Personnel training and development

A. Pre-reading : Make a list of all the different kinds of work-related training you
can think of. Then divide them into different groups: formal and informal; short-
term and long-term. Now read the text and compare your answers with the kinds

of training mentioned in the text.

Training should be seen as a complement to, rather
than a substitute for, careful recruitment. Having

said this, all companies have a lot to gain from
encouraging informal and incidental learning on

the job. Besides encouraging individuals to try new
things and thus learn by trial-and-error, 1t 1s typical
to expose new workers to the skills of experienced
performers. This approach i1s sometimes colloquially
referred to as a “buddy’ or “sit by Nellie’ system
(based on the expression: “Sit by Nellie and do what
she does™). Alternatively, the direct line manager
may play the crucial role of job coach. This may be
complemented by some formal on- and/or off-the-job
training in technical skills where the expense can be
justified by the fact that such skills are needed for
acceptable job performance. Much training in the use
of new computer software 1s of this nature.

Informal learning and short-term training are
probably the most common approaches among small
firms in English-speaking countries. The expense

1s kept down and the costs of losing good workers
through ‘poaching’ — an ever present rnisk in tight
labour markets — 1s mummized. The overall approach
15 often described as a “deficit model’ (simply based
on bridging obvious performance gaps). It is wrong,
however, to criticize small firms for this kind of
pragmatic attitude to training investment. They are
acting in an economically rational manner and the
problem of under-investing 1n employee development
lies in wider national and industry institutions over
which they have no control.

The opportunity to use education and training more
powerfully really arises where firms have invested
more comprehensively in recruitment, and thus built
a labour pool with greater long-term potential (and
consequently greater aspirations). Such firms are well
placed to consider more ambitious traming strategies
which mvolve moving beyond immediate demands

in jobs to longer-term employee development. The
key principle here is that, in the context of a superior
mnvestment in work and employment practices,
employee development should not be restricted to a
deficit model. Rather, 1t should aim to build employee
potential and the firm’s agility over the long run.

Unlike short-term training, long-term development
plans involve a balanced mix of formal training

and education (typically off-the-job) and informal
coaching and team-building (typically on-the-job).
Formal learning can be important to enhance the
individual’s grasp of relevant facts (the template
through which they understand their experience)

and their ability to tackle abstract problem solving.
This kind of development becomes more powerful
when mndividuals also, of subsequently, face a

more challenging work environment in which their
informal learning is extended. There are stages in
careers when a mix of abstract, theory-based learning
and more difficult assignments help to extend
individual abilities and open up more satisfying work.
Adapted from Strafegy and Human Resource Management

by Peter Boxall and John Purcell, pp. 198-19% © Palgrave
Macmillan, 2011



B. Do these statements match the information in the text? Mark each statement true
(T) or false (F). The writers think that ...

1. In a ‘buddy system’, new employees learn from each other’s experience.
2. Small companies generally prefer short-term training because it’s cheaper.

3. According to the writers, highly trained employees are more likely to be ‘stolen’ by rival
companies.

4. A ‘deficit model’ of training aims to fill all the gaps in an employee’s current performance.

5. The authors believe that all big companies have longer-term, ambitious training
programmes.

6. Formal training and education normally don’t take place at the workplace.
7. Long-term training and development benefit both companies and employees.

8. A lot of the training that takes place in companies isn’t sufficiently relevant to what
individual employees actually need.

9. Smaller firms are not to blame if their training is limited in its scale and ambition.

10. Companies that invest more in getting the right people are more likely to have a better
approach to training.

11. Big companies are always better at training their employees than smaller ones.

C. Pre-listening: What do you think motivates employees more: money and security,
or having an interesting, challenging job? Discuss your ideas in pairs or small
groups. Then, listen to the conversation. What motivates Tom?

Laura, a new employee of a company, is talking to Tom, who has been working at the
same company for a long time. They are talking about how job satisfaction can change at
different times in life.

Lawra: What's the mafier, Tom? You look unhappy.

Tom: You knaw, 've been doing the same job for four years now and I'm getting reslly barzd. To be
honest, ewven when | staned daing this job, | soon realized it was too easy for me: it wasn't really
stretching me And now 'm f2efing more and more aware that my current job isn't using all the
shills | hawe.

Lawra:  It's mteresting you s3y that. | read an article last week which mentioned some reseanch infa the
redationship betaeen job skils and job satisfaction.
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What did it say?

Wiell, the ressarch was based on the idea of three diffizrent categones of emmplayees. First, there are
peaple ke you who have more talent and shility than their cument job requires. The sunvey calls
peaple in this categary under-utibzed’.

Yes. that's ma!

Then thare are paoplke whase personal skills broadly match the shills needed for the job they are
doing. The sureey calls these people ‘matchad’. Anywsay the rasearch shaws that the matchad
amployeas sl penerally happy with their job. wheress the under-utilized employees wers
generslly d=satishizd.

Well, that =n't 3 big surprise, = K7

Mio you're nght, but wait. The sureey idenfiSed 3 thind group. That group consisted of peogle
whase skils were low — 50 low that their skils didn't maich the reguirements of ther joir. The survey
labeled these people a5 under-qualified’. And queass what?

Wihat?

it was this |zs=t group, the under-gualified, wha had the highest leveds of job satisfacSion of all the
three calzgones.

That's really funny. The people who are keast able to do their job ar2 actually the happiest
emplyyesas. | suppase it =0T surprising. Ferhaps the under-qualified employess are just happy
because their managers haven't found out yet how bad they are!

Maybe you're nght. |t's fumny, but it's 3 bit scary, oo, Anyway, maybe you're f2eiing restess bacauss
af your age.

Thariks very much!

Mo, I'm nat saying yau're ald. t's just that people often change their sttitude to wark depending on
how old they are, ar perhaps according fo what stage of life they're a2 | mean, until you're about

30, you're still reslly finding aut about your preferencas st work: the lond of hings you ke daoing

and don't like doing, what you're good at and bad at. and so on. Sa you tend to changs jobs and
amployers more than yau do later in lie

O, 50 are you saying that afer 20, you siop being amibitious?
Mo, mat at 3l Bus it is trus that, for 3 lot of peaple over 30, stabilty becomeas more mpartant.
And 50 3 lof of peaple focus on the need for work to provide them with & reguiar ncome, and less

an finding something that really motivates them. And that's especizlly true if you hawe children or
fmancial commitments.

Yes. | can see that.

And the appasite i= also true. People who don't have thase Snancial commitments aften have 3

different sttitude. And often people actualy hawve fewar commitments when they get alder, say at
argund 30. For example, your children hawe finished university now, hawen't they?

es, thay have
And you'we paid aff your mortgage, haven't you?
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Vigll, yes | have.

Sp while |'m sure you sill want to eam a goed income, monay isn't the be all and end all for you.
You want ta fieal fulfiled as well, and that's starting to feel more mpariant for yow Am | nght?

Yes. | agree with all that. But 'm not sure it depends endrely an how akd you are or an your
fmancial commitments

What do you mean?

WiEll, if | look back at my carser, | can see 3 sort of pattem. Ewvery thres or four years, | star fo feed
resflass — in need of & chanpe. Even if the job is going guite wel, | just get bared. Do you know what
| maan?

Yes, | do. And that feeling is very common — it happens tome, too. But | suppose & isn't akaays easy
for companies to deal with fis. | mean, everybody's B2 cycles and sttihedes are different. And it =n't
atways passible for employers to give somebody 5 new job 35 soon 35 they izl they are ready

for one

S what's the answer, then? How can 3 company keep an employes motivated when it can't ofier
them a pramotion or & new job straight away?

Hmm. That isn't easy o answer. | think that _ [fade]

D. Look at these texts, and decide what each person is talking about. Choose the
answers from the box.

action learning e adventure training e assertiveness training ® carousel training

continuous personal development e experiential learning

an induction course  ® in-tray learning *® modern apprenticeship e off-the-job training

online learning * open learning ® sales training * team-building
total quality management e training needs analysis

1. This company is committed to helping its employees learn about their jobs and
develop their skills for the whole period they are working here, and not just at the
beginning of their contract. We run regular courses and workshops in order to achieve
this, both inside and outside the company premises.

2. Our employees have to deal with a lot of difficult situations, and they often come in

contact with people who can be difficult to work with and do business with. We train
them to have more confidence in themselves so that they can deal effectively with any
problems and difficulties they encounter.

3. We believe that the best way of learning a skill is through practice. We don't waste

time on courses and workshops. We show the employee his duties, give him an outline
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of how the company operates, and then we just say ‘Get on with it, and good luck’. It's
a remarkably effective method.

It's very important that our employees develop skills in leadership, problem solving,
decision-making and interpersonal communication. The best way to achieve this is to
get them involved in group games and physically demanding outdoor activities like
sailing and climbing. These also help to build team spirit.

When we promote somebody to a management position, the first thing we do is to give
them a lot of typical management paperwork and tell them to deal with it. We set them
a time limit for this, and monitor them carefully to see how they get on. We then
review their performance and show them where they went right or wrong.

Our company understands how important it is that our employees work well together
in order for the company to be effective. Our training sessions are designed to instil
co-operation and solidarity in a group of employees who have to work together.

It is our company policy to make sure that our employees know how all the jobs in the
company work, not just their own. We find the best way of doing this is to move them
from job to job and department to department. They meet colleagues who they might
not normally meet, and learn about their jobs and how they operate.

New employees in our company need to learn about our products and how they work,
how the distribution system operates, how to deal with both suppliers and customers
and how to handle complaints. They also study trade and retail laws, and are
accompanied on their first customer visits by their trainer.

I've been interested in photography since | was very young, so when 1 finished school
| started learning how to be a photographer. | spend my week working with a
professional, who teaches me about all the different aspects of photography. At the
same time, | receive training in areas such as numeracy, problem-solving and
interpersonal skills.

First of all I was given a tour of the factory and then | was introduced to my
colleagues and was given an outline of the company and its products. After that | was
guided through the company's code of practice, taken to my department and was
shown my duties.

My company can't hold training workshops in the office because we don't have
enough space, and of course while we are learning, we aren't actually making money,
so the company feels it wouldn't be making the best use of its employees. Instead, they
send us to a college in the evening where we develop our skills and knowledge.

This company believes that personal development and training should be more
flexible. As a result, we have developed a system of flexible training courses that a
trainee or employee can start at any time, and which does not require a teacher.

Once a year we look at the different skills and abilities of our staff, and we decide if
they are enough to help the company fulfil its aims and operate effectively. We then
develop a series of classes and workshops to help the staff learn more about their job
and how they can operate more effectively.

This company has a policy that our managers should be committed to maintaining and
improving the quality of their work, and also their skills and knowledge. We run
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courses, classes and workshops on a regular basis, and ensure that they are kept up to
date with all the latest developments.

We are a very forward-looking company and we use the most up-to-date methods, so
of course all our training is delivered over the Internet or through our company
intranet. This means that our trainees and employees can learn during their breaks, at
home and even when they are on holiday.

Our company trains its management staff by giving them a series of problem-solving
activities. The managers from our office work together with those from other
departments around the country to solve real or imaginary problems, and their findings
are then applied to the overall successful running of the company.

In no more than 10 lines discuss the personnel training and development



