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TRAINING AND DEVELOPING EMPLOYEES: METHODS AND EFFECTS

PAYAL CHATLY
ASST. PROFESSOR
DEPARTMENT OF COMMERCE
SHREE ATAM VALLABH JAIN COLLEGE
HUSSAINPURA

Training is a tool that can assist organizations in building a more committed and productive workforce. By helping to establish employee investment, reciprocity,
identification, and by limiting alternative employment options, an effective training program can lead to greater commitment and less employee turnover. The
result is an organization that is more productive. Employee competencies change through effective training programs. It therefore not only improves the overall
performance of the employees to effectively perform their current jobs but also enhances the knowledge, skills an attitude of the workers necessary for the future
job, thus contributing to superior organizational performance. It is an undeniable fact that in recent times many organizations have come to the realization of the
importance of the role of training and development programs as it increases the organization’s staff efficiency, skills and productivity.

KEYWORDS

Training, Development, Employee Performance.

INTRODUCTION

here is no doubt that organizations worldwide are striving for success and out-competing those in the same industry. In order to do so, organizations

have to obtain and utilize her human resources effectively. Organizations need to be aware of face more realistically towards keeping their human

resources up-to-date. In so doing, managers need to pay special attention to all the core functions of human resource management as this plays an
important role in different organizational, social and economically related areas among others that are influential to the attainment of the organizational goals
and thus organizations successful continuation in the market.
Organizations are facing increased competition due to globalization, changes in technology, political and economic environments and therefore prompting these
organizations to train their employees as one of the ways to prepare them to adjust to the increases above and thus enhance their performance. It is important
to not ignore the prevailing evidence on growth of knowledge in the business corporate world in the last decade. This growth has not only been brought about
by improvements in technology nor a combination of factors of production but increased efforts towards development of organizational human resources. It is,
therefore, in every organizations responsibility to enhance the job performance of the employees and certainly implementation of training and development is
one of the major steps that most companies need to achieve this. As is evident that employees are a crucial resource, it is important to optimize the contribution
of employees to the company aims and goals as a means of sustaining effective performance. This therefore calls for managers to ensure an adequate supply of
staff that is technically and socially competent and capable of career development into specialist departments or management positions.

DEFINITIONS

Training is a type of activity which is planned, systematic and it results in enhanced level of skill, knowledge and competency that are necessary to perform work
effectively.

Development is a broad ongoing multi-faceted set of activities (training activities among them) aimed at bringing someone or an organization up to another
threshold of performance, often to perform some job or a new role in the future.

Employee performance is defined as the outcome or contribution of employees to make them attain goals while performance may be used to define what an
organization has accomplished with respect to the process, results, relevance and success. Researchers define performance as the achievement of specific tasks
measured against predetermined or identified standards of accuracy, completeness, cost and speed. Employee performance can be manifested in improvement
in production, easiness in using the new technology, highly motivated workers.

HR TRAINING NEEDS

Training and development needs may occur at three organizational levels namely; (1) strategic level where needs are determined by top management while
considering organizations goals, mission, strategy and problems, which need to be resolved or fixed (2) tactical level where needs are determined with middle
management while considering developments needs to the coordination and cooperation between organization units and (3) operational level where needs are
determined with lower executive management and other employees while considering problems related to operations such as performance problems of
individual workers and departments in subject. In order to enable an organization formulate human resource training and development goals that will enable
both formal and informal human resource training and development methods and programmes create a workforce that enables effectiveness and
competitiveness, it is worth giving consideration to, providing proper coordination as well as proper incorporation of the needs within the three levels

The first issue is to identify the needs relevant to the organizations objectives. There are three categories of identifying training and development needs. These
include: resolving problems, this focuses on workers’ performance, improving certain working practices, this focuses on improvement regardless of the
performance problems and changing or renewing the organization situation, which may arise because of innovations or changes in strategy. It is worth putting in
mind that during the identification of training needs, there is need to create, develop, maintain and improve any systems relevant in contributing to the
availability of people with required skills. Moreover, training programmes should be designed to carter for the different needs. Further still, the training
programme, content and the trainees' chosen depend on the objectives of the training programme.

A number of approaches have been highlighted in previous literature for identifying needs. These are the problem-centred (performance gap) and profile
comparison (changes and skills) approaches. Similarly, a number of approaches for analyzing training needs depending or either new or current employees have
been pointed out by earlier studies. The two most traditional approaches being the problem centered approach and the profile comparison approach. The
problem centred approach focuses on any performance difficulties and the corporation analyses if the problems are due to insufficient skills, which then need to
be developed if the problem is to be solved. Profile comparison approach on the other hand focuses on matching the competencies with the job filled, whether
new position or existing position. Some changes in strategy and technology may also bring the need for new or additional skills.
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TABLE 1: THE TRAINING AND DEVELOPMENT NEEDS’ TYPES

9 RESEARCHERS
) g Wognum et al. Wognum Torrington et al.
z 4 (Categories) (Levels) (Approaches)
8 % . Resolve problems | « Strategic level (top management) . Problem centred (performance)
E 2 (workers’ . Tactical level (middle management) . Profile comparison (changes & skills)
f‘;‘: 5 performance) . Operational level (lower executive
a S . Improve practices management & other employees)
g g . Change <?r .renew
=3 (company situation)

TRAINING AND DEVELOPMENT METHODS
Human resource development activities are meant to either improve performance on the present job of the individual, train new skills for new job or new
position in the future and general growth for both individuals and organization so as to be able to meet organization’s current and future objectives. There are
broadly two different methods that organizations may choose from for training and developing skills of its employees. These are on-the-job training given to
organizational employees while conducting their regular work at the same working venues and off-the-job training involves taking employees away from their
usual work environments and therefore all concentration is left out to the training. Examples of the on-the-job training include but are not limited to job
rotations and transfers, coaching and/or mentoring. On the other hand, off-the-job training examples include conferences, role playing, and many more as
explained below in detail. Researchers argue that on-the-job training may consist of teaching or coaching by more experienced people or trainers at the desk or
at the bench. Different organizations are motivated to take on different training methods for a number of reasons for example; (1) depending on the
organization’s strategy, goals and resources available, (2) depending on the needs identified at the time, and (2) the target group to be trained which may
include among others individual workers, groups, teams, department or the entire organization.

. JOB ROTATION AND TRANSFERS: Job rotation and transfers as a way of developing employee skills within organization involves movements of employees
from one official responsibility to another for example taking on higher rank position within the organization, and one branch of the organization to
another. For transfers for example, it could involve movement of employees from one country to another. These rotations and transfers facilitate
employees acquire knowledge of the different operations within the organization together with the differences existing in different countries where the
organization operates. The knowledge acquired by the selected employees for this method is beneficial to the organization as it may increase the
competitive advantage of the organization.

. COACHING AND/OR MENTORING: This involves having the more experienced employees coach the less experienced employees. It is argued that
mentoring offers a wide range of advantages for development of the responsibility and relationship building. The practice is often applied to newly
recruited graduates in the organization by being attached to mentor who might be their immediate managers or another senior manager. This however
does not imply that older employees are excluded from this training and development method but it is mainly emphasized for the newly employed persons
within the organization.

. ORIENTATION: This is yet another training and development method. This involves getting new employees familiarized and trained on the new job within
an organization. During this process, they are exposed to different undertakings for example the nature of their new work, how to take on their identified
tasks and responsibilities and what is generally expected of the employees by the organization. They are further given a general overview of the
organizational working environment including for example working systems, technology, and office layout, briefed about the existing organizational
culture, health and safety issues, working conditions, processes and procedures.

. CONFERENCES: A as a training and development method involves presentations by more than one person to a wide audience. It is more cost effective as a
group of employees are trained on a particular topic all at the same time in large audiences. This method is however disadvantageous because it is not easy
to ensure that all individual trainees understand the topic at hand as a whole; not all trainees follow at the same pace during the training sessions; focus
may go to particular trainees who may seem to understand faster than others and thus leading tot under training other individuals.

. ROLE PLAYING: Involves training and development techniques that attempt to capture and bring forth decision making situations to the employee being
trained. In other words, the method allows employees to act out work scenarios. It involves the presentation of problems and solutions for example in an
organization setting for discussion. Trainees are provided with some information related to the description of the roles, concerns, objectives,
responsibilities, emotions, and many more. Following is provision of a general description of the situation and the problem they face. The trainees are
there after required to act out their roles. This method is more effective when carried out under stress-free or alternatively minimal-stress environments
so as to facilitate easier learning. It is a very effective training method for a wide range of employees for example those in sales or customer service area,
management and support employees.

. FORMAL TRAINING COURSES AND DEVELOPMENT PROGRAMMES: These are a number of methods which may be used to develop the skills required
within an organization. These course and programmes are usually a set of defined and known programmes where the contents, durations and all the
details about the training are clear to both the organization and the personnel to be trained. Unlike informal trainings and programmes, formal training
and programmes can be planned earlier and also plan for their evaluation. Employees may undertake these courses and programmes while completely off
work for a certain duration of time or alternatively be present for work on a part-time basis. These programmes can be held within the organization (in-
house) or off the job. Off the job is argued to be more effective since employees are away from work place and their concentration is fully at training.
Depending on the knowledge needed, organization’s structure and policies, the trainers too may be coming within the corporation or outside the
organization.

EFFECT OF TRAINING ON PERFORMANCE

In the real world, organizational growth and development is affected by a number of factors. During the development of organizations, employee training plays
a vital role in improving performance as well as increasing productivity. This in turn leads to placing organizations in the better positions to face competition and
stay at the top. This therefore implies an existence of a significant difference between the organizations that train their employees and organizations that do
not. The employee performance is a function of organizational performance since employee performance influences general organizational performance. In
relation to the above, research note that employee competencies change through effective training programs. It therefore not only improves the overall
performance of the employees to effectively perform their current jobs but also enhances the knowledge, skills an attitude of the workers necessary for the
future job, thus contributing to superior organizational performance. Training has been proved to generate performance improvement related benefits for the
employee as well as for the organization by positively influencing employee performance through the development of employee knowledge, skills, ability,
competencies and behavior.

BENEFITS OF TRAINING

The main purpose of training is to acquire and improve knowledge, skills and attitudes towards work related tasks. It is one of the most important potential
motivators which can lead to both short-term and long-term benefits for individuals and organizations. There are so many benefits associated with training.
These benefits are as below:
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. High morale — employees who receive training have increased confidence and motivations;

. Lower cost of production — training eliminates risks because trained personnel are able to make better and economic use of material and equipment
thereby reducing and avoiding waste;

. Lower turnover — training brings a sense of security at the workplace which in turn reduces labor turnover and absenteeism is avoided;

. Change management — training helps to manage change by increasing the understanding and involvement of employees in the change process and also
provides the skills and abilities needed to adjust to new situations;

. Provide recognition, enhanced responsibility and the possibility of increased pay and promotion;

. Help to improve the availability and quality of staff.

CONCLUSION

Training is a tool that can assist organizations in building a more committed and productive workforce. By helping to establish employee investment, reciprocity,
identification, and by limiting alternative employment options, an effective training program can lead to greater commitment and less employee turnover. The
result is an organization that is more productive and professional. Although training can play a major role in this process, organizations need to look at additional
work force strategies and practices that can enhance commitment. Employee is a valuable resource (asset) of the organization. The success or failure of the
organization depends on employee performance. It is an undeniable fact that in recent times many organizations have come to the realization of the importance
of the role of training and development programs as it increases the organization’s staff efficiency, skills and productivity.
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