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LEARNING OBJECTIVES

After reading and studying this chapter, you should be able to do the following:

8.1 Describe the steps to a training needs assessment, including the purpose of each, 
and how they are used to develop training goals.

8.2 List the characteristics of the employee and the organizational context that can be 
leveraged to enhance training effectiveness.

8.3 Describe some of the most important training methods and media used by 
organizations and list their respective advantages and disadvantages.

8.4 Identify the major categories of criteria for assessing training effectiveness.

8.5 Analyze the factors associated with effective career development and management.

Training, Development, 
and Careers8

HR in Action: The Case of Tying 
Training Data to  Performance 
Research shows that organizational training improves performance of both em-
ployees and organizations. Analytics provides a good opportunity for companies to 
research the effectiveness of their training programs in terms of productivity, sales, 
attitudes, and worker well-being. These sorts of analytics can give an advantage to 
organizations that want to improve their training functions to achieve the best organ-
izational results. Analytics can also show where a training program may need to be 
tweaked to improve it.

Analytics requires measures of training effec-
tiveness, and the challenge is finding practical 
ways to measure training effectiveness. As we will 
discuss in this chapter, we know that training out-
comes can be broken down into four categories: 
(1) trainee reactions to the training, (2) whether
trainees actually learned, (3) trainees’ behavior
back on the job, and (4) organizational results
(e.g., financial improvements for the company).
But collecting these types of data in organiza-
tions is not always easy.

©
iStock.com

/cnythzl

 
Do n

ot 
co

py
, p

os
t, o

r d
ist

rib
ute

 

Copyright ©2021 by SAGE Publications, Inc. 
 This work may not be reproduced or distributed in any form or by any means without express written permission of the publisher.



180 PART II Managing Across the Talent Life Cycle

Some organizations are addressing the challenges of measuring the effectiveness of 
their training. Allstate Insurance developed a single set of standardized training per-
formance measures. This allowed Allstate to compare training performance in differ-
ent business units across the company.1

Case Discussion Questions
1. Give an example of a performance measure that you think could be used across a 

single company for different types of jobs.

2. What are some factors—in addition to the training itself—that could affect how well 
people do in training?

3. If you were a manager, what would you want to know about a training program to 
determine if it is effective? 

As we have said in the earlier chapters, an organization’s employees are its greatest 
asset. For this reason, organizations invest a lot in training their employees. Some 
sources estimate global expenditures on training at $362 billion.2 But for this invest-

ment to pay off, the training must address the needs of both the organization’s objectives 
and the needs of employees. And organizational decision makers need to know whether the 
training worked. 

This chapter describes the process for building a training program and showing its 
value to the organization. As shown in Figure 8.1, this process involves conducting a train-
ing needs assessment, considering the characteristics of the worker and the organization, 
choosing the right training methods, and evaluating the program’s effectiveness. 

Most of you will be involved in organizational training and development activities 
at some point in your lives as a trainee. But you may also have to decide whether to 
undertake a training program for yourself, your team, or even for an organization. The 

Assess Training
Needs

Choose
Appropriate

Training Method(s)

Address
Characteristics of

the Trainee,
Organization, and

Training to Enhance
Learning

Assess Training
Effects at the
Individual and
Organizational

Levels

FIGURE 8.1   
The Process for 
Developing, 
Implementing, 
and Evaluating an 
Organizational 
Training Program
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181CHAPTER 8 Training, Development, and Careers

principles described in this chapter will help you make informed decisions about training 
in your workplace. 

Training Needs Assessment

LO 8.1 Describe the steps to a training needs assessment, including the purpose of 
each, and how they are used to develop training goals.

Before spending the capital needed to train employees, it is wise to get a better understand-
ing of what the organization’s training needs actually are through some sort of a needs 
assessment. Training needs assessment is a systematic evaluation of the organization, the 
jobs, and the employees to determine where and what type of training is needed. Training 
needs assessment is a key part of developing training goals that fit the organizational strat-
egy. Training needs assessment also helps in understanding how to develop and implement 
the training program in the best way.3 In fact, it may be the most important step in devel-
oping an effective training program. This process has three components: organizational 
analysis, job analysis, and person analysis (see Figure 8.2). 

Organizational Analysis
Organizational analysis involves getting to know the organization at a broader level so 
a training program can be developed to fit the organization. Organizational analysis 
could involve interviews with management and employees, review of company records, 
or surveys. 

Needs 
assessment  
A systematic 
evaluation of the 
organization, 
the jobs, and the 
employees to 
determine where 
training is most 
needed and what 
type of training 
is needed

�

�

KSAOs and tasks
of the focal job

�

Competencies

�

Critical incidents
employees face on
the job

Job Analysis

Assess current
KSAOs and
competencies

�

of employees

�

Develop training
goals

Pe rson Analysis

�

Consider emplo yee
characteristics
(e.g ., demographics,
motivation, education)

Organizational
Analysis

�

�

Resources

Goals, strategies,
objectives, culture

External
environment

FIGURE 8.2 The Three Phases of a Training Needs Assessment
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182 PART II Managing Across the Talent Life Cycle

Organizational analysis includes understanding issues such as the following:

 • The organization’s goals and strategies, which should be aligned with the train-
ing program. Imagine that an organization’s focus is to gain market share over 
the next 5 years. In this case, it may be worthwhile to consider training efforts 
focused on the salesforce to develop the market share. 

 • The organization’s culture—the shared beliefs that employees have about accepted 
behavioral norms—is key to implementing an effective training program. For exam-
ple, if a company’s culture values nonconfrontational interpersonal relationships, 
developing a training program focused on promoting an assertive, confrontational 
interpersonal style would not be appropriate. Or if managers show little support 
for training, that would probably have a negative impact on the training program. 
In short, the culture is an important factor in determining training effectiveness.

 • The resources that the organization can devote to training are important to 
know from the start. This includes issues such as the available budget, facilities, 
 equipment, and personnel. 

 • The organization’s external environment such as laws and regulations are import-
ant to understand when developing training. This might include requirements 

for safety training or for training about equal employ-
ment opportunity laws among hiring managers. 

Job Analysis
Once an organizational analysis has been conducted, 
the next step in a training needs assessment is to con-
duct a job analysis. A job analysis helps determine which 
KSAOs, tasks, and competencies are associated with a 
job, as well as the critical incidents that employees face 
on the job, to develop an effective training program. In 
Chapter 5, we discussed the range of options for job anal-
ysis and competency modeling as well as the basics of 
how to do them (e.g., interviews, surveys).

Person Analysis
Once the critical competencies, KSAOs, and tasks of a 
job have been identified, two types of information still 
are needed: 

1.  Which specific KSAOs or competencies need 
further development among employees? 
Which employees need this training most?

2.  Which characteristics of the employees 
(referred to as demographics) need to be con-
sidered to develop the most effective training 
program?
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Both administrative assistants and airline customer service 
agents have to deal with tricky interpersonal situations. 
These circumstances can be quite different in terms of 
whom the assistants and agents are dealing with, the levels 
of anger and anxiety involved in the interactions, and the 
mode of communication such as in-person, by phone, or 
by e-mail. What kind of interpersonal skills training content 
would you recommend for each type of job?
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183CHAPTER 8 Training, Development, and Careers

Spotlight on Legal Issues
FAIRNESS AND COMPLIANCE 

Legal issues are relevant to the training 
function in organizations. First, consider the 
Uniform Guidelines on Employee Selection 
Procedures (discussed in Chapters 4 and 7). 
Although training may not be a selection 
procedure per se, to the extent that a training 
program affects which employees are 
retained or promoted, the training program 
is part of selection decisions. For example, 
if success in a training program for new 
supervisors is necessary for an employee to 
keep a supervisory job, the training program 
is being used as a selection procedure. The 
organization needs to be sure that the 
training is job related and that employees 
have fair access to training programs 
that are used as the basis for hiring and 
promotion.

Second, certain kinds of training programs are 
required by employers to remain compliant 
with current government guidelines and to 
avoid legal liability. Such compliance training 
is focused on regulations, laws, and policies 
related to employees’ daily work. These 
might include providing supervisors with 
the skills training they need to be effective; 
safety training, particularly for workers in 
safety-sensitive jobs; and diversity and sexual 
harassment training to protect all employees 
and provide a safe work environment. If 
employees are not sufficiently trained, 
and if their actions then result in injury to 
themselves or to others, the company may 
be held liable for negligent training. In short, 
training programs should be examined with 
an eye to legal issues from their inception.4

Identifying KSAOs and Candidates for Development
One approach an organization might take is to train employees on every KSAO that is 
required for the job. But this would assume that employees are weak on all of the KSAOs, 
which is unlikely to be the case. Also, some employees are more likely to need training more 
than others do. A person analysis helps you to determine KSAOs that need to be trained 
and which employees need this training the most.

A number of methods are available for obtaining person analysis data, and there is no 
one “correct” method. The options include examining objective production or sales data, 
customer survey data, and performance appraisals. Employees can be surveyed regarding 
their training needs. Or employees might take tests or go through job performance simu-
lations. The most appropriate method depends largely on which KSAOs are being assessed 
as well as on the practicality and cost.

Finally, it is important simply to understand some basic employee demographics that 
might help with training system design. For example, employees’ education level or age might 
affect the training methods the organization chooses to use. Or a group of employees with little 
exposure to computer technology may not be good candidates for an eLearning approach.

Developing Training Goals
Once the job analysis and person analysis data have been collected, the gap between what the job 
requires and what KSAOs the trainees currently possess should be examined. The goals of the 
training should then be developed based on this gap (see Figure 8.3). Two groups of people will 
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184 PART II Managing Across the Talent Life Cycle

use this information about training goals. Training develop-
ers will use the goals as the basis for their training programs. 
Trainees need to be given their training goals to help in their 
learning the material. (We will discuss the importance of goal 
setting for learning later in this chapter.) And to the extent 
possible, training goals should be expressed in specific, behav-
ioral terms. For example, a weak training goal might be, “By 
the end of training, the employee can assemble equipment.” 
In contrast, a stronger, more useful training goal for training 
developers and trainees would be, “By the end of training, an 
employee can assemble two pieces of equipment per hour.” 

As a final point about training needs assessment, it is 
important to remember that it is not always necessary to 
perform a training needs assessment with the exact steps 
and stages described here. In fact, many organizations 
approach the needs assessment process a bit differently. 
The important thing is to keep the goals of each stage of 
needs assessment in mind and to stay focused on orga-
nization, job, and persons as much as possible prior to 
designing a training program.5

Enhancing Learning

LO 8.2 List the characteristics of the employee and the organizational context that can 
be leveraged to enhance training effectiveness.

Once the training needs assessment is complete, the next step is to consider ways to enhance 
learning. Learning can be defined as the acquisition of new knowledge, skills, and behaviors 
and can occur either within or outside of the training context.6 Effective training programs 
take into account trainee characteristics and characteristics of the organization.7

Trainee Characteristics
A number of trainee characteristics may affect the success of a training program and should 
be taken into account to enhance the effectiveness of the training system. 

 • Self-efficacy, or a person’s belief that they can accomplish a task, is one of the 
most important predictors of training effectiveness. If a person does not believe 
that they can master the material in a training course, they will not do so well 
in training. This is because people who don’t feel they can master a particular 
skill will put less effort into learning it. One of the most effective approaches to 
address low self-efficacy among learners is to teach the training material in small 
“bites” that allow people to feel a sense of accomplishment.

KSAOs as

Through Job
Analysis

Training
Goals and

–

Objectives

–

For Trainers
Gap

For Trainees

KSAOs
Possessed by 
Employees as

Through Person
Analysis

FIGURE 8.3  Developing Training 
Goals Based on the Gap Between Job 
Requirements and Current Employee 
Abilities

Self-efficacy  
A person’s belief 
that they can 
accomplish a task 
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185CHAPTER 8 Training, Development, and Careers

 • Trainee motivation also predicts training success. In other words, learners have to 
be motived to learn for the training to be effective. Part of this means that trainees 
have to believe that the training is relevant to them and to their work. In addition, 
perhaps the most practical motivation theory for the training context is goal-setting 
theory. According to this theory, it is important to make the training goals specific 
but achievable and to clearly communicate training goals to the learner. The theory 
also emphasizes the importance of providing feedback to learners.

 • Metacognitive skill is the person’s ability to step back and assess their own per-
formance—are they doing well in training? Are there some topics that they find 
harder than others and that they need to brush up on? Some people are better at 
assessing their own performance than others, and this ability can affect whether 
they learn.8 As a solution, training programs can give learners frequent feedback 
about their actual performance levels and even remind them to step back and 
think about how well they are learning.

 • Personality and cognitive ability can affect a person’s learning. For example, pro-
active personality, conscientiousness, openness to experience, and extraversion 
have all been shown to be related to training performance. And cognitive ability 
is related to a person’s learning speed. One way to address these personality and 
cognitive differences among learners is to devise training systems that allow peo-
ple to learn at their own pace. For example, a training program could be made up 
of three modules. More proficient learners could move through the three mod-
ules quickly, while less proficient learners could go more slowly.

Organizational Context: Enhancing Transfer
Perhaps one of the most important issues in training is training transfer, or whether 
the training results in changes in performance on the job. A training program may create 
increased knowledge among employees, but if performance is not affected, the training is 
not helping the organization.

A number of factors can affect whether training results in transfer. 

 • First, is there support for training in the organization? For example, a bank 
may implement a training program to improve interactions with customers. 
In fact, the trainees may show strong improvement in their interpersonal 
skills while in the training environment. But when they return to work, 
the bank managers tell them that the training is nonsense and that there is 
no time to interact with customers in this way. In other words, despite the 
strength of the training, training knowledge and skills are unlikely to trans-
fer due to an unsupportive climate. 

 • Training is more likely to transfer to the extent that the training environment is 
similar to the work environment. Consider employee training focused on the use 
of a new software system. Company A gives its employees training on the system 
using computer equipment that is the same system that employees will use on 

Trainee 
motivation The 
sustained 
motivation of 
employees during 
the training 
process, which 
is a predictor of 
training success

Metacognitive 
skill A person’s 
ability to step 
back and assess 
their own skill, 
performance, 
or learning

Training 
transfer Whether 
the training results 
in changes in job 
performance
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186 PART II Managing Across the Talent Life Cycle

the job. Company B simply gives a lecture describing the new software and how 
to use it. In this case, Company B’s training approach is not much like the work 
environment and is not likely to lead to good results.

 • Training employees on the principles behind the training content helps transfer. 
Consider a situation in which customer service workers are being trained on how 
to handle customer complaints. Company A trains its employees on the issues 
involved—addressing customer complaints by balancing fairness and customer 
satisfaction. Company B, however, only tells the trainees to apologize to customers 
if there is a complaint. Clearly, the employees in Company A will be better able to 
handle a range of customer service complaints and also handle them in a way that 
results in customer satisfaction.9

Training Methods

LO 8.3 Describe some of the most important training methods and media used by 
organizations and list their respective advantages and disadvantages.

As with many HR practices, there is no one best way to train employees. Instead, it may be 
best to think about choosing the best combination of methods for training. For example, 
rather than choosing between lectures and on-the-job training, an organization may use a 
combination of both to get the strongest effect at a reasonable cost. In this section, we present 
some of the most common training methods, as well as their advantages and disadvantages. 

On-the-Job Training
Perhaps the most commonly used training method is on-the-job training (OJT), in which a 
more senior employee works with a new employee to teach him or her how to perform the 
job tasks. In fact, you may have experienced some form of OJT. In theory, OJT could be the 
most effective type of training: The training and transfer situations are the same, ensuring a 
high potential for transfer. However, in practice, the advantages of OJT are sometimes not 
maximized. Often the employee doing the training is not given much support and must 
continue doing their job, with the extra burden of training a new employee. Also, to do OJT 
well, the “trainer” employee should be given some training themselves on how best to do 
OJT, not just be told, “Go train this person.” Still, mixed with other training methods such 
as lectures or online training, OJT can be a powerful training tool if done correctly.10

Lectures
Lectures are training events in which a trainer speaks to a group of workers to explain and 
impart knowledge. Lectures have a bit of a bad reputation in terms of being boring and 
not very engaging. Although the lecture method does have some drawbacks, it also has 
some definite strengths. Lectures can be great for getting information to a large number 
of people quickly. Lectures can also be much more engaging and useful if they involve 
interaction between the lecturer and trainees, not just one-way communication. Lectures 
are also excellent supplements for other training methods. And despite lectures’ negative 
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187CHAPTER 8 Training, Development, and Careers

reputation, meta-analytic research suggests that they can provide significant value in terms 
of training many types of tasks and skills.11

Simulators
We know that OJT is a potentially effective training method. But it can be very dangerous to 
conduct OJT with certain types of jobs such as commercial airline pilots. For these types of 
jobs, simulators are used for training. As just one example, at its Aircrew Training Center in 
Atlanta, Delta Airlines has multiple flight simulators reflecting its different types of aircraft.12 
Simulations attempt to balance the limitations of OJT by providing a safe environment to 
train employees. In addition, simulators can allow the trainer to expose the trainee to some 
important but rarely occurring conditions. For airline pilots, this might include dangerous 
but rare weather conditions that a pilot would need to be able to act on safely. The simulator 
experience is often followed up by a debriefing to discuss what happened during the training 
session. The drawback of many types of simulators, including pilot simulators, is their cost, 
and they are often only used for very specific types of jobs in which safety is important.13

Programmed Instruction
Programmed instruction involves presenting the learner with a set of learning modules or 
steps. After each module, the learner takes a quiz to demonstrate that they have mastered 
the material. If they pass the quiz, they can go on to the next module. If not, they must 
repeat the module until they can demonstrate that they have mastered the material. Pro-
grammed instruction has been around since at least the mid-20th century, with modules 
and quizzes presented in paper form. Today, however, programmed instruction is typically 
delivered online.

Programmed instruction provides a number of advantages. It gives learners feed-
back on whether they are mastering the material—and we know that feedback enhances 
training effectiveness. Programmed instruction also allows learners to go at their own 
pace. It may also be helpful for those with poor metacognitive skills to gauge whether 
they understand the training material. And once the upfront development costs are 
invested, programmed instruction can be cost-effective. In fact, organizations do not 
necessarily have to develop their own programmed instruction training—it is avail-
able from many vendors and eLearning platforms. However, programmed instruction 
may sometimes lead to disengaged trainees, especially if the modules are little more 
than a series of PowerPoint slides. With that said, programmed instruction can be a 
great way to teach certain types of skills and can be used in combination with other 
training methods.14

eLearning
eLearning, or training that is delivered through an online platform via computers or 
mobile devices, is quickly increasing in popularity. Although online and computer-based 
training has been around for years, investment in learning technology has grown substan-
tially over the past few years.15 The flexibility and variety of eLearning means that companies 
have access to tens of thousands of eLearning modules, which can be tailored for specific 

eLearning  
Training that is 
delivered through 
an online platform 
via computers or 
mobile devices
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188 PART II Managing Across the Talent Life Cycle

skills within their particular industry. It 
also means that employers can provide 
standardized training to their employees, 
regardless of location.

At the same time, eLearning should 
not be seen as a solution for all train-
ing issues. Rather, it should be seen as 
a training method that fits into a larger 
training system that includes multiple 
training methods.16 Also, online learn-
ing approaches that provide guidance to 
learners may prove most effective. As a 
positive point, a meta-analysis showed 
that online training can be as effective as 
classroom training for teaching simple 
knowledge types of material, and it can be 
highly effective if it allows some learner 
control and provides learners with feed-

back.17 In short, eLearning and other types of online systems hold promise for tailoring to 
individual workers’ needs but are not the only solution for delivering training.18

Behavioral Modeling Training
Behavioral modeling training (BMT) usually involves a trainee observing a person (model) per-
forming a behavior (either live or in a video), practicing it, and then receiving feedback about 
their own performance. BMT is based on the idea that people can learn from observing others 
and then can practice that skill themselves and receive feedback about their own performance. 
BMT is often used to train interpersonal types of skills and is a popular type of training for 
supervisors, who need to develop strong skills for dealing with subordinates and providing them 
with feedback. Meta-analytic studies show that BMT is a powerful training tool and that its 
results last over time. Interestingly, BMT is more likely to result in good training transfer if learn-
ers are provided with both positive models (what to do) and negative models (what not to do).20

Diversity Training
Workplace diversity is increasing due to increasing diversity in the U.S. population. Work 
teams also comprise individuals from different cultural backgrounds working together 
remotely from around the world. One way that organizations seek to manage this diver-
sity and have it work in their favor is the introduction of diversity training. Although the 
question of how to conduct diversity training is far from settled, some conclusions can be 
drawn at this point.21

 • Meta-analytic research suggests that diversity training does have a positive effect on 
affective (attitudes), cognitive (beliefs), and skill-based (behavioral) outcomes. 

 • Diversity training seems to have greater effects when conducted face to face over 
time rather than in a single session. 

eLearning platforms are sold by a number of online vendors, and the size 
of the course offerings is growing rapidly. One example is SAP’s learning 
hub, which provides access to training 24 hours per day, 7 days per week.19
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189CHAPTER 8 Training, Development, and Careers

 • More research is needed on how training can target unconscious processes, that 
is, not only focusing on bias that participants are aware of. Google has begun to 
implement training to address unconscious bias in its gender diversity program. 

 • Others have noted that organizations will get better effects from diversity training 
if they frame it in positive terms to employees such as by making training volun-
tary, engaging employees, and increasing contact among workers from different 
backgrounds.

Training to Increase Team Effectiveness
The workplace has become more oriented toward teamwork, and companies sometimes 
focus their training not only on individuals but on work teams as well. This could involve 
team members taking on each other’s jobs or learning how to better communicate and coor-
dinate among themselves. The research suggests that these approaches work. For example, 
a meta-analysis found that team training can positively affect team performance. Another 
study found that cross-training could help teams develop a shared “mental model”—or 
conceptualization—of their work, an important issue for team coordination.22

Training for Managers and Leaders
Many of the training methods described so far can also be 
used to train managers. There are also additional options for 
training managers. 

 • In role-plays, trainees act in managerial situations 
such as counseling a difficult subordinate.

 • In case studies, participants analyze a difficult 
business case.

 • In games and simulations, teams challenge each 
other as if they were businesses in competition. 

 • Assessment centers, which Chapter 7 discusses in 
terms of their use for selecting managers, can do 
double duty as training and development exercises, 
providing feedback to managers.

 • Executive coaching has grown in popularity as a 
way to provide individual advice and counseling to 
managers regarding their work and careers. 

 • Specific job assignments are sometimes provided to 
managers as a developmental experience. For exam-
ple, a member of the sales team might be given a 
series of supervisory and managerial assignments in 
different geographical locations as preparation for a 
middle management role.24

Role-plays  
When trainees 
act in managerial 
situations such 
as counseling 
a difficult 
subordinate
Case studies   
A managerial 
training method 
wherein 
participants 
analyze and 
discuss a difficult 
business case

Games and 
simulations  
A type of 
managerial training 
in which teams 
challenge each 
other as if they 
were businesses 
in competition

Cindy McCauley, PhD, is a senior fellow at the 
Center for Creative Leadership (CCL) in Greensboro, 
North Carolina. During her 30 years at CCL, much 
of her work has focused on using leadership 
assessments and stretch assignments in the 
development of leaders. One of her projects helps 
groups improve their leadership processes by 
examining the critical outcomes of those processes: 
agreement on direction, aligned work, and mutual 
commitment to the group.23
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190 PART II Managing Across the Talent Life Cycle

Current Workplace Training Issues
A number of new types of training methods and approaches are emerging. The first of these 
is mindfulness training. Mindfulness is a state in which a person allows themselves to be 
in the present moment and also learns to notice things around them in a nonjudgmental way. 
Initial research shows that mindfulness training can lead to important outcomes like reduced 
employee stress and better sleep.25 According to some estimates, 22% of large employers offer 
mindfulness training to their employees, including Target, General Mills, and Google.26

A second recent training issue is gamification. Gamification might include training 
that is made into a game or simply competition among employees in terms of scores on 
their training performance (e.g., earning badges, test scores after training). The assump-
tion is that it can increase trainee motivation and engagement. Although the number of 
vendors selling gamified training solutions is increasing quickly, the published research on 
gamified training is very limited, and the results do not lend themselves to simple recom-
mendations for implementing gamified training in organizations. For example, employees 
with a lot of gaming experience (e.g., video games) may prefer gamified training, while 
others may not. Although gamification of training may hold promise, more research is 
needed about how and when to implement it and for whom it is most effective.27

Onboarding New Employees
Onboarding (or organizational socialization) is the process of helping new employ-
ees adjust to their new organizations by imparting to them the knowledge, skills, behav-
iors, culture, and attitudes required to successfully function within the organization. Good 
onboarding can lead to positive outcomes for both organizations and individuals such as 
better new employee role clarity, feelings of connectedness with coworkers, confidence in 
their new role, higher performance, better job attitudes, and higher retention.28 The goal of 
onboarding is to make sure that new employees have the information, orientation, training, 
and support they need to be successful.

Effective Organizational Onboarding
Organizations can follow several onboarding best practices to set the stage for new employ-
ees’ success. One way to think about how organizations can best direct their onboarding 
efforts is to focus on how to welcome, inform, and guide new employees.29 It is important for 
new employees to receive resources such as websites, internal discussion boards, materials, 
on-the-job training, and additional training programs to help them learn what is expected 
of them and how to do their job well. 

The orientation program, a specific type of training designed to help welcome, 
inform, and guide new employees, is a great way to give new employees the information 
they need in a short amount of time. However, a key problem with orientation programs 
can be that they impart too much information all at once. To solve this, Zappos spread the 
process out over 5 weeks. And at the Ritz-Carlton Hotel Company, employees spend 2 days 
with management and dine in the hotel’s finest restaurant. They are introduced to the com-
pany’s intensive service standards, team orientation, and its own language.30 Organizations 
such as Microsoft, NASA, and PwC think of onboarding as lasting 1 year and beyond.31

Organizations may assign a “buddy” or peer to help a new employee with answers to ques-
tions, a tour of the facilities, and someone who checks in with the new employee on an ongoing 

Mindfulness 
training  Teaches 
a person to be 
present in the 
moment and 
to notice things 
around them in a 
nonjudgmental way

Gamification  
Training that is 
made into a game 
or competition 
among employees 
in terms of scores 
on their training 
performance

Onboarding 
(organizational 
socialization)  
The process 
of helping new 
employees adjust 
to their new 
organizations by 
imparting to them 
the knowledge, 
skills, behaviors, 
culture, and 
attitudes required 
to successfully 
function within 
the organization 

Orientation 
program   
A specific type of 
training designed 
to help welcome, 
inform, and guide 
new employees

Executive 
coaching  
Individual advice 
and counseling 
to managers 
regarding their 
work and careers
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191CHAPTER 8 Training, Development, and Careers

basis. Other programs might be to assign mentors to 
newcomers. New employees who receive guidance from 
organizational insiders such as their coworkers, manag-
ers, and mentors are more successful than those who are 
left to find their own guidance. Research has also consis-
tently shown that organizational insiders are important 
for helping new employees adjust.32

What Can Newcomers Do? Effective 
Newcomer Onboarding Behaviors
Newcomers may feel overwhelmed during the adjust-
ment process, but the good news is that much of their 
success is in their own hands. Seeking feedback and 
information, socializing with coworkers, networking, seeking to build relationships with 
managers, and framing things positively to themselves all help newcomers adjust (see Table 
8.1).33 Research shows that newcomers who actively seek out information not only receive 
more of it but also get more ongoing attention from their managers.34

Evaluating the Effectiveness of Training Programs

LO 8.4 Identify the major categories of criteria for assessing training effectiveness.

There is a lot of pressure for HR departments to demonstrate the effectiveness of training 
programs. Evaluating a training program can show where the program may be falling short 
and how it can be adjusted or improved to better meet an organization’s needs. Organiza-
tions that do evaluations—and do them well—not only can justify the use of organizational 
resources for training but also can improve their current program to make it even more 

Manager’s Toolbox
WHAT CAN MANAGERS DO TO MAXIMIZE ONBOARDING SUCCESS?

 • Make the first day on the job special.

 • Implement formal orientation programs.

 • Develop a written onboarding plan for every 
new employee.

 • Consistently implement onboarding.

 • Monitor and update onboarding programs 
over time.

 • Use technology to help facilitate but not 
hinder the process.

 • Engage organizational stakeholders in 
planning.

 • Develop onboarding milestones and 
timelines. 

Source: Information summarized based on research by 
Talya Bauer.

TABLE 8.1 What Can New Employees 
Do to Maximize Onboarding Success?

 • Gather information
 • Manage first impressions
 • Invest in relationship development
 • Seek feedback
 • Show success early on

Source: Information summarized based on research 
by Talya Bauer.
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192 PART II Managing Across the Talent Life Cycle

effective. The increasing use of data analytics in organizations provides a number of advan-
tages for quickly getting metrics regarding the success of a training program. 

Measures of Training Effectiveness
The dominant framework for classifying different measures of training effectiveness is the 
Kirkpatrick framework. Kirkpatrick’s model classifies training outcomes into four catego-
ries of training evaluation criteria: reactions, learning, behavior, and results. The criteria 
can be conceptualized as existing on four levels, from the lowest and most basic (reactions) 
to the highest and most robust (results) (see Figure 8.4).

Reactions criteria have to do with assessing how trainees react to the training, namely, 
whether they liked it. For example, an organization may send a survey to trainees after 
they have completed the training program, asking them whether they enjoyed the train-
ing, thought the training was interesting, or liked the trainer. College course evaluations 
that ask students what they thought about the course, the instructor, or the materials are 
reactions criteria that you are probably very familiar with. One important point, of course, 
is that while training reactions can be important to training effectiveness, they do not nec-
essarily indicate whether the training actually increased employee knowledge or, even more 
important, whether the training actually transferred to the workplace in terms of increased 
performance. However, trainees’ beliefs that the training was actually relevant and useful to 
their jobs have been shown to be related to transfer.35

The next level in the framework is learning criteria, or whether the trainee actually gained 
some sort of knowledge or skill while in training. For example, a company may train its employees 
on the use of a new software system to track the delivery of its product to customers. To evaluate 

the training, the company might give the employ-
ees a test at the end of the training in which the 
employees show that they can use the software 
effectively. Note that this is a major step up from 
simply asking whether the trainees liked the 
 training or thought it was effective.

Still, just because the trainees have gained 
knowledge or skill as the result of training does 
not in itself indicate the training is beneficial 
to the organization. For example, a company 
may provide training about safety practices 
on the job, and the employees may be able to 
pass a test about safe practices as a result of 
the training. But maybe the types of practices 
described in the training are not relevant to the 
employees’ jobs. Or maybe the training will 
not transfer into actual safety behavior back at 
work because supervisors are not supportive of 
it. This is where the next level in Kirkpatrick’s 
model, behavior, comes in. Behavior/behav-
ior criteria refers to actual behavior on the job, 
perhaps as measured by the supervisor.

Reactions 
criteria  The 
assessment of 
how trainees 
react to training 
such as whether 
they thought it 
was valuable

T
ransfer

Results
Were there improvements in key organizational indicators attributable

to training such as increased pro�t or decreased accidents?

Behavior
Did job behavior change?

Learning
Did the trainees demonstrate new knowledge or skill from training?

Reactions
Did the trainees like the training?

Do they believe that it was relevant to the job?

FIGURE 8.4 Kirkpatrick’s Four Levels of 
Training Outcomes

Sources: Goldstein, I. L., & Ford, J. K. (2002). Training in organizations: 
Needs assessment, development, and evaluation (4th ed.). Belmont, 
CA: Wadsworth Cengage Learning; Kirkpatrick, D. L., & Kirkpatrick, J. D. 
(2006). Evaluating training programs: The four levels. San Francisco, 
CA: Berrett-Kohler.

Learning criteria  
Measures of 
whether the trainee 
actually gained 
some sort of 
knowledge or skill 
while in training 

Behavior/
behavior criteria  
Actual behavior on 
the job that is an 
outcome of training
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The final and highest level of Kirkpatrick’s training criteria is results criteria, or 
whether the training actually translates into improvements in organizational outcomes 
such as profits and performance. Using the safety example presented here, the company 
may be able to demonstrate that, as a result of the training program, accidents actually 
decreased company-wide and employee injuries and medical claims as a result of injuries 
decreased. 

One of the most challenging aspects of training evaluation is demonstrating that the 
training outcomes are actually tied back to business objectives—that is, to results criteria. 
The use of analytics in organizations can be particularly helpful in this regard, allowing 
decision makers and managers to see whether training is affecting training outcomes, such 
as learning, and how these are impacting business outcomes, such as performance. The key 
is to be able to measure these training outcomes accurately—not just quickly and cheaply. 
For example, an organization may implement a two-part training program, finding that 
the training increases employee skill levels and sales but does not increase quality. Armed 
with this information, decision makers can determine how to tweak the program to provide 
better results. For example, Bloomingdale’s tracks its sales associates’ knowledge acquisi-
tion, retention, and application. It can track this by employee and by store. Bloomingdale’s 
can also analyze employee knowledge and tie it back to employee behavior and results.37 
In short, the linkage between training and organizational performance can be clearly 
illustrated in ways that can aid in organizational decision making—an approach used by 
 Allstate Insurance and discussed in the opening case.

Spotlight on Data and Analytics
HARNESSING ANALYTICS TO ENHANCE AND EVALUATE TRAINING

The development of more high-tech analytics 
in recent years has led to significant 
opportunities for organizations to more 
effectively manage and evaluate their training. 
First, the measurement of training outcomes 
in organizations has become more easily 
accessible to organizational decision makers. 
As an example, Xerox evaluates its training in 
terms of efficiency (e.g., number of trainees 
completing a training program; program cost), 
effectiveness (e.g., knowledge assessment 
scores), outcomes (e.g., whether the learner 
is engaging with the training program, such 
as website visits), and alignment (e.g., the 
training function’s net promoter scores 
within the organization). These types of 

outcomes can help organizational managers 
make more informed decisions about what 
people are learning and how training can be 
improved. A key here is to make these outcome 
measures relatively easy and affordable for the 
organization to collect. 

Similarly, automation resulting from the use 
of artificial intelligence (AI) in organizations 
may also enhance training functions. AI can 
be used to follow up with learners to reinforce 
certain key learning points, or it can be used 
to survey learners to assess their knowledge 
retention. In short, AI may become a 
significant tool for enhancing learning in 
organizations.36

Results 
criteria Whether 
the training 
actually translates 
into improved 
organizational 
outcomes
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Career Development and Management

LO 8.5 Analyze the factors associated with effective career development and 
management.

Another important aspect of development relates to one’s career. Career management is 
the continual process of setting career-related goals and planning a route to achieve those 
goals.38 Understanding career management in the context of training and development is 
important because the needs of employees change over time.

Career Management Activities
Three categories of career management activities include work performed, personal relation-
ships, and education. First, work performed includes job rotation, which refers to employ-
ees who work on different assigned jobs within the same organization. Job rotation allows 
employees to develop a variety of skills and helps them to be more informed about various 
aspects of the business and to be exposed to different individuals, teams, and  departments 
across the organization. At Raytheon, its multiyear job rotation program is a leadership 
development program that helps employees gain valuable leadership skills across a variety 
of settings within the organization.39 Second, organizations can give people challenging or 
stretch assignments. Specifically, employees are given a task, project, or responsibility that is 
outside their current KSAOs. Challenging assignments can groom employees for manage-
ment positions. The key is not to stretch employees so far that they fail.

Second, personal relationships at work are important. Relationships with managers 
can help make or break an employee’s career. In addition, other organizational members 
or even someone outside of the organization may be helpful in mentoring employees to 
achieve positive career outcomes. Research consistently shows that having a mentor can 
help employees’ career outcomes such as compensation, promotions, and career satisfac-
tion.40 Third, employees may seek additional education to help them develop skills either at 
their own expense or via reimbursement from their organization. 

Career Movements
Sometimes an employee’s career path is defined, and redefined, by promotions, transfers, 
and even demotions. A promotion, when an employee is given a greater amount of respon-
sibility within their job, is often accompanied by a pay increase because of the additional 
level of work. A transfer refers to an employee making a lateral move to part of the organi-
zation (domestic or international) without a major change in job duties, responsibilities, or 
compensation. Transfers can be helpful both for the organization (the better use of employ-
ees) and to address employee needs.

Are Managers or Employees Responsible for Career Management?
Both organizations and individuals play an important role in career management. For 
example, strong career management pays off at Genentech, one of Fortune’s “100 Best 

Career 
management  
The continual 
process of setting 
career-related 
goals and planning 
a route to achieve 
those goals
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Companies to Work For.” Genentech invested heavily in one-on-one career consulting, 
webinars, mentoring programs and support, career assessments, and short online video 
clips to help employees think about their careers in new ways. All of this led to an employee 
turnover rate of nearly 6% versus the industry average of 11%, and in 1 year alone, it helped 
retain 76 high-potential employees.41 For individuals, career management strategies include 
seeking mentoring relationships, understanding your own strengths and weaknesses, set-
ting career goals, and taking on challenging assignments. Some best practices for both indi-
viduals and organizations are noted in Table 8.2.

TABLE 8.2 Career Development and Management Best Practices

BEST INDIVIDUAL PRACTICES 
FOR CAREER DEVELOPMENT 
AND MANAGEMENT

BEST ORGANIZATIONAL PRACTICES 
FOR CAREER DEVELOPMENT AND 
MANAGEMENT

 • Build relationships.  • Invest in career development.

 • Seek mentors, including peer-to-
peer mentors.

 • Career development is aligned with 
employees’ personal goals as well as 
corporate objectives.

 • Develop self-awareness of your 
own strengths and weaknesses.

 • Develop a culture that values, supports, 
and rewards learning.

 • Set career goals and review them 
on a regular basis.

 • Managers are given training on how to 
help employees with career development.

 • Create a plan for developmental 
activities aligned with your career 
goals.

 • Accountability for career development 
exists.

 • Take on challenging assignments 
in areas related to your career 
goals.

 • Employees are provided with the 
processes, information, tools, and 
resources they need to develop their 
careers.

Sources: Based on information contained in Berkeley Human Resources. (n.d.). Career 
planning: Career development action plan. http://hr.berkeley.edu/development/career-
development/career-management/planning/action-plan; Lam, N., Dyke, L., & Duxbury, L. 
(2006). Career development in best-practice organizations: Critical success factors. Optimum, 
The Journal of Public Sector Management, 29, 22–30.

CHAPTER SUMMARY

Organizations invest significant resources in train-
ing and development, and this investment can lead to 
increased performance. The best practices described 

in this chapter include conducting a training needs 
assessment, considering trainee and organizational 
characteristics when developing a training program, 
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196 PART II Managing Across the Talent Life Cycle

choosing the appropriate training methods for the 
situation, and measuring training outcomes that 
are tied to organizational objectives. Guidelines for 
how to actually implement these best practices in 

organizations are summarized in Table 8.3. When 
done well, training forms part of overall career devel-
opment, which benefits both the employee and the 
organization.

KEY TERMS
needs assessment 181
self-efficacy 184
trainee motivation 185
metacognitive skill 185
training transfer 185
eLearning 187
role-plays 189

case studies 189
games and simulations 189
executive coaching 189
mindfulness training 190
gamification 190
onboarding (organizational  

socialization) 190

orientation program 190
reactions criteria 192
learning criteria 192
behavior/behavior criteria 192
results criteria 193
career management 194

TABLE 8.3 Key Questions Human Resource Executives, Chief Learning Officers, and 
Business Leaders Should Ask About Training

For training in general throughout the organization or business unit:

 • Have we invested sufficiently and wisely in training- and learning-related activities in our 
organization? How do we know?

 • How have we determined and prioritized our most important training needs?
 • How clear are we about the competencies we will need to compete successfully? How clear are 

we about where the gaps exist?
 • What have we done to diagnose our organization’s learning environment?
 • What are we doing to make our organization more conducive to learning?
 • What do you need me to do to send the right signals to our employees about the importance of 

training and learning in our organization?
 • How will we know that our overall efforts in training and development have an impact? What 

evidence do we expect to see?

Source: Reproduced from Salas, E., Tannenbaum, S. I., Kraiger, K., & Smith-Jentsch, K. A. (2012). The science of training 
and development in organizations: What matters in practice. Psychological Science in the Public Interest, 13, 74–101.

Get the tools you need to sharpen your study skills. SAGE edge offers a robust online environment featuring  
an impressive array of free tools and resources. 

Access practice quizzes, eFlashcards, video, and multimedia at edge.sagepub.com/bauerbrief
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HR REASONING AND DECISION-MAKING EXERCISES

EXERCISE 8.1: EVALUATING TRAINING PROGRAMS

The Kehoe Company, which specializes in the sales of medical office software, has decided to provide training for 
its salespeople. The training includes live role-plays and online training about the products themselves.

To evaluate the program, the company assessed sales performance and product knowledge in the year before 
and after the training. The company compared employees in two regions, Atlanta (the trained group) and 
Houston (who were not trained). The two groups were considered equivalent in terms of their performance 
and demographics. All metrics are on a 10-point scale.

The following table shows the results of the training evaluation for the two offices. The metric used to evaluate 
the training is a composite of sales volume and a measure of employees’ product knowledge.

OFFICE PRETRAINING COMPOSITE 
(AVERAGE) OF SALES 
PERFORMANCE AND 
PRODUCT KNOWLEDGE

POSTTRAINING COMPOSITE 
(AVERAGE) OF SALES 
PERFORMANCE AND 
PRODUCT KNOWLEDGE

SAMPLE 
SIZE

Atlanta (trained) 8.4 9.2 449

Houston (untrained/
control)

8.5 8.7 398

Questions

1. Overall, based on these numbers, how effective would you say the training program is?

Next, the company decided to evaluate the effects of the training program on the two metrics separately. The 
first table shows a measure of average employee sales performance for the two offices pre- and posttraining. 
The second table shows a measure of product knowledge for the two offices pre- and posttraining.

OFFICE PRETRAINING JOB 
PERFORMANCE (SALES)

POSTTRAINING JOB 
PERFORMANCE (SALES)

SAMPLE 
SIZE

Atlanta (trained) 8.0 9.4 452

Houston (untrained/control) 8.5 8.6 398
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OFFICE PRETRAINING PRODUCT 
KNOWLEDGE TEST

POSTTRAINING PRODUCT 
KNOWLEDGE TEST

SAMPLE 
SIZE

Atlanta (trained) 8.8 8.9 449

Houston (untrained/control) 8.5 8.8 403

2. Based on these numbers, what would you say is the effectiveness of the training program with regard to each of 
the training outcomes?

3. If the company wanted to adjust the training program, what would you recommend?
4. A colleague argues that sales numbers seem to be up as a result of the training program, so it doesn’t matter 

whether employees showed an increase in product knowledge. What would be your response to that argument?

EXERCISE 8.2: INTERPRETING TRAINING AND SAFETY 
KNOWLEDGE ANALYTICS

The following table shows the average knowledge of safety practices related to chemical leak emergencies at a 
chemical plant, based on a sample of 221 chemical plant employees.

The employees were given a knowledge test at the time they were hired. They were then given the test again at 
multiple time points after their original hire date. They were trained on safety procedures at 3 months posthire.

TIME OF HIRE/
BASELINE
JOB 
KNOWLEDGE 
TEST SCORE 
(OUT OF 100)

1 MONTH 
POSTHIRE

2 
MONTHS 
POSTHIRE

3 
MONTHS 
POSTHIRE 
ONLINE 
SAFETY 
TRAINING

4 
MONTHS 
POSTHIRE

6 
MONTHS 
POSTHIRE

9 
MONTHS 
POSTHIRE

12 
MONTHS 
POSTHIRE

55 60 64 88 80 76 74

The data presented here are sometimes called a time-series quasi-experimental design that can be used in eval-
uating the safety training program.

Questions

1. These data indicate a slight increase in the employees’ mean performance on the emergency safety procedures 
knowledge test at baseline and for the first 2 months after they are hired (prior to the online safety training). 
What are some possible reasons for this effect?
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2. There is a “bump” in the employees’ performance on the knowledge test immediately after they are trained. 
However, their knowledge then begins to decline over the next several months. What are some possible rea-
sons for this effect?

3. Why would employees’ knowledge in this particular domain decline, even though they are on the job? Put 
differently, wouldn’t their working on the job continue to maintain their knowledge of emergency safety 
 procedures? Why or why not?

4. Safety is a top priority in companies such as this one. If you were a manager, what could you do to remedy this 
decline in knowledge level among employees posttraining?

ETHICAL MATTERS EXERCISE: THE TRAINING OF  
ETHICS IN ORGANIZATIONS

We discussed the fact that ethics have been integrated into SHRM’s competency model as a key competency. It’s 
not surprising, then, that many organizations have integrated the training of ethics into their training curricula. 
This might include training in more general ethical issues such as diversity training. Or it might be more specific 
to certain types of jobs, such as how to handle monetary transactions, gifts from clients, or conflicts of interest. 
There have been recent discussions about the ethical issues faced by those working in the high-tech industry and 
how what they do can affect millions of lives. (Critics say that this sort of ethical training is not discussed enough 
within the high-tech industry, much less trained.) Still, other organizations do provide explicit training focused 
on ethics. For example, the National Institutes of Health (NIH) offers annual ethics training for its employees on 
 understanding rules and issues such as those for gifts and financial conflicts of interest.42

Questions

1. Do you think people violate ethics because they lack training (i.e., they don’t know what is ethical and 
 unethical) or see some advantage to their unethical behavior? Give examples to support your opinion.

2. Find an example in the news or in the HR literature of an organization charged with ethics violations. 
What did the organization do right? What could the organization have done differently?
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