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Seminar 2 – Strategic Training & Needs Assessment
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Seminar 2

Part 1: Strategic Training and Development
Part 2: Needs assessment
Chapter 2 & 3–Noe (2020) –Strategic Training and Needs
Assessment
Chapter 3–Graetz et al. (2011) –Strategy & Change
Amis et al. (2002) –Values and organisational change
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Learning Objectives
Part 1:
• How organisational strategy influences the type and amount of training and development in an
organisation.
• Describe the strategic training and development process.
• Explain the training needs created by concentration, internal growth, external growth and disinvestment
business strategies.
• Major models: Central, corporate university and business-embedded of organising the T& D
department.
Part 2:
• Understand the role of training and development needs assessment at the level of the organisation, the
task and the individual.
• Appreciate how the assessment of training and development needs must take into account the central
concerns of sustainable management.
• Recognise the concerns of senior and middle managers and training and development professionals in
needs assessment.
• Identify different methods used in needs assessment and identify the advantages and disadvantages of
each method.
• Explain how characteristics of the individual, input, output, consequences and feedback influence
performance and learning and Competency Model
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Strategy
Business strategy is a plan that integrates the organisation’s
goals, policies and actions.
The strategy influences how the organisation uses:
•physical capital (plants, technology and equipment)
•financial capital (assets and cash reserves)
•human capital (employees).
The business strategy helps direct the organisation’s activities
to reach specific goals.
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Capabilities Critical For Strategic Training
Alignment of learning goals to business goals
Measurement of the overall business impact of the learning function
Movement of learning to include customers, vendors, and suppliers
A focus on developing competencies for the most critical jobs
Integration of learning knowledge management, performance support, and
talent management
Delivery approaches that include classroom training and e-learning
Design and delivery of leadership development courses
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Strategy Impacts Training
Companies place different importance on training and development. Strategy impacts training with a strong
influence on determining:
• The amount of training and development devoted to current or future job skills
• The extent to which training and development is:
• customised for the particular needs of an employee, or
• developed based on the needs of a team, unit or division
• Whether training and development is restricted to specific groups of employees or open to all employees.
• Whether training and development are:
• planned and systematically administered, or
• provided only when problems occur, or
• spontaneous, as a reaction to what competitors are doing.
• The importance placed on training and development compared to other human resource management
practices such as selection and compensation.
Strategic thinking depends heavily upon individuals acting autonomously and collectively while being committed
to a clear shared vision and sense of purpose.
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The Learning Organisation
A learning organisation is characterized as:
• A company with an enhanced capacity to learn, adapt, and change
• A culture where employees seek, share, and apply new knowledge to improve
performance
• An organization where training is a part of a larger system to enhance human
capital
High performing companies are more than five times as likely to have a strong
learning culture
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Learning And Human Capital
Development
Learning has to help employee performance and business success
Unpredictability in the business environment will be the norm
Companies need to support informal learning because tacit
knowledge is difficult to acquire in formal training
Learning has to be supported with physical resources and
psychologically
Managers need to understand employees to determine development
needs

8

4

8/3/22

Case Study: DOW Chemical
1. What competitive challenges motivated Dow
Chemical to develop the Leadership in Action?
2. Do you think the Leadership in Action program
contributes to Dow Chemical’s business strategy and
goals? Explain.
3. How would you determine if the Leadership in
Action program has been effective? What metrics or
outcomes would you collect? Why?
4. What are the advantages and disadvantages of the
Leadership in Action program, compared to more
traditional ways of training leaders, such as formal
courses (e.g., an MBA program) or increased job
responsibility?
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Strategic Training & Development Process
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The Strategic Training and
Development Process
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1. The strategic training and development
process
Ø Vision
Ø Mission
Ø Values

SWOT Analysis (Strengths &
Weaknesses
Opportunities & Threats)
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2. Common Strategic Initiatives
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Strategic Development Initiatives
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Strategic Development Initiatives
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Strategic Development Initiatives
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Strategic Development Initiatives
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Questions to Ask
What is the vision and mission?
What capabilities and competencies are critical for
success?
What types of training will best attract, develop, and
retain employees?
Does the company have a plan for communicating the
link between training and business strategy to key
constituents?
Does senior management support training?
Does the company provide training for individuals and
teams?
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Case Study: DOW Chemical
1. What competitive challenges motivated Dow
Chemical to develop the Leadership in Action?
2. Do you think the Leadership in Action program
contributes to Dow Chemical’s business strategy
and goals? Explain.
3. How would you determine if the Leadership in
Action program has been effective? What metrics or
outcomes would you collect? Why?
4. What are the advantages and disadvantages of the
Leadership in Action program, compared to more
traditional ways of training leaders, such as formal
courses (e.g., an MBA program) or increased job
responsibility?
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3. Translate

initiatives into activities

The next step is to determine specific, concrete activities that align with strategic initiatives
Such activities will vary based on the initiatives that were developed

4. Identify metrics and evaluate
The final step is to determine if training investments were successful
Strategic training evaluation is not intended to evaluate the effectiveness of an isolated program, but
a set of training activities
The business-related outcomes examined should be directly linked to strategy and goals
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Organisational Characteristics That Influence on Development
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Roles and duties of managers in companies that use highperformance work practices
Managing alignment:

• clarify team goals and company goals
• help employees manage their objectives
• scan organisation environment for useful information for the team.

Coordinating activities:
• ensure the team meets internal and external customer needs
• ensure the team meets quantity and quality objectives
• help the team resolve problems with other teams
• ensure uniformity in interpretation of policies and procedures.
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Roles and duties of managers in companies that use highperformance work practices

Facilitating decision-making process:
• facilitate team decision making
• help the team use effective decision-making
processes.

Encouraging continuous learning:
• help the team identify training needs
• help the team become effective at on-the-job
training
• create an environment that encourages
learning.

Creating and maintaining trust:
24

• ensure that each team member is responsible
for his or her workload and customers
• treat all team members with respect
• listen and respond honestly to team ideas.
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Different Strategic Options & Different Development Needs

Contd..
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Different Strategic Options & Different Development Needs
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Models of Organising the Training and Development Department

Customer model
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Models of Organising Development Activities
Centralized Training
Centralized training means that training and development programs,
resources, and professionals are primarily housed in one location
and decisions about training investment, programs, and delivery
methods are made from that department.
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Models of Organising
Development Activities
Corporate University Model
•
•
•
•
•
•
•
•

Specialist corporate training organisation owned by firm.
Treated as an external institution.
Euphemistically called ‘Universities’ by the firm.
Usually non-transferable qualifications, but not always.
Very popular in the US but not so much in Australia.
Links employee learning directly to organisational strategy.
Can be partnered to recognised learning institutions.
Firm culture and values usually permeate the learning offered.
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Models of Organising
Development Activities

Business Embeded Model
• Business-embedded models are an emerging trend that views trainees, their managers and
senior-level decision makers as customers of training.
The learning function is centralized, but able to respond quickly to client needs
All persons involved in training communicate and share resources
Trainers—who are responsible for developing training materials, delivering instruction, and
supporting trainees—work together to ensure that learning occurs
Trainers have specialized competencies and serve as internal consultants
•
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Case Study: DOW Chemical
1. What competitive challenges motivated Dow
Chemical to develop the Leadership in Action?
2. Do you think the Leadership in Action program
contributes to Dow Chemical’s business strategy and
goals? Explain.
3. How would you determine if the Leadership in
Action program has been effective? What metrics or
outcomes would you collect? Why?
4. What are the advantages and disadvantages of
the Leadership in Action program, compared to
more traditional ways of training leaders, such as
formal courses (e.g., an MBA program) or
increased job responsibility?
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Training Design Process ISD

32

16

8/3/22

The Performance Gap (Needs Analysis)
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Potential Consequences if Needs Assessment is Inadequate
•
•
•
•
•

Training may be incorrectly used as a solution to a performance
problem.
Training programs may have the wrong content, objectives or methods.
Trainees may be sent to training programs for which they do not have
the basic skills, prerequisite skills or confidence needed to learn.
Training may not deliver the expected learning, behaviour change or
financial results that the company expects.
Money may be spent on training programs that are unnecessary
because they are unrelated to the company’s business strategy.
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Who Should Participate?
It is important that all relevant stakeholders be involved
Different stakeholders bring unique and needed perspectives to the process
•Company leaders
•Mid-level managers
•Trainers
•Employees
•Subject matter experts (SMEs)
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Task analysis steps
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How Should Data be Collected?
Various methods may be used to collect information. No one method is
necessarily superior to another. There are strengths and limitations of each, and
each may be more relevant in some contexts than others.
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Assessment Techniques/Methods

Contd.
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Assessment Techniques

Contd.
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Assessment Techniques

Historical data
review

•

provides data related to
performance and
practices

•

data may be inaccurate,
incomplete, or not fully
reflective of performance
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Case Study: DOW Chemical
1. What competitive challenges motivated Dow
Chemical to develop the Leadership in Action?
2. Do you think the Leadership in Action program
contributes to Dow Chemical’s business strategy and
goals? Explain.
3. How would you determine if the Leadership in
Action program has been effective? What metrics
or outcomes would you collect? Why?
4. What are the advantages and disadvantages of the
Leadership in Action program, compared to more
traditional ways of training leaders, such as formal
courses (e.g., an MBA program) or increased job
responsibility?
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Three Levels of Analysis

Needs assessment refers to the process of
determining learning needs and
opportunities and determining whether
training is necessary.
There are three levels of assessment
• Organisational analysis considers the
context in which training will occur.
•
Person analysis determines whether
performance deficiencies result from
a lack of knowledge or skills, or from an
attitudinal or work design problem.
• Task analysis involves the analysis
of tasks, knowledge, skills, and behavior
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Organisational Analysis
There are three factors to examine to determine if training is the
appropriate solution
•The company’s strategic direction
•Social support to ensure that individuals are motivated to attend
training, learn, and transfer
•Training resources, time, and expertise
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Person Analysis
Helps to identify who needs training
Also known as gap analysis, which involves
determining what is responsible for the
differences between current and expected
performance
Involves obtaining a variety of information on
person characteristics, inputs, outputs,
consequences, and feedback
•

Person Characteristics, Basic skills,
Cognitive ability, Reading ability, Selfefficacy, Age and generation, Inputs,
Outputs, Consequences, Feedback

Task Analysis
Results in a description of the tasks to be performed
and the knowledge, skills and abilities required to
perform
A job is a specific work position involving the
completion of a defined set of related tasks
A task is a specific work activity that is a component of
a job
To complete a task, employees must possess the
necessary KSAOs

• Knowledge includes facts, figures, and
procedures
• Skill is the competency to perform a task
• Ability refers to physical and mental capacities
• Other requirements include conditions under
which tasks are performed
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Levels of Needs Analysis
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Competency Models
A competency model identifies the competencies necessary for a given job.
They provide descriptions of competencies that are common for an entire
occupation, organization, job family, or specific job
They are useful for variety of HR practices, including recruiting, selection, and
training and development

Use of competency models for training and developments
-

They identify behaviours needed for effective job performance.
-They provide a framework for ongoing coaching and feedback to
develop employees for current and future roles.
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Developing A Competency Model
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What’s on Seminar 3? (self-directed study due to public holiday)
Seminar 3: The Psychology of Change (Seminar): This session will address perspectives on
change which need to addressed when considering employee and organisational development,
including resistance to change and how it is overcome.
Noe (2020): Chapter 4
Graetz et al. (2011): Chapters 2, 8
Eilam & Shamir (2005). Organizational Change and Self-Concept Threats: A Theoretical
Perspective and a Case Study
Starbuck & Milliken (1988). Challenger: Fine- Tuning The Odds Until Something Breaks

Assessment 1 Discussion: Case Study Analysis Report
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