concerned that their countries are economically viable and
that they can provide a good level of services and standards of living for individuals;
once again learning and development can play a key role in achieving this. Although
there are huge benefits to be gained for organisations, individuals and countries,
there has sometimes been reluctance by some employers in the UK to spend money
on training or promoting learning and development, so successive governments have
started various initiatives such as NVQs, apprenticeships, New Deal or in some areas
Flexible New Deal, Train to Gain and Investors in People, all of which aim to
encourage employers to improve the skills of their workforce. The Leitch Report in
2006 called for the UK to spend much more money on boosting skills for everyone at
every level in order to avoid the UK losing competitiveness because of lack of skills.
The Report also called for the creation of a new Commission for Employment and
Skills and for employers to have more say in the way skills were developed (Kingston,
2006).

This chapter is about the contribution that learning and talent development can
make to organisations and individuals in terms of improving their performance and
helping each to achieve their particular objectives. It is also about what organisations
and the people in them need to do to ensure that learning and talent development
makes this positive contribution to performance. The first part of the chapter will
focus on learning and talent development and in the second half of the chapter the
focus will shift to consider effective ways of learning.

The term training was originally used to refer to some specified event designed to
improve an individual’s performance in a specific aspect of their work. However, as
the UK moved from a largely manufacturing economy, where it was appropriate to
train people to carry out clearly specified tasks and where a top-down instructor-led
approach was suitable, to a much more flexible service and knowledge-based society,
good workers became a source of competitive advantage to an organisation and it
becarme more appropriate to focus on individual learning and encouraging people to
learn how to learn.

More recently the term learning and talent development has gained in popularity
as organisations increasingly recognise that in order to stay competitive they must
use, develop and then retain the knowledge and talent of their workers as fully as
possible. The focus of their activities has started to switch to learning and talent
development as a means of achieving their organisation’s strategic objectives. This
should be as a part of human resource planning, discussed in more detail in
Chapter 2, as it may be necessary to develop talent from within the organisation so
future roles can be filled as people retire or leave, or to meet demand for new skills
and knowledge because of a change of strategic direction.

According to the CIPD (2010b) the focus on the word talent also implies that who-
ever is identified as having potential receives appropriate experience and opportuni-
ties to develop their skills so they can progress. This could be a very wide definition
as it can be argued that everyone has talent and potential and that organisations
should seek to maximise this for everyone. In times of scarce resources and limited
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_ Did you know? -

The CIPD carry out-annual surveys of tramlng and |n'
2010 for the first time they changed the name of their ~ Such as coaching, mentoring, work shadowing, job sw:
survey to: Learnmg and Talent Development to refiect ping and some of these approaches will be discussed later

- the changing emphasis that has been placed onfearn- - this chapter. Changes in technology also play a pi
_ |ng and talentdevelopment :

budgets some organisations use it to identify those who will make the biggest d1ffe
ence to the organisation’s performance, either because of their high potential, or
cause they are in critical roles within the organisation. Focusing on a narrow band ¢
peopie who are perceived to have talent can be counterproductive as it may, howeya
build resentment among other workers and may result in higher labour turnio
among these groups.

For individuals too, in an increasingly competitive job market, it is also vitalf
they develop their own talent to keep a competitive edge. The‘word development glg
implies something that is ongoing and that progress is made over time. This fits als
with the emphasis nowadays on lifelong learning, As people work longer they n
to continue to develop to improve their skills, knowledge or competencies and n
ture and develop their talent throughout their lives. It appears that many pe'
would like to see their employer offering more opportunities for development sg
as a training or personal development package and employers who do not prov
this could be missing out in attracting staff to their organisation and in retaining sta
they already have (Skillsoft 2010, Brockett, 2010).

The concept of individualised learning and talent development implies that thi
occurs in all sorts of situations, not just in the more traditional, formal trainj
opportunities, although we hope that learning will occiy
here too. Learning and talent development includes oths
less formal, more leamner-centred approaches to learnin

enabling the completion of learning and developmen

\uuui\,c CiP u. cu:.uw
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packages wherever individual workers are in the world

whether at home or at work, as long as they have access'to

computer or telephone. Developments with Web 2.0 also mean the sharing of mfor
mation and learning have become easier.
A move from training to learning and talent development also needs differen
roles to be adopted by line managers, human resource managers and learning and
development specialists who have to become increasingly flexible, often adopting
facilitator role rather than always appearing to be the expert as the traditional trainel
might have been. However, although this change in emphasis is undoubtedly occur
ring, you will still find other terms being used as different organisations wilk-be'a

different stages in changing the emphasis from training to learning and talen
development.

m éuﬁ&'ﬁ'f

If an organisation is to encourage learning to occur, then it must develop a cultt
which recognises that people learn in different ways and must provide a range’
experiences from which they may learn. As the CIPD (2008) point out it is onl
learners who can do the learning so the organisation has to be effective in creatin

positive environment in which learning can occur and where it can also transfer
successfully to the workplace.

[

Creating a learning culture

Human resource managers and learning and talent development specialists have
an important role to play in ensuring that the organisation develops in a way which
facilitates the learning that the organisation wants to occus, and that a suitable envi-
ronment is created in which continuous improvement and talent development is
actively encouraged. They themselves need to understand the learning process and
the key stages in the provision of learning and development activities to ensure that
this happens. Line managers also need to be involved in understanding and encour-
aging the occurrence of learning, and the organisation should try to minimise barri-
ers and encourage individials to seek learning oppostunities for themselves. The
training or learning and talent development opportunities that occur should dearly
link with the objectives of the organisation, and its efficiency and effectiveness
should be regularly evaluated.

Sometimes organisations aspire to calling themselves a learning organisation. In
sormne ways the term is confusing, since people actually do the learning, but it is good
that people have started 1o see learning within organisations as being of impartance,
According to Jones and Hendry (1992), the term at its simplest means an organisa-
tion where there are ‘a lot of people learning’ and according to Pedler et al. {1988) it
means ‘an organisation which facilitates the learning of all its members and continu-
ously transforms itself’ In today’s fast-changing world it is necessary for organisa-
tions constantly to try to keep ahead of the competition and in order to achieve this
increasingly many organisations are creating a coaching culture to facilitate in a cost-
efficient way the learning of all in their organisation.

Not all organisations have been as proactive about encouraging learning and de-
velopment as those that aspire to become learning organisations so governments
have also developed many initiatives to encourage organisations to promote learning
so that the skills of the country improve. The UK Government has had many such ini-
tiatives, as mentioned earlier, and individuals now have a legal right to request time
off for training, though this does not necessarily mean that their request will be

granted.

The right to request time off for training

While employers may want to focus their resources on just developing talent in
certain groups that they identify as having the potential to make a difference to their
organisation and its strategic objectives, all employees in organisations with more
than 250 employees who have been employed by that organisation for at least 26
weeks have, since April 2010, had the right to request time off for training and this
right has been extended to employees in all organisations of whatever size from
April 2011. The training requested can lead to a qualification or could be to help the
employee develop specific job or work-related skills. Although this is generally
taken to mean the right to time off for study or training, according to Green {2010)
the potential is much wider and could also include requests for employers to pay
for the training, or for adjustments to be made to hours of work to allow for this
training. The employer does not have to grant this request but has to seriously
consider it.

The employee has to make a formal request in writing, either on paper or by
email, and can make one application in every 12-month period. Certain groups such
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as agency workers, individuals of compulsory school age, or 16- and 17-yearig,
employees who are already obliged to participate in education or training under ;
Education and Skills Act 2008 are excluded. However, employees who wish to my;
a request to study or train must do so in a formal way as laid down by the leglslau
According to Frederick {2010} this includes:

e the date of the application;

@

a statement that the application is a statutory request in relation to study-
or training; ¢
the subject matter of the study or training;

where and when the study or training will take place;
who will provide or supervise the training;

to what qualification (if any) the study or training will lead;
an explanation as to how the employee thinks that the study or training will
improve both his or her effectiveness in the employer’s business and the
performance of the employer's business;

@ whether or not the employee has made a previous application, and if he or she'::
has, the date of that application and how it was submitted.

e 6 © © @

Some employers may already have a written policy for requests for training an
may have a system in place for this. They should ensure that their system at lea
meets the minimum requirements stated here and if they do not already have a pro
cedure may, in order to standardise this process, choose to design their own appl .'
tion forms which should then incorporate these key points.

While the employee can request training in any area that they think will be of be

efitto-the erganisationthere could potentially be.conflict if the organisation hasch
sen to focus on a very narrow group for talent development purposes and to focu
their resources just on this group. The employer must give serious consideration t
any request but could refuse it. According to Macdonald (2010} they are und
statutory duty to hold a meeting with the employee to discuss a request withi
28 days of receiving it. They must also allow the employee to be accompanied at th
meeting by a fellow employee and should provide a written response to the reque
within 14 days. There is also a right of appeal. :

The employer can refuse the request but has to justify it on business grounds such:
as that it would not improve the individual’s effectiveness at work or the performarce.
of the business. Other possible business reasons which could be used to justify a
refusal to grant time off include the following:

@ the cost

difficulties resulting from this employee’s absence for training in meeting
demand from customers

inability to be able to reorganise the work among other staff members
adverse effect on the quality of a product

adverse effect on performance or

changes that are already planned to the structure of the organisation making
it difficult to grant this request.

[ ]

® @ ® @

Employees who are refused the right to training can take their case to an employ-
ment tribunal though this is based on limited grounds such as if they think the de
sion to reject their case was based on incorrect information or that the employer did

Creating a learning culture

not follow the correct procedure. The employee cannot just

. . Did you know? . . complain because they disagree with the business grounds
<urvey of 2,200 workers in the UK, Germany, France  put forward by the employer. If the tribunal finds in their
d Spain conducted by the training provider CEGOS  fay0ur, it can order the employer to reconsider the request or
% found that workers were highly motivated to leam,
the axtent that 76 per cent of those in the survey

e{e willing to train in their own time;, while 53 percent
also willing to pay, at Ieast pama”y] for the to know what effect these new rights will have on organisa-

award the employee compensation of up to 8 weeks’ salary,
which in 2011 was capped at £400.00 per week. It is too early

tions’ willingness to offer training opportunities to employ-
ees, but if employers have adopted a very restiicied approach
to talent management they could result in some conflict.

The Investors in People award (1IP)

One initiative that has been successful in encouraging many organisations in the UK
to become more proactive about learning and development and to link their learning
and development initiatives to their organisation’s strategic objectives is the Investors
in People award which is available to those organisations deemed to have met the
standards, giving them the 1IP Kitemark of quality.

This initiative aims to improve the quality of British training and talent develop-
ment practices by setting national standards for good practice and by linking these to
the achievement of business goals. From April 2010 the Commission for Employ-
ment and Skills became responsible for the strategic ownership of Investors in People
in a move which is claimed will strengthen I1P's position, placing it at the centre of
their mission to maximise the economic competitiveness of UK organisations {IIP,
2010). Training and development. should always be. closely linked. to.the organisa-
tion's objectives and the IIP standard encourages people to be trained and developed
in ways which exactly suit the organisation’s requirements, which should also enable
the value of these activities to be clearly demonstrated.

According to the CIPD (2010d) the three key principles of 1IP are:

@ Developing strategies to improve the performance of the organisation — an Investor in
People develops effective strategies to improve the performance of the organisa-
tion through its people.

® Taking action to improve the performance of the organisation — an Investor in People
takes effective action to improve the performance of the organisation through
its people.

® FEvaluation of the impact on the performance of the organisation ~ an Investor
in People can demonstrate the impact of its investment in people on the
performance of the organisation.

The IIP standards can be expressed simply as Plan, Do, Review. They recognise that
all managers, at whatever level, have a vital role to play in the development of their
workers. As we said earlier in this chapter, it has often been difficult to get the com-
mitment of line managers to spending time and money on the learning and develop-
ment of their workers. These standards emphasise this vital role and have had quite
an impact in this area. Achieving the 11P award is not the final stage as the organisa-
tion then needs to continue to encourage continuous improvement in order to get
even better at developing its people and in order to meet the requirements of the
standard again in future years. Organisations can achieve higher levels of bronze,
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silver or gold by providing additional evidence and can also achieve yet aHOthérl
of recognition if they become ‘champions’ by publicly profiling their JIP iouméy_

Learning and talent development strategy

Many organisations have demonstrated commercial benefits from achieving the
dards and there are benefits for their workforce too, not only in being part of a th
organisation but also in improvements in their own training and development.
vestors in People standard provides a framework for organésations to follow to en
that they utilise key principles when designing learning and development initiatj
However, not all organisations work towards the achievement of these standards agg
is still important for those organisations and their managers to take account of certy
key issues when designing learning and talent development strategies. :
As we explained in Chapter 2 it is important that all HR strategies contribute to's
achievement of the overall organisation’s strategic objectives; learning and ale
development strategies are no exception to this. The CIPD (2010e) say that 'ea'.cﬁ:
organisation needs to identify its own particular strategic direction and ensure that ifé
learning and talent development strategies align with and contribute to the achiev..
ment of the organisation’s strategic goals. They also need to contribute to the over:all
performance management in the organisation, to identify learning and trainis
needs (discussed later in this chapter), and establish priorities and pools of talent.:
In its 2010 annual survey of learning and talent development the CIPD (2010¢) ider:
tified the following as being the main learning and talent development strategies bei'ng
used by organisations. E-learning has become increasingly popular with 62 per cé

of the sample surveyed saying they use this method, while 56 per cent of organis :
—E 15

.3 Lo £ :

tionsusesome formofin-house learning and-development, reflecting the trend-tohe
cost-effective. Coaching by line managers is used by 51 per cent of the organisations
in this sample.

It is not enough just to choose the techniques to be used and hope that these wil
develop into a programme. It is also important to ensure that any programfne con
tributes to the organisation’s strategic objectives and fits with its priorities. When ot
are designing a learning programme you should have in mind clear objectives for it
What do you want the learners to be able to do and what do you want them to know
by the end of the course? :

QOur approach to the design of learning opportunities is derived and adapted from
systematic approaches to training and learning such as the systematic training cyclé
which is shown in Figure 9.1. Most recent models of the learning and talent develop'
ment process, including our own, have used it as a starting point. There are of course
many valid criticisms of the systematic training cycle which relate to the fact that it
focus is on training rather than individualised learning and that it is more suited to :
stable work environment rather than a rapidly changing environment in which the
focus has shifted from formal training to more informal approaches to learning, Iti
also claimed that organisations and learners do not always work through all the
stages sequentially and that it is also not clearly linked to the strategic objectives o
the organisation. We have tried to address some of these criticisms in our own mode

Designing learning and development

Stage 1

Assessing the
training needs

Stage 4 _ Stage 2
Evaluating Planning
the training the training
Stage 3
Carrying out
the training

for learning and talent development included in Figure 2.2 and each of the stages will

now be discussed in more detail.

Assessing learning and talent development needs

It is important o assess what Jearning and talent development is needed for organi-
sations, teams or departments and individuals. There needs to be an accurate assess-

. 20106 . Thic chould he.

' ment ST Bsiess and siganisatonal Tequirererts (PR 26108

done in conjunction with the people or groups concerned and should be aimed at
contributing to the organisation’s strategic objectives.

While there is much to be gained from both formal training and less formal learn-
ing and development opportunities in terms of improved skills and productivity for
the workforce, they are nevertheless costly activities, so it is important to provide
learning opportunities of the right type for the people or groups who need them. This
may in itself present new challenges as different generations of workers have different
expectations and preferences for learning approaches. A survey in 2010 by Skillsoft
found that people wanted freedom and flexibility in their learning but also learning
on demand when needed, so organisations need to think carefully about the methods
they use, not just because of their cost but to meet the changing needs of individuals.

This stage of the cycle is referred to as assessing Jearning and talent development
needs and this is frequently done for individuals using the performance appraisal
process or personal development review. Learning and talent development needs can
be assessed in many ways, but one of the easiest ways is to examine the job that has
to be done and the knowledge, skills or competencies that the organisation needs the
job holder to have, and then to examine the knowledge, skills and competencies of
the person in that job and assess whether there is any gap between the two.

This type of assessment can be completed for a whole organisation, a team 0T
department or for an individual. If there is a gap then a learning and talent develop-
ment initiative may help the individual, team or indeed the whole organisation to
progress to the required standard, but if the gap is caused by some other factor such
as poor recruitment, then it may be a waste of money to use learning and talent
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Model for learning and talent development

Organisation’s strategic
objectives

. Organisation-wide. .
assessment

learning-and-tatent:
development

Assessmentof - | | ¥ Assessmentof
department or team i individual

" leaming and talent” | |7 learming and talent .
development: development:

———

Set objectives

~ Choose methods:
“informal/formal- -
biended_/ electronic.

/
___________ _—

Evaluate:
Has it met objectives?
Has it added value?

1RADM nnk
TR kAT \

| Deliver [<

:l;rx;eelc;sg_ljil:g t:nti ;ije:trfge ;_his gap. However, -ir.ldividuals do not always want the
o ———e y eve c?pment oppo-rtumtles as their organisation wants and’
: fo try t.o evelop their careers by identifying their own gaps in their skill
1 comparison with the direction in which they wish to develop.

Although_ DO_ organisation has a limitless budget for learning and developmeni
some Ofgamlsan'ons are able to cope better with the differences between indil'\)ridual'-
i;zrtn!;arz asp;ratlons th.an others. Organisations that aze flexible in their approach and:-
Wheml;r iert nzl; aittc:::[trr;barrtlougt of money to be spc.ent on each individual’s learning,
o this st tbeu es lrecFIy to the- s.trategv-: objectives, are likely to benefit -
el oo 1 e :i 2&3 creating Ef Posmve feeling about learning which should
i them betn oo b g moTe p.osmve about the organisation, resulting in tum-
o ihe Organifationss: " m.llfarmng in other V\-rays that will benefit the organisation
S — ensmemt mg to fund specific learning and talent development
A A retention of the staff'bj.z making it a contractual requirement
b leavs wjizthiiazs la-ltclf the coist of ﬂ?e training and talent development initiative -
G ;emzlzxc as::;e;f{ie;inme 1iuch ﬂis two years. Some organisations
‘ : rtin 15, such as the need to stay for five years, and
izte;dazii’sl;e.mg 1crnom‘fauonal the employee Fan feel resentmentyas they fgel tied to

g ion for what, to them, may feel like forever. When employers have spent '

Designing learning and development

considerable sums of money on training and talent development opportunities for
staff it is easy to see the attraction to them of tying staff into contracts that keep them
for a specific period of time to get payback. However, as stated, this can be counter-
productive if it causes resentment and is a negative way of using learning and talent
development to improve retention. It would be far better to concentrate on the
positive motivational aspects of learning and talent development that encourage
people to want to work in an organisation and to want to stay working there.

Job analysis needs to be undertaken to establish what is involved in the job. Refer
back to Chapter 2 to refresh your memory of the ways in which to carry out this
process. The usual result of job analysis is a job description, and a training specifica-
tion can be written from this. In many organisations, where employees are encour-
aged to work towards National Vocational Qualifications (NVQs), there will already
be a national standard for the employee to work towards.

Learning and talent development needs can also be assessed by asking the person
or people concerned about their learning and development needs, by using ques-
tionnaires, or by an analysis of mistakes (faults analysis). If there are any gaps where
they do not meet the standards then there is a possible need for learning and devel-
opment 1o help to close the gaps, and so a need has been identified.

Setting objectives

To do this the person organising the L&TD event or process needs to be clear about
what the individual, team or organisation needs to know, or be able to do, or the

competencies they need to have acquired after the learning and development has
akeirplacer Ttis-im portant-to-establish-clear objectives for.the leaming or develop-
ment event since without them there is a danger that the event will become unfo-
cused and will not achieve its objectives. It also provides a basis for one way of
evaluating the L&TD by establishing whether or not the objectives of the event have
been met. ‘SMART’ objectives are recommended: the acronym can stand for a variety
of things but generally refers to the objectives being specific, measurable, achievable,

realistic and timely or time-bound.

Planning the learning or development initiative

Once you have decided your objectives for the learning and talent development
event, you are then able to plan a programme that uses a variety or blend of tech-
niques in order to achieve this aim in the most effective way.

If the learning and talent development is to be effective it cannot be left to chance
and a great deal of planning needs to happen first in terms of basic preparation of
naterials and administration, such as notification to all participants and organisa-
tion of the event itself. You need to ensure that everyone is aware in advance of what
will be involved in the learning and development event and its timing and location
in plenty of time. Letters should have gone to the learners, the people involved in
running the event, and the supervisors and managers of those who will be involved
so that there is time to arrange cover for their absence from work, if necessary.

Once a learning or talent development need has been identified, there are a num-..
ber of choices to be made about how it should be met. First, should it be carried out
in the organisation (in-house) or by an external organisation such as a college 0T
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other training provider? Second, the line manager or learning and develoy,
f;pecialist needs to consider which techniques should actually be used. Should
instructor-led traditional training be used or would the need be met better s less
mal individualised learning such as e-leaming, coaching, mentoring or ;;z:'ss-‘
learning logs? Once this has been established a specific learning and c[evelous"
programme needs to be identified or designed. Pm

Internal or external learning and talent,development

Discussion of Activity 9.1

Your lists are likely to contain several advantages and disadvantages for both
approaches. Among the points you should have considered are the cost and resouréé’s
available to carry out the initiative. It is likely that in-house learning and talent devel
opment will be cheaper and will be tailored perfectly to meet your organisatio.
needs. However, if the particular need identified is very specialised and is required fer
only one or two people, or if there is no one with suitable qualifications or expe‘

ence available to conduct or facilitate the initiative, then it may be better and more
cost-effective for them to join a course run by an external provider. However; thi
depends on the organisation’s priorities for learning and talent development. This".
although it may not be tailored to meet the organisation’s specific needs, will hav'é

the advantage of providing a wider experience and opportunities to find out how
other organisations do things.

On and off-the-job training

In t-he past, when people were trained in traditional ways they were often just madé
to sit next to someone and told to do what they did. This is often referred to as 'sitting;
by Nellie’, and the effectiveness of the training depended on how good Nellie was at:
her job. If she was good at it, and a naturally good instructor, then it could work well;

" pid'you know?. _
workers in the UK; _Germaﬂ}’_,...FV.QUCE.'.ﬂ".ﬂ. room based or formal learning and talent development
-Spain conducted by CEGOS UK; Britain was found 10 ,ctivities on ‘providing the capabilities for people to create
o lead in What Were regafded as the more innovative ap-
_proachies to. lgaming with the use of blended learing,

but there was always a danger that the trainee would learn faults as well as good:
practice. This was one of the main disadvantages of using ‘on-the-job’ training. In:
more recent times the emphasis in a great marny organisations has switched back to:
on-the-job training with the introduction of NVQs. This time, however, the person.'

““mentoring and social media all being stronger thanin-
~other Eurgpean ¢ounttigs. - s
7 {Source: Brockett, 3, 20103527
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who does the training and assesses what has been learnt is trained themselves, and
there are national standards to work towards, so there should be much greater con-
sistency in approach. This aims to harness the benefits of on-the-job training, in
terms of low cost and relevance to the organisation, while ensuring that standards are
high and consistent. In this case using on-the-job training could be beneficial, as the
training has been planned, there is a trainer who knows how to train, and a qualified
person will test whether the individual is competent in that job.

Learning and talent development techniques

We stated earlier that once the decision has been made about where the learning and
development activity is to take place, it is also important to decide on the most
appropriate techniques to use. Will formal trainer-centred approaches work best or
will more informal learner-centred approaches be better? How much technology
should be used? The method used must be chosen to be appropriate for the particu-
lar need that has been identified for that person or group and it must fit with the
culture and resources of the organisation,

E-learning

As well as the more traditional approaches to learning, trainers and individual learn-
ers now have a choice of using e-learning techniques. There is some confusion about
what exactly constitutes e-learning but it can include computer-based training and
learning, technology-based training and learning and web-based training and learn-
ing. It may be integrated alongside traditional learning as a support mechanism, or
be used separately as part of a distance learning or open learning course. Some
university degrees, post-graduate qualifications and training packages are delivered
totally by e-learning methods and this makes them easily accessible to people in any
part of the world at any time.

One major advantage is that individuals, so long as they have access to the technol-
ogy, should be able to choose when, where and what they learn and this should in-
crease opportunities for learning. Support can be provided by chat rooms, discussion
groups and online tutoring, with everyone involved able to respond at a time that is:
convenient. Alternatively, approaches such as virtual classrooms, social networking
sites, audio-visual conferencing and two-way live satellite broadcasts provide immedi-
ate feedback so learning and development managers and learnets can interact with
each other almost as quickly as they would in a more traditional classroom situation.

Some organisations are already embracing the Web 2.0 technologies as a part of
their approach to learning and talent development. BT as a technology-based company
has embraced the use of social networking as a means of
learning and talent development and already spends be-
tween 15 and 20 per cent of what would have been class-

the content for themselves in the organisation and share it’
""""" (CIPD, 2010¢). This approach seems in line with the desire of
people to learn in more flexible ways and creates new oppor-
tunities and ways of learning that could also appeal to those
wanting instant access to learning and talent development.
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with the current concern for environmental issues and our catbon fOOtpril-:lt's'
will be interesting to see whether these approaches will become more popular 3

Designing fearning and development

Learning and talent development techniques and their suitability

replace some of the travel by students and their lecturers. However, it is claimed 1k
many of us spend too long searching for information online with 46 per cent of g,
respondents in the Skillsoft 2010 survey saying they spent between half an hour 5

Formal trainer-centred or
informal learner-centred
approaches

Suitability

two houss to find information online. If they have an uigent business problerﬁ'f
solve then that could be much too long,

Fermal trainercentred

This is suitable when a large amount of information needs to be given
to a large number of people at the same time. The information can be
prepared in advance but a disadvantage is the lack of participation
from the audience.

Here a small group of people have the chance to act as if they were

in a real work situation. They have a problem or situation to deal with
which would be simiiar to a situation that they might experience at
work. They can practise their responses and receive help and support
from the trainer and from the others in the group. This can help in de-
veloping awareness of interpersonal skills and can give confidence, as
there is an opportunity to practise skills in a protected environment
where it doas not matter if mistakes are made. There can sometimes
be a probiem if the role play is not taken seriously or if trainees are
too nervous or embarrassed to perform their roles.

Group discussion

This can tead to a free exchange of knowledge, ideas and opinions on
a particular subject among the trainees and the trainer with the oppor-
tunity to air various viewpoints. It can be useful when there are varying
opinions about an issue, or a range of ways in which a situation could
be handied. There is a danger that the trainees may wander too far
from the subject if it is not handled skilfully by the trainer, and that im-
portant points may not be discussed.

_Eaeo or film
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These can be used to show a real situation and differing ways of han-
dling that situatiom, or to give information to several pecple at once.
They can show examples of good and bad use of interpersonal skills
to a large number of people at ence and be used as the basis fora

#roup aiscussion, iney aa not demmard TociTmvovement from the au-
dience, although the trainer could add to this by use of discussion or
guestions after each showing.

Project

Other learning and talent development techniques

Normally a task is set by the trainer which will give an individual or
group general guidelines to work to, but wiil also leave & great deal of
scope for them to show creativity or initiative. This is & good way of
stimulating creativity or initiative but, in order to do so, the project has
to be about something that wilt interest the trainee.

. : Case study
Many other techniques could also be used and we have summarised the suitabili-

ty of some of these in Table 9.1. Complete the second column for yourself to identi-
fy whether in your opinion the particular type of learning and development activity
is led more by the learning and development specialist, the learner or equally by
both. From vour reading in this chapter so far, use the blank spaces in the table to+
assess the suitability of online discussion groups and audio or video conferencing .
and the use of podcasts and social networking sites. Spaces have also been left at
the end of Table 9.1 for you to add your own suggestions for different training

A case study is a history of some event or situation in which relevant
details are suppliad for the trainee te get an overall picture of the situ-
ation or organisation, Trainees are then asked to diagnose the prob-
lems or suggest solutions. A case study provides the opportunity to
examine a situaticn in detail yet be removed from the pressure of the
real work situation. This allows for discussion and provides opportuni-
ties to exchange ideas and consider different options, Since a case
study can limit the number of factors or issues that should be dis-
cussed, it may sometimes seem too easy and trainees may not fully
appreciate that in the realife situation there may be other more com-
piex issues to take inte acceunt.

technigues. Computerhased

Some of these learning and talent development methods are much more participa- training
tive than others, and it is a good idea to use a variety of techniques to avoid the learner
becoming bored and also to give opportunities to practise skills if a skill is being taught.
This will also mean that if you are working with a group of people and you utilise a vari-

ety of techmicues, you are likely to use the preferred learning styles of different individu-

This allows the trainee to work at their own pace through a series of
guestions or exercises using a computerised training program. The
trainess get immediate feedback from the computer program and can
cover @ range of work in a short space of time, going back over exer-
cises if necessary and learning at a time that is convenient far them.
Trainees may be nervous of the technology or may experience difficul-
ties 5o it is normally useful to have easy access to help or advice at
least via a telephone.

als at various times. Learning is an active process, and even if it is a list of facts that needs -
to be learnt, most people learn more effectively when they test themselves, or rewrite -
information in their own words. This also improves their recall of the information.
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Continued

Training technique Formal trainer-centred or

informal learnercentred
approaches

Suitabhility

Guided reading

A series of recommended reading is provided on a topic, perha e
ed according to difficulty. The trainee is able to work at t’heir prs—gr?
tf.)roggh this. Since the reading has been selected by someon : D_a__c
highlight points on that subject, this can pave the trainee timee E'Is'e't
they know that the materials will be relevant to the subject. It c,i:es

€ncourage the trainee to research furth j :
‘ er around the s '
materials for themselves, ot or %

In-tray exercise

Trainees are given a series of files, memas and letters similar t .
those that they might have to deal with in a real work situation ?I‘h :
negd to decide on the appropriate action to take and the priori'; f o
action. This gives an opportunity for trainees to experience the 5s(;o?tr--

of issues that can arise, but it is |
( , S Important that th -
intray are realistic. © conients of the',

Online discussion
groups

Audio or video
conferencing

Podcasts

Using sociat network-
ing approaches such
as blogs, tweets,
information sharing
or Second life

These poi i i
e pomtsl emphasise the importance of providing some opportunities for the -
0 practise what they are supposed to be learning, and underline the value for

yO f CO]llpletlllg the exXercises as y ¥
oo y 5 ou g() Lh]()ug}l thIS bOOk S0 tllat Ol continue to

Delivering the required learn;
learning or tal
development event s =

Altho - .
. 'ugh specialist learning and talent development managers will be trained in
arnl . - - B .
eam ng tlecl;n-lques itis also important that line managers and any other members o
in i ] ;
volved in facilitating or running learning and development events should also’

be trained appropriately. This is sfill important if informal learner-

‘ . Certr
es are being used, since mentors, eonch

coaches or group facilitators al ini
e > - . 50 need training.
ven if the people involved are trained well they will still find that delivering specific. .

learning ev i i :
it Ieagm ents l:v:ll seer;l'n different each time as the process also involves interaction
€rs who may have different learni i
e WO Idy o ng styles as well as differi iti
Some de ihilitv | ering personalities
gree of flexibility is therefore necessary 1o take account of these differences

Evaluation

This . ) .
1818 an extremely important stage in the learning and talent development cycle

» - . and :
one that is often neglected by organisations. According to Findlay (2004), it is still

trite
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to say that ‘many learning and development specialists do not evaluate the outcomes of
their work - beyond handing out “happy sheets” at the end of courses. These provide
feedback on whether the learners have enjoyed a course or other learning interventions
but do little to measure its impact! If no evaluation of learning and development is
carried out at all then the organisation does not know whether it has been enjoyed or
been successful, or even whether the leamning and development objectives have been
met, so it may have wasted money and resources on events that were not very effective
and which did not help the organisation meet its strategic objectives.

Until recently very little had actually changed in the way training or learning and
talent development was evaluated. Donald Kirkpatrick set out the general principles
in 1956 in an article ‘How to start an objective evaluation of training’ (see Findlay,
2004) and, although there have been criticisms of his work, his ideas have lasted well.
He basically argued that there should be four levels of evaluation. First, at the end of
the learning and development event, the participants should be asked their views on
the effectiveness of the learning experience. This coutd be done by means of a simple
questionnaire to the event or course participants and this will at least give clear views
as to whether the people concerned liked the learning or developmental experience,
what they felt would be useful and what they felt was less useful. Consequently it
should vield a great deal of valuable material, which the manager responsible for the
design of the learning event should be able to incorporate usefully in the next course.

According to Kirkpatrick's levels of evaluation, the happy sheets equate to level
one evaluation. However, this only establishes what the participants say they feel
about the course or learning event and it is also important to establish what they
have actually learnt so both knowledge and skills also need to be tested. One very
effective way to achieve this is {0 test these both at the start of the learning event and
at the end of it. This achieves Kirkpatrick’s level two evaluation as it should show how
much the person has learnt during the learning and development event.

If the learning is going to have an effect on the department and on the organisation
and contribute to its strategic objectives it is also vital to find out what effect the learn-
ing and development event has had when the person actually gets back to work, Some-
times people may do well in a learning situation but when they return to their normal
work area they revert to their usual behaviour and they seem to forget or not use the
learning that has occurred. From the perspective of their line manager and from the
organisation’s point of view this is a waste so it is important to find out whether trans-
fer of learning to the work situation has occurred. This can be done by questionnaires
or with interviews with participants and their line manager a few weeks later, orby a
review of the person’s work and the effect that the learning or development opportu-
nity has had on them. Kirkpatrick's level three evaluation aims 10 test whether the
learning that has occurred has successfuily transferred to the workplace and essentially
this level of evaluation aims to measure changes in job behaviour.

Kirkpatrick’s fourth level of evaluation relates to whether the learning and
development activity has made a difference to the bottom line in an organisation. Has it
succeeded in making a difference to the organisation or added value? According to
Martin Sloman (2004), ‘If you focus your training on the organisation’s learning require-
ments, you won't need to get hung up on assessment. To achieve this level of evaluation
it may be necessary to examine organisational statistics to see, forexample, whethersales
targets have been met or whether levels of customer satisfaction have improved.

According to Ian Thomson {2004), ‘Evaluating training is a way of combining the
assessment of the impact of training and development, while raising the profile and
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R
infl f HR and Induction training
uence o and training functions’ T .
s, Therefore it is j i . . . .. .
ments to evaluate at all levels, not only to ensure th ‘ tljs in the interest of thege de We have gone through the key principles involved in designing learning and talent
/ re i - o . . .,
met, but also to demonstrate to the rest of th « .1e learning objectives have}, development activities but the choices made will depend on the organisation’s strate-
€ organisation that th h . o . . P .
cessful in adding value t at they have e ic objectives, what the specific learning and talent development is aiming to achieve,
o the organisation by maki i n gt o] ' p g P & ’
ak i - s ; -

One of the things that have changed Sin(i Ki kmg a_dll(ffecrlence in key strategic 4y, the organisation’s culture and the resources and skills available. We shall now exam-

trkpatrick’s day is the emphasic ii . . . .
phasis 14 ine some of the ways these could be undertaken in one specific form of training

on. If you understand why vy called induction.

evaluatlllg SOIIleflllIlg It1s easier fo SEJECt an applopllate met Od Or eva Uatlo
n

been suggested that there are four key reasons wl
be evaluated. These are to-

1 prove the val ini
prove ue of -the training o try to find out whether or not jt has work
achieved what it was supposed to achieve e

2 control the training to ensure that if is a

Yvith the organisation’s Pptiorities and is o
3 improve the quality of the trainin
training delivery are improved
reinforce the learning as a part of the lea
2010g).

Anyorne who leaves one organisation and goes to work in another will appreciate that
things are done differently in different organisations, and people sometimes suffer a
feeling of culture shock if behaviour that had been acceptable in their previous
organisation is not viewed in the same way in the new one. This feeling of culture
shock is likely to be even greater if the individual has moved from another country to
work or to study. The new person picks up clues from the behaviour of others as to
what is acceptable and what is not. Supervisors and managers will be seen to praise
certain types of behaviour but will frown on others. At its simplest they are learning
about the common view within that organisation of ‘the way we do things around
here’ - the organisation culture,

Although employees will learn a great deal in this informal way, it is also a good
idea for organisations to try to ensure that they have the opportunity to learn things
that will enable them to perform 1o their best ability. This will mean that the organi-
sation will need to:

chieving value for money and is fitt
fa consistent standard
8 50 that standards of administration oro

ing._

Iming process itself (adapted from Cf.plj. _.

Various methods that can be used for evaluati

training including the following: on of learning and development g

® questionnaires completed at the end of
@ l1nterviews of learners askin
@ calculation of the return o

. a course by course participants

g their opinion of the value of the learning

& n the investment in traini

® ass : edon

o lcessrr.mn’ts by tests of what the person has learned or is able to do
selt-review by participants of what they had learned

JE. 1 CONS. T | N PRSI P EPCE e : o ir.d
& assess wiaiiiihinks peopletieed tole cariin-order-both-te-de-their jobs

and t
Grine

= QISCUsSIon with the learner’s immediate

superior ; . ,
performance P of the improvement in

contribute effectively to the organisation’s strategic objectives
@ plan opportunities to facilitate learning experiences
@ evaluate what has worked well, and what has been less successful.

& cost analysis of the learning and development

CASE STUDY 9.1 Induction

Read the following story about a student, Ros, who hoped to improve her language
skills and earn some money for university by working as a waltress-in a hotef in
France for the summer. She has just started work as a trainee and is telephoning
her mother a few days after her arrival.

Read the story and answer the questions at the end of it.
Ros Hello, Mum. | got here in the end and I've survived the first day, but it has

been quite difficult. I'm not sure how long | will stay.
Mum  Oh dear! What has happened? Was the journey OK? Were you met by some-

one with a car from the hotel, as they had arranged?

Ros N, the hotel car didn’t turn up. 1 had to get a taxi and it was mites irom the

airport, so it cost a fortune. The human resource-manager ook me to my
accommoedation, but no one else seemed to be expecting me. I'm living in an

apartment with about another eight people, but they were just going out when
}-ardved and no one had told them that | was.also going.to be joining them in

their accommoadation. They were realty nice but had trouble finding a bed for
me and the only spare bed is in the kitchen and it's broken.

s
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Mum  Well, | expect you felt better when you found out what your job was and got'

Ros

Mum

Ros

Mum

your uniform.
Well, 'm still not sure what is happening. ! got up early yesterday morning,
hecause no one had told me when to start work, but when | got to the offige :
| was told that | was not on duty until today so I'm still not sure what hours .~
I'm actually working. | thought | would only be working for 35 hours a week i -
France, but some of the others toid me that this can be averaged over a few -
weeks, so it may be more. i

[ haven’t got a uniform yet either, as the only one the HR manager had left
was extra large, so was much too big for me. He suggested | wore a black
skirt and white blouse until they can get a uniform in a small size for me. |
spent the day on the beach with some of the cther trainees, so at feast that
was good, but | had to borrow some clothes for werk as the airline has lost
my luggage.

Ok dear! Have you reported it? | hope your luggage will turn up soon. You!ll
feel a fot more positive when you have your own things.

Yes, | reported it at the airport and it will be sent here when they find it, but |
wonder if Il stili be here by then. Everything is different to what | expected.

The HR manager toid me that [ would be Joining the receptionists rather than
the waitresses. Then when | turned up for work again this morning, | was
placed in the marketing department. Another girl, who had been working
there, has been moved to help at another hotel this week, because the Tour
de France is going through the town. Consequently that hotel is full, so a lot
of the temporary staff have been moved there to help for the week.

You should get plenty of opportunities to improve your French working in -
marketing . T, —

Ros

Mum
Ros

Mum

Ros

Mum

Ros

 restaurant and the hotel, so there was no food left when | arrived. I have

My boss in marketing is reatly nice and | have been phoning French and
£nglish hotels to check on competitors' prices and I'm going to be helping

to do & customer satisfaction survey in both French and English. Mind you,
they really need a staff satisfaction survey!

Well, at least the job sounds interesting.

Yes, my boss says she wants to keep me in the marketing department, as
she has plenty of work for me to do, even when the other trainee returns. The
HR manager was talking about me helping to clean chalets next week, so I'm
still very confused about the job I'll be doing. | want to come home.

You're bound to feel unsettied for the first few days, but I'm sure you'll feei
better when you get a bit more established and when you have your luggage.
Have the meals been good? At least you get your hoard and lodging provided
on top of your wage.

I hope ' feel better soon, but today | missed meals so I've anly had a
baguette.

Oh dear! Why was that? | thought free meals were part of your payment and in
France you would expect them to be good, even for the staff.

The office staff have breaks at a different time to the people working in the

to buy something later. | thought | was being paid weekly in cash, as it said in
the letter that [ was sent. The others say we get paid at the end of the month
and that Fll need to set up a French bank account for myself as we get paid
by cheque. | hope rmy euros will last untif | get paid. it is proving much more
difficuit than [ thought. All the information | was sent has been wrong.

Induction training

Questions

1 Comment on what happened.

2 What information should Ros have received before she left England?

3 What information couid have been made avaitable on the organisation's intranet
site? '

4 How could Ros’s first few days have been made casier?

induction

Induction is the process of helping a new employee to settle quickly into their job so
that they soon become an efficient and productive employee. It also helps -create a
favourable image of the organisation in the mind of the new employefe.,.and is th.erei )
fore also a valuable public relations exercise. Part of the induction proc?ss 'starts at
the time of interview, with the information and impression of the orgams.atlon that
is given at that stage. Any letters or booklets given after this also form an 1n"1porte%m
part of the induction process. Some of the induction may b? complet.ed online with
materials and tests of knowledge provided on the company intranet site. N

New employees need to learn a great deal of information when ﬂ:ley join an
organisation. This could be learned informally, but this maj'r take a lon.g time and th.e
employee may learn the wrong things. It will be even more 1mpo-rtant if th.e person is
working in another country or using a second language, and an intervention to help
awareness of cross-cultural differences or in language skills may also be -nee.dtlad as
part of the induction. New employees are each likely to have their OWI.I l.ndmdual
learning needs; establishing what these are during the inductiorf proFess is mllpm:ta}nt
as is starting individual personal development reviews and setting times for individ-
ual interviews to review progress regularly.

When new employees actually start work, they will need also to get to lfnow peo-
ple with whom they will be working, become familiar with their surIO}Jndlngs, le.arn
about their new job and learn about the organisation in which they will be WOIkll’l?i :
Although there is a great deal of information to impart to the new -employ.ee, .nf)c: a ,
of it is needed immediately and in fact there is a danger of overloading the individua
with information if it is all given at once. If formal induction COUI-'SES are. run for.all
new starters then these could be spread over parts of several da?(s, imparting first the
most urgent information, such as the geography of the building, canteen at;]rar}gi
ments and introductions to supervisors and work colleagues. I:[ may be tha't e o‘
mal courses do not even need to start on the first day, especially if recruitment is
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sporadic. Small groups of emplo
yees may be gathered,
formal induction colise, ot thot ety s & monh

Reception

Documentation and
introduction to manager

Hours, clocking on, flexitime,tuneh

How do people fearn?

Some of the information will need to be given in a written form, perhaps in a
handbook, although increasingly nowadays organisations will keep much of this in-
formation also on their intranet system. Although much of this information may also
have been given verbally in the formal induction course, it is useful to have a sotrce
of reference for things such as who to notify when you are ill. This might not have
seemed particularly relevant to a new starter, and indeed may not be needed for a
year or two, by which time it may have been largely forgotten unless there is a loose-
leaf handbook to refer to or preferably an intranet site where the information is
easily accessible and kept up to date.

Since it is important not to give too much information; as the new starter may feel
overwhelmed, it is better to spread the information over a period of time and alter-
nate with periods where the person is introduced to their new job and given a chance
to settle into this, After all, that is the reason they have joined the organisation. Some
organisations may give information on their intranet site prior to the person actually
joining the organisation and may test the person’s understanding by a quiz. There
will still be some things which it is necessary to deliver face-to-face and in some
organisations new recruits are asked to arrive later than the rest of the workforce on
their first day, so that those who will be involved in their induction can get things
organised and deal with any crises that may occur, and then have time to spend on
the new recruit.

If the new employee comes from another country, or if the work is in an interna-
tional organisation where workers come from many different countries, there is also
likely to be a need to deal with cross-cultural issues to encourage greater understand-
ing and increase tolerance of different ways of working. The induction period would
provide a useful foundation for this and progress could be reviewed during subse-

Person responsible for
covering this topic

First week

First month

breaks, overtime
_—
Layout of department, outline of

function and introduction o staif

Tour of main work areas, staff
restaurant, toilets, fire exits

Health and safety rules

The organisation — products,
services, the Ofrganisation’'s
hantibook

Rules and procedures — discipline
and grievance

Payment, holiday pay and
sickness pay

Communication and consultation
Training and development

Performance appraisal and set-up of
personal development plan and
reviews

Pensions

The trade union and trade unian-
appointed learning representatives
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quent personal development reviews.

‘Buddy’ or person delegated hy the
Supervisor 1o look after and befriend
the new starter

In a knowledge-based economy, where there is constant
change and where people are regularly required to develop
new knowledge and skills, perhaps the most useful skill of
ail is knowing how you and others learn, as well as under-
standing the key principles involved in designing leaming
and development programmes.

In this section a range of learning and development and

'Did you kmow?

. Henry Ford said, Ayone who stops leaming Is old,
" whéther'at 20 or 80. Anyone who keeps leaming stays
- young: The greatest thing in life is to stay young! .,

Learning and Develapmerit Officer
Or on company intranet

Human Resource Manager and on
Company intranst site

Human Resource Manager Support

materials on intranet system -— training techniques will be discussed which may also help you to learn more effi-

Learning and Development Officar _— % ciently as well as preparing you to help others to learn.

Learning and Development Officer —— * Henry Ford's statement, above, is becoming even more relevant today, not just so

Learning and Development Officer that we all stay young but so that as retirement ages increase we can continue to fead

gfsizﬁna! Mmateriais on the intranet - * productive and enjoyable lives as we continue to update our skills, knowledge and
learning, whether for work purposes or for leisure. According to Age Positive (2007),

a team working on strategies and policies to support people making decisions about
working and retirement for the Department of Work and Pensions, ‘Employees of all
ages are benefiting from training and development’ and organisations are benefiting
too as ‘employees of all ages have a variety of skills which make the organisations

Lea:_fning and Development Officer
Additional materiaig on the intranet
system

Shop Steward

more effective’
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Factors affecting learning and development

In view of the change of focus to individual learning and talent development a 206,

place to start is to consider your own approach to tearning which you can do by comy
pleting Activity 9.5.

Discussion of Activity 9.5

People are motivated to learn by a variety of things, so you may have listed quite :
few drives to learn. These may take the form of incentives, encouragement or rewards
some people may be motivated by the need to do well in an examination or they
may perhaps be motivated to learn a new skill because it may provide an improved
opportunity for getting a better job or more pay. In other cases the motivation may
be the pleasure of learning something new for its own sake or for the respect tha
other people may feel towards you when you have learnt something impressive:
Other people may be motivated to learn by a sense of curiosity or by anxiety or feér'
of failure and your motivation may change at different stages of your life as you con:

tinue with lite-long learning,
The tests and exercises in this book and on the associated web pages at www,

pearsened.co.uk/foothook should help you to prove to yourself that you are learning,
They are one way in which you can show your response to learning. '

Learning theories

Psychologists have always been interested in how people learn and there are far too
many theories of learning to discuss them all here. Besides, you will undoubtedly
study some of these theories of learning in other subjects such as organisational bé
haviour. However, it is important to consider some of the common issues that occur
in these theories as they may give us insights into how we learn and how we can help
those in our organisations to learn so that we create high-performing organisaiioné
or nations. In particular, drives and motivation and knowledge of results or feedback

are important.
The drive and motivation to learn

Behavioural psychologists such as Pavlov and Skinner referred to the instinctive need
that led to Jearning as ‘the drive’ In animals this was normally provided by a desire’

for -food, but in people the drive or motivation might be to pass an exam or just to.
achieve the satisfaction derived from tastering something new. This aspect of thet
work points to the importance of considering people’s motivation to learn. If we can”

How do people learn?

find out what makes people want to learn we should then be able to tailor our
instruction better and be more likely to create better performance at work. In
Activity 9.5 you identified your own drives and motivation te learn but if you com-
pare them with those of your friends you may find that they are motivated by differ-
ent factors. Organisations also need to be aware of what will motivate their worker to
learn as part of their approach to performance management and need to ensure that
other HR policies such as that for reward clearly support their approach.

Behaviourist concepts

Although work with pigeons and dogs may not appear at first sight to be very retevant
to learning that occurs within organisations, this work does, in fact, raise a great many
important issues, of which those specialising in learning and development should be
aware.

Early in the last century Pavlov (1927) trained dogs to salivate when he rang a bell.
He poticed that dogs salivated naturally as a reflex response when food was put in
front of them. For his experiment he rang a bell every time the dogs were fed; after a
time, the dogs would salivate when the bell was rung, whether there was food or not
(Figure 9.3). He deduced that the dogs had learnt to salivate by associating the bell
with the food, and came to see the learning process as the development of responses

Conditioned responses: Pavlov's dogs

1.
Bone Dog salivates
(stimulus) | ~ {unconditioned
response)
2.
" Bone
Association
3' ~
Bell.. . el Dogsalivates
{conditioned - ~ (conditioned "
stimulus) . . . response)
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to the new stimuli given by the world. e called them conditioned res
opposed to the unconditioned or natural responses that came before, H
the process of learning was ‘conditioning’

Later, Skinner (1953) took the theory further. The limitation of Pavlov’
that it showed that animals (or peaple)

p Onsgs
is terny

8 work:
could leain to apply instinctive responge
new sets of circumstances, but it did not show how totally new responses coufg

learnt. Skinner in fact succeeded in teaching pigeons to play ping-pong by a prg
that he called operant conditioning. In this process, the pi%eons were watched for
patterns of behaviour that might be useful when playing. ping-pong, and wher;
they performed they were rewarded with food. Not surprisingly, the birds soon Je
to do certain movements, and they retained their learning better if the reward was
peated regularly, a process Skinner called “reinforcement’ In human learning,
believed, reinforcement mainly took the form of feedback —
learner whether they are getting the task right. _
Skinner believed that all learning took place in this associative manner, and thi
all complex patterns of behaviour, such as learning ping-pong or learning to speaf
couid be broken down into small steps that could be taught one by one in a simp]
fashion. He applied this theory both 1o training workers and to the education of hj
own children, and his work is still very influential. it obviously makes sense to bres
down routine tasks into their component parts, and to provide methodical trainin;
to cover them. In addition, his emphasis on the visible or objective side of learnin

led to the practice of setting learning objectives or statements of what a le
achieve in terms of action.

Skinne
information telling ty

arner had ¢

On the other hand, you might be wondering whether Skinner's account of th
pigeons’ learning process was complete. Did insight play no part in their grasp o

theTites of the game? T Hitfan iearning msight often seems to enable people to
cut the corners on the road to knowledge, and experience of behaviouristic attemipt
to teach complex matters suggests that they can lead to a slow, mechanical set o
activities. Many psychologists have challenged Skinner's view, particularly with
iegard to the learning of complex behaviour such as speech,

Reinforcement and feedback of learning

The behaviourists used reinforcement to indicate a correct behavioural response. The
reinforcement could be negative or positive. Rewards such as food for animals or
praise for people are positive forms of reinforcement of the desired behaviour, while -
punishments aim to eliminate incorrect behaviour. Research suggests that positive re:

inforcement is generally more effective than negative reinforcement in gaining a

change in behaviour in the long term, as with negative reinforcement the desired

change often occurs only as long as there is the threat of punishment, When this
threat is withdrawn then behaviour often reverts to the original behaviour.
Reinforcement of your learning could occur by your reading or viewing something
and being tested on this and praised by your tutor for your efforts, or by you com=
pleting a self-check exercise and giving yourself a pat on the back if you have done
well. This will reinforce correct behaviour or show you that you have the right an-
swets, but won't necessarily give you any detailed understanding of what you have -

done well or of what you did wrong. For that you also need knowledge of results or
feedback.

How do people learn?

Knowiedge of results or feedback is important lif.we are to leamn effectively. In ra
trajning situation this could be by the trainer giving comments on ﬂ;fe persclnsf
progress, or perhaps by a manager appraising the work of one of their staff as part o

anagement process.

the\ff)ﬁfg ngizgec?nstrictive feidback one should start -w.ith the positive, and focus
first on the hehaviour that has been done well before giving feedback ‘about. bebaw
iour that has been done less well. Feedback about incorrect b.ehavlour, if g{ve.r1
skilfully, is extremely important; it doesn't hav.e to be destructive, anddheée nl;r;sl
important to focus on specific aspects of behaviour that can be chang.e . \ e :
statements such as ‘that was awful’ are much too vague to be helpful in changing
behaviour. It would be easy for the person receiving the feedback to feel that tl'feyi are
just being criticised unless the person who is giving th{e feedback also suggestsda ter-
native ways of behaving. For example, you might say, ‘The fact that you seemi preé
occupied with your paperwork when Rosalind walkedi- into the roorrln, and.too 1 :Ernk
time before you greeted her, seemed a very unwelcoming start to an interview. | thin
that if you had acknowledged hex presence jmmediately and got up and walked to-
wards 1"181’ to greet her, it would have been a much more welcoming start to .the n’}ter-
view, and would have been likely to have made Rosalind feel much mor? at f:ase. .

Feedback is a very important part of the learning process. The saying Pract];ce
makes perfect’ could well be modified to Practice Wit-h appropriate feediack ma .es
perfect’, since without the feedback the person could just carry on with the same in-
appropriate behaviour over and over again.

Experiential learning

Experiential learning, or learning from experience, is. particularly useful f?r 1elzrntln1g
and development in the workplace situation. It is derlved- frorT1 tbe work o KZ Me ;1] #
(1974) in America, and of Honey and Mumforfi {1992) in Britain. Hc')ney arll h;lwn
ford's approach to experiential learning can be illustrated by the leammgd c;rfc € i o
in Figure 9.4. Their theory also suggests that different people n.lay ltnave i erte X Op -
ferred styles of learning and this is an important factor to consider if we want people
to learn effectively.

The learning cycle

People learn in a variety of ways, and over the years may de\.lelop certal?h;?;rz]r;gr
habits which enable them to benefit from certain types of experience Eolr; han oter
types. Students in college and people learning in the V\forkplace arte bzwa c1i a;ywm e
a range of different learning opportunities. Most full-tlrrlle studen sl 1rttt o e o
work to support themselves to some extent while studying and wi I avea
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The learning cycle

Stage 1
Having an
experience

Activist

 Stage 4 " Stage 2 ...
Planning the Reviewing the

next step .. experience-
Pragmatist Reflector

Stage 3
Concluding
from the-
experience
Theorist

range of work experiences from which they can learn. Some will be mature students
who have already worked for a number of years, some will be part-time students com
bining study with a career, and yet others will be on sandwich course degrees where:
they have the opportunity of gaining work experience in a placement for a period o:f_'
time. Knowing about your own learning preferences may help you to understand an
you may become more efficient in learning from these experiences.

Stage 1: Having an experience
Most people have plenty of experiences from which they could learn, but age does not "
necessarily mean that people have learnt more. Some people do not use the experiwf
ences that they have. One way of learning is to let experiences come to you (reactive);
and the other is to deliberately seek out new experiences (proactive). Anyone who'
provides learning development opportunities whether as a specialist or a line manag
er needs to provide suitable experiences from which people can learn {in the form, for
example, of case studies, role plays and other simulations), but learners also need t
appreciate the need to be proactive and seek for themselves suitable experiences fro
which to learn. The use of suitable individuals who are willing to act as mentors, o
forming a supportive study group of friends, can assist in this process by:

@ helping to identify suitable experiences from which to learn
@ reviewing with individuals what they have actually done and helping to draw out
what they have learnt

® encouraging the individual to be proactive and to seek for themselves suitable
learning experiences.

Stage 2: Reviewing the experience

If we are to leamn from an experience it is important to Teview what has happened
Unfortunately we are often too busy to do this, and some people never develop thes
habit of reflection. The individual should be encouraged to:

e think about what actually happened
@ think of other ways in which the situation could have been handled

How do people learn?

e make comparisens with what happened in other similar sitnations
@ read about the subject
@ compare theory and practice.

Stage 3: Concluding from the experience

There would be little point in reviewing the experiences unless we then drew some
conclusions from them. This involves scanning the raw material for lessons to be
learned and reaching some conclusions. The individual should be asking:

& What have I learnt from this?
o What could I have done differently?

Stage 4: Planning the next stage

Having reached a conclusiorn, it is important to try to do things better next time. To
be able to do this we need to be able to plan, and this involves translating at least
some of the conclusions into a basis for appropriate action next time. The individual
should be encouraged to:

& state what they would actually do next time
@ draw up a plan of action for handling such a situation again.

The four stages in the process of learning using experiences are mutually dependent.
The whole process is summarised in the learning cycle (Figure 9.4}.

Learning styles

| Honey and Mumford have developed a questionnaire so that individuals can estab-

lish their preferred learning style. They developed this approach as a result of the-ir
work with managers, as they became concerned to discover why one person V-Vlll
learn from a particular experience but another does not appear to learn anything
from the same experience. Further details of their approach are given in the recom-
mended reading. Most people only use one or two learning styles although these ‘are
not fixed and can change over time. They say that there are four differing learning
styles that clearly link with the four stages of the learning cycle: activists, reflectors,
theorists and pragmatists.

Activisis

Activists like to get fully involved in whatever is happening,. They seek out new expe-
riences and tend to be enthusiastic about new ideas and new techniques. They tend
to be open minded and not sceptical, and are often enthusiastic about novelty. Th‘ley
tend to act first and then consider the consequences later. Their days are filled with
activity and they often tackle problems by brainstorming.

Reflectors

Reflectors prefer to stand back and observe experiences from different perspectives.
The thorough collection and analysis of data are important to them, so they try
to avoid reaching definite conclusions for as long as possible. They would 'rather take
a back seat in meetings and discussions and get the drift of the discussion before
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making their own points. When they act it is as part of a larger picture which incly d

the past as well as i
p the present and takes into account other people’s observai

well as their own. Ong

Theorists

Fheor.ists tend to adapt and integrate observations into complex but logically 80u:.1
tbegnes. T.hey think problems through in a vertical, step-by-step, logical way. They 5
similate disparate facts into coherent thearies, and tend to be perfectionists wha w,

not rest eaSy Llnti] ["hillgs 2.1.].8. [idy aﬂd 1t i i y 1
mto a ratlonal SCheHle. ]he Value rati i
A i - atIOI.la

Pragmatists

Pragr-natists are keen to try out new ideas, theories and techniques to see if they work i
practice. They positively search for new ideas and take the first opportunities 1o expy =
ment VYith applications. They are the type of people who return from a training coi::?ii
full of ideas that they want to try out immediately. They like to get on with things Sd :
act quickly and confidently on ideas. They hate long ruminating discussions. e
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Discussion of Activity 9.7

You may have discovered that you are equally at home learning in each of these -
s:tyles. Two per cent of the population use all four styles, The majority of the populaJ
tion — 70 per cent - tend to prefer to use just one or two learning styles. You can use
the understanding that you have gained about your learning styles in various ways
You might choose to seek out opportunities to use the learning styles that you enzr:
ally use less often, and in this way you may become a more rounded iearner \iho is
able to make use of a wider range of leaming opportunities, | o
You might, on the other hand, choose to make use of the learning styles that you -
know you prefer to use, so that if leaming opportunities are presented to you in ways

Recent approaches to learning and development

that you don't like, you may lock for alternative ways to learn about the topic which
are more in line with your learning style preferences.

:+ Other approaches to learning

Did you know? styles and methods

It is generally believed that the two sides of the brain
are used .fnp.qiﬁerent th.ings.The left side.qf.the.brair? is There are many different ways of analysing approaches to
used mainly for analysis, words, planning and dealing  |earning. We have already mentioned the Honey and Mum-
with things in a logical, rational way. The right side of the . . o .

urain IS beter et the synthesis of ideas, presenting - ford learning styles inventory and that of David Kolb et al.
formeation in pictorial form; spatial competencies, and

However, other approaches are used. For example, are
you a visual, auditory or kinaesthetic learner? This is some-

ativity and the generation of new ideas. . .
] ST times referred to as VAK.

her you are a. wsual : au’di_t‘ory_'or_'kinaeéthetip learner (VAK) :
arningstylestes 46.8.2010)

If you like to visualise, seeing things in colour and using pictures such as mind
maps, then you are probably a visual learner. If you prefer to listen to the sounds of
things then you are probably an auditory learner, and if you like to move around while
learning and link learning with movement then you could be a kinaesthetic learner.

Practical issues relating to individual learning

Whenever we are designing training for individuals or groups, we need to consider
learning theory and build into the learning experience as many conditions as we can
1o ensure effective learning. Not only is it important when learning from experiences
for the individual learner 1o be aware of their preferred learning style, it is also im-
portant that the L&TD specialist or the line manager should be aware of differing
learning styles and cultural preferences in order to provide a learning experience
which will be congruent with the way in which each individual learns best.

Mind mapping techniques

Psychologists are finding out more about the ways in which we think and learn and
psychologists now say that our minds work in patterns and that several ideas can be
developing at once. The brain then goes through a process of integrating ideas, but
this doesn’t necessarily happen in a linear order.

Tony Buzan (1982) developed the idea of mind maps to allow people 10 express
themselves freely and encourage creativity, without being necessarily governed by the
linear form. Many people, when presenting information in the form of & mind map,
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Partial mind map of learning and talent development chapter

Systernatic

organisation
e Value to
of L&TD e L
G ASSESS. the individual .
- Deliver the D':g_a'?’saﬁ

~Evaluate- -

"Learting 't_heo'fies :
Behaviourist: ' &
" Experiential | &

.show a V?1.y detalle-d grasp of the subject which they were not be able to demonstrate
in a traditional written form. The mind maps (some examples are used as chapter

LI ABLOR. .3

taties-in this-book)start-with the ceniral subject, whici i p1

rially. Lines then lead from this subject to other ]conn‘z;f; f;;f: gleissenit:eclpmo-.
freedom for ideas to appear without worrying at first about the co.nnectiin mc({) r'e
allows for several links to be made between related parts of a topic Vet

The m_lnd map shown in Figure 9.5 illustrates our view of the key points with-
which this chapter has been concerned so far. Mind maps encourage creativity, and if
they are to be used in a way that helps someone to remember and leam efféctivel '
Fhen tbey should be very visual. The central topic should be written clear] referably
in Capl.tf:li letters, and underlined. A pictorial representation of that topicY’ i: also useY
ful, as l.t encourages easier recall. Lines should then be drawn from this kev word d
the main areas relating to the subject area should be drawn. ’ -

Further diagrams or pictures can be useful to make the mind map of the topic m |
orable. Further lines and words should branch from each of these, and the patterflr?;
then developed. Groups of ideas can be linked by the use of differen’t colours iinks can
I?e made easily, by using arrows or lines, between related topics Rélatior;shi '
links with other subjects can also be made and identified at the edg;as ofthe minzsn‘?;p

Recent approaches to learning and development

Discussion of Activity 9.9

After reading the whole chapter you may want to include more things that you con-
sider relevant such as e-learning, bite-size learning and blended learning, and inter-
national learning and development so you can continue to build your mind map and
add further topics to make it relevant to you. In order for it to be useful and memo-
rable you should try to make your mind map as visually attractive as possible.

iques listed In Table-9.1. Make-four ne
rning and talent development tech

rning and talent _d_.e'_' elop ent techniqu
h of the four leatning styles..

o Reflector:

Niccuscion of A _Es_li‘ﬂ'\il .10

e o 2 =

Your list is likely to include a variety of different tearning techniques, some of which
we listed earlier and some that you have added for yourselves. We will consider in

turn each of the preferred learning styles.

Activist

The techniques that allow activists to participate fully in the learning experience will be
the ones that appeal most to them. These could include: role play, group discussion,
project work, case studies, computer-based learning and in-tray exercises. The role play
is especially likely to appeal to the activist, as it provides plenty of opportunity for
them to become involved in a leading role. Activists are likely to be bored by the fack of
involvernent required from them in techniques such as lectures, videos or films.

Reflector

Reflectors are likely to appreciate learning techniques where they are presented with
information that they can then think about, so lectures, films, videos and guided
reading are likely to appeal to them. They will probably also appreciate to some €x-
tent group discussions and case studies, as long as they do not have to take too active
a part and have plenty of time for reflection afterwards. Computer-based training
courses, in which they can progress at their own speed and go back to examine again
points that they want to look at in more detail, may also prove popular.

Theorist
Theorists welcome opportunities to examine new theories and compare them with
other points of view. Lectures and guided reading are likely to appeal most to them
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CJng small amounts of tim e going overwhat 5

. wortkshops and in on-line discussions,

as training techni ; i i

o i f ' chnlcb]ues. Lectures with a fairly academic content are preferred '
e C . . !

Coversga ne ban e compared with other ideas and theories. If the guided o

‘ l-._llti.i le range of material this could also be useful to a theorist, al -

the material is not extensive or theoretical enou o

h .
delve further into other areas, Ehforthert they at Hebreo e

Pragmatist

]he prag]llatlst wants to kIlOW ]1(“’\; ﬂll“gs Wl[l IEaHy WOIk m pI%Cthe, 30 the
lke[y to flnd trallllllg [eCIllllques that are CIOSE to rEallty usefui Lase Studle
[JlayS aIld ll‘l-Lan exercises ‘WIII appeal to thelll lf [11&54 d]“lk dla[ fil€9 dare [eall I(

.

Bite-sized learning

Some of you may h : .
. y have experienced bite-sized learni .
revision programmes for GCSE use this a arning for yourselves as the BR

| roach. . . o

of the Mind oy (2000, e pproach. Octavius Black, managing direct

Peopl i

edgs ; ;ngnbtholught that the more time they spent on learning, the better their kn
e. In fact, they could learn equally effectively - if not more so i

bursts. Research shows that we fernem
: : t we remember and apply much
Jearn little and often than when we leamn lots in ?;g gouCh more knovlede

— in sho
e when

h 115 ver 5/‘ g -
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According .
g to Crofts (2004), one of the most common barriers to learning cited by

CIPD i s
ingly 1::5;12&3:511??;;2211? t-of tme it -takes and as workers in the UK work increas-
need to develop (Iﬁfferem klualmng (':ertale fits a need. However, trainers are likely to
ing only a few minutes t ol dehve':r Il“laterial in a fast-paced way, with exercises tak-
conducted in 2010 whe(r) compl.etE. This view is supported by a survey of line managers
regular basis and the ’abifi Oligoclll-lg -access1b1e' learning using bite-sized modules on a--
tor which contributed towtydo ip into learning was seen as being one important fac-.
However, coneemms ha ‘::ler slthe t;successlof training for busy managers (Wolff, 2010).
using bite-sized learning i aﬂs O- ¢en raised recently about the appropriateness of ..
students were . g1m a c1rcumsta-nces. Woolcock (2010) reported claims that
sometimes taking A levels in bite-sized chunks and that this was help-

ing them develop short attenti
tion spans and was ine i
the in- proving inadequate preparati
more in-depth approach to study needed for university work preparation for

Blended learning

Another type of learning and development that has

: roved i :
blended leaming. According to Allison Rossett and et Douglas (2000 T "

Felicia Dougias (2004):

A 1 € or dEI VErl Q.
b]elld 8 an int grated StIafegy f verin
g 133 promlses ab()ut Ieallllll

d sty for el _ gand perfor.
ipervson e plan d c?mblnaUOn of approaches as varied as coaching bya~
_ paling in on-line class, self-assessments, and in on-line attendance in |

e

Recent approaches to learning and development

we have already advocated that there should be a mix of learning and develop-
ment methods to suit the needs of the learners, and blended learning involves plan-
ning this into the learning in ways that will suit the needs of particular groups. A
blended learning approach is attractive to organisations as it is claimed that it may
help to reduce the costs of delivery while at the same time improving the quality of
the learning though there is little firm evidence to support this (Hofmann, 2008).

In many instances, online Jearning forms part of the blend and this may cut down
the need for time spent on classroom-based learning, but every organisation has to
reach its own blend of learning and development ingredients to suit the needs of the
organisation and the participants in the learning and development programme. Ac-
cording to Blain (quoted in Training and Coaching Today, 2008), ‘the effectiveness of
any blended mix hinges on agreeing goals and recognizing the outcomes that the
company, individual and the trainer is looking for - with senior management spon-
sors forming another crucial element! Blain further advocates that a blend does not
have to include technology-based methods but could use any mix of the methods in-
cluding those currently proving to be most effective with CIPD members, which are
in-house development programmes and coaching by line managers (CIPD, 2010c¢).
This approach is in line with the view we have advocated throughout this chapter and
shows once again that the blend of approaches to learning must be appropriate to
the situation.

Mentors

Rather than just leaving learning experiences to chance, many organisations now use
mentots 6 Telp individuals +o-tenrn-Menters-need-to.he prepared to guide and sug-
gest suitable learning experiences for their protége. They may encourage reflection on
these learning experiences by asking for reports, and may suggest books to read on
the subject. They may also sometimes provide opportunities for the individual to
demonstrate what they have learnt by, for example, Teviewing a presentation before
the learner makes it to the target audience. While their main aim is to encourage in-
dividuals to learn, mentors are also likely to learn a great deal themselves by their in-
volvemnent in this learning experience. In effect, mentors will be encouraging the
individual to learn in different ways according to their development needs and to
practise using different learning styles and different stages of the learning cycle.

Coaching

Coaches help individuals or groups to perform better, rather like a sports coach. They
could be external to an organisation or internal aithough, according to the CIPD's
(2010¢) survey of leaming and talent development, coaching by line managers is
currently the second most popuiar approach to developing talent with 56 per cent of
organisations in the survey reporting using this approach.

According to Sol Davidson (2002}, there are three types of coaching: traditional,
transitional and transformational:

e Traditional coaching is closely related to wraining and involves a coach who is an
expert in a subject helping to improve the skills and knowledge of an individual

or group.
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Pause for though

£9.}-

~~+coaches-who-are-not the-person’s fine manager? Which are most likely to be

@ Transiltim.aal coaching is useful where large changes are about to be made iy, ..
orgamsation. Here the coach does not necessarily know all the answers lim i
help the group to find successful new ways of working. o

e Tran.sformational coaching is targeted at senior management but is aim d .
he'lpmg the whole organisation move to new ways of working. It could li .
priate when an organisation is faced with a great deal of chanée So

~\Which-of these forms of coaching are most likely to be carried gut by intern ':1 :

.conducted' by iine'm&n‘agersrg_gc‘j?wh_i_ch_ by external coaches?

Learning logs

Anot‘her way in which individuals may be encouraged to learn from their experien
is by the use of a learning log. A learning log is a way of keeping track of a perioﬂ?nC
"v'eiopme.nt, with emphasis on unstructured, informal activities. This is lil niSd
involve individuals in describing events that they feel are impor-tant for th Fe Y'm
development process. They would then need to comment on what they ha:llrleo':"

from the e_xpe'rience and how, if a similar situation were to arise again, the woal T;
handle that situation. The idea is that because individuals have (o w’rite ip t;e .

learning experiences, they will be likely to do things better in the future. Learning als¢:

ceases to i i
be a haphazard process, as it becomes conscious and increasingly learner:

:ntred t;lmd pu.ts t.h?rn in c-harge of developing their own talent and abilities. This-
eans that the individual will have used several of the stages of the learning cycle.- - |

Keeplng a_jearning ]ﬁg should enranrass
ey SHOWL enceurag

2 activists-io be more iefleciive '
en(.:ourage reflectors/theorists to take action and to do tl’oli;;s :;te‘;;:i‘lce;t?:iez:ihand ‘
".[‘hls‘coluid be‘: undertaken with a mentor or as a totally self-directed methfd of jim -
mg insights into your own learning processes. This method is very subjectiveg bEt
tends to encourage an analytical approach to problems. It can also be helpful to geta..

problem sorted out on paper, with cl
Tobl p ear targets for how you wi imi
sttuation in the future. ¢ ould handle 2 similar

N Nowadays thg pace of change is rapid and people who studied 20 years ago, or.
en a couple of years ago, may find that their skills and knowledge are outdated. I

order to update their members, many professional groups have introduced the on.

cept of continuing professional development (CPD) and they often use learning iz;s |

as one way of recording the learni ;
learning g arning that has occurred and for planning for firture _

Trade union learning representatives

As part i ini i
part of the shift from training to learning, and in order to promote learning at all

I o o .
i:;e]s and VlVlthiljl all organisations, the Employment Act 2002 established a new group
Wh as learning representatives. These learning representatives are appointed by

trade uni i
' urlncn?s and have several statutory rights. These include the right to time off work
In certain circumstances in order to:

® analyse learning and training needs

e provide i . . .
provide information or advice relating to any learning or traiming issues

pause for thought 9.2

International differences in learning and development

& organise specific learning or training
@ consult with the employer about learning and training issues
& participate themselves in training for their role as a learning representative.

The ACAS (2003) Code of Practice on Time off for Union Duties and Activities gives fur-
ther details of these rights. Union members also have the right to time off to discuss
issues or attend learning activities organised by trade union-appointed learning rep-
resentatives, although they do not have to be paid for this.

Compare the role of the union learning representative with what you consider to be
the role of the learning and talent development specialists within an organisation.”

S To what extent do the roles differ? To what extent do the roles overlap? .

Both the L&TD specialists and the trade union learning representatives are con-
cerned to promote learning so to that extent their roles do overlap but their focus will
be different. The specialists, according to Harrison (2009), will be concerned that
learning and development adds value to the organisation and to make the link be-
tween learning and development and the organisation’s strategic objectives. They will
be concerned to operate at a strategic level and may take on roles such as promoting
L&TD, managing knowledge, or generating income from L&TD activities: there will
still be many other L&TD speciatists involved in running specific learning and talent
development activities and in training managers to do this.

Learning representatives will also be concerned to promote learning but they are
operating at a different level as they try to encourage more of the workforce to
become involved in learning. As they are a part of the workforce their role is to reach
and Thiorm workers who Tight not normally get iivoived 1 1earning and deveiop-
ment activities to do so: to encourage and discuss options with workers who might
have been put off by having to discuss their learning needs with management. If life-
long learning is to become a reality then their role should help te kick-start some
learning and development activities for all workers.

The learning representatives have a role to play in fostering a positive attitude to-
wards leamning and development and increasing motivation to learn. It has also been
claimed that large numbers of workers lack basic skills in numeracy and literacy but
have successfully hidden this from their employers for many years. In many organi-

sations L&D specialists are now working with learning representatives to reach’

groups of workers who have not traditionally participated in learning and develop-
ment and who may have poor basic skills which could be holding back their career
progression, so the roles of the L&D specialist and the union learning representative
are in many ways complementary to each other.

Cross-cultural issues will be of importance to many HRM or LTD practitioners, par-
ticularly if they work in multinational organisations or come to study HRM away
from their home country. Therefore, it is important to consider to what extent there is
2 cultural dimension to learning. Hofstede's (2006) work does enable us to gain
some insights into cultural effects on learning and these cultural differences do need
to be taken into account when leamning or designing learning materials for others.
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{Source: Skillseft, 2010) -

What do you think about this? - R
Do you think there are differerices between countries -
in the way peeple try to concentrate while Tearning? .-
Do you snack while learning?
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Did you know? L
A question of how you concentrate and eating while
learning divides Europe. .
2 stirvey conducted across Europe less than 20%
of respondents in Spain, taly and France think that eat. are less likely to have opportunities to develop an activist g5
ing snacks. helps them-to-concentrate while: fearning, pragmatist approach to their learning. Tt is likely that traj
whereas in Holiand that figure rises to 58% while 33%  ers will have to adjust their approach for learners who are

of Germans and British feel a snack-and drink aids-con=— i icipati '
of German : i used to being less participative and h&old more formal traj

These cultural differences may influence individual learnig

styles since in countries where it is normal for the leamjng
to be very tutor/trainer-centred and for the learner just L
absorb knowledge without questioning, individual learnegg

Ing sessions than would be necessary in countries ang
cultures that have moved to being more learner-centred.

E-learning is a popular approach when learning needs ¢
be provided for a multi-national organisation across several
countries but once again the appropriateness of this needs.:
to be assessed. Weekes (2009) points out that although in.
. _ ~ many ways the Internet has helped to shrink the world, one:
issue that still remains in any learning and talent development provision is to ada t
thls to local situations and that thinking globally and acting locally is still imponait'
in international learning and talent development.

:E’gaie roles o;f learning and talent development specialists
in international organisations

However, while there may be differences in styles of Jearning, according to Sloman

(2007). It seems that the.issues.faced by learningtraining and talent developimient
professionals are pretty much universal -~ whether they are in Britain, Bulgaria or fur-
.ther afield’ The CIPD carried out a survey of the changing role of the trainer involv-
ing 300 trainers and assembling ‘50 case studies from 19 different countries, and
mv.estigated how trainers in the United States, “old Europe”, new emerging Eulrope
China, India and South Africa saw their roles’ They concluded that ‘overall we founci
more similarities across the world than we thought we would! There was no single
approach that illustrated best practice but lots of approaches were found that showed
good practice. Trainers and learning and talent development practitioners were prov
ing that thinking globally and acting locally was effective and were adapting learni '
approaches to the context of the country they were working in and to the learning .

styles of the learners in that country, The approaches identified in the CIPD (2007)
survey as good practice were: h

@ showing a clear understanding of the business drivers in their organisation;

© helping their organisation add value and move up the value chain; f

@ establishing a clear vision and strategy for people development;

® involving others and engaging sharcholders in a transparent and open way;

® havi_ng_both a good overview of what is needed to advance in the long terrrll and
also of the short-term priorities; |

@ using processes and techniques appropriately - without being overcommitted to .
any one method of delivery;

Review questions

The factors identified here in an intemational context by the CIPD survey fit well
with our model of the learning and talent development cycle described earlier in this
chapter with the emphasis on adding value and contributing to the strategic objec-
tives. It also clearly emphasises the importance of adapting techniques to the learn-
ing styles and culture of the people being trained as we discussed earlier.

In the CIPD’s 2010 survey the most popular methods for promoting learning and
talent development in international organisations are coaching and mentoring with
83 per cent of international organisations mentioning this, followed by on the job
training which is used by 74 per cent of the international organisations. This is very
similar to the approaches identified in the same survey in non-international organi-
sations where the most effective learning and talent development strategies were first
the use of in-house development programmes, used by 56 per cent of the organisa-
tions, and secondly the use of coaching by line managers, used in 51 per cent of
organisations (CIPD, 2010c). Specific talent management programmes for those
identified as having high potential tended to be used by larger organisations and are
used across all countries in which they operate.

In this chapter we have provided an introduction to learning and talent development
and have emphasised the need for a systematic approach which helps the organisa-
tion to achieve its strategic objectives. We have also shown that people leamn in a
variety of ways and that specialist L&TD managers and line managers will need to
adapi the learning experiences they provide to suit individuals and groups. However,

while individuals often use only one or two preferred learning styles these are not
fixed but will vary over time and will be affected by the culture within an oiganisa-
tion or indeed a country. While the concept of the learning organisation may still be
aspirational, organisations wishing to improve learning and develop and retain tal-
ent do adopt a wide range of approaches including formal and informal methods.
There is an emphasis throughout such organisations on all aspects of learning and
talent development and of identifying and agreeing the learning needs with the peo-
ple concerned. All programmes also emphasise the difference that learning and tal-
ent development can make to an organisation by adding value to that organisation
and as a powerful means of attracting and retaining talent.

REVIEW QUESTIONS =

 You will find brief answers to these review questions on page 494. "

1 Use the Internet or Government publications to find out more about one of the fol- .
lowing topics: Investors in People, apprenticeships, New Deal or Hexible New Deal.:
 Using this information, desoribe how you would persuade a Sosptical line manager
of the benefits to be gained from introducing the chosen Initiative into an organisa- -
tion of your choice. T et e A

o interview a fnanager abolt their orgé'zfa_i's_'a'ti_.on._s:._St:rate'gic_.'p'lan‘si*"ahd objectives and L

® applying metrics to demonstrate value; and above all

@ unde.arstanding the legacy that learners bring with them and adjusting their inter-
ventions accordingly.

try to assess the extent to which leaming and talent development in that organisa-
tion contributes to the achievement of those strategic plans. .../ 000
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3 Many organisations do not provide an adequate induction programme for new
employees. Comment critically on the benefits to be gained from implementing
a good induction programme, and outline what should be contained in that
programme.

4 Evaluate the relative effectiveness of on-the-ob training and off-the-job training.

o SELF-CHECK QUEST!ONS

: 'Answer the followmg multlplechmce questlons The correct responses are gwen on .
: page 494 for you to check your understandmg of th:s chapter ks '

4 Which of the followmg is true?.

“they have a legal rlght to request time off for: tralnlng

(b} lndlvlduals Who have beeri employed for at least 26 weeks |n an orgamsatlon :

" must be granted pald time off for trammg T i

(c) Onice: |nd|v|duais have been employed for, at.least 52 weeks rn an organrsatlo
“they: have 8 lege[ r|ght fo request tirrie off for tralnmg ST .

(d) There i |s no nght of appeal. against-an. employer who does not grant an
employee s legal request for tralnmg L

2 The lllustratlon in Frgure 9 6 shows what happens when Carolrne makes a cup of

“tea. She often chooses to feed. the cats at the same time'as puttrng the kettle on:

{a). Once |nd|wduals have been employed for at. leaet 26 weeks sn an organ:sat:on :

Caroli_ne’s 'ca’ts:_ [

© Minky 2001
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- Thus the kettle and the tm of cat food belng opened are Ilnked ll’l the cats mlnds' :

L 6 thch of the followmg lS true accorclmg te Honey and Mumfor

Self-check questions

Sometimes she puts the kettle on but she doesn’t open a tm of cat food However o
the cats now appear when they hear the: sound of the kettle PRARES ey
(a) What is this effect known as?: R = : e :
{h) According to Paviov, how should we labei the cat food at pomt 1 m Flgure 9 6‘?
{c) According to ‘Pavlov, what i is the llnk between the kettle and the cat food ST
" kriowi as? Labet point 27in Flgure 956, EIRTR
{d) Accordmg to Paviov, what should the kettle be Eabelled as at pomt 3 i
Flgure 9 8’?-‘ -

: 3 When there are very few new recrurts to an organisation;: should znductron be left

“for several months unt|| there are su’mclent to torm a group ? Yl:b or NO'-" R

4 Wthh of the followmg is not a coachmg techmque advocated by Sol Davadson'
(2002)? - %
(a) traciltlonal coachmg
{8} dtscrpllnary coach[ng
(c} transitiondl coaching -

(d} transforrnational coachmg

'5 Are mentors always tralnlng managers? YES or NO_

(a) Learn:ng has occurred when knowledge has: been acqurred by &t
(b} Learning has occurred when ar person KNOws’ somethtng that they did o _
~ kriow’ eari:er and can show |t or lS able to'd 50 at they '
able to do before
(c) Learnlng hHas occurred when a person knows somethmg hat they dldji_n :
. know earller but can t show it; or |s able: to do somethlng that they.were: not:

Y 7 Accordmg to Honey and IVlumforci a pragmatlst is, someone who _

o (a). 5|ttlng by Netlte
T (hY e leaming :
. (e traditional off-the jOb trammgj_

—apRieTo do oerore § T
(d) Learnmg is shown by a change sn behavlour that_ ccurslust as:a result of
expenence :_ : '

(a) seeks out new expenences and :s' 'pe mlnded
enthusmstrc about anythmg neEw.-
(b) lntegrates and adapts observat;ons |nto !ogrcally soun theon
©(c)is.keen to’ try_:new ideas; theories’ and technigues to seeif if
practlce :
(d) collects data in a_ ery tho

o organlsatlone'? R

~(d) coaching and mentorlng
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HR IN THE NEWS =

FT Report - Managing employees through the recovery:
Eye on the future :

By lan Wylie

' o
Porters, housekeepers and reception steff at the Malmaison hote! chain are used to keeping
up with fastliving guests, from pop star Lady Gaga to John Terry and his Chelsea Footbalt Club
teammates. But they are not as familiar with the slower pace of ‘consolidation’ that parent

group MWB, which has earned a reputation for rapid growth, has instituted as it put expansion . -
plans on ice for a second vear. )

Between 2006 and 2008, MWB, which also owns the Hotel du Vin brand, opened 16 hotels -
across the UK, offering staff a fast-paced working environment with plentiful opportunities o
move into new roles or fresh locations. In boom times, staff motivation, development and en-
gagement can almost take care of themselves, s

It is a different story since the recession. ‘There hasn't been the same breadth of new devel- - -
opment apportunities for staff, admits Sean Wheeler, group director of people at Maimaison,

‘It's more of & challenge to maintain motivation and retain the best staff in our business. One

year can feel like a long time in the hospitality industry, and we knew that to do nothing could -
make our top talent feel like their careers were stagnating. We had to ensure they felt like they - o
were continuing to develop their careers. o :

In previous downturns, staff training and development budgets were an early target of corpo- S
rate cutbacks. In this recession, however, the Confederation of British Industry, the employers’ :
body, found evidence that many companies were irying to protect training and staff development e
budgets, despite cost pressures. .

Malmaison, for exampie, ensured that al! staff had an.online appraisal to craate a personal
development and training plan. it set up a wine academy for managers and supervisors, as well -~
as a fraining programme for kitchen staff.

According to research by Kingston Business School for the Chartered Institute of Personnel
and Development (CIPD), a third of employees say their manager never discusses their training
or development needs. Yet employee satisfaction surveys suggest the desire for more skills is
an important infiuence on retention and engagement. Most workers recognise that job security
now depends on what they bring to the workplace, not their seniarity or tenure. They seek learn-
ing opportunities and ways to acquire new skills. '

‘ForwardHooking employers have continued to invest for the future in training,’ explains
Richard Phelps, human resource management leader at PwC, the consultancy. ‘The common
theme has been a review of which Programmes are critical for developing staff, with a focus on
improving their content and results, while less essential programmes have been dropped. Or

ganisations have aiso focused on getting better value from training suppliers by negotiating dis- -
counts or deals, while interest in less costly ways of training — e-learning, for example — hag

grown. There is also an expectation that staff will study for some of their devefopment outside
normal work hours.'

Mr Pheips says emplayers that depend more heavily on the capabilities of their people, :
such as professional services firms and R&D companies, have shown greater commitment to
engaging staff through training, ‘Some UK supermarkets are great exampies of where brave
people-management decisions have paid off to help them secure and deveiop the next gener-

ation of leadership cadre and pick up top performers at all levels from different industries, - -
he says.

Other examples include DHL Exel Supply Chain, the transport and logistics group, which has
continued to deliver its *Active Leadership’ skills development progranmime for managers.

Hewlett-Packard UK, the computer group, runs road shows for staff presented by its managing
director in tandem with a leadership training programme.

HR in the news

But while engagement experts accept that training and developmenlt eﬁcou;ag?‘g:j:z;he
i i how that link works.
d vice versa), there is debate over : :
e ool i isati fforts 1o provide them with
i it i ! tion of organisational efforts to p
1o the view that it is employees’ percep . nal o ot
ini i i training experiences, that drives employ
training, rather than their actua O ottats
i iations adviser at the CIPD. ‘In cthe , _
says Mike Emmott, employee re . e
is 3c;\/ridence of the employer caring for the employees and helping them forward i
career. . ‘ .
Training and development provider Maynard Leigh agrees. ‘Most empioy?f elr:gaf,ea o
based on feelings,' says Stuart Mackenzie, managing director. ‘Employees e.e eBi Cga us,e e
' i t's promises.
i trust they have in the managemen
that relies to a large extent on the . D e hee mot
ntiirn ma [ i i ible to deliver,trust-has-been-a
downitiifn made & lot of promises imposs! : § o
just been through a financial recession, but through a trust recession as wel! ~ and the

will take longer to fix.

raining tips in a downturn s
TThere ngeec?s to be a discussion so that training and deveiopment reflect the needs of sta

well as the business,’ says Sean Wheeler, group director of peopie at Malmaison hotels.

® Make training employee-ed )
as

‘There needs to be a discussion so that training and development reflect thel neec:]stof‘ 5e;ta

well as the business, says Sean Wheeler, group director of people at Malmaison hotels.

® Tailor training to individuals’ needs

initiati : in-house
“in addition to training fram vendors on product launches and mltlatlvles, we also of;er I: :i(;e
training covering everything from time management to negotiation skills as well as des ;‘t e
coaching to help with specific needs,” explains Anushka Davies,-trammg-a.nd developme _
ager at Softcat, a software company.

- Y ol e, il o ;M"mvt
& Croate a cenlral SyStem (of Capturing Taining oosts ant-Husmess-mpa

i i who'
‘Annual reviews of the purpose of each programme and how the behaviours _or :s,kwlls oé's:]zf:‘d
hert:re heen through the programme positively affect the business are essential, says Ricl
Phelps, human resource management leader at PwC, the consultancy.

@ Do not assume Iearning or development has to be long, formal or expensive

o o serion do 1o oorn semanng nen ~ f ooud bo
:;ey::\itr?gtl?rz‘?‘:r?; jr-l?sglrr;u;fe fh?auhctel brand to how we source our coffee or choose ogr
wines.

& Deliver what you have promised S
‘It is hugely demotivating to promise employees career developm.e.nt. anq then hot deliver, says_
© Mr Wheeler.

(Financial Times, 22 March 2010, lan Wylie. Reproduced with permission.)

ions : o
Suvi::‘: training so popular in the organisations.referred to .in this article?'t' enéu're
2 What approaches to leaming and development did Malmaison use to try to €nsure

the continued motivation of its staft? |
3 What are the advantages and disadvantages of these methods? .. L
4 How did the training methods discussed here ¢ontribute to retention and 12 en_. -

managemernt?
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-+ 2. Listen to the following podcasts from the Chartered Institute f)f Personnef angd::

WHAT NEXT?

1 ACAS provides some excellent opportunities for you to experience e-learning '
on its website at www.acas.org.uk (accessed 6.8.2010). It has developed
a range of free e-learning resources and you can undertake short e-fearning' '
courses and test your understanding of several topics covered in this book,

suck as discipline and grievance, informing and consulting, and absence
management and redundancy.

Development to examine some of the current |ssues in Iearnlng and developmeﬁt
at www.cipd.co.uk/podcasts (accessed 6.8.2010):

The value of learning — episode 11. This examines the contribution that le'arnin'g'é:nd
development makes to an organisation and links with a key theme of this chapter,

Pushing the boundaries of learning and development — episode 42. This discués’-’
es the findings of the Chartered Institute of Personnel and Development’s 2010
survey of learning and development issues,

Advisory, Conciliation and Arbitration Service (2003) The Code of Practice on Time Off for
Union Duties and Activities, ACAS (www.acas.org.uk; accessed 31.08.04).

Age Positive (2007} Training and development, Department for Work and Pensions (WwWw.:

agepositive.gov.uk/good_practices/training.asp; accessed 04.04.07).
Black, O. (2004} The future’s bite, People Management, Vol. 10, No. 8, 25.

Brockett, ). {2010) UK is Ahead of European Rivals in Innovative Learning Methods, PN!.‘

Online, 18.6.2010 (accessed 3.7.2010).
Buzan, T. (1982) Use Your Head, BBC.

Chartered instifute of Personnel and Development (2007) Learmng and Development: Annua!i

Survey 2007, CiPD.
Chartered Institute of Personnel and Development (2008) Supporting, Acceleratmg and D:rect»
ing Learring, CIPD.
Chartered Institute of Personne! and Development (2010a) Pushing the Boundaries of Learning
and Development: Podcast 42, CIPD (www.cipd.co.uk; accessed 3.7.2010). .
Chartered Institute of Personnel and Development (2010b) Learning and Talent Development;
An Overview, CIPD.

Chartered institute of Personnel and Devefopment {2010¢) Learning and Talent Development:
Annual Survey Report 2010, CIPD.

Chartered Institute of Personnel and Development (2010d) Fact Sheet: Investors in Peop!e, .'

CIPD {www.cipd.co.uk; accessed 4.8,2010).

Chartered Institute of Personnel and Development (2010e) Fact Sheet: Learning and Talent

Development Strategy, CIPD (www.cipd.co.uk; accessed 4.8. 201.0).

Chartered Institute of Personnel and Development (2010f) Fact Sheet: identifying Leammg

and Development Needs, CIPD (www.cipd.co.uk; accessed 4.8.2010).

Chartered Institute of Personnel and Development (2010g) Evaiuating Learning and Devefop
ment, CIPD,

Crofts, R {2004) Support key to success, People Management, Vol. 10, No. 11, 55.

Davidson, 8. (2002) How to choose the right coach, People Management, Vol. 8, No. 10, 54-55..

Findlay, J. {2004) Evaluation is no white elephant, People Management, Vol. 10, No. 8, 50.
Frederick, A. (2010) Topic of the week. Study or Training Requests: Procedures, 14.6.2010,
XpertHR {www.xperthr.co.uk; accessed 5.8.2010).

Green, B. (2010) Topic of the week. Study or Training Requests: Frequently Asked Questrons,

28.6.2010, XpertHR (www.xperthr.co.uk; accessed 5.8. 201.0).
Harrison, R. (2009) Learning and Development, 5th edition, CIPD.

Hofrann, A. (2008) Developments in biended learning, Economics and Organisation of Enter;.:

prise, Vol. 1.1, Institute of Organisation and Management in Industry.
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14.9.07).
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3.8.2010).
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Kingston, B (2008) Boost investment to solve skills crisis, Leitch report urges, The Guardian:
Education Guardian, 5 December (www.guardian.co.uk/eduction accessed 6.8.2010).
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Skillsoft (2010) Rethinking Learning, HRzone {www.HRzone.co.uk; accessed 11.8.2010).

Skinner, B.F. (1953) Science and Human Behaviour, Macmilian.

Sioman, M. (2004) Evaluation and evoiution, Feople Management, Vol. 10, No. 14, 50.
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Training and Coaching Today (2008) Biended learning: the experts opinions, lssue 1,
September, RBI (www.xperthr.co.uk; accessed 8.8.2010).

Weekes, S. (2009) Consider local issues when rolling out e-learning world-wide, Training and
Coaching Today, Issue 1, 11 February, RBI (www.xperthr.co.uk; accessed 8.8.2010).

Wolff, C. (2009) Managing learning and development in a recession: the 2009 IRS survey, IRS
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Books
Advisary, Conciliation and Arbitration Service (2008) Recruitment and Induction, ACAS.

A very useful guide to this subject.
Harrison, R. (2009) Learning and Development, 5th edition, CIFD.

An excellent texthook for those who wish to study the subject of learning and development in
more depth.

Reid, M., H. Barrington and M. Brown (2004) Human Resource Development, Tth edition, CIPD.
Another excellent textbook that covers various aspects of iearning and development,
Stewart, }. and C. Rigg (2011) Learning and Talent Development, CIPD.

This textbook aims to provide a thorough guide to the whole subject of iearning and taient
deveiopment.

Articles

There are many specialist journals covering the subject of learning and development including
the following:

Coaching: An international Journal of Theory, Research and Practice

Development and Learning in Organizations

Human Resource Development International

Human Resource Development Quarterly

Training and Coaching Today
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internet
Apprenticeships (England and Wales)

www.realworkreatpay, ity

Al p enticesh S SCOt and WWw, Cottls - telp“se-(:Oln “lOdelllapple £
P I+ ( | ) w .S h en / ntlc Ship

Chartered Institute of Personnel and Development

i | Www.cipd.co.uk
epartment for Chiidren, Schools and Families (formerly
the Department for Education and Skills}

The Information Network on Education in Europe i www.etrydi
eurydice, gyy -
Investors in People UK -
www.iipuic.co,y)

Learn Direct ﬁ
www.learndirect.co.uk

Learn Direct Scotland
www.learndirectscotiand.copy

. The National Academic Recognition information Centre for the UK

- www.naric.org, i i
Qualifications and Curriculum Authority - Obgecuves
WWW.GCa. org.uk

By the end of this chapter you will be able to:

@ explain the main factors that influence the choice of a particular pay and
reward system and the advantages and disadvantages of different types

of systems

e explain the importance of developing a pay and reward strategy for an
organisation

e explain the process of job evaluation and how to use particular job
evaluation systems
identify current issues relating to equal pay in organisations

. e_identify_issues relating to pay and reward systems in international

organisations

e identify potential ethical and environmental issues about pay and reward.

e have indicated in previous chapters that human resource management
Wis concerned that people should work as effectively as possible for the
organisation, and that one of the ways in which the organisation attempts to
achieve this is by using an appropriate system of pay and reward. The system that
is adopied must, as stated in Chapter 2, be in line with and suppert the key ele-
ments of the strategic plan and organisations should develop a pay and reward
strategy that suits their particular organisation and the mix of generations of staff
within it.

Pay and reward is a key element in performance management and is a vital
part of an organisation’s HR strategies for the attraction and retention of staff. As
we have already discussed in easlier chapters the economic situation and social
and demographic changes mean that organisations have o be flexible to re-
spond both to changes in the financial environment and to the expectations of
different generations of workers, so the pay and reward system should be re-
viewed regularly to ensure that it continues to achieve its aims. In the past this
has sometimes been an area of HR that was neglected, with some organisations
not thinking about the strategic impact of their pay and reward systems o¥ the
message they give to employees. The economic situation and scandals over exces-
sive bonuses has helped to focus attention on this area so more HR departments
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