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Abstract 

This research study aims to explore the current practices, policies and roles of training 

and development (T&D) within Jordanian banking organisations. It is an exploration of 

all the issues concerning T&D practices in terms of how the T&D process is conducted 
(how training needs are assessed, how T&D is delivered and how T&D programmes are 

evaluated); exploring top managers', T&D and HRM personnel's attitudes towards the 
importance of T&D in improving employees and organisational performance and the 

strategic position and roles of T&D in their organisations. This study aims to investigate 

all the problems and challenges that face T&D activities and searches for practical 

suggestions to improve the effectiveness of these activities. Finally, it aims to contribute 
to the understanding of HRD in differing cultural contexts. This research is mainly 
focused on top managers', T&D and HRM attitudes and viewpoints (perception) towards 
the research objectives. 

The research has adopted a multi-methods approach. The data were gathered through a 
combination of semi-structured interviews with 15 top managers and a survey 
questionnaire addressed to the persons responsible for T&D within the targeted 

organisations. All Jordanian banking organisations were targeted in this study rather than 

a representative sample of these organisations; however, a purposive sampling strategy 
was used in choosing the participants of this study. In total, 15 top managers and 38 T&D 

and HRM managers took part in the study. The study reveals that, in the majority of the 

organisations, there is an absence of systematic employee training needs assessment and 
of effective procedures for evaluation. The banks prefer to send their employees to 

external training providers rather than train them in the banks. The most commonly used 
delivery method is off-the-job training, namely lectures, seminars and case studies. T&D 
is not characterised by strategic human resource development criteria (SHRD) and it 

plays a reactive rather than a proactive role in these organisations. T&D improves 

employees' skills, knowledge, attitudes and behaviour, but it does not increase 

employees' commitment and satisfaction. Also, T&D does not impact on profit, 
innovation and change, sales, absenteeism, turnover rate, job satisfaction and cost saving 
in their organisations, but it increases customer satisfaction, quality service and 
productivity. T&D faces many problems: lack of motivation among employees to attend 
T&D programmes; inaccurate TNA processes; poor training planning in terms of 
contents and delivery methods; sending inappropriate persons to the training programmes 
and lack of on-the-job training. To improve T&D effectiveness the researcher 
recommends many actions and decisions which need to be undertaken, as shown in 

sections 6.10,7.6 and 8.2.4. 

Finally, this study contributes to knowledge on the academic and practical levels as one 
of the first attempts at empirically investigating the nature and the extent of strategic 
T&D activities in Jordanian banks, identifying the main concerns and problems which 
face T&D activities, in addition to recognizing the vital roles of T&D in improving the 
organisations' performances. Thus, it raises the general understanding of the current T&D 

practices and management in Jordanian banks. It has brought together a large body of 
knowledge in management T&D, T&D in Arab countries, strategic T&D and T&D and 
performance relevant literature and unifies diverse schools of thoughts into one 
integrative perspective. This research integrates, refines and extends the empirical work 
conducted in the field of T&D in developing countries, since there is a lack of such 
studies. It raises some of the implications for managers and consultants, such as 
considering employees' motivation, enthusiasm and willingness, T&D time, the 
importance of incentive reward when managing T&D. This study provides useful 
guidelines in the form of the critical elements and factors that can enhance success in 
T&D in terms of TNA, training implementation, methods and evaluation process. The 

study also proposes several directions for future research. 
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Chapter One: Introduction 

The aim of this chapter is to provide a significant introduction to the study. It includes 

five sections. Section 1.1 provides a background to the study. Section 1.2 presents the 

research aims and objectives and section 1.3 discusses the rationale for research 

questions. The need for the study is presented in section 1.4 and, finally, section 1.5 

presents the organisation of the study. 

1.1 Background to the Study 

Organisations are surrounded by different political, economical, social and 

technological changes which create challenges to which they need to pay attention 

regardless of their size, location and industry (McCracken and Wallace, 2000; Nolan, 

2002). These complex challenges have been characterised by the globalisation of 

economic activity, fragmentation of markets and the rapid introduction of new 

technologies infrastructure. These new and continuous economic conditions and 

changes have challenged the organisations to learn how to manage or confront these 

new changes quickly and successfully; also, they have created a need to introduce 

new innovative products and services within high quality standards and competitive 

prices to meet customers' needs (Ulrich, 1997; McCracken and Wallace, 2000). 

Human resource management (HRM) has become a critical issue for organisations in 

recent years. The growing interest and concern with HRM has developed primarily 

because, for many years, organisations have used a number of factors as tools for 

creating superior performance and sustaining competitive advantage, which are 

considered as ultimate strategic objectives for any organisation. However, those 

traditional factors have become less powerful than they once were; what remains, as a 

crucial and differentiating factor is people and how they are managed (Pfeffer, 1994; 

1998; Ulrich, 1997). Increasingly, organisations are relying on their human assets - 

the knowledge, competence and capabilities of their workforce - as a source of 

success. By its nature, the banking industry, according to Nolan (2002), is a labour- 

intensive service industry, depending on the social and technical skills of its people, 

their hard work and commitment for its success. It is, therefore, imperative for the 

organisations to develop effective HRM practices and policies that will enable them to 

attract, retain and motivate competent employees who will, in turn, contribute to the 

successful achievement of organisational objectives. 
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Therefore, an organisation's people are valuable assets that help the organisation to 

implement and achieve its corporate strategies and objectives successfully. They are 

the source of getting the work done effectively and efficiently and the source of 

innovation and creativity. Much attention has been given within organisations to 

human resource development (HRD) activities, particularly to training and 

development (T&D), which aims to prepare and provide people with the required new 

skills, knowledge, methods and work strategies to carry out their current and future 

responsibilities. Organisations should understand the critical role of HRD through 

T&D and should invest more in systematic T&D activities as the way to increase 

human capital, which is considered an important base for the success of any 

organisation (DTI et al., 2000). 

Many authors have argued that, in order to deal with the continuous environmental 

challenges, organisations must understand the vital role that learning and development 

will play in ensuring their survival. Accordingly, every organisation must recognise 

the importance of developing the knowledge, skills and abilities of its employees 

(Mondy et al., 1999). This requires serious consideration to be given to HRD which, 

in today's changing world, is seen as fundamental to the evolution of a flexible, 

efficient workforce (Garavan, 1991; Nolan, 2002). Hughes et al. (2004) argue that, in 

recent years, there has been renewed interest in the importance of education and 

training in furthering the goals of economic progress, fuller employment and social 

integration. This resurgence of interest coincides with a new emphasis on life-long 

learning, both responding to rapid changes in the organisation and technology of 

economic activity as well as increasing uncertainty and flexibility in labour markets. 

In a similar vein, Nolan (2002) contends that few academics or practitioners are likely 

to dispute the potential impact that T&D can have on organisational success. It plays a 

critical role in raising the quality of service offered, particularly in service industries 

where service quality continues to be a vital characteristic distinguishing one 

company from another. Mullins (1998) also maintains that training is potentially one 

of the most important motivators. It is a key element in the ability, morale, job 

satisfaction and commitment of staff, and in the improved delivery of service, and 

customer relationship and economic performance. 

T&D is supposed to provide employees at all management levels with the up-to-date 

skills, knowledge and information needed to perform their responsibilities effectively 
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and efficiently. T&D plays a very important role in human improvement to meet an 

organisation's strategic objectives. T&D is defined as "a planned, continuous effort 

by management to improve employee competency levels and organisational 

performance" (Mondy et al., 1999: p. 254). The distinction between `training' and 

`development' is that training is concerned with enhancing and improving 

individuals' skills, knowledge, behaviour and attitudes in order to be able to conduct 

their current job effectively, while development activity is concerned with developing 

individuals' skills, knowledge, attitudes and behaviour in order to be able to conduct 

their future job effectively. Nevertheless, although training is concerned with current 

or present jobs, its benefits may continue throughout the employees' entire career and 

help in preparing them for future promotion. Werther and Davis (1996) assert that the 

distinction between training (now) and development (future) is often blurred and, 

primarily, one of intent. Therefore, in this study they were treated as being one 

activity. 

There is a huge argument among authors regarding T&D effectiveness in achieving or 

increasing organisational performance. Most organisations have evaluated their T&D 

activities to determine if they have improved the performance and productivity of the 

organisations. However, proving T&D effectiveness in achieving organisational 

performance criteria, such as profit, quality, customer satisfaction, return on 

investment (ROI) and market share, is not an easy task which means that this stage 

(evaluation) in the training process is ignored in most organisations (Burrow and 

Berardinelli, 2003; Grove and Ostroff 1990; Redshaw, 2000; Shandler, 1996). That 

difficulty is due to many factors: T&D benefits accrue over a long period of time; 

there are many other intervening variables; there are many other factors that could 

influence employees' performance; most T&D outcomes are subjective, complex and 

difficult to be measured (Shandler, 1996; Redshaw, 2000; Burrow and Berardinelli, 

2003). Redshaw (2000) suggests that, when evaluating the effectiveness of T&D on 

organisational performance, organisations should not try to evaluate the effectiveness 

of the organisation as a whole, but break the evaluation down into smaller workable 

fields. As a result of the difficulties of measuring or proving the effectiveness of T&D 

on the final organisational results, T&D has been considered in many organisations as 

a waste of money and time, a cost which needs to be minimised and as an ineffective 

process in attending to the organisation's objectives which, as a result, excludes T&D 

policies and strategies when formulating an organisational strategy. 
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In recent years many authors and commentators have argued that T&D should be an 

influential activity in the organisation, in terms of helping the organisation to gain 

superior performance and achieve its strategies or objectives, playing a more effective 

role in the organisation and shifting from playing just a reactive role to playing a 

proactive role. In order to be so, HRD activities should be strategic, that means 

integrating and deriving HRD activities' strategies, policies and plans with, and from 

the overall organisation strategy, policies and plans (Garavan, 1991; Garavan et al., 

1995; Lee 1996; McCracken and Wallace, 2000; Nolan, 2002; Berge et al., 2003; 

Walton, 1999). Garavan (1991: p. 1 8) defines strategic HRD (SHRD) as, "the strategic 

management of training and development, and of nianagennent professional education 

interventions, so as to achieve the objectives of the organisation, while at the same 

time, ensuring the füll utilisation of the knowledge in details and skills of individual 

emnployees". Also, Harrison (1997) argues that SHRD involves the configuration of 

T&D with the organisation's missions and goals. Therefore, the main ideas of SHRD 

are that T&D should be integrated and linked with the organisation's strategic 

planning process, should be supported by top management and line managers, should 

have clear formal strategies, plan and policies, should participate in formulating the 

organisation's corporate strategies and objectives and should play a proactive role, 

rather than consisting of reactive interventions designed to response to the specific 

organisational problems. Further exploration of this concept is provided in Chapter 3 

of this thesis. 

In Arab organisations, training is supposed to be the most crucial factor facing 

development in the third world. Murrell (1984) states that few people would disagree 

that one of the most important challenges facing the third world is the training and 

development of its people. However, practically in most Arab organisations T&D is 

not recognised as an important strategic organisational function which contributes to 

the organisation's success. Instead, it is viewed as a vacation activity or leisure time 

which is given to some people, usually to the managers' relatives and friends. In 

Arab countries T&D has been influenced by Arab executives who work within a 

social structure where family and friendship play important roles in their management 

style and leadership. So, there is a conflict between what should be done relating to 

the T&D decision and what is constrained by the organisational culture (Bahar et al., 

1996; Taylor, 1996; Abdalla and Al-Homoud, 1995; Wilkins, 2001). Abdalla et al. 

(1998) found that Arab countries perform some aspects of the management of T&D in 
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a way consistent with modem management theories and practices, but still they are 

highly deficient in the training needs assessment (TNA) and programme evaluation 

phases. 

Moreover, Agnaia, (1996) found that assessing T&D needs by performance reports or 

by bosses' views does not always reflect the true situations and needs of employees 

because they may be unclear, may not have been prepared recently, or may be subject 

to family, kinship, tribalism and friendship ties. In addition, western T&D managerial 

practices, programmes and techniques have been used and applied in these 

organisations without any consideration being given to whether they work in the 

context of the socio-cultural environment of these organisations. As a result, the 

application of these practices does not usually work, so it remains a waste of time, 

resource and effort. 

1.2 Research Objectives 

It could be argued that this study is an exploratory attempt conducted in the context of 

the Jordanian banking sector, aims to add more to, enrich, and fill the gaps in the 

literature of management T&D, SHRD, T&D management in Arab countries.. In one 

sentence it is an exploratory study conducted in Jordanian banking organisations, 

aiming to explore the current practices of management T&D and evaluating its 

strategic position and role in helping the organisations to improve their performance. 

Therefore, this study is specifically concerned with achieving the following research 

objectives. 

1. To explore current management T&D practices in Jordanian banks; 

management of Training Needs Assessment (TNA) process, T&D delivery 

and management of training evaluation process. 

2. To explore the strategic position and role(s) of T&D function in Jordanian 

banks: specifically, to identify whether existing T&D function is characterized 

by the strategic HRD criteria provided by Garavan et al. (1995); to discuss the 

roles of T&D function in terms of helping the organisation to implement, 

shape and/or formulate its corporate objectives and strategies based on Lee's 

(1996) Training Maturity Model; to discover if T&D improves employees' 

and organisational performance. 

3. To identify the most important concerns, problems, and challenges that may 

face T&D functions and programmes in Jordanian banking organisations, 
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including challenges of transferring skills and knowledge into work places 

and applying western managerial practices. 

4. To propose practical suggestions, based on the participants' viewpoints to 

tackle T&D problems and challenges that exist in Jordanian banking 

organisations. 

5. To contribute to the understanding of HRD in differing cultural contexts. 

Therefore, a comparison among bank groups is to be made to identify whether 

Jordanian bank groups share the same T&D management, practices, roles, 

problems and challenges. 

1.3 Research Questions 

This research is concerned with answering the following exploratory questions. 

1. What are the current T&D management practices in Jordanian banking 

organisations in terms of how is Training Needs Assessment (TNA) 

conducted, what are the training delivery methods and how is training 

evaluation and follow-up conducted? 

2. Is the T&D function strategic, mature and effective in terms of helping 

Jordanian banks to improve their performances? 

3. What are the main problems and challenges that could influence the 

effectiveness of T&D in Jordanian banks? 

4. What needs to be done to tackle the main problems and challenges of T&D to 

improve its effectiveness? 

1.4 The Need for the Study 

The importance of this study comes from the increasing interest in T&D in the world 

in general, and in Jordan in particular, to develop, improve and upgrade the 

performance of human resource to achieve the required level of effectiveness and to 

remain successful. The review of the relevant literature on T&D, SHRD, T&D in 

Arab organisations and on the impact of HRM activities on organisational 

performance (provided in Chapters 2 and 3) shows a real need for this study. The 

review of the literature on SHRD shows that this concept is a relatively new trend in 

looking at T&D as an important strategic function that could influence or help in 

improving the organisational performance through linking T&D plans and strategies 

to the overall business strategies. SHRD, or strategic T&D, is not found in most 

organisations. Much work is needed in this relatively young academic discipline (Lee, 
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1996; Garavan et al., 1995; McCracken and Wallace, 2000; McCarthy et al., 2003). 

Most successful organisations look forward to seeing the time when T&D will be 

proactive in terms of being the tool by which the organisations' strategies will be 

formulated, or help in shaping the organisations' strategies, rather than playing a 

reactive role in terms of implementing the organisations' strategies. The literature 

shows that T&D in most organisations is still reactive and sometimes an isolated, 

stand-alone process, planned interventions designed to react to the current 

organisational needs (Lee, 1996). Eastgate (2000), Kirkpatrick (1979), Bedingham 

(1997) and Redshaw (2000) argue that, although T&D plays a critical role in 

organisational performance, it is viewed very differently in different organisations. It 

may be considered as an unnecessary, underused and unrecognised function. Some 

organisations find that T&D does not contribute to employees' commitment; 

sometimes T&D is considered as a costly function which consumes much money and 

time, but it is just a waste of money and time in some organisations. In addition to the 

difficulties in measuring and evaluating the impacts of T&D in financial terms, the 

management in most organisations does not believe in the importance of T&D in 

improving the overall organisational performance, since T&D could not prove its 

effectiveness in terms of calculating ROI. Garavan (1991,1995 and 1999) provides a 

SHRD model by which T&D could play proactive roles and impact on the final 

organisational results. The literature shows that these models need more studies to 

explore and examine them. Nolan (2002) believes that much more work needs to be 

done in the field of HRD. As long ago as 1970, Leonard Nadler remarked, "one of the 

challenges presented today is hoiv to assist small organisations in developing their 

human resources" (Walton, 1999: p. 325). So, this study explores whether T&D is 

characterised by Garavan's (1991) SHRD criteria and explores where T&D roles 

could be categorised within Lee's (1996) Training Maturity Model; in other words, it 

evaluates the strategic position, role or degree of T&D in Jordanian banks. Also, it 

aims to explore the motivation to provide T&D in Jordanian banks and how T&D is 

considered there. 

Arab countries have given more attention to T&D by agreeing that T&D is the 

appropriate approach to overall development. In Jordan T&D has been a subject of 

increasing interest and debate in recent years. There is an obvious continuous change 

nowadays in Jordan toward more privatisation, globalisation and more direct foreign 

investment because Jordan is more open to the world than other Arab countries. This 
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change has required more attention to managerial practices in general, and to T&D in 

particular, to improve the Jordanian workforce. However, the literature review on 

T&D in Arab organisations shows a lack of relevant studies in the field of T&D 

practices and management. However, there are few available studies which revealed 

the need for more studies to fill the gaps in the field of the current T&D practices and 

management in Arab countries. The literature shows that, in many Arab organisations, 

training is still not recognised as an important organisational function which 

contributes to the organisation's success. Instead, it is viewed as a vacation activity or 

leisure time which is given to some people, normally to the managers' relatives and 

friends. That indicates that T&D and other managerial functions have been influenced 

negatively by socio-cultural factors resulting from Arab culture. T&D is viewed as a 

waste of money and time since, usually, T&D programmes/functions are based on 

western managerial principles and training programmes. This raises the question of 

whether or not these western managerial methods and techniques work in Arab 

organisations in the context of the current culture. 

Moreover, the literature shows that, in most of Arab countries, T&D is not conducted 

in a professional manner, in terms of TNA, nominating the trainees, implementing the 

programmes and evaluating the programmes. In this regard, Abdalla and Al-Homoud 

(1995), Bahar et at. (1996) and Abdalla et at. (1998) argue that many Arab 

organisational practices, in terms of their T&D management, are deficient because of 

the lack of systematic planning, implementation and the evaluation phases. In 

addition, T&D is a stand-alone process or concrete event rather than an important part 

of an overall organisational strategy of improvement. Other important findings from a 

few previous studies are that T&D programmes are influenced largely by personnel 

connections, nepotism, sectarian and ideological relationships and friendships that 

reflect cultural pressures. 

T&D in Arab organisations does not work, although they spend much money and 

effort. Therefore, this study adds more to the Arab T&D literature by exploring the 

current T&D practices and situations in the Jordanian banking sector, identifying all 

of the T&D problems and challenges and searching for practical solutions to these 

problems. In supporting the need for this research, Durra (1991) suggests that 

systematic empirical studies ought to be researched in Jordanian organisations 
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regarding T&D, designing training programmes and evaluating their outcomes; until 

now littler has been done. 

The review of the literature on T&D-organisational performance and evaluating T&D 

effectiveness shows that there is still a need for many empirical studies in the field of 

understanding the processes by which HR practices might have an impact on 

organisational performance. The lack of empirical studies in this field is largely 

because of the difficulties in measuring HR activities impacts on organisational 

performance empirically (Snyder and Sadri, 1995; Kirkpatrick, 1979; Eastgate, 2000; 

Redshaw, 2000). In addition, it shows the following points. 

" There is a lack of previous empirical studies linking HR practices to 

organisational performance. In general, the relationship between HRM 

practices and organisational performance has been neglected in empirical 

studies (Guest, 1997). 

" Most of the available studies have emphasised or studied the impact of 

bundles of HR practices, rather than individual HR components to exploit the 

potential for complementarities or synergies among such practices. 

" Very few studies have examined the impact of training on organisational 

performance, such as Russel et al. (1985). 

" The popular literature which examines the impact of HRM practices on 

employees' behaviour, improving organisational effectiveness, thus providing 

competitive advantage is the most controversial (Worsfold, 1999). 

" Most of the available empirical studies have revealed different and/or 

conflicting findings and results. 

Moreover, Horwitz (1999) asserts that there is still a lack of appropriate robust studies 

on the practical implications of SHRM and SHRD. There is an unresolved debate 

regarding best practice HRM models versus contingent, resource-based views and 

firm-specific approaches. Also, Dyer and Reeves (1995) and Wright et al. (2003) 

argue that there is still a need for many other empirical studies in the field of HRM- 

performance and in understanding the processes by which HR practices might have an 

impact on performance, since very little empirical research has examined multiple 

potential linkages. 
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Therefore, the main significance of this study lies in being the first overall exploratory 

study which aims to explore current T&D practices, situations and roles in Jordanian 

banks and to explore T&D strategic position and strategic role in improving 

organisational performance. Jordanian banks were chosen as the subject for this study 

since, by their nature, banking organisations are people-oriented; their success 

depends to a large extent on their employees' competences and capabilities. Although 

banking organisations are well known for the obvious attention they pay to training 

and developing their employees and, although these organisations appear to spend 

more money on T&D than do any other organisations in Jordan, nevertheless, many 

of their employees and regional managers claimed that what these organisations 

provide for them is not effective, is not enough and does not work. That was what the 

researcher found in her preliminary study that aimed to formulate the research 

questions and objectives based on real managerial problems before starting her 

research. In banking organisations, top managers are considered as the key decision 

makers; their commitment and support is very important for T&D success. Also, T&D 

and HRM managers are considered as the most knowledgeable people, in terms of 

T&D issues, therefore, they were chosen as respondents for this study. Both 

qualitative and quantitative approaches were used in order to achieve the study 

objectives because using both approaches provides the researcher with greater insights 

into T&D issues. 

1.5 Organisation of the Study 

This thesis contains eight chapters. 

Chapter One: `Introduction'. This chapter provides an overview of the background to 

the study. Also, it presents the research objectives and questions in addition to the 

significance and the need for the study. 

Chapter Two: 'The Context of the Research'. This chapter provides a useful 

discussion of the context in which the current research has been conducted. In 

addition, this chapter identifies the true lack of previous studies in the field of T&D in 

Jordan and other Arab countries, therefore, it raises the importance of this study. 

Chapter Three: `Strategic Human Resource Development (SHRD), Effective Training 

and Development (T&D) and Organisational Performance'. It provides a review of 

the literature related to human resource development (HRD), T&D and Strategic HRD 
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(SHRD). This includes T&D definitions, roles, objectives and SHRD criteria. 

Moreover, this chapter provides a systematic approach to T&D and, finally, it 

includes some aspects of organisational performance, in relation to T&D, as the way 

for evaluating T&D effectiveness and contributions to an organisation's performance. 

Chapter Four: `Research Methodology and Design'. This chapter aims to present an 

extensive investigation of the methodological issues concerning this study. It starts 

with an overview of the research design and philosophy including the type or 

approaches of research, followed by justifications for the chosen study research 

methodology and design, including the population and the sample. In addition, in this 

chapter the two main data collecting methods used in this research for primary data 

collections are discussed, namely, semi-structured interviews and personally 

administered questionnaires, in terms of their design, structure, content and all other 

issues related to each method. Finally, the chapter ends with discussion and 

justification of the statistical methods and techniques appropriate to answer the 

research questions and objectives. 

Chapter Five: `Quantitative Data Analysis'. This chapter aims to present the results 

of the questionnaire responses (quantitative data). However, the findings of this 

chapter, together with the findings from the interviews, are discussed in Chapter 7. 

Chapter Six: `Qualitative Data Findings and Analysis'. The main aim of this chapter 

is to present and analyse the qualitative data produced from the semi-structured 

interviews. In addition, this chapter aims to present the analysis from other qualitative 

data resulting from further comments of the questionnaire participants. The chapter 

includes the following sections: top managers' view points about the strategic position 

of T&D in their organisations; top managers' views on the importance of T&D to 

their organisations' performance; top managers' views on T&D problems and 

obstacles; general questions regarding top managers' satisfaction or otherwise with 

the T&D function in their organisations; top managers' view of the application of the 

acquired skills and knowledge and what they think, as decision makers, needs to be 

done to improve the T&D situation. 
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Chapter Seven: `Discussion of Overall Quantitative and Qualitative Data and 

Findings'. In this chapter, the results of data analysis presented in Chapters 5 and 6 

are discussed. It provides a thorough discussion for each result which has emerged 

from both data analyses (quantitative and qualitative). It triangulates the findings from 

both the questionnaire and the semi-structured interviews. In addition, comparisons 

with other related studies are provided in this chapter. It could be said that this chapter 

is the most important one in this research. It links all the chapters of the study 

together; it is about interpretation, triangulation and linking the theory with the 

practical issues related to T&D. 

Chapter Eight: `Conclusions, Implications and Directions for Future Research'. This 

chapter summarises the major findings of this study. In addition, contributions and 

limitations of the study as well as directions for further future research, are presented. 
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Chapter Two: The Context of the Research 

2.1 Introduction 

Arab countries have-recently paid more attention to management training and 

development and managerial personnel as they recognised that achievement of 

modernisation, development, organisational effectiveness, competitiveness and 

globalisation required, in addition to the capital funds and government commitment, a 

well-qualified and skilled workforce. The insufficient supply of competent, educated 

and trained people, especially managers, is one of the most critical features of 

developing countries, including Arab countries, which has led Arab governments and 

businesses to pay more attention and efforts to management development (Atiyyah, 

1993; Al-Madhoun et al., 2003). Under European colonial rule, Arab managers 

learned about modem management principles and practices. However, after 

independence they suffered from different problems relating to the lack of talented, 

competent, well-educated, efficient and trained people and the lack of professional 

and managerial staff, which have become critical factors of development in these 

countries (Al-Faleh, 1987; Atiyyah, 1993). Arab countries declared the 1980s as the 

decade of administrative development. However, little research has been done about 

management T&D (Abdalla and Al-Homoud, 1995). 

Al-Faleh (1987) and Durra (1991) argue that, in Jordan, there has been frequent 

debate on the value of increasing the country's development. There are those who 

believe that T&D leads to no substantial improvement in management performance, 

while others believe that the problems do not lie in the concept of T&D itself, but 

rather with the training methods, materials and teaching approaches being used. 

According to Atiyyah (1993), some Arab countries, including Jordan, rely heavily on 

the indigenous managerial workforce, while the oil-rich Gulf States tend to recruit 

large numbers of foreign qualified staff, including managers. This, in turn, creates 

another problem regarding whether western managerial theories, principles and 

practices could be applied in Arab organisations or not. Many researchers, training 

specialists and managers in the Arab states describe training effectiveness in their 

countries as being generally "low". That refers to many reasons and implies doing so 

many things to handle T&D problems in Arab organisations. Moreover, Atiyyah 

(1993) contends that management development in the Arab countries is at the low 

commitment low activity stage due to the lack of recognition of its contribution in 

13 



improving organisational performance. The lack of well qualified, educated and 

trained managers, in addition to the lack of professional managerial staff, has affected 

development projects and activities negatively. As a result of the lack of competent 

people, individuals with minimum qualifications and experiences occupy very 

professional, important jobs (Al-Tayeb, 1986; Sadiq, 1980). 

Jordan, like any other Arab country, has been influenced by traditions of family, tribe, 

village and religion. More information about Jordan is available in Appendix A. Muna 

(1980) points out that Arab managers live and work within a social structure where 

family and friendship are the dominant attitudes. Therefore, this chapter presents the 

context of this research. It provides what has been found regarding to T&D in Arab 

organisations. It is important to say that there is no extensive literature to be found 

relating to T&D practices in Arab countries, particularly in Jordan. Specifically, this 

chapter aims to identify and explore the main cultural, social and organisational 

factors that influence managerial practices, including T&D effectiveness in Jordan 

and other Arab countries. In addition, it aims to raise the issue of whether or not 

western managerial techniques or practices could be applicable to Arab organisations. 

Also, it aims to provide a general background relating to the management T&D in 

Arab countries, in terms of training need assessment, designing training programmes, 

training techniques and methods, and the ways in which T&D effectiveness are 

evaluated. Moreover, the experiences of some Arab countries regarding managing 

T&D function or programmes are explored. 

2.2 Factors that Influence Managerial Practices in Arab Organisations 

Jordan and other Arab countries share the same culture, social values and norms, 

religion and language, irrespective of the differences of political and economical 

issues. These socio-cultural factors influence managerial styles and practices, 

including T&D. Arab people, like those in many other nations, have their own culture 

that affects their life aspects, including managerial practices. The strong roots of Arab 

culture stem from history, religion, traditions and the past and present philosophical, 

political and economical ideologies. Arab culture has a great influence on the 

individuals and managerial practices and behaviour and on all types of management 

development programmes offered (Al-Faleh, 1987). Ali (1995) goes further by saying 

that management practices are a product of culture and individual understanding, 

which are derived from social norms, values and beliefs. 
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Al-Faleh (1987) summarizes cultural influences on the Arab managerial styles. 

" Organisations' employees act with respect and conformity in the formal 

hierarchy of authority; an authoritarian management style is predominant. 

" An organisation's members are motivated by affiliation and power needs 

rather than by performance objectives; hence, social formalities are very 

important. 

0 Managers show high commitment towards social obligation and objectives 

over business performance objectives. 

0 Kinship and friendships ties are very important for successful group and team 

working. 

0 Nepotism is regarded as natural and accepted. Thus, managers view their 

organisations as family units and value loyalty over efficiency; also, they have 

strong adherences to the open-door tradition as an integral part of underwritten 

or informal organisational structure. 

" Time and punctuality are of less concern than in western culture and managers 

rely on family and friends for getting things done within the organisation. 

"A low trust climate and political gamesmanship characterises organisations, 

together with close information system. 

Socio-cultural influences resulting from Arab culture and Islamic rules and principles 

affect and shape all Arab life aspects, including managerial practices. Regarding the 

social value and norms, they play a crucial role in shaping work values and 

commitment. In this regard, Ali (1995) argues that Arab managers are people-oriented 

and value that approval of their peer group associated more than individual fame. 

Muna (1980) contends that family, friends and community largely affect Arab 

managers' thinking, thoughts, beliefs, decisions and practices. 

On the other hand, religion and family are very important influential factors in the 

Arab community. Their effects are more obvious than demographic or organisational 

variables. Ali and Shakhis (1991) argue that a family man is the ideal Arab manager 

who looks after his family business and is willing to lend a helping hand when 

required. He is normally honest, wise, generous and committed to his extended family 

and community. In Arab society family plays an important role in creating a system 

that implies and creates loyalty and obligation, which each family member should 

respect. Thus, Arab people believe strongly in personal and social contact 

relationships as important elements for more efficiency rather than formal procedures. 
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Al-Faleh (1987) argues that Arab people rely more on family power, nepotism and 

social relationships to get things done within the organisation, rather than relying on 

personal qualification, experiences, abilities and training. 

Islam is the religion of the vast majority of Arabs. It influences and shapes Arab 

people's life aspects. Islam is based on belief in God, hard work and equality among 

people. It also emphasises honesty, trust, loyalty and flexibility (Ali, 1995). Any 

organisational change must take Islamic work ethics and norms into account (Ali, 

1996). In this regard, Pezeshkpur (1978) conducted a study aimed to compare Middle 

Eastern and American managerial characteristics. He found the following results. 

" Middle Eastern managers believe that God actively controls their activities, 

duties and jobs. This implies that these activities and duties should be based on 

Islamic work ethics and principles. 

" The position of an individual is determined by his family position, name and 

power, and on his personal, social contact and relationships. So, as long as 

your family is strong and well-known, and as long as you have the ability to 

make a wide social and personal relationships and communication, you will 

get every thing you want even if you do not have the rights, qualifications or 

experiences. In other words, even if you do not deserve it. 

" Arab managers consider the importance of loyalty. So that, when the choice 

between loyalty and competences takes place, people with poor qualifications 

can undertake a very high position with the support of a series of supervisors' 

recommendations (favouritism, nepotism). Therefore, loyalty is the only 

determining factor, authority is rarely delegated, rules and procedures are 

flexible, recruiting and appointing people is based on social ties, personal 

relationships and family power are more important than good qualifications 

and education or experience. As a result of all these issues, organisational 

performance will be affected negatively. 

" On the other hand, American managers are less affected by religion, social 

value and norms. Status is achievement-oriented. 

" Individuals are recruited to fit the design and functions of the organisation. 

" The conception of loyalty can apply to non-human entities such as an 

organisation. 
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Moreover, the socio-cultural factors, the economical and political environment 

influence Arab management practices. In this regard, Atiyyah (1993) argues that a 

high degree of political instability has led Arab businessmen and managers to favour 

low-risk, short-term investment. In making their decisions, they rely mainly on their 

intuition and business sense rather than on relevant and reliable information. Al-Faleh 

(1987) describes Arab management planning as reactive and crisis-oriented rather 

than proactive. Innovation, creativity and change are activities which are mostly 

punished, not encouraged. An Arab organisation is a closed information system with 

low-level disclosure to organisation stakeholders, constant change and high level of 

uncertainty of work. 

Arab managerial style is described simply by many people as paternalistic and 

authoritarian leading to the centralisation of the decision-making process. 

Consultative styles of decision-making are the dominant styles, carried out based on a 

person-to-person basis, thus avoiding group meeting. Moreover, decisions are made in 

an informal and unstructured manner (Al-Faleh, 1987). Managers who adopt a 

personalized style normally ignore formal structures and rules. Therefore, 

centralisation, authority, power, prestige and symbols are highly valued in Arab 

societies. All management positions and jobs differentiate according to the level of 

authority. Ali (1989) and Muna (1980) argue that Arab managers prefer the 

collectivism style in their decision making rather than individualism. In other words, 

consultation style, which is one of the most important political principles of the 

Islamic work ethic, is the dominant style. Atiyyah (1993) classifies Arab managers' 

style into two types: traditional and modem. The traditional style is characterised by 

the refusal of female employment and the use of interest-bearing business to adopt 

universally accepted modem work methods and value, such as efficiency and hard 

work. On the other hand, modem managers are characterised by the utilisation of 

modem management techniques and practices, but they practise nepotism and 

favouritism. 

Thus, many Arab researchers have argued that national culture has its effect on the 

individual, as well as on organisational performance in Arab organisations. Socio- 

cultural factors create concerns for the effectiveness of transferring western 

management T&D programmes into Arab organisations, which tend to concentrate on 

seniority rather than merit, reactive managerial style instead of being proactive. Also, 
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where nepotism and favouritism are the ways in which work gets done rather than 

fairness, qualifications and work objectives. In this regard, Atiyyah (1993) argues 

that, in Arab organisations, behavioural changes directed to battle nepotism, 

favouritism, family power and authoritarian decision making and personalised 

management style should be encouraged. As has been shown, such cultural-social 

factors negatively influence managerial practices, including management T&D. That 

is when, for example, a training programme is designed and involves trainees who 

attend the programme, not because they need it, but because they are relatives or 

friends of the top or line managers or any of the HR staff (nepotism, favouritism and 

kinships ties and relationships). However, management development can play an 

important role in changing, or at least modifying, such bad practices resulting from 

socio-cultural factors, through concentration on good or health organisational 

attitudes and skills which are culturally supported and do not conflict with the social 

norms and values. 

2.3 Do Western Managerial Development Techniques and Programmes Work in 

Arab Organisations? 

Developing countries, including Arab countries, have invested heavily in resources, 

time and effort to adopt managerial development practices and theories developed in 

western developed countries. Most Arab organisations are well equipped with state- 

of-the-art communication and data processing technologies and use western-made 

systems and techniques. Much of the hardware and software used in Arab 

organisations is western in origin; however, the ways in which these techniques and 

programmes are used and managed are different. The questions are: Do these theories 

and practices work in Arab organisations? Does what is working in American or 

British organisations work in Jordanian or any other Arab organisations? Some argue 

that it should be; others argue that the social-cultural environment in developing 

countries has built-in features which could be described as inhibitors of development, 

which provokes an external locus of control in an individual life: religiosity and 

familism make individuals prefer the well-being in their family and tribe in 

preference to their won individual well-being (Weber, 1958). Therefore, it could be 

argued that western managerial methods, theories and practices transferred to Arab 

organisations mostly do not work as they do in western organisations. Many Arab 

researchers have argued that the overemphasis on family ties and interpersonal 

networks, in addition to the cultural differences in the Arab countries, may make the 
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application of any foreign managerial practices and theories difficult. Thus, serious 

considerations should be made before any attempt is made to transfer western 

managerial practices and theories to Arabic culture. 

In this regard, it is important to mention Hofstede's (1980) study on this matter, which 

has done a lot of research on international cultural differences. He suggests that four 

cultural dimensions distinguish between developed and developing countries. 

1. Power distance: "the extent to which a society accepts the fact that power in 

institutions and organisations is distributed unequally" (Hofsted, 1980: p. 45). 

2. Uncertainty avoidance: "the extent to which a society feels threatened by 

uncertain and ambiguous situations by providing career stability, establishing 

more formal rules, not tolerating deviant ideas and behaviours, and believing 

in absolute truths and attainment of expertise" (Hofsted, 1980: p. 46). 

3. Individualism: implies a loosely knit social framework in which people are 

supposed to take care of themselves and their immediate families only, while 

collectivism is characterized by a tight social framework in which people 

distinguish between in-groups and out-groups; they expect their in-groups 

(relative, clan, organisations) to look after them and, in exchange for that they 

feel they owe absolute loyalty to it. 

4. Masculinity denotes: "the extent to which the dominant values in society are 

`masculine' that is, assertiveness, the acquisition of money and things, and not 

caring for others, the quality of life, or people" (Hofsted, 1980: p. 46). 

Kanungo and Jaeger (1990) have characterised that the socio-cultural environment of 

the developing countries compared to the developed countries is relatively high on 

uncertainty avoidance and power distance and low on individualism and masculinity. 

Uncertainty avoidance dimension has influenced developing countries business 

performance through making individuals unwilling to accept risks and organisational 

change and individuals tend to be dependent on outside forces for life outcomes, also 

to develop an external locus of control (fatalism beliefs and thoughts). 

Low individualism and collectivism implies that an individual's identity is derived 

from his/her membership in family and community's values and social norms. 

Moreover, work for the individual is not for self-fulfilment or self-expression; rather, 

it is a means to maintain the family, to provide for the well being of aged parents, 
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spouse and children. Hence, employees accomplish their tasks and jobs not achieving 

job objectives or for achieving self-fulfilment and expression, but to acquire money to 

live. The high power distance in developing countries has implied that managers and 

employees accept their respective positions in the organisation's hierarchy and 

operate from these fixed positions. Managers do not view employees as people like 

them; neither do the employees consider them as their managers. Low masculinity 

implies that the orientations of employee are towards people or personalized 

relationships rather than towards performance. Thus, people perform their duties not 

because they want to achieve job performance goals, but to satisfy some affiliative 

social needs and obligations. 

Wilkins (2001) conducted a study that aims to investigate the appropriateness of 

western specific management development programme (British NEBS Management 

(NEBSM) qualifications) and to identify the factors that may impact upon its 

effectiveness in the Arabian Gulf region. In particular, the study aims to assess 

whether language and/or certain aspects of culture either hinder student learning and 

development or present particular difficulties for trainees or trainers. He found that 

both trainees and employers agree that the content and assessment methodology of 

the NEBSM programmes are relevant and appropriate for the Gulf region. Low 

ability in communicating in English was identified by trainees and trainers as the 

biggest problem-preventing student learning and effective participation on 

management development programmes. 

Wilkins (2001) warns that, when using foreign expatriate trainers, there is always the 

danger that the local needs will not be accurately or adequately assessed or 

understood. There are many aspects of the local culture that may be unfamiliar to 

expatriate trainers, such as organisational culture and the allocation of responsibilities 

within organisations, local labour economics, the influences of religion and the 

expected style of leadership and communication. 

He also provides very important strategies which foreigner trainers need to be aware 

of. As most Arabs prefer to talk rather than to read or write, trainers need to use face- 

to-face interaction to produce the trust, support and encouragement that are required 

for trainees to learn effectively. The school systems in the Gulf States generally 

encourage students not only to respect their teacher, but also never to question or 

challenge them. Therefore, it may be difficult for a trainer to assess accurately their 
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own performance, as trainees offen prefer to be uncritical. Moreover, it is necessary 

for trainers to be creative with regard to the learning strategies they adopt and the 

training materials they use if they are to motivate the interest of students and 

overcome the cultural barriers to achieving effective learning. They also have to be 

good communicators with strong interpersonal skills and they need to be supportive 

and able to empathise with students in order to motivate them and ensure their 

participation in class activities. It can sometimes be particularly difficult to get 

females participating in mixed gender groups, because males and females are 

segregated in many aspects of day-to-day life. 

Wilkins (2001) reports that most trainers reported that it is difficult to teach local 

Arab trainees in the same style that they would to trainees from English-speaking 

countries. Trainers have to explain many of the expressions and much of the jargon 

they use. If they do not, despite the fact that students do not understand, they will not 

ask for clarification or explanation; more likely they will just sit quietly perhaps 

nodding their heads as students who understand what is said might do. This happens 

because trainees will not want to expose their weaknesses in front of others, who may 

perhaps also be their work colleagues. While it may be that local Arab candidates are 

unfamiliar with technical terms, many which often derive from Western culture, 

trainees often do not adequately understand everyday language particularly informal 

language. 

To avoid social-cultural influences on managerial practices, Mendonca and Kanungo 

(1996) argue that developing countries could not radically overhaul their social- 

cultural environment, rather, they can superimpose on the indigenous work culture of 

western management techniques and practices. This implies that, when employees 

arrive at work, they have to leave their cultural baggage and pick up it at the end of 

the work. However, transferring western, managerial development techniques and 

programmes to the developing countries, including Arab countries, does not work; not 

because of any problems or deficiencies of these techniques and programmes, but 

because they are transferred without any regard to their congruence with the local 

work culture and conditions (cultural differences between developed and developing 

countries). 
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Cultural fit is the most important consideration and should be given more attention 

when transferring western managerial practices and techniques. In this regard, Smith 

and Bond (1993) have noted that management development programmes are not 

context free but, in fact, depend on the cultural baggage of the participants and their 

organisations. Therefore, for successful application of programmes, techniques and 

processes, these programmes and techniques should fit the internal work culture that 

involves norms, values and attitudes of an organisation's managers and subordinates 

who are responsible for effective implementation of these programmes and 

techniques. 

To overcome the socio-cultural constraints and obstacles many steps need to be taken 

into account. Organisations need to apply systematic systems, processes and 

procedures for effective performance in such a way that remove negative cultural 

values, beliefs and attitudes, while building on those values and beliefs which have 

the potential to enhance the effectiveness. Managers need to function in their jobs as 

mentors or coaches instead of in a highly controlled and authoritarian style; also, 

through increasing employees' self-efficiency by removing bureaucratic and other 

organisational constraints and making gradual increments in employees' task 

complexity and responsibility accompanied by necessary training. 

Moreover, Arab organisations, which rely on ready-to-use western T&D programmes 

and techniques, or organisations that apply and utilize western managerial theories 

and practices, need to be aware of the application of these theories, practices and 

techniques in their workplace environments. Thus, when transferring western 

managerial and developmental theories, programmes and practices, Arab 

organisations should take into account their unique organisational and national 

culture. In other words, it is important to familiarise western development managerial 

theories, practices and trainers with cultural characteristics of the Arab societies and 

local organisational conditions because what are suitable for western organisations 

may not be suitable for local Arab organisations needs and conditions. Moreover, 

training contents and curricula must be written for Arab participants or carefully 

selected and modified, if necessary, from available foreign sources. 
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2.4 Management T&D Problems and Obstacles 

T&D faces different problems and obstacles in Arab organisations. Atiyyah (1993) 

argues that the effectiveness of most training programmes in Arab countries is 

generally low, due to the inadequate need analysis or assessment, irrelevant curricula, 

unparticipative training techniques and lack of reinforcement. Moreover, training is 

not considered an important function to be conducted regularly; instead, it sponsors 

symposia, occasions or events in which a number of theoretical papers on current 

topics are presented to a large invited audience. 

In Jordan, little literature was found relating to the management T&D; however, Al- 

Tayeb (1986) highlights the following T&D problems and obstacles in Jordan: 

" theoretical approach in training programmes 

" relying on lectures and group discussion as primary T&D methods and 

techniques 

" lack of top management support and partnership 

" huge workloads because of over centralisation, the need for competent trainers 

and the scarcity of training and scientific material. 

Moreover, in Arab organisations, training often concentrates on middle and low-level 

management only, rather than on top management level. Al-Hadad (1996) sets out 

some important points regarding management T&D in Arab organisations. 

" Most training programmes are described as the widely used approach, because 

they are applied by several organisations without distinction. 

" Organisations normally tend to adopt the training-related-to-cost approach. 

Thus, they reduce training costs without giving any attention to the quality of 

the programme. 

" The training function is just a group of lectures followed by certificates rather 

than a complete system and systematic process. 

Another important problem regarding T&D situations in Arab organisations is that 

training is considered as a "stand alone" process with no ties or links to other 

organisational parts of the total development system (Abdalla and Al-Homoud, 1995). 

In some Arab organisations training time is viewed as vacation or leisure time for 

trainers who leave their current jobs for the lecture room or a game for fun time. This 

means that Arab organisations do not consider the strategic importance of T&D 

functions to achieve organisations' corporate objectives and strategies. 
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However, the effectiveness of T&D functions and programmes depends upon the 

country's availability of economic, political and social support and the financial and 

technical facilitates. Stifel et el. (1978) suggest that, for a successful administrative 

reform plan to build professional capabilities, training objectives should be consistent 

with the future work requirements. Also, it is important to make training as local as 

possible to ensure its effectiveness by keeping external training limited to a few 

specialists, who save costs and are preferable to the local capabilities in the training 

and research field. However, most of training programmes and reform plans 

conducted within Arab organisations were ineffective and inadequate. Al-Tayeb 

(1986) views development level as modest, while Atiyyah (1993) views it as low. Al- 

Humoud (1989) argues that the concentration on achieving quantitative outcomes 

from T&D programmes intentionally draws the attention away the more significant 

qualitative criteria of effectiveness. Durra (1991) contends that the training institutes 

have failed to realise any significant change in the attitudes and practices of Arab 

managers, and refers to a number of obstacles: 

" lack of a comprehensive, well-integrated national plan for administrative 

development programmes 

" lack of co-ordination among agencies 

" lack of top management leadership and commitment 

" lack of well-experienced personnel, trainers and consultants who can plan, 

implement and evaluate these administrative reforms programmes. 

In fact, T&D is not taken seriously in many Arab organisations, particularly 

government sectors. Thus, the benefits of T&D is underestimated or not appreciated. 

T&D is viewed, at most times, as a waste of time and money (Al-Humoud, 1989). 

There are so many important reasons behind the ineffective T&D programmes in 

Arab organisations. According to Al-Fathaly and Chakerian (1983) and Al-Tayeb 

(1986), these are: 

" diverse attitudes among Arab managers 

" lack of competent and qualified trainers 

" inadequate facilities 

" non-specific policies. 
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Moreover, as mentioned before, Arab organisations have been influenced by different 

socio-cultural factors and faced many new challenges and changes. Arab managerial 

practices, including management T&D, are influenced by family status, tribal 

affiliation, religion ethic and rules and personal connections and loyalty. Kinship ties 

and personal contacts are highly valued in Arab managerial practices. Atiyyah (1993) 

argues that Arab managers spend their time or invest more in strengthening their 

bases within their organisations and cultivating their personal relations with their 

supervisors more than developing their competencies. Moreover, Abdalla and Al- 

Homoud (1995) argue that personal connection, nepotism, sectarian and ideological 

affiliation negatively influenced training effectiveness. 

Such social-cultural influential factors and personal skills are not found in western 

management development. This raises the question of whether or not western 

managerial theories and practices work in Arab organisations in the context of Arab 

culture, and whether they work in situations where favouritism, nepotism and 

individualism are widespread and used instead of qualifications and experiences to 

get things done. Arab culture is different from western culture; that is why it is 

difficult to apply western theories successfully in Arab organisations. Although many 

Arab organisations use or apply western managerial theories, practices, programmes 

and techniques, they do not pay any consideration to whether they work there or not, 

whether they fit Arab culture, social norms and rules or not. Therefore, there are 

many considerations that need to be made when applying or transferring western 

curricula, theories and training practices in Arab organisations relating to cultural fit, 

translation problems from language to language and trainees' ability to communicate 

if the trainers or trainees are foreign (Abdalla and Al-Homoud, 1995; Marouf and 

Rehman, 2004; Al-Humoud, 1989; Al-Athari, 2000; Albahussain, 2000). 

Successful T&D programmes require a supportive culture that encourages and 

facilitates innovation, change and creativity, and emphasises the importance of T&D. 

It requires top management commitment, leadership and appreciation of the 

importance of T&D in achieving the organisation's objectives and strategies. In Arab 

organisations this supportive culture is rarely found; instead, there is an organisational 

culture in which innovation, creativity and change are not encouraged activities, but 

rather punished activities. Change is always resisted rather than encouraged. To 

tackle managerial development problems and obstacles, Arab governments should 
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support management development; specialists should conduct a large number of 

research projects. 

Many establishments of public institutes for administrative studies have been found 

already. Their function is to design and implement managerial training programmes 

and conduct short and long-term programmes for lower-middle-level managers. 

Moreover, much effort, money and time has been given to applying administrative 

reforms to development plans, including T&D programmes (administrative 

development plans), consistent with a comprehensive development plan, to redress 

many managerial problems, develop national manpower and to adapt environmental 

and functional changes and challenges (Al-Tayeb, 1986). 

T&D needs to be considered as an important organisational function rather than a 

stand-alone process or, occasionally, an event held as a period of fun or leisure. T&D 

should be integrated with the overall business strategies and functions. So, many 

concepts and practices should be activated and developed in Arab organisations, such 

as manpower planning, performance appraisal and job analysis and description. In 

this regard, Hussey (1985) emphasises that training should not be for the sole 

improvement of the individual with the hope that it will benefit the organisation; 

rather it should be originally for the benefit of the organisation. T&D should also be 

viewed as an integral part of management work. Thus, it should consider individual, 

organisation and task needs and requirements; it should not conflict with the 

organisational policies and strategies, rather it should be part of them. Also, it should 

fit organisational and national cultural issues and factors. 

2.4.1 Training Needs Assessment (TNA) 

This stage is very important for designing and evaluating any training programme. It 

concerns determining the gap between what is happening in the organisation and what 

is supposed to happen in terms of people's behaviour according to their knowledge, 

skills and attitudes. The aim of this stage is to collect and analyse information in order 

to determine what is being done and what should be done in the future. Information is 

collected from organisational, operational (task) and individual levels and analysis. 

Bees (1994) state that assessing training needs is playing a very important role in 

identifying individuals who need to be trained, designing the programme that relates 

to the needs of both individuals and the organisation, allocating the required time, 
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determining the programme objectives and the required skills and determining the 

required resources for implementing the programme. 

TNA stage could be described as highly deficient in Arab organisations. Abdalla and 

Al-Homoud (1995) found that there are no specific or systematic practices or 

procedures for determining training and educational needs due to the lack of reliable 

information, turbulent political, economic and fast changing social environments. 

Others Arab researchers argue that the lack of job descriptions, clear performance 

appraisal and the approach used for assessing the development needs of employees 

are impressionistic and generalised rather than systematic. Agnaia (1996) argues that 

the unsystematic training approach occurs for two reasons: training programmes are 

not based on identified needs which have led to difficulties in evaluating these 

programmes; economical, political and social factors provide some constraints on 

these programmes. Arab organisations rely on different sources to get the information 

required to determine training needs mainly on supervisors, trainees themselves (self- 

assessment), but less on task or job requirements, description and manpower planning. 

Duna (1991) asserts that the aims of the TNA stage in Arab organisations are to find 

suitable trainers to develop and carry out training programme, to focus the 

programme on particular issues, to set up the programme objectives and measured 

evaluation criteria, to choose strategies to solve problems and to determine the 

required materials and equipments. He also categorises the methods by which training 

needs are assessed in Arab organisations as interviews, surveys, observations, focus 

groups and document examination. 

Agnaia (1996) found that the ways in which employees are selected to be trained 

mostly do not include any communication with the employees themselves. Thus, 

TNA is subject to the views, assessment and experiences of bosses and supervisors 

(perceptions). Therefore, without employees' views the objectives, design, approach 

and content of the programme may be the opposite of what it should be and fail to 

meet the employees' needs. Moreover, Agnaia (1996) argues that assessing training 

needs by performance records by bosses may not reflect the actual situation because 

this assessing is subject to family, nepotism, kinship and personal relationships 

between the supervisors and employees. 
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What is more, T&D in most Arab organisations is considered as a stand-alone process 

or, as was pointed out in Agnaia (1996), training is considered as a concrete event, 

rather than part of an overall organisational improvement programme or process. 

Agnaia (1996) also argues that few employees are selected on the basis of greatest 

need; bureaucratic policies and patronage play more important roles. Agnaia (1996) 

found that mangers who are in charge of assessing T&D needs are, usually, not 

specialists and they lack the necessary skills and knowledge for performing their 

tasks. Employees are sent to T&D programmes without proper needs analyses being 

conducted; employees try to get opportunities to attend T&D programmes regardless 

of whether they need these programmes or not in order to get a training allowance, or 

because these programmes are an essential basis of the promotion process, rather than 

being motivated to attend training programmes to improve their performance. 

More attention should be given to TNA, which determines the gap between what is 

happening and what is supposed to happen, in order to maximize organisational 

performance. TNA is very important and should be conducted based on a systematic 

needs analysis, including organisational needs analysis, job needs analysis and 

employees' and managers' needs analyses, in order to design a successful and 

comprehensive T&D programme. Since other training stages, such as setting training 

objectives, designing the programme, implementation and evaluation, depend on the 

TNA stage, it is difficult to conduct any of these stages successfully without selecting 

and determining who needs training in the organisation, based on the organisation's 

and employees' needs and requirements. The selection of trainees should be based on 

the employees' real performance needs rather than their personal and social 

relationships. The information regarding training needs assessment could be collected 

from different sources, as was mentioned before, such as interviews, surveys, career 

planning, performance appraisal record or report analysis, and so on (Al-Ali, 1999; 

Attiyah, 1993; Abdalla and Al-Homoud, 1995; Agnaia, 1996). 

2.4.2 T&D Programmes Design and Techniques 

The programme design stage relies on adequate and sufficient information resulting 

from TNA stage. Inadequate TNA in Arab organisations causes many other problems 

relating to the programme design. Many specialists and researchers criticise the 

curricula, managerial theories and practices brought from western organisations to be 

applied in Arab training programmes, which, mostly, suit western organisations only. 
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Juraysat (1982) suggests that these curricula and practices should be well tested to 

assess their applicability to the local situation and culture. Thus, to avoid a conflict 

between culture and management T&D, cultural differences should be taken into 

account when designing and implementing the programme. Attiyah (1993) 

recommends that T&D specialists should pay attention to many sensitive cultural 

topics that cannot be freely discussed, such as politics, religion, sectoral belief and 

Islamic work ethics. Therefore, it could be argued that the lack of systematic TNA 

leads to ineffective programme design. More effort and attention should be taken into 

account when transferring western managerial theories and practices relating to 

management training and development to fit with local condition and culture. 

With regard to training techniques and methods mostly used in Arab organisations, 

many specialists and researchers found that these methods are so limited; they include 

lectures and discussions as the most popular used techniques, while group discussion, 

case study and the role-playing are rarely used (Durra, 1988; Atiyyah, 1993). Durra 

(1988) argues that little attention is given to pictures, figures, tables and audio-visual 

technologies in any training programme. Using modem T&D techniques and methods 

is very important and needs to be given more attention in Arab organisations, but 

these techniques and methods, again, must fit the programme objectives, local 

conditions, peoples' attitudes and Arab culture. Arab organisations should provide 

updated training via modern techniques and methods suitable to the organisations' 

culture, peoples' attitude, experiences and work environment. 

2.4.3 Evaluation 

Evaluation is the most important stage of the training process, but the most ignored 

one. It is the stage that is most likely to be conducted in an unprofessional manner 

(Abdalla and Al-Homoud, 1995). Evaluation aims to collect all necessary information 

as a feedback to correct and develop training programme, to control the whole 

programme's stages and to ensure that training objectives are met consistent with the 

prepared plans. However, this stage is the hardest and the most difficult task in the 

training cycle. 

In Arab organisations evaluation is rarely found. That is because training is being seen 

as an overhead not an investment to be evaluated. In this regard, Al-Athari and Zairi 

(2002) conducted an empirical study in Kuwait organisations. They found that the 
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minority believed that evaluation is an important task, while the majority occasionally 

evaluate their training programmes through questionnaires, observation and 

performance records. Regarding the evaluation models, they found that most of the 

surveyed organisations rely on level one (trainee's reaction) of Kirkpatrick's 

evaluation model when evaluating their T&D programmes. 

Moreover, Atiyyah (1993) argues that evaluation methods in Arab organisations are 

highly subjective and their results have limited impacts on improving the on-going 

programmes or even designing new programmes. He also argues that the programmes 

were usually evaluated at the reaction level via questionnaires distributed to the 

trainees to give their opinions on the quality of instruction, programmes materials, 

suitability of the training techniques, etc. Abdalla and Al-Homoud (1995) contend 

that there are no specific follow-up procedures for evaluating the effectiveness of 

T&D programmes, in most Arab organisations the effectiveness of training 

programmes are evaluated based on the reaction level, instead of focusing on the 

results of training and the transferred knowledge to the workplace which are 

considered, according to Kirkpatrick, as the best evaluation systems, and focus on the 

effects of the application of information and learned concepts on the organisation 

performance. 

The most conunon evaluation challenges in Arab organisations are the cost of 

conducting this process, difficulty in finding evaluation methods, difficulty in finding 

evaluation quantitative financially criteria or language, time required to accomplish 

this process and lack of information needed for evaluation. 

2.5 T&D Current Situation and Practices in Arab Countries 

2.5.1 The Gulf Countries Experience with T&D 

Most of the available Arab T&D literature relates to some of the Gulf countries. The 

Arab Gulf states are Bahrain, Kuwait, Oman, Qatar, Saudi Arabia and the United 

Arab Emirates. The huge oil and gas reserves of the Arab Gulf countries have made 

them some of the wealthiest countries in the world. These countries share with other 

Arabian countries the same language, religion, history and socio-cultural factors 

which influence all aspects of Arab life, including management T&D. However, these 

countries have huge financial resources resulting from their oil. 
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Wilkins (2001) states in his study that, since the early 1990s, Gulf countries have 

experienced slower rates of economic growth with relatively high birth rates and the 

increasing participation of women in the workforce; unemployment among nationals 

has become a serious problem, especially among the young. Thus, governments have 

developed a range of strategies to increase the participation of nationals in the labour 

force. These included the creation of national development plans, improving 

education at all levels and introducing vocational training. Wilkins (2001) also argues 

that, although in most of the Gulf countries there is a lack of reliable data on the 

amounts being spent on T&D, it is widely known that it has increased significantly 

during the last decade. A survey by Wilkins (2001) of large business organisations in 

the United Arab Emirates found that 73 per cent had a formal training and 

development strategy, 68 per cent employed a training manager, 73 per cent had a 

training centre, 38 per cent employed six or more full-time trainers and 67 per cent 

delivered management development programmes. 

Wilkins (2001) found that much of the management development activity that is 

delivered by Gulf organisations is targeted at nationals. Many organisations are 

reluctant to invest in T&D for expatriate employees because they are expected to 

come already qualified and experienced in the first place and, because of the higher 

rates of labour turnover in the region, it is often felt that such investment is not cost- 

effective. Most of the management development that is delivered in the Gulf States 

closely resembles the curricula of western business schools. 

Regarding management T&D in the Gulf countries, many researchers have found that 

there is a lack of comprehensive training plans in the short and long term; there is no 

systematic and comprehensive training needs assessment process, no determination of 

the levels and types of the required training programmes, a lack of effective training 

programme and a lack of top management and line managers commitment and 

concern. Muna and Bank (1993) conducted a study based on 177 managers 

representing the six Gulf countries, the findings were: 

" the main factors which determine the success of managers are good education, 

training opportunities and career development 

" Gulf organisations rarely conduct systematic or formal training evaluation 

" the annual performance appraisal forms or requests are the primary source of 

training requirements 
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" Arab Gulf organisations spend three times as much money and time on their 

management development every year as their counterparts in UK and USA, 

but the benefits are very limited; hence, T&D must benefit the organisations 

more in a cost-effective manner. 

Furthermore, a study conducted by Al-Sanea (1989) emphasises that some 

organisations that use modem methods to develop their managers in a systematic 

manner depend heavily on Western experiences in T&D, such as career development 

systems, professional development programmes, individual development programmes 

and other programmes. However, these programmes are based on western work 

methods and principles; also on their culture, which makes these programmes and 

techniques not suitable for Gulf culture and environment. 

Abdalla and Al-Homoud (1995) argue that Kuwaiti organisations consider the 

importance of HRD as a means of ensuring the supply of a well-qualified and trained 

workforce required to face the challenges and changes in Kuwait. Therefore, Kuwaiti 

public and private organisations apply many administration development programmes 

in co-operation with foreign and local expertise. They apply most of the developed 

training techniques and most of the advanced training material applied in the UK and 

the US. However, these processes and development programmes face many obstacles 

and barriers, as in any other Arab countries, such as bureaucracies' inflation, 

malfunctioning and inefficient current T&D management. Al-Fathely (1995) in Al-Ali 

(1999) argues that T&D's obstacles related to the insufficient investment in T&D, the 

lack of systematic evaluation process, the lack of strategic linkage between 

organisations' strategies and T&D function. Most Kuwaiti organisations rely heavily 

on the expertise of foreign consultants and trainers rather than on local abilities. 

Abdalla and Al-Homoud (1995) conducted a study to examine the current 

management T&D practices adopted by private, public and joint ventures sectors. 

They found that: 

" in terms of TNA there are no specific practices and processes for determining 

the training and education needs in all of the surveyed organisations 

9 newly made programmes and the availability of written material are very 

important factors which affect the programme selection 

9 individual job position or specialisation, level of education and nationality are 

the most important factors for T&D selection 

32 



there are no specific follow-up procedures for evaluating the effectiveness of 

T&D programme in all of the surveyed organisations. 

On the other hand, Al-Otiby (1995) argues that some T&D programme participants 

are not interested in the programmes and they consider T&D as fun or leisure time, or 

they think that these programmes reveal their poor performance. Training in Kuwaiti 

organisations is normally not comprehensive; it focuses on low-middle management 

and few programmes are designed for high-level management. There is no interest in 

training incentive and there is a shortage of trainers and training specialists in various 

specialisations. 

Al-Athari (2000) conducted a study that aimed to reveal the current T&D activity in 

government and private Kuwaiti organisations and investigate the factors that prevent 

organisations from using multimedia based training as a training delivery method. He 

found that most organisations in both sectors have a clear HRD strategy and they have 

established strong relations and links between their human resource strategies and 

their overall organisation strategy and objectives. The majority of the organisations 

assess their employees' training needs, but there is a lack of effective evaluation. The 

training delivery methods used are conventional and do not involve the trainees in the 

learning process. Also, he concludes that there is a set of factors which affect training 

in Kuwaiti organisations and could lead to success. 

Albahussain (2000) conducted a study that aimed to explore the nature and the extent 

of T&D provision as well as top managers and T&D personnel's attitudes towards the 

T&D function within the medium and large-size private manufacturing organisations 

in Saudi Arabia. The study aims also to describe and discuss the extent to which such 

organisations are applying a systems approach to T&D, both in terms of its design and 

implementation. The findings revealed that, although attitudes towards the value of 

T&D are generally favourable, in practice, in the majority of cases, T&D is under 

resourced, unplanned and patchy, hardly the ideal features of a systematic model of 

T&D that will enable private manufacturing business to successfully meet the 

challenges of the future ahead. 

Al-Ali (1999) conducted his study aimed to disclose the current polices and practices 

of T&D within Kuwaiti government and private organisations. The major findings of 
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his study were that the majority of the investigated organisations do not have a formal 

T&D system, T&D programmes are still carried out on an a piecemeal basis rather 

than a systematic long-term policy; there is an absence of a systematic organisational 

training needs analysis, use of conventional training methods and lack of effective 

procedures for T&D evaluation. 

Therefore, it could be argued that T&D management in the Gulf countries faced many 

challenges and obstacles. A huge budget is devoted to T&D programmes relating to 

trainers' payment, the curriculum, the lecture rooms and the cost of taking the 

employees from their jobs for long training programmes. Employees view T&D as 

leisure or rest time from their jobs and responsibilities; moreover, they are selected to 

attend these programmes on the basis of their personal relationship rather than on 

their actual need. Much effort, time and money are spent on bringing ready and newly 

made T&D programmes to be implemented in Gulf organisations in cooperation with 

foreign expertise without any care or attention to whether these western training 

programmes do/will work in these organisations. 

2.5.2 The Egyptian Experience 

A study conducted by Bussom et al. (1984) on more than 100 Egyptian managers 

aimed to familiarise them with the western modem development practices. This study 

found that there was an obvious cultural influence on the individual, managerial and 

organisational attitudes and behaviour. The following issues were also identified: 

" status, position and authority significantly outweigh ability and performance in 

the organisation 

" organisations were tightly centralised and controlled 

" authoritarian and autocratic managerial style was the dominant style 

" managers did not like to make decisions or take a risk and tended to pass the 

buck 

" organisations' people were motivated by their affiliation and family power 

instead of performance and achievement. 

The authors were concerned, as are many other researchers, about the possibility of 

transferring western managerial theories, practices, programmes and techniques to the 

Egyptian organisations in the context of the socio-cultural factors. The authors 

suggested that T&D programmes and techniques should fit specific corporation 
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cultural needs. This argument is supported by Roy (1977) who states that the days are 

definitely over for exporting western training packages to other developing countries 

which have their own cultural values and needs. 

In his study, Murrell (1984) points out that huge attention and utmost care should be 

taken when transferring western training programme to Egyptian organisations, which 

are flooded with these programmes because, when they enter, they are affected and 

modified by the Egyptian Arab culture. 

2.5.3 The Jordanian Experience 

Management development is a most critical issue facing the public and private 

sectors in Jordan. Jordanian organisations believe that management development is 

the only way to determine the credibility, effectiveness and stability of the entire 

economy. Jordan, as many other Arab countries, is short of management capacity, 

thus management inefficiency is perceived as the main obstacle to the achievement of 

sustained growth and progress in Jordan. The Government in Jordan has given more 

attention and support to public administration by forming committees for 

modernisation, administrative reform and development. That is because the 

government is aware of the importance of HRD in supplying and ensuring well- 

qualified manpower. In 1968, the government established the Public Administration 

Institute, in full cooperation with the Civil Service Commission, which aims at 

continuous development of administration in Jordan. However, little literature is 

available relating to management T&D in Jordan and most of the available studies 

and research are focused on public sector experiences rather than private sector. 

Al-Faleh (1987), who studied the cultural influence on Arab management 

development, found that the capacity of management training programmes never met 

the country's real needs. Also, there is a lack of commitment to management 

development on the part of many organisations and the content of these programmes 

does not reflect the real needs of Jordanian organisations. This refers to the fact that 

Jordanian management T&D is constrained by many things. 

" The absence of competent local training institutions. There are many 

educational institutions and various training institutions but, in spite of their 

number, they have had little impact on developing the quality of Jordanian 

management 
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" The impact of socio-cultural factors. These factors create the individualistic 

approach and preference for working alone rather in a team, the dislike of 

manual work, the lack of industrial mentality that refers to aversion to systems 

and procedures and a non professional attitude to business, the traditional and 

hierarchical society, the extended family system and the problem of transition 

from norms and cultures of an agricultural and subsistence economy to that 

modem industrial and money economy. 

" The educational system in Jordan tends to stress memory development rather 

than initiative in intelligence. 

" Family power and system and the dominant warm-hearted nepotism. 

Durra (1991), in his study of the assessment training needs in the context of 

administrative reform in the Jordanian public sector, found the following points. 

" The staff in administrative development and training are not qualified enough 

to perform their tasks and to assess training needs in particular. 

9 More effort and attention must be devoted to select better-qualified staff or 

officers. 

Al-Rasheed (1996), in his study, aimed to examine which Jordanian managers 

understood the higher goals of their jobs and related this to the pattern of motivation 

and job satisfaction. He found that Jordanian bank managers translate the relevant 

concepts and theories in similar ways to their original in the west, without taking in to 

consideration the issues of cultural fit. He also found that there is a lack of training 

needs assessment in many Jordanian organisations, use of conventional training 

methods and a lack of effective procedures for management T&D evaluation. 

Awamleh (1996) recommends that the concepts of organisational commitment should 

be effectively introduced to Jordanian public service practices through continuous 

education and effective T&D. The organisational commitment should be incorporated 

into motivation and control systems. 

Al-Faleh (1987) argues that four main methods have often been used in Jordanian 

organisations: on-the-job training; in-company training; external training within the 

local institutions; overseas training. The problem is that the local training institutions 

and universities, which provide external organisational training, have been evolving 

independently and have used concepts and approaches different from those that are 

commonly used in company programmes. Thus, off-the-job training has not been 
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harmonised with on-the-job training. Trainees do not apply what they learn on these 

programmes when they are back at work. The theories and concepts used are not 

applicable in the work situations, so, external training programmes are mostly viewed 

as a waste of resources. Thus, he recommends an adjustment on training content and 

methodology to suit the cultural situation. Well qualified, trained and academically 

focused trainers and teachers need to be available to provide high quality services. 

Also, the Jordanian government should take more responsibility for enhancing 

management T&D in both sectors; a close relationship between training institutions in 

both sectors is very important for keeping the training content as practical as possible, 

rather than academic and close to the trainees' real needs. 

It could be concluded from the context of the research that the inability of Arab 

countries to cope with the increasing pressures resulting from globalisation, 

internationalisation and the expansion of population and information technology has 

forced these countries' businesses to pay more attention to improving their 

insufficient manpower capabilities. Human resources are perceived to be a significant 

element for economic development. T&D management and the other managerial 

behaviours have been influenced largely by socio-cultural factors resulting from Arab 

culture and Islamic rules and principles. 

Religion and family are very important influential factors on Arab organisations. In 

Arab society the family plays an important role in creating a system, which implies 

and creates loyalty and obligations, which each family member should respect. That 

creates very negative unprofessional managerial values which managers and 

employees should respect and accept, such as nepotism, favouritism and the power of 

the strong personal and social contact relationships, as more important elements than 

formal procedures. Al-Faleh (1987) argues that Arab people rely more on family 

power, nepotism and social relationships to get things done within the organisation 

rather than relying on personal qualification, experiences, abilities and training. All of 

these socio-cultural factors have raised the question of whether western managerial 

theories and practices do work in Arab organisations. The answers is `no' unless the 

transferred theories, techniques and programmes are adapted to fit the local cultural 

issues. Otherwise, transferring such western managerial issues will be waste of time 

and money. 
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The Arab managerial style is characterised by over-staffing, over-centralisation, lack 

of qualified and educated managers, lack of long and short term planning of human 

resources, lack of a well organised and systematic training programme and 

overemphasis on nepotism and social relations as a basis to get things and work done. 

Jordanian and other Arab organisations need to pay attention to the importance of 

T&D as a strategic tool for individual and organisational growth. Thus, many steps 

need to be taken and many obstacles need to be overcome. 

2.6 Conclusions 

It could be concluded that the inability of Arab countries to cope with the increasing 

pressures resulting from globalisation, internationalisation and the expansion of 

population and information technology has forced these countries' businesses to pay 

more attention to improving their insufficient manpower capabilities. Human 

resources are perceived to be a significant element for economic development. T&D 

management and the other managerial behaviours have been influenced largely by 

socio-cultural factors resulting from Arab culture and Islamic rules and principles. 

Religion and family are very important influential factors on Arab organisations. In 

Arab society the family plays an important role in creating a system, which implies 

and creates loyalty and obligations, which each family member should respect. That 

creates very negative unprofessional managerial values which managers and 

employees should respect and accept, such as nepotism, favouritism and the power of 

the strong personal and social contact relationships, as more important elements than 

formal procedures. Al-Faleh (1987) argues that Arab people rely more on family 

power, nepotism and social relationships to get things done within the organisation 

rather than relying on personal qualification, experiences, abilities and training. All of 

these socio-cultural factors have raised the question of whether western managerial 

theories and practices do work in Arab organisations. The answers is `no' unless the 

transferred theories, techniques and programmes are adapted to fit the local cultural 

issues. Otherwise, transferring such western managerial issues will be waste of time 

and money. 

The Arab managerial style is characterised by over-staffing, over-centralisation, lack 

of qualified and educated managers, lack of long and short term planning of human 
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resources, lack of a well organised and systematic training programme and 

overemphasis on nepotism and social relations as a basis to get things and work done. 

Jordanian and other Arab organisations need to pay attention to the importance of 

T&D as a strategic tool for individual and organisational growth. Thus, many steps 

need to be taken and many obstacles need to be overcome. 

This chapter provides the context of this study; also it provides a theoretical 

background concerning T&D in Arabic countries. It also reflects the lack of the 

studies countered in these countries along with providing the logic and the importance 

of this study. The next chapter provides the key literature on T&D, SHRD and some 

aspect of organisational performance in relation to T&D as a way to evaluate or 

determine the effectiveness of T&D. 
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Chapter Three: Strategic Human Resource Development (SHRD), Effective 
Training and Development (T&D) and Organisational Performance 

3.1 Introduction 

Organisations need to consider some important issues as they face the future: 

continuous technological change; the increasing removal of trade barriers; the 

consequent globalisation; the volatility of customer demand within existing markets 

(Luoma, 2000; Ulrich, 1997). These continuous changes have challenged 

organisations to learn how to manage their businesses in the context of these 

continuous unpredictable changes, to learn how to confront these changes quickly and 

successfully. In other words, these continuous changes and challenges have created 

the need for a learning organisation. It is argued that, in order for an organisation to 

be a learning organisation and to achieve its objectives and strategies, it needs to 

consider the important role of its people; it needs a highly competent, skilled and 

trained workforce. The need to compete from the inside out has made organisations 

aim to increase the power of their people-related processes to build and sustain 

competitive advantage as the ultimate organisational objective; thus, outperforming 

competitors (Luoma, 2000). 

Much attention has been given to the value of Human Resource Management (HRM) 

activities, particularly Human Resource Development (HRD), of which T&D is 

considered the most important activity. T&D is responsible for building skilled, 

qualified and capable people and responsible for creating a learning culture, which 

helps organisations to improve their performance and adapt to any new change. This 

is why some successful organisations spend a great deal on the T&D function. Mann 

(1996), in his study, aimed to find out how much money US organisations spend on 

T&D activities. He found that industrial corporations spend about $40 billion a year 

on training programmes, annual training programmes involve 15 billion work hours 

and the total number of individuals who receive training annually is about 39.5 

million. 

Moreover, there are many reasons which make HRD a very important function within 

an organisation. According to Garavan et at. (1995) sometimes it is difficult to find or 

recruit skilled, competent and experienced people; therefore, organisations need to 

develop a flexible, adaptable and skilful workforce. In the same vein, Read and 

Kleiner (1996), Acton and Golden (2003) contend that advances in technology and 
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knowledge are rendering many traditional employees' skills obsolete, while 

simultaneously developing needs for new ones that make T&D necessary, not only 

for individual growth but, also, for organisational growth. 

This chapter could be described as one of the crucial chapters of this thesis, since it 

aims to review, explore and present the key literature relating to T&D, SHRD, a 

systematic T&D approach and T&D impacts on organisational performance. Hence, 

this chapter includes many important sections. It starts with reviewing the concept of 

organisational learning, although the main focus of this study is not on the concept of 

learning, but still learning is considered as an important starting point for 

understanding many issues related to T&D in any organisation. This is followed by an 

exploration of HRD and SHRD in terms of its activities including T&D, definitions, 

roles, objectives and criteria. Moreover, this chapter provides the basis for a 

systematic approach to T&D, in terms of, Training Need Assessment phase (TNA); 

developing and designing T&D programme phase; implementation phase; evaluation 

phase. 

This chapter also includes some aspects of organisational performance. Increasing 

and improving an organisation's performance is considered the ultimate 

organisational objective from a managerialistic perspective. Therefore, linking T&D 

to organisational performance is a very important criterion to demonstrate training 

effectiveness and to justify its cost and benefits, so this chapter also explores the key 

literature of evaluating T&D effectiveness and contribution to an organisation's 

performance. It raises the difficulties in linking T&D to an organisation's 

performance and provides most of the empirical attempts conducted in understanding 

the way by which HRM activities including T&D could affect organisational 

performance. Also, it gives a brief summary of the most important organisational 

performance frameworks. These emphasise the role of people and HRM practices in 

producing a superior organisational performance, such as Kaplan and Norton's 

Balanced Scorecard and the European Foundation for Quality Management (EFQM), 

the Business Excellence model. 

41 



3.2 Organisational Learning 

It has been argued that organisational learning is directly linked to the organisation's 

human resource development (Walton, 1999). Learning is closely interrelated with 

HRD activities, importantly T&D. T&D, as will be shown in the next section, is 

defined as a planned learning intervention or activity designed to increase, improve 

and reinforce organisational people capabilities, skills, knowledge and attitude to 

enable them to perform their current and future work well. Therefore, it is important 

to start this chapter with a brief introduction of the concept of organisational learning. 

The concepts of learning, organisational learning, learning theories, learning styles are 

considered as central issues which need to be understood when designing and 

managing effective T&D functions and programmes. Learning as a concept has 

traditionally been considered as a complex concept and an unidimensional construct; 

various studies have highlighted its complexity (Gomez et al, 2004). The difficulty in 

defining learning largely due to the lack of a widely accepted definition and to the fact 

that the concept could be considered from psychological and managerial points of 

view (Garavan, 1997). However, learning is defined as a process in which people are 

involved and that they will somehow end up with a certain degree of knowledge that 

have potential influence or change on the participants' behaviours as a result of this 

(Foot and Hook, 1999; Walton, 1999; Garavan, 1997). 

According to Gomez et al (2004), organisational learning has become an important 

research topic within organisation studies. The current interest in the subject among 

academics and practitioners reflects the idea that organisations need to improve their 

products and processes constantly in order to create and maintain competitive 

advantage and superior organisational performance. Recently, the resource-based 

view has focused on intangible resources as a source of competitiveness among 

organisations (Wernerfelt, 1984). Therefore, organisational learning has been 

evaluated as a strategic capability and process, which can lead to sustainable 

advantage based on the creation and transfer of tacit knowledge that is valuable, rare 

and inimitable. 

The concepts of organisational learning and the learning organisation are interrelated 

and are frequently used interchangeably, if not as synonyms (Ortenblad, 2001). Both 

of these concepts are important and have implications for T&D in any successful 
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organisation. The concept of the learning organisation has become a catchphrase in 

the management, psychological and HRD literature. It is defined as a particular type 

or form of organisation that facilitates T&D opportunities to all of its members. In this 

way it transforms itself constantly in accordance with the continuous changes in its 

external and internal environments. The need for the learning organisation has 

emerged as organisations search for new ideas, problems and opportunities to achieve 

sustainable competitive advantage and superior organisational performance, as a way 

by which it can adapt and confront continuous changes and challenges in its 

environment. T&D helps in creating the learning organisation, because it is the 

function by which an organisation can improve, update and increase employees' 

skills, knowledge and abilities, so that they can outperform their current and future 

work under any new changes or challenges. In other words, it helps to make 

organisational workforces flexible, capable and adaptable to confront continuous 

changes and challenges. 

However, many authors, such as Garavan (1997), Ortenblad, (2001), Gomez et al, 

(2004) have argued that the concept of the learning organisation is elusive, theoretical 

and represents an ideal rather than a reality or something that can be achieved. In 

addition, the literature on the learning organisation is confused and controversial, so 

there is a need for much work to be conducted in this field. It could be said that this 

study is not directly concerned with the organisational learning concept nor with 

exploring whether Jordanian banks are learning organisations, but the concept 

provides contextual background for the study. 

Organisational learning can be defined as processes or activities of learning in the 

organisation. Organisational learning is a dynamic process that involves moving 

between different levels of action, going from the individual to the group level, from 

there to the organisational level, and vice versa (Ortenblad, 2001). People are learning 

every day. In organisations people are learning many things they need to learn in 

order to become competent in their jobs. They learn by doing things, thinking of 

things, talking to each other, observing things, by reading things. So we all learn from 

everything we do, think about, read, watch and observe. 

Briefly, in organisations there are two main types or levels for learning. Any trainer 

needs to understand when planning and designing T&D programmes. A general 
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understanding of those types helps in determining the main objectives of any T&D 

programme, also in deciding the content and the methods of the T&D programme. 

Adaptive learning or single-loop learning is also called basic, reactive, operational 

and habitual learning. Simply, it is the basic learning which occurs as the organisation 

searches for solutions for basic limited problems, as the organisation reacts to its 

current work problems. It is part of every day work, it is important for keeping work 

going and to correct everyday work errors and mistakes. This type of learning implies 

a reactive role for T&D. In other words, T&D programmes are designed and delivered 

to react to the current, traditional, and/or emergent organisational needs rather than to 

respond to future organisational needs and requirements. 

The other organisational learning type is called generative learning or double-loop 

learning, also called deep and systemic learning. It is considered more significant and 

important than single-loop learning. It occurs when the organisation is willing to 

question long-held assumptions about its mission and capabilities and it requires the 

development of new ways of looking at the world based on an understanding of the 

systems and relationships that link key issues and events. It is about detecting and 

correcting errors by modifying or changing the organisational fundamental norms, 

values, missions and values. It is more challenging and difficult; it is not just about 

correcting everyday work problems but, also, it is about evaluating the complex and 

interacting systems and activities which constitute the entire organisation; it 

encompasses organisational strategy, objectives, policy, mission and values. In this 

kind of learning, people are encouraged to think creatively and to challenge 

organisational fundamental assumptions underpinning the organisation systems and 

procedures. So that, if T&D programmes target this type of learning, they should be 

designed carefully. This type of learning implies a proactive influential role for T&D 

in helping the organisation to implement, shape or maybe formulate its corporate 

strategies and objectives. 

3.3 Definition, Roles and Objectives of Human Resource Development (HRD) 

HRD, as a field of study and as a set of organisational activities, is currently 

experiencing a phase of growth; it is still considered a relatively young academic and 

organisational discipline. HRD, as a technical term, was coined by American writer 

Leonard Nadler in the late 1960s and was defined originally as "a series of organised 

activities conducted within a specified time and designed to produce behavioural 
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changes" (Walton, 1999: p. 57). Nolan (2002) argues that HRD literature reveals a 

great many attempts by authors to define HRD in terms of what they perceive as its 

key conceptualisations. Attempts thus far have been varied, reflecting the diverse 

academic and socio-political backgrounds of HRD scholars. The problem of the 

definition is particularly apparent since each authority on the subject appears to adopt 

a different stance (Walton, 1999). Thus, HRD could be defined in many different 

contexts and contains wide ranges of different and complex activities, such as 

education, development and training. That causes a confusion and makes it difficult to 

`put it into a box' (Garavan, 1991; McCarthy et al., 2003). Nevertheless, HRD is an 

important function of HRM concerned with planning and managing people's 

learning. HRD aims to make learning more efficient and effective; learning is either 

education for life or training for work. 

In spite of HRD definition difficulties, there are many authors who provide many 

definitions for HRD. For example, Willis (1990) defines HRD as a comprehensive 

discipline that utilises well-qualified individuals in HRD activities to integrate the use 

of training and development and organisational development to improve individual 

and organisational effectiveness. Stone (2002) describes HRD as a function which 

includes T&D, career planning and performance appraisal and focuses on the 

acquisition of the necessary skills, knowledge and attitudes essential to facilitate the 

achievement of employees' career goals and corporate objectives. Therefore, it 

contains three main activities: training, a short-term acquisition of the skills and 

attitudes necessary to make people more effective when undertaking their current 

jobs; education, intermediate changes in individuals' capabilities; development, long- 

term improvements in the individuals' work. 

A current preoccupation with the practices of HRD literature is with the definition 

and justification of a new role for HRD as a set of organisational activities designed 

to facilitate learning organisations. In this regard, McCarthy et al. (2003) state that 

HRD is more frequently understood and considered as an important intervention to 

facilitate and support training processes in organisations and contribute to 

organisational learning processes. Specific dimensions of this superior role include: 

enhancing the learning capacities of employees; developing the impression that 

learning is a shared responsibility; viewing learning processes as a part of everyday 

working; fostering conditions which facilitate organisational learning. In a similar 
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vein, Garavan et at. (1999) assert that HRD is concerned with identifying and 

enhancing the core competencies required at each level to meet the environmental 

challenges and changes. It is also concerned with selecting the best delivery systems 

designed to enhance human resource competencies and organisations' and 

individuals' growth. HRD focuses on the management and delivery of training 

activities within the organisations. So, it consists of a set of generic activities 

associated with learning and training. 

Walton (1999), Luoma (2000), Burrow and Berardinelli (2003) argue that HRD plays 

different roles within organisations. 

" Recruiting and retention of high quality people and organising them 

effectively. 

" Defining and measuring levels of performance of the existing and long serving 

employees. 

" Analysing job contents in relation to the organisation's objectives. 

" Identifying training needs. 

" Planning for, and providing, a T&D programme to improve current job 

performance and enhance individual careers and personnel growth. 

" Helping employees to manage their careers and encourage them to accept 

changes. 

" Creating an organisational capability that contains a manageable behavioural 

pattern that originates from the organisation-specific competencies of 

individuals combined with the organisation structure and process in a manner, 

which creates both uniqueness and value to customer. 

" Creating, providing and enhancing an atmosphere or culture that facilitates an 

organisation's learning, innovation and changes. 

Another important facet of the HRD literature is the number of alternative models-in- 

practice that are differentiated by their level of sophistication of HRD activity. 

Importantly, these models are characterised by their emphasis on, and approach to 

HRD, from one that is operational in nature, to one that is strategically focused; for 

example, Garavan et al., 1995, Luoma, 2000, McCracker and Wallace, 2000, 

Garavan, 1991. 
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The shift in thinking about HRD leads some commentators to consider HRD as an 

integrated business function, rather than a separate organisational unit. In supporting 

this, Garavan et al. (1999) argue that HRD should be interrelated to the overall 

business strategies and objectives. Also, HRD should be viewed as an investment in 

human resource capability rather than an employment cost. 

3.4 Definition of Training and Development (T&D) 

T&D is the most important subsystem or element of HRD. It concerns increasing, 

improving, enhancing and modifying employees' skills, abilities, capabilities and 

knowledge, thus, they will be able to conduct their current and future jobs effectively, 

thereby increasing individuals' and organisations' growth and performance. 

According to Mondy et al. (1999: p. 254), T&D is "a planned, continuous effort by 

management to improve employee competency levels and organisational 

performance". Nadler and Nadler (1990: p. 6) define T&D as "an organised learning 

experience provided by employers within a specific period of time to bring about the 

possibility of performance improvement and/or personal growth ". 

The Manpower Services Commission (1981) defines training as "a planned process 

to modify attitude, knowledge and skills through learning experience to achieve 

effective performance in an activity or range of activities ". It defines development as 

"the growth of realisation of a person's ability, through conscious or unconscious 

learning. Development programmes usually include elements of a planned study and 

experience and are frequently supported by a coaching or counselling facility". On 

the other hand, it defines education as "activities, which aim at developing the 

knowledge, skills and understanding required in all aspects of life, rather than 

knowledge and skills relating to only a limited field of activity. The purpose of 

education is to provide the conditions essential to the young people and adults to 

develop an understanding of traditions and ideas influencing the society in which, 

they live and to enable them to make a contribution to it". Education often takes 

place in classrooms and involves transferring knowledge through using formal 

methods, such as lectures and directed discussion. Participants gain new information 

but the acquisition of new skills and knowledge designed to enhance profitability is 

not the intended outcome. 
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Therefore, the distinction between training and development is that training is 

concerned with enhancing and improving individuals' skills, knowledge, behaviour 

and attitudes in order to be able to conduct their current job effectively, thus, 

improving individuals' on-the-job performance while, development activity 

concerned with developing individuals' skills, knowledge, attitudes and behaviours in 

order to be able to conduct their future job effectively. Nevertheless, although training 

is concerned with current or present jobs its benefits may continue throughout the 

employees' entire career and helps in preparing them for future promotion. Werther 

and Davis (1996) argue that the distinction between training (now) and development 

(future) is often blurred and primarily one of intent. Therefore, in this study they are 

treated as being one activity. 

Another distinction between training and education is that training is a kind of 

learning by doing, while education is learning without doing. In education people 

learn something, but it is not necessary that they apply or transfer what they learn, 

while, in training, people do/ will or are supposed to apply or transfer what they learn 

into their workplace, not just keep it in their mind. Practically, there is a difference 

between when you know about something and when you are able or willing to do that 

thing. 

3.5 T&D Objectives and Organisational Commitment to the Training 

The field of T&D has undergone changes that reflect dynamic factors in the corporate 

world. T&D's objectives continue to shift from a focus on programmed instruction 

(and behavioural and task analysis) to performance-system analysis. T&D is 

considered as an important and crucial activity for any organisation looking for 

improving its productivity and competitiveness. The need for T&D has increased 

dramatically due to the rapidly expanding use of technology within industries and 

businesses and the continuous threats of knowledge and technology obsolescence. In 

addition, the growing emphasis on quality and customer satisfaction makes 

organisations recognise the importance of T&D to job satisfaction, productivity and 

overall profitability. Motwani et al. (1994) assert that training is essential not only for 

individuals' growth but, also, for increasing productivity and competitive advantage 

for organisations and the whole nation. They also argue that there is a direct 

correlation between the amount invested in people and the quality of the product or 

service being produced. Also, there is a direct relationship between training, customer 
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satisfaction and employee satisfaction. In addition, organisations are increasingly 

dependent on people's skills for improvements in efficiency, quality and customer 

service and for the development of new applications for existing products and 

services. 

Motwani et al. (1994) also argue that the reason behind US economic growth and 

productivity refers to learning in school and learning on the job (T&D). Formal 

education and learning on-the-job (T&D) have been more important than technology 

in expanding the nation's productive capacity. However, Spiess (1993) contends that 

one of the biggest failings in US industry today is the lack of training. Training is 

very important to reduce production costs and increase productivity, creativity and 

innovation. Hughey and Mussnug (1997) argue that the main aim of employee 

training is to increase an organisation's efficiency and effectiveness. T&D has a 

strong impact on the organisation's profitability; thus, management consistently 

views employee training as simply an additional avenue for enhancing the total 

financial return on investment. 

T&D's primary, traditional role has been to ensure that the workforce is provided 

with the knowledge, skills and attitudes necessary to perform a given function well. 

Thus, the main aims of any T&D programme are to achieve some kind of change in 

employees' knowledge, skills, experiences, behaviour and attitudes; also to 

" develop employees' skills and abilities to improve their performance 

9 familiarize employees with new systems, procedures and methods of working 

" help employees and new starters to become familiar with the requirements of 

particular jobs in the organisation 

" help the organisation to improve customer service, satisfaction and total 

quality in the organisation. 

(Walton, 1999; Marchington and Wilkinson, 2000) 

However, many commentators assert that T&D should play a more effective role in 

the organisation; in other words, to shift from playing just a reactive role to playing a 

proactive role. In this regard, Berge et al. (2003) declare that, in a world characterised 

by rapid rates of technological and globalisation changes, what have emerged are 

quality and customer-driven services and products. The search for competencies and 

desired behaviour had led to job environment analysis and performance analysis. This 
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implies a pragmatic shift on the role of T&D to be based on business strategic goals 

to target the business performance result. Thus, T&D practitioners should forgo their 

reactive function and become new business partners, facilitating learning in the new 

workplace environment. 

Despite the importance of T&D, the motivation to provide T&D varies from one 

organisation to another. In this regard, Read and Kleiner (1996) argue that a few 

organisations are committed to enhance employees' skills and competences. Other 

organisations conduct training to meet current job requirements. Unfortunately, many 

organisations conduct training simply for appearance's sake. Therefore, some 

organisations consider training as a very formal process; they provide employees with 

ongoing T&D programmes. Other organisations bring in outside consultants to 

conduct employee-training sessions. Acton and Golden (2003) contend that 

organisational commitment to the T&D of its employees positively influences 

employees' satisfaction, leading to an increase in employee motivation and an 

increase in retention. Also, such commitment leads to better employee morale, an 

increased sense of employee achievement and advancement and, ultimately, to an 

increase in organisational competitiveness. 

But what does organisational commitment to training means? According to Motwani 

et al. (1994) and Acton and Golden (2003), effective T&D programmes require the 

dedicated support of top management. Such organisations provide training mapped to 

employee and organisational needs and provide training at a proper time for their 

employees. Such organisations that commit finance, effort and time to employees' 

T&D programmes are most successful at maximising the effectiveness of their T&D 

programmes. Yet not all organisations show the same commitment to employee 

training. Thus, commitment means allocating sufficient budget, effort and time to 

T&D. 

In the USA Carnevale (1993) found that American employers deliver learning to 

more people than does the entire US higher education system. It costs American 

organisations about $25 billion to train people on the work that organisations need 

them. to do. Read and Kleiner (1996) also found that the largest successful American 

companies, such as General Electric, US Robotics, Motorola, WH Brady and Texas 

Instruments, invest heavily in training because they recognise its importance to their 
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productivity, quality and competitiveness. For example, Motorola's employees get at 

least 40 hours a year; cost estimates for this level of training are $600 million a year. 

In the UK many organisations are committed to train and develop their people's skills 

and capabilities. `Investors in People' is one standard for benchmarking an 

organisation's T&D programmes. It is based on the idea that people are the 

organisation's key asset. Thus, trained, motivated and skilled people would help the 

organisations to achieve their objectives effectively and efficiency. The Investors in 

People Standard assumes that organisations which invest more in their people have 

obviously improved their performance. So, according to Investors in People Standard, 

an organisation investing in its people will gain many practical benefits. 

" Improving the organisation's performance (profit and productivity) because 

trained and skilled people work harder and better. Thus, productivity will be 

improved; extra effort will be made to conduct work quickly and effectively. 

9 Reducing production cost and the waste of materials and time. 

9 Increasing the total production quality. 

" Improving employees' motivation, which leads to higher morale, more 

commitment, loyalty, reduces absenteeism, increase retention rates and 

increases their ability to change or accept change (flexibility). 

" Increasing customer satisfaction through making employees more customer- 

focused. 

9 Public recognition. The organisation, being an Investor in People, attracts the 

best quality job applicants. Also, it may attract more customers to choose its 

specific product or service. 

9 Organisations which invest in people, gain competitive advantage through 

improved performance. 

(«; nv. iipuk. co. uk). 

3.6 Strategic HRD (SHRD) and Effective T&D Function /Programmes 

Continuous technological changes and the radical shift in the global economy have 

necessitated an important proactive role for HRD in organisations, rather than a 

reactive role, in response to the organisations' current challenges. Walton (1999) 

believes that, as new tasks and technologies emerge, it is important to find people 

who have the capability to rapidly acquire the associated skills, knowledge and 

competences. Thus, HRD should not only meet the organisation's current needs but, 
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also, help the organisation to change, develop and grow. HRD and its activities, 

importantly T&D, should play a proactive strategic role, rather than just a reactive 

role. McCracken and Wallace (2000) argue that, in order to play a proactive role, 

HRD should be derived from, and linked to, the organisation's corporate strategy, 

missions and objectives; moving from traditional HRD to SHRD. Otherwise, T&D 

expenses will be just a waste of time and money. In fact, the need for achieving a 

superior organisational performance and achieving an organisation's objectives or 

strategies has made SHRD an important source of long-term business success. 

McCarthy et al. (2003) argue that the strategic HRD discourse, which is more 

prevalent in Europe, implies that human assets represent an important source of 

wealth for an organisation; they particularly possess the potential to confer 

sustainable competitive advantage on organisations. HRD has a history of isolation; it 

had difficulties in integrating itself into strategic agendas and the challenges that 

organisations face in an in increasingly competitive environment. This situation of 

low integration has led to calls for HRD to increase its strategic orientation in order to 

make a more potent contribution to strategic processes. 

3.6.1 The Definition of SHRD 

Recently, more attention and emphasis have been given to SHRD. In order to be 

influential activities in the organisation, in terms of helping the organisation to gain a 

superior performance and achieve its strategies or objectives, HRD should be 

strategic by integrating and deriving HRD activities' strategies, policies and plans 

with, and from, the overall organisational strategy, policies and plans. 

Many authors have addressed SHRD, but the most important contributions have been 

introduced by Lee (1996), who presented the concept of training maturity, and 

Garavan (1991), who highlights nine key characteristics of SHRD. SHRD is defined, 

according to Garavan (1991: p. 18) as, "the strategic management of training and 

develop, nent, and of management professional education interventions, so as to 

achieve the objectives of the organisation, while at the sane timne, ensuring the full 

utilisation of the knowledge in details and skills of individual employees ". Harrison 

(1997) argues that SHRD involves the configuration of T&D with the organisation's 

missions and goals and, through enhancing employees' skills, knowledge, learning, 

abilities and motivation at all levels, there will be continuous organisational and 
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individual growth. McCracken and Wallace (2000) define SHRD as the creation of a 

learning culture within which a range of training, development and learning strategies 

respond to the corporate strategy, and also, helps to shape and influence this strategy. 

It is about meeting the organisation's existing needs but, also, helping the 

organisation to change, develop, thrive and grow. Therefore, the main ideas of SHRD 

are that T&D should be integrated and linked with the organisation's strategic 

planning process. HRD should play a proactive role rather than consisting of reactive 

interventions in response to the specific organisational problems. 

To measure or evaluate the strategic sophistication of HRD, Walton (1999) stresses 

that any criteria aimed to measure the degree of sophistication for particular areas in a 

given organisation should include: degree of internal integration of the function; 

degree of alignment with other functional activities; degree of functional role; degree 

of contribution to the corporate strategy. Of the number of helpful diagnostics of this 

type in existence which can be applied to SHRD, that introduced by Lee (1996) is a 

Training Maturity Model based on the Management Development work of Burgoyne 

(1986) (no systematic HRD development, isolated tactical HRD, integrated and 

coordinated structural and development tactics, an HRD strategy to implement 

corporate policy, HRD strategy input to corporate policy formation and strategic 

development of the management of corporate policy). 

As shown in Figure 3.1, Lee (1996) argues that there are six levels of organisational 

maturity, in terms of the approach organisations adopt in managing their T&D. The 

Training Maturity Model categorizes the degree of T&D sophistication and the extent 

to which it is integrated with the organisation's corporate strategy. 
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Figure 3.1: A model or scale of training maturity, Lee (1996) 

1. Training and learning are the processes through 
which strategy is formulated 

2. Training and learning help to shape strategy 
3. Training is the means for implementing corporate 

strate and achievin change 
4. Trainin integrated with operational management 
5. Isolated tactical training 
6. No systematic training 

Source: Lee 1996a 

The model suggests a spectrum of organisations with regard to the level of 

sophistication of their training activities. At the bottom of the model, there are 

organisations with no systematic training. These organisations rely on unstructured 

and informal processes of learning. At the next level, there are organisations which 

rely on training activities that develop in response to the local problems (reactive 

ones). As the organisations become more mature, training activities are co-ordinated 

in support of operational outcomes, moving from simply playing an implementation 

role to helping to shape and influence the organisation's corporate strategy. At the top 

of the model, there are organisations that have learning processes, which actually 

enhance the nature and quality of the corporate strategy. Of course, each stage of this 

model includes all of the activities of the earlier stages excluding the first stage (no 

systematic training). The model emphasises the importance of getting from the 

bottom to the top; in other words, from a position in which T&D is an activity at 

operational, tactical and implementation levels (reactive role), to a position where 

T&D plays a proactive shaping role in relation to the organisation's corporate strategy 

(McCracken and Wallace, 2000). 

3.6.2 SHRD Main Characteristics: Factors Influencing T&D Effectiveness 

Pettigrew et al. (1989) identify a number of factors that influence T&D effectiveness. 

These factors relate to the business strategy, the external labour market needs, and 

internal actors and systems, which include factors such as training philosophies, 

systems, management organisation and external supporting and funding for training. 

Hussey (1985) identifies three important matters related to HRD that affect T&D 

activities and programme: an integral strategy, top management commitment and an 

organisational culture. Armstrong (1992) adds another theme: a coherent and flexible 
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training approach. Garavan et al. (1995) identify eight contextual factors which affect 

the form of HRD function and the type of activities it engages in: the external 

environment and organisation stakeholders, culture, technology, structure, change, 

size and power. Also, Garavan (1991) identifies nine key characteristics or criteria for 

SHRD, which relate to the main organisational factors influencing T&D 

effectiveness. All are important in their own right, but they are interrelated and 

integrated together. 

" Integration with an organisation's missions and goals 

This criterion implies integrating HRD strategies within an organisation's corporate 

strategy and objectives. It also stresses that HRD is viewed as a strategic lever in the 

organisation, as a means of helping the organisation to implement and shape its 

strategies. This kind of integration is called `vertical integration', as described by 

Guest (1997) and Storey (1992), or `strategic HRD aligned' (Legnick-Hall, 1988; 

Garavan, 1991). Therefore, strategic integration implies that HRD should play 

responsive and proactive roles, rather than just a reactive role. Also, HRD integration 

with the overall organisation's goals and missions suggests an implementation role 

for HRD, but truly strategic HRD should also shape and influence these missions and 

goals. 

" HRD policies and plans must be formulated, derived from and integrated 

with business plans and policies 

This criterion is one of the most important factors which could influence T&D 

effectiveness. Taylor (1996) emphasises that T&D should be considered an integral 

part of an organisation's investment plan. To ensure successful T&D planning, 

implementation and evaluation stages, T&D plans and policies should be linked to, 

derived from, and integrated with the overall business plans, objectives and needs. 

This integration helps to provide the organisation with the competencies required to 

implement the organisation's strategies. Hussey (1985) suggests that all organisations 

should start with strategy and make a training plan in accordance with it. He comes to 

this conclusion based on an empirical study into the largest business organisations in 

the UK. He found that one-third of the surveyed organisations saw the need to link 

management training directly to corporate objectives; 39 per cent believed that 

training should follow a general pattern of specific skills training for managers at 

different levels; 19 per cent thought that training should be directed at individual 

rather than corporate needs; 10 per cent used training as a basis for promotion. 
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Moreover, Garavan (1991) found in the Irish research that 81 per cent of the high- 

technology surveyed organisations had a written HRD policy statement. The key 

factor cited by over 90 per cent of respondents was the organisation's missions, goals 

and strategies. Also, Bailey (1998) states that a survey conducted by Waston Wyatt 

Strategic Rewards found that the more T&D is linked to organisation strategy the 

higher organisation performance achieved in comparison to all other organisations. 

" Top management support and commitment 

Top management commitment and support is considered a critical factor for a 

successful T&D programme (Taylor, 1996; Jones, 1990). Top manager roles as key 

stakeholders, should be active rather than passive, supportive and involved (Garavan, 

1991; Lee, 1996; Harrison, 1997). Grove and Ostroff (1990) argue that the 

effectiveness of T&D depends on top management and line managers' support and 

understanding of what training hopes to achieve and its potential benefits. They also 

argue that top managers and T&D managers should discuss exactly, what needs to be 

developed. Lee (1996) emphasises that chief executives and senior management 

should actively support training and considers it as beneficial to them in their 

operational roles and in terms of their own development. According to Yeomans 

(1982), top management support could be verbal and/or action support. Verbal 

support is related to words, written documents and reports, while action support is the 

most important one; it is about supporting the T&D implementation and evaluation 

stages, through planning and allocating the required resources and time in the early 

planning stage. So, top management should support and provide T&D activities with 

all the facilities required to conduct such activities. 

To obtain top management support and commitment, HRD professionals should 

demonstrate clearly the benefits of T&D on the individual and organisational growth 

and performance. In other words, top management needs to be convinced about the 

benefits of T&D and the nature of its outcomes, whether they will be measured 

financially or non-financially, and identify any potential barriers. Otherwise, the 

allocated time and budget will go to other organisational fields where the return is 

evident. Moreover, clear and flexible long-range plans and budgets should be 

available so that managers can send their employees on T&D programmes (Garavan 

et al., 1995). 
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" Line management commitment and involvement 

Line managers are key stakeholders and actors; therefore, they should be involved 

and work in partnership with HRD specialists on both operational and strategic 

issues. In fact, mostly, line managers do not fully understand the importance of T&D 

activities, because training means those trainees (their employees) will leave their 

work and duties to attend the training programmes for a while. Therefore, it is very 

important to convince line managers of the importance of T&D in improving the 

work when the employees come back to their work after training. This is stressed by 

Wognum (2000) who emphasises the importance of fully involving line managers in 

any HRD decision-making, so that HRD activity, at the tactical and operational level, 

is aligned with HRD policy making at the strategic level. Furthermore, Lee (1996) 

and Harrison (1997) stress the need for shared ownership of HRD where line 

managers and HRD staff work in partnership over HRD issues. However, the role of 

the line managers is underdeveloped for a variety of complex, attitudinal and cultural 

reasons. 

" Environmental scanning 

This criterion implies that T&D functions and programmes should be responsive to 

any change in the external or internal organisational environment. Training needs 

should be based of organisational environmental scanning. That means that HRD, like 

any other organisational function, should explore the external environment to 

determine any potential opportunities and threats in order to be up-to-date with the 

external change, such as technological changes. At the same time, an organisation 

should scan its internal environment to determine its strengths and weaknesses. By 

doing so, it could determine the gap between what it is able to do and what it should 

be able to do. Also, it will ensure that training needs are assessed and analysed based 

on organisational, tasks and individuals needs or requirements. 

" HRD must view itself as a wider package of HRM strategies 

HRD strategies, policies and plans should be derived from, and linked to HRM 

strategies, in harmony with HRM activities. This fit between elements of HRM is 

described as `horizontal integration' (Guest, 1997; Garavan, 1991; Harrison, 1997). 

HRD is considered one of the most important functions of HRM in any organisation; 

undoubtedly, its policies, plans and strategies should be formulated and integrated 

from HRM strategies and plans, or in harmony with these strategies and plans. 
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" Expanded role of trainers 

Garavan (1991) and Talbot (1993) argue that trainers' roles should be expanded to be 

innovative and consultative, rather than just simply providing and managing training 

programmes. A trainer's roles should include adaptor (adapting skills and knowledge 

of staff to fit with the existing system), adopter (getting staff to adopt new values and 

attitude and emphasising change) and innovator (informing and influencing 

organisational change processes). Therefore, trainers should be well qualified, 

understand and know how to manage the T&D process and know how to design and 

conduct successful T&D programmes. They should not be just lecturers or teachers, 

but they should play different roles, as adaptor, adopter and innovator. 

" Recognition of organisational corporate culture 

An organisation's culture is defined, according to Drennan (1992: p. 30), as a set of 

behaviours "how things are done around here, it is what is typical of the 

organisation, the habits, the prevailing attitudes, the growing-up patterns of accepted 

and expected behaviour". Culture in general is defined, according to Schein (2004: 

p. 17), as: "A pattern of shared basic assumptions that was learned by a group as it 

solved its problems of external adaptation and internal integration, that has worked 

well enough to be considered valid and, therefore to be taught to new members as the 

correct way to perceive, think, and fell in relation to those problems. " The role of 

organisational culture is to embrace change as a strategic advantage, to influence the 

organisation's life cycle and facilitate the organisation's learning process (Garavan et 

al., 1995). Culture influences work behaviour and the way organisations view things; 

it identifies the accepted ways, beliefs, thoughts and feelings in the organisations. 

Organisational culture contains tangible and intangible factors that influence work 

behaviour and attitudes, and affect the organisation's activities. Top management 

commitment and philosophy are some of the cultural aspects that affect training and 

development in the organisation. In this regard, Schein (2004) argues that the 

personal beliefs of the organisation's founders determine what is appropriate or 

inappropriate for the organisation's activities. T&D requires an appropriate culture 

that views it, as a source of achieving the organisation's objectives by developing 

employees' skills, attitude and behaviour, rather than, as a cost for which tangible and 

direct outcomes are not evident. Two other important cultural aspects that shape and 

influence corporate education and training practice are innovation and resistance to 
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change. So, any organisation that innovates and has less resistance to change culture 

invests more in T&D. 

However, HRD should create a match between an organisation's culture and strategy. 

HRD should influence and change the corporate culture, rather than simply maintain 

it, this is a kind of double loop learning (McCracken and Wallace, 2000). It is 

suggested that learning can be both a product of culture, as well as a means of 

transmitting and changing culture. Therefore, any organisation that has a crucial role 

for HRD in influencing culture certainly has a learning culture (Garavan, 1991; 

McCracken and Wallace, 2000). 

" Emphasis on evaluation 

In order to be strategic HRD should evaluate its activities and see whether or not 

business needs and objectives are met. Particularly, there should be an emphasis on 

cost-effectiveness evaluation. However, emphasis on cost-effectiveness evaluation 

could lead to difficulty in evaluating HRD activities. Concentration on achieving 

quantifiable results within a short timeframe is considered a difficult task because 

investment in HRD is a long-term investment with less tangible and complex 

benefits, e. g. cultural, behavioural and attitude changes. Such changes and benefits 

could not be easily measured in monetary terms, or within the short terms (Lee, 1996; 

Harrison, 1997; Garavan, 1991; MaCracken and Wallace, 2000). More exploration 

about the evaluation stage is provided later in this chapter. 

In summary, it could be said that T&D should play a strategic, proactive and 

influencing role, rather than just simply an implementing and reactive role. Top 

management support and leadership and line mangers' participation are very 

important requirements for successful strategic T&D. Unfortunately, SHRD does not 

exist in many organisations for many reasons, such as the organisation's lack of or ill- 

defined strategic objectives and the cost of T&D is often considered high in many 

organisations. Some organisations do not analyse T&D needs properly and evaluating 

the training programme outcomes stage is ignored or just focused on employee 

satisfaction and reaction (Walton, 1999; Stone, 2002). 
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3.7 A Systematic T&D Approach and Process 

T&D should be based on a systematic approach, rather than being piecemeal, 

fragmented, isolated short programmes developed to meet specific short-terms needs. 

Armstrong (2003) argues that T&D will fail to obtain its objectives and affect 

organisational performance if it is based on a piecemeal basis and is used in isolation 

without the backing of top management. 

A systematic training approach includes some important stages or sub-processes: 

development of Training Needs Assessment (TNA); formulating T&D objectives; 

designing and implementing the T&D programme; evaluating the effectiveness of the 

programme (Goldstein, 1993; Luber and Prokopenko, 1989). One of the most 

important training approaches is advanced by Robinson and Robinson (1989). They 

argue that organisations need to adopt training-for-the-impact approach (proactive 

and strategic), rather than training-for-the-activity approach (reactive). Training-for- 

the-impact approach emphasises the proactive role of T&D; that is, through making 

employees more capable and skilful to improve on-the-job performance and to 

achieve the organisation's corporate objectives. While, in training-for-the-activity 

approach the programme is designed to meet the qualitative expectations of top 

management and tends to be reactive to the organisation's current needs and 

problems. 

In general, it could be argued that the systematic T&D approach emphasises four 

essential stages, as shown in Figure 3.2: training need assessment; development stage; 

implementation stage; evaluation stage. However, it is important to say that a general 

understanding of learning theories and individual's and groups' preferred learning 

styles is required when conducting any of the T&D stages, importantly, the 

development and designing stage. Further explanation for these concepts will be 

provided later in this chapter. 
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Figure 3.2: Systematic training and development approach 

Assessment phase 
Training needs assessment 
Organisational analysis 
Task analysis 
Personal needs analysis 

Development phase 
Set up training objectives 

and develop evaluation 
criteria 

Design T&D programmes 
and select T&D methods and 
techniques 

Implementation phase 
Implement T&D 

programmes 

Evaluation phase 
Evaluate outcomes against 
criteria 

3.7.1 Training Needs Assessment (TNA) 

According to Nadler (1990), training needs should not only be assessed at the first 

step, since the T&D process is affected by a variety of environmental factors that 

could affect the whole T&D outcomes and results. Thus, the T&D approach should 

be flexible enough to reassess T&D needs during all the stages in order to take any 

urgent T&D needs into account. TNA is considered the critical stage by which T&D 

needs are identified. This stage determines the whole direction and purpose of T&D 

processes. Thus, it should be analysed and conducted well to build other stages 

effectively. TNA aims to determine the gap between the actual level of performance 

and the desired one. It involves identification of T&D needs through making a series 
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of assessments inside and outside the organisation and then establishes T&D 

objectives to meet these needs. 

Beardwell and Holden (1994) contend that individual and group needs, which are 

supposed to fit with the entire organisation's needs and objectives, are very important 

dimensions in determining T&D needs. So, individual, group and organisational 

needs should be interrelated and interconnected. Also, training needs should fit the 

organisation's culture as well as the organisation's corporate strategy; thus, T&D will 

help to achieve the organisation's corporate objectives. Armstrong (2003) has 

promoted a "Deficiency Model Approach" as one of the most important approaches 

when identifying training needs as the difference between what people know and can 

do and what they should know and be able to do. This model identifies training needs 

based on the available skills and knowledge and the desired skills and knowledge. 

To determine T&D needs and objectives there are three dimensions for the 

assessment process: organisational needs, task needs and individual needs (Goldstein, 

1993; Armstrong, 2003; Stone, 2002). Figure 3.3 explains the most important sources 

of information under each dimension. 

Figure 3.3: Training needs analysis sources, Stone (2002: p. 327) 

Sources of information for 

assessing training needs 

Organisational variables 
Environmental influence 
Organisational culture 
Organisational objectives 
Human resource objectives 
Human resource planning 
Organisational climate survey 
Measure of 

- Sale 

- Production 

- Safety 

- Costs 

Person variables 
Job specification 
Performance appraisal data 

or records 
Test data 
Assessment centre data 
Supervisor observations 
Customer feedback 
Sales and production records 
Safety records 

Task variables 
Job analysis 
Job description 
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Organisation analysis according to Walton (1999), Werther and Davis (1996), Reid 

and Barrington (1997) and Stone (2002) looks at the organisation's needs as a whole. 

It aims to determine where T&D activities are required in the organisation and where 

they will be successful; also to find out how T&D programmes can contribute to 

achieve the organisation's goals and objectives. Organisational needs analysis also 

helps to identify the allocated resources for the T&D programme and identify areas of 

the actual or potential weaknesses that could be corrected by training. 

Harrison (1997), in Marchington and Wilkinson (2000: p. 187), defines job analysis as 

"a process of identifying the purpose of a job and its component parts, and specifying 

what maust be learned in order for there to be effective work performance". So job 

analysis is about collecting, recording, tabulating and analysing duties and tasks, 

identifying employees' competencies necessary to perform their jobs, identifying job 

performance standards, knowledge, skills and abilities essential to perform these 

tasks. This analysis answer the question of what job needs T&D and where. Many 

resources could be used to do this analysis shown in Figure 3.3. 

Finally, individual needs analysis according to Stone (2002) and Latham and Wexley 

(1991) examines employees' performance and compares it with the established 

standards, in order to determine the training needs for each employee. Thus, it focuses 

on how well employees perform their jobs and what skills, abilities and knowledge 

they use to conduct those jobs. Basically, person analysis answers the questions of 

which people need training and what kinds of training they need. In order to answer 

such questions we need to find what specific skills and knowledge are to be 

developed if the employee is to perform his/ her job well. 

3.7.2 Developing and Designing T&D Programmes 

Developing and designing T&D programmes is another important stage concerned 

with developing T&D programme objectives and evaluation criteria. It is also 

concerned with designing and planning the programme, in terms of its location, 

methods, content, time, trainers, potential costs, and so on. 

A general understanding of learning theories and learning styles is very important for 

developing and designing an effective T&D programme. Not only it is important 

when learning from experience, for the individual learner to be aware of their 
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preferred learning style, it is also important that the trainer should be aware of 

differing learning styles in individuals in order to provide a learning experience which 

will be congruent with the way in which the trainee will learn best. So, understanding 

learning theories and the preferred individual and group learning styles is important in 

order choose the most effective and appropriate T&D methods, planning for T&D 

content, location and even cost. 

In order to decide what people need to learn there is a need to examine some of the 

ways in which people learn. There are many theories which explain how people 

actually learn. In this section learning theories and styles are explored briefly to better 

understand the basis for developing and designing an effective T&D programme. The 

behavioural learning approach and the cognitive learning approach are the dominant 

learning approaches. 

In section 3.2, learning was defined to be about acquiring knowledge; this definition 

represents cognitive theories. Also, learning is described as a process that might 

change behaviour; this demonstrates behaviourist theories. The cognitive learning 

approach implies that learning occurs within the mind, what is going on brain, how 

people think and memorise things (Torrington and Hall, 1995; Foot and Hook, 1999; 

Yeo, 2002). This approach believes that learning is structured; teaching methods tend 

to be by telling and directing and the subject matter is perceived to be important in its 

own right, with memorising facts and learning rules seen to be of great importance, 

this is what `chalk and talk' is based on. Thus, learning takes place in formal 

classrooms and lectures where information is delivered from teachers to students. It 

has been criticised as being theoretical and lacking stimulus for learners of a practical 

nature. Nevertheless, recent cognitive theorists have been concerned to discover how 

we solve problems: whether this is by trial and error, by deductive reasoning, by 

seeking more information or help from someone. 

Within discovery learning students or trainees are given tasks to achieve but have to 

find stimuli to show them how to progress. Therefore, they learn by working through 

a process of trial and error to see does and what does not work. It is a very powerful 

method of learning, but it cannot be used always. Time and cost can be constraining 

factors, as this method takes time to allow people to make discoveries for themselves; 

it is also costly, as the organisation should provide valuable materials in order for 
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trainees to discover for themselves something that their manager could have told them 

about (Senge, 1990). 

Behaviourist theories are based on the idea that since it is difficult to study the 

working of the mind in a scientific manner it is important to focus on observable 

behaviour. Behaviourists like Kohler generally studied the behaviour on animals in 

order to gain insights into how people learn; they were concerned with studying 

changes in behaviour and said that learning occurred if you could see such a change. 

Cole (1995) reports that the roots of this perspective are derived from behaviourist 

theory which simply suggests that, if no behavioural change is recorded, no learning 

can be said to have taken place. According to Foot and Hook (1999) programmed 

training and computer-based training programmes were developed from 

behaviourists' work. In them, the correct responses are immediately rewarded by 

praise from manual or computer and the trainees are told that they have given the 

correct answer and pressed the correct key and can progress to the next stage. 

Moreover, it is important as a trainer to understand individuals' learning styles, which 

will be explored later in this chapter. Also, understanding people's motivation to learn 

is very important for effective learning. People are motivated by a variety of things; 

these may take the form of incentive, encouragement or rewards. Some trainees may 

be motivated by the need to do well in a task and to learn new skills because it may 

provide the opportunity of getting a better job or more pay. 

3.7.2.1 Establishing T&D Objectives and Evaluation Criteria 

Establishing and formulating T&D objectives is one of the most important parts in the 

training process. According to Marchington and Wilkinson (2000, p189), "the 

traditional approach to devising training plans focuses on the need to determine clear 

aims and objectives which are relevant to the learners concerned and enable the 

performance gap to be bridged". Training objectives should be specific, clear, 

measurable and tangible, as far as possible (Stone, 2002; Redshaw, 2000; Burrow and 

Berardinelli, 2003). Often, these objectives should express what individuals would be 

expected to be able to do when they return to their workplace. It is also argued that it 

is difficult to evaluate and assess the overall effectiveness of training without 

knowing what it is trying to achieve (Kuber and Prokopenko, 1989; Stone, 2002). 

Thus, as long as training objectives are measurable, clear, agreed at all organisation 
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levels and reflect organisational and individuals' needs and objectives, evaluation 

criteria would be clear and agreed as well (Burrow and Berardinelli, 2003). 

In order to overcome any potential problem in assessing training effectiveness and get 

top management support and involvement, T&D objectives need to be determined by 

top management, line managers and HRD staff. Hussey (1985) argues that top 

management should review training objectives whenever a switch in strategy is 

planned. Latham and Wexley (1991) stress that T&D objectives should be customized 

to the people who will participate in the training events, based on their needs 

assessment. Also, training should be for the benefit of the individual, as well as for 

the organisation. 

3.7.2.2 Planning and Designing T&D Programmes 

This important stage is concerned with planning for and designing an effective T&D 

programme based on the agreed planned T&D objectives in the previous stage. It is 

about taking important decisions relating to the content of T&D programme, 

determining or nominating the appropriate trainees, planning for T&D costs, planning 

for T&D programme location and choosing the appropriate T&D techniques or 

methods. All of these issues need to be planned, taking into account trainees' 

characteristics, training needs, learning preferred styles, the available resources and 

learning objectives. 

" Planning for T&D content, trainees and costs 

The content of T&D programmes is often determined or based on the T&D 

programme aims or objectives. Burrow and Berardinelli (2003) argue that training 

content needs to be sequenced and broken-up into manageable learning chunks. 

Mumford (1991) in Burrow and Berardinelli (2003) suggests that training content 

should focus on real issues and problems that managers and employees have to deal 

with, on organisation's corporate objectives and strategies. When nominating or 

choosing the trainees, it is important to consider the nature and number of the 

employees who are to be trained, their jobs, training needs, positions, learning styles 

and their motivation to learn. Also, trainees' ages, knowledge, education, level of 

understanding and experiences are important factors that determine the effectiveness 

of T&D programmes (Stone, 2002; Hughey and Mussnug, 1997). Moreover, T&D 

potential direct and indirect costs need to be planned as well. 
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" Planning for T&D location 

It is also very important to think about the location of T&D programmes within the 

organisation or off-site; also, to decide whether it will be in the organisation, either 

on-the-job or off-the-job, or relying on specific training institutions (external 

providers). Some authors argue that external training programmes generally meet 

organisations' requirements; they are likely to be cheaper and more convenient than 

in the case where the organisation spends time, effort and cost in developing its own 

training programmes. In addition, external training programmes are mostly managed 

by professionals and there is an opportunity for participants or trainees to mix with 

other people from the same or different organisations. However, the disadvantage of 

these programmes, according to Cushway (1994: p. 122), is that they may be not 

readily transferred to the specific organisation's culture, "that is all very well in 

theory, but it will not work here". 

However, developing in-house organisational T&D programmes is very important if 

the organisation's requirements continue for a long period of time if the organisation 

has unique requirements that could not be met by external programmes or if the 

organisation needs to develop some unique and specific skills which it needs not to be 

imitated by its competitors, who might use the same external training sources. Also, 

informal training can be more easily integrated into the organisation's everyday 

activities; it can be undertaken in modules over short time periods and can be 

synchronised closely with the organisation's production cycle; it can be more easily 

focused closely on the workers specific individual and work role needs (Currant et al., 

1997). 

If the organisation decides to use its internal T&D sources, the main issue that needs 

to be considered is whether it will be on-the-job or off-the-job. Within on-the-job 

T&D, employees or trainees do the actual work in the actual work environment, 

under the same work conditions (learning by doing). So, if the organisation chooses 

on-the-job training, it should decide whether it would be part of the job, as a job 

instruction managed by managers or colleagues, or as a separate learning experience. 

However, within off-the-job training employees are isolated from the actual work 

environment, which makes this type of training questionable as to whether or not the 

acquired skills will be transferred to the job. Therefore, if the organisation chooses 
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off-the-job training, it should decide whether it will be an effective programme 

because employees or trainees will be taken away from their work environment. 

" Determining T&D methods and techniques 

To have positive results from T&D programmes, organisational commitment to 

training must tie in closely with appropriate effective training methods and training 

delivery mechanisms (Acton and Golden, 2003). Methods, such as demonstration, 

coaching, job rotation and planned experiences and technology-based training, are 

some of the training methods that could be used if an organisation decides to use on- 

the-job T&D approach. Lectures, case studies, role-play, discussion group, action 

learning, projects and business games are some of the training methods that could be 

used if the organisation decides to use off-the-job T&D approach. 

The choice between T&D methods and techniques depends on different issues that 

need to be considered when deciding the appropriateness of any T&D method or 

approach: T&D content; the results or objectives to be achieved; T&D needs; the 

number of trainees; trainees' background; trainees' level of understanding; trainees' 

education level; trainees' training needs; trainees' ages; trainees' preferred learning 

styles; the available equipment; the time and the budget allocated to the T&D 

programme. It is important to say that some T&D methods are more participative than 

others; thus they are varied in their usefulness in accordance to the trainee's preferred 

learning style. So, a variety of techniques can avoid trainees becoming bored and also 

give opportunities to practise skills if a skill is being taught. By doing so it is likely to 

use the preferred learning styles of different individuals at various times. Learning is 

an active process, and, even if it is a list of facts that needs to be learnt, most people 

learn more effectively when they test themselves, or rewrite information in their own 

words. 

It is important to stress that methods such as role-play, group discussion, project 

work, case studies and computer-based training are some T&D methods that suit 

activists, who tend to throw themselves into whatever is happening; they look for new 

ideas, experiences, and tend to be enthusiastic about anything new, to participate fully 

in learning or training. On the other hand, methods such as lectures, films and videos 

are more appropriate to encourage reflective learning since reflectors appreciate T&D 

techniques where they are provided with information that they can think about. This 
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group of people tend to stand back and observe experiences from different 

perspectives. They listen to others and get the drift of the discussion before making 

their own points. 

Theorists who tend to adapt and integrate observation into complex but logically 

sound theories, welcome opportunities to examine new theories and compare them 

with other points of view, so lectures and guided reading are the most appropriate 

methods to be used to encourage their learning. Finally, pragmatists are keen to try 

out new ideas, theories and techniques to see if they work in practice; they return from 

training programmes full of ideas that they want to try out immediately, they 

appreciate T&D techniques that are close to reality, so on-the-job T&D methods, in 

addition to case studies, role plays and action learning are more preferable and 

successful methods with this group of people. 

3.7.3 Implementing T&D Programmes 

Implementing T&D programmes is the vehicle of the T&D process. T&D 

programmes should be implemented according to the programme design. Qualified 

trainers who have the abilities to deal with different people and situations are 

necessary for a successful implementation process (Hughey and Mussnug, 1997; 

Hale, 2003; Bees, 1994). Armstrong (2003) asserts that T&D programmes should be 

monitored continuously to ensure that they are proceeding according to the plan and 

within the agreed budget. In order to check the managerial results, training should be 

evaluated after each event. Mondy et al. (1999) argue that implementing training 

programmes usually faces some difficulties which must be resolved first in order to 

reach a satisfactory implementation stage. 

" Most of the managers have the same reaction all the time: that they have no 

time and they are too busy to think about T&D. 

"A good trainer has to exist. Qualified trainers who possess communication 

skills, who understand the management philosophy, objectives and the 

importance of the training programme are not available all the time. 

9 Record keeping is also one of the difficulties which faces an organisation 

when implementing T&D programmes. This information might be useful to 

the organisation in order to assess the effectiveness of the programme by 

measuring the trainees' performance before and after training. 
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a The requirements of the coordination of training programme conducted 

outside the organisation might be many and expensive. 

3.7.4 Evaluation 

With the huge investment in developing training strategies and programmes, the 

question is no longer whether we should train or not, rather it is about whether or not 

training is worthwhile and effective (Mann, 1996). As organisations are spending 

more and more on training, evaluating the effectiveness of these programmes has 

become critical. Hesseling (1966) suggests that one of the main tasks of the trainer is 

to test for training effectiveness and to confirm that the selected training methods 

have achieved the desired results. It could be argued that evaluating training 

effectiveness is the starting point when talking about T&D benefits and contributions 

in any organisation. Training is a tool used to change people's behaviour, while 

evaluating training effectiveness is centred on measuring that change. 

The Manpower Services Commission (1981) defines training evaluation as "the 

assessment of a total value of the training system, training course or programme in 

social as ivell as financial terms. Evaluation dyers from validation in that it attempts 

to measure the overall cost-benefit of the course or programme and not just the 

achievement of its laid-down objectives. The tern is also, used in general judgmental 

sense of the continuous monitoring of a programme, or of training function as a 

whole". Hence, training evaluation helps to collect all the descriptive and judgmental 

information required to make effective training decisions. Evaluation should be 

viewed as part of an effective training process and a base to improve organisational 

decision-making about human performance improvement (Burrow and Berardinelli, 

2003). It identifies where a T&D department could prove that it adds valuable service 

or adds value to the organisation's performance. In other words, training evaluation 

helps in interpreting the training costs and measures the benefits of T&D programmes 

against the employees' total performance. From training evaluation, an organisation 

can make a judgment of what employees gain from training and what is transferred 

and implemented to their work. Bee and Bee (1994) state that it is necessary to 

evaluate T&D programmes, since the evaluation process improves the efficiency and 

effectiveness of training programmes, displaying the organisation's impression about 

trainers' performance in the programme and helps them to improve their training 

skills and justify the expenditure on the programmes. Therefore, it could be argued 
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that, as long as an organisation pays attention and emphasises training evaluation to 

identify training contributions, training is viewed by this organisation as an important 

organisational function that improves or helps to improve the organisational 

performance. 

It is argued that, although training evaluation is a very important phase for a 

successful T&D programme, this phase is the most neglected one, resulting from a 

lack of time and resources to complete the evaluation process, or maybe a lack of top 

management support, ineffective design of the evaluation process and unclear 

evaluation criteria. Thus, the data would be misunderstood, misused and 

misinterpreted (Beardwell and Holden, 1994; Houlton, 1996; Combs And Falletta, 

2000). Mann (1996) argues that, despite heavy investment in training, organisations 

can frequently fail to evaluate adequately the value or success of their training 

programmes. In this regard, Hale (2003) has included two practical examples that 

demonstrate an insufficient evaluation process. A recent survey undertaken in the 

USA has shown that 57% of the surveyed American organisations consider 

evaluation as important, but only 27% use an action plan after training; just 16% use 

follow up from T&D and only 7% of the surveyed organisations evaluated the return 

on investment in training. Another recent study carried out by the American Society 

for Training and Development (ASTD) has found that 78% of the surveyed 

organisations use level one of Kirkpatrick model (reaction), 32% apply level two 

(testing for learning), while about 9% use level three (behaviour change) and only 

about 7% apply level four (results). Also, an empirical study conducted by HMSO 

(1989) found that about 85 per cent of UK-based employers do not attempt to assess 

the benefits from training programmes; therefore, they are unable to quantify their 

results. (Tennant et al., 2002). 

Grove and Ostroff (1990), Redshaw (2000) and Shandler (1996) argue that evaluating 

training gains or influences on organisational effectiveness and performance is a very 

hard task for the following reasons. 

" There are many other factors which can have an influence, positively or 

negatively, on the organisation's performance: for example, other 

organisational activities, market forces, competitive activity, new technology, 

legislation, the economy, etc (Shandler, 1996; Redshaw, 2000; Burrow and 

Berardinelli, 2003); also, luck, industry, power and size. 
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The impact of training may take a considerable time to show up in overall 

results (Redshaw, 2000). 

" Training results and outcomes are usually complex and difficult to be 

measured or quantified, such as employee satisfaction, commitment, 

motivation, changes of behaviour and attitudes, etc. This causes confusion 

between accountants and line managers who view training evaluation 

differently from the way trainers view it. Accountants and line managers may 

believe that training evaluation is not different from any other form of 

evaluation; simply, outputs can be compared with inputs, while the fact is that 

the relationship between training intervention and organisational performance 

cannot be easily identified. 

To overcome most of the evaluation difficulties, Burrow and Berardinelli (2003) and 

Redshaw (2000) suggest that there are two important things to be taken into account. 

First, line managers should be involved. As mentioned before, effective T&D 

programmes require top and line management support, commitment and leadership. 

Thus, line managers should participate in determining the training objectives and 

evaluation criteria. These occur when trainers are consulting with line managers. 

They may ask them questions such as, what they want to improve, how they will 

recognise success and how they will measure this success. During this process all the 

other factors that influence the organisation's performance would be identified and 

agreed. Second, because it is hard to connect training interventions to the 

organisation's performance measurements directly, these measurements need to be 

revised, refined and resized to document the impact of planned learning (T&D) on 

organisational performance. 

There are many training evaluation approaches and techniques. However, there are 

four main complementary evaluation frameworks: Kirkpatrick, the Bell system, 

Parker and CIRO; all have been reported by McCracken and Wallace (2000). 

However, Kirkpatrick's evaluation model is the one most commonly used by many 

organisations (Hale, 2003) According to Kirkpatrick (1996), there are four stages to 

be considered when evaluating training effectiveness: reaction, learning, behaviour 

and results level. 
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" Reaction Level 

This level of measurement answers whether people are happy with the training inputs 

(Hale, 2003). Thus, it evaluates participants' reactions, opinions, impressions and 

attitudes toward the programme, such as, to what extent the participants liked T&D 

programme, its contents, the trainer, the methods and the environment surrounding 

the programme. This is commonly obtained at the end of the programme through 

questionnaires or group discussion. 

" Learning Level 

This level answers, `what do people remember from the training session? ' (Hale, 

2003). To what extent have the participants learned the material and the particular 

skills or know-how contained in the programme? Kirkpatrick (1979) defines this 

measurement as, "the extent to ivhich participants change, improve knowledge and/or 

increase skill as a result of attending the programme". This measurement is made 

through special standardised tests at the end of the programme, such as pre-post, 

paper-and-pencil tests, skill practice, workshops and job simulation. 

" Behaviour Level 

This level answers, `whether people use what they know at work? ' (Hale, 2003). The 

changes in the participants' behaviour, skills, patterns of work, relationships and 

abilities, and so on. In this kind of measurement, management would like to know if 

participants have improved on-the-job performance as a result of T&D. These 

indications could be collected through observations, survey, interview and comments 

of supervisors and colleagues and from performance appraisal. 

9 Results Level 

This level of measurement finds out `what are the outcomes of applications on the 

job over a period of time? ' (Hale, 2003). This level of measurement reflects the 

efficiency of achieving the T&D programme and the organisation's objectives. This 

level of evaluation focuses on the impact of behaviour change on the organisation's 

performance. Because changing employees behaviour and attitudes is not the final 

objective of T&D, the end results should include things, such as: improved 

productivity, better quality, lower costs, more speed, fewer accidents, improved 

morale, lower turnover and, ultimately, more profit and better service. To determine 

the cost efficiency of training, recent return on investment (ROI) is used to find out 

whether the monetary values of the results exceed the cost of the programme. 
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The Bell system of evaluation model consists of four evaluation levels of outcomes. 

Reaction level, capability level it reflects the extent to which training objectives are 

met, such as, what will participants be able to know, do or thinks as a results of 

training? (Burden and Proctor, 2000). Also, it includes application level which 

measures what the participants know, do, or think in their working place after 

receiving training programmes and finally, worth level measures the value of training 

in relation to its cost and shows the benefits from training investment in terms of 

money, efforts and time. 

Moreover, Warr, Bird and Rackham's (CIRO) evaluation model, which was 

developed in 1979, has a broader scope than any other model. Again there are four 

categories of evaluation (CIRO). Context concerned with identifying training needs 

from an organisation's context and stetting training objectives for evaluation, input 

category and concerned with analysing all the available required resources and 

selecting the most appropriate training methods to achieve training objectives. Also, 

reaction level which is about collecting and analysing information about the 

participants reactions or opinions regarding to T&D programme in a manner way and 

outcome category that concerned with identifying to what extent training objectives 

have been achieved. 

Finally, the CIPP (Context, Input, Process, Product) model, which was developed by 

leading educators on the `National Study Committee', was viewed as useful for the 

evaluation of management T&D. Again it consists of four levels of evaluation. 

Context level concerned with the identification of the training needs with particular 

reference to specific problems and opportunities and produces training goals and 

objectives. Input level concerned with how the available resource should be used to 

meet training goals and objectives, also concerned with the planning stage of training. 

Process level which concerned all the information relating to the implementation 

stage and identifies possible areas of failure and product level that measures to what 

extend training goals have been met through examining training outcomes. However, 

this model indicates the effect on ultimate outcome (organisation's performance or 

business results) the area where training could prove it usefulness and benefits to the 

organisation. 
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Therefore, it could be said that all of the evaluation models focus on the following 

important criteria for determining training effectiveness: 

" stakeholder perceptions (level one: reaction) 

" learning gain (level two: learning) 

" on-the-job performance improvement (level three: behaviour) 

" organisational improvement and ROI (level four: results). 

An empirical study, cited by Mann (1996), reviewed the most popular evaluation 

levels used by US organisations when evaluating their training programmes and 

showed that over half (52%) of the surveyed organisations use assessment of their 

participants' reaction and satisfaction with the programme as the key methods of 

evaluating training, 17% assess the application of the trained skills to the job and 13% 

evaluate change in organisational performance following the training, while, 5% of 

the surveyed organisations test for skill acquisition immediately after training and 

13% have no systematic evaluation of their training programmes. 

Stakeholder reaction provides insight into trainees' motivation and satisfaction, but 

does not directly measure training results. Historically, training was conducted 

through measuring trainees' number, perceptions and attitude towards the 

programme. Often, employees were asked questions about the programme 

characteristics, instructional effectiveness and their feeling about the relevance and 

results of the programme (Collins, 2002; Russ and Preskill, 2001), but the evaluation 

methods are not logical enough to judge training effectiveness and quality. This 

means that those trainees' attendances, perceptions, motivation and attitude towards 

the programme are important outcomes of any training programme but there is no 

relationship between these outcomes and achieving the programme objectives and 

improving organisation's performance (Combs and Falletta, 2000; Green, 2001). In 

other words, they are not enough to justify training cost and clarify its contribution to 

organisational performance. Assessing training effectiveness based on trainees' 

perceptions is described by James and Roffe (2000) and Acton and Gloden (2003) as 

ad hoc, unsystematic, informal and unstructured evaluations of training programmes, 

which tends to be post-training appraisals rather than approaching the evaluation of 

training programmes from their design stages. Many other people have emphasised 

the same fact when they examined the correlation among the evaluation stages in the 
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Kirkpatrick model. For instance, Aliger and Janak (1989) found no relationship 

between the trainees' reactions and the other evaluation stages. 

Thus, the questions about training effectiveness are no longer focused on trainees' 

perceptions but are directed at factors such as: Did employee performance improve as 

a result of training? How did training contribute to achieving the organisation's 

critical goals? (Burrow and Berardinelli, 2003). T&D results should be connected to 

the organisational performance measurements, such as return on investment (ROI), 

changes in productivity, quality improvement, customer satisfaction and market share 

(Miller, 2002; Burrow and Berardinelli, 2003). Otherwise, it will not be valued and 

valuable. In this regard, Kirkpatrick (1996) states in Hale (2003: p. 29) "the fixture of 

training directors and programmes depends to a large extent on their effectiveness. 

To determine effectiveness attempts should be made to measure training in scientific 

and statistical terms". 

Therefore, level four (organisational performance) is the most important indication of 

the training effectiveness, but the hardest one. It is not easy to find direct relationships 

between training interventions and the organisational performance measurements 

(quality, customer satisfaction, ROI, and market share) (Burrow and Berardinelli, 

2003). Therefore, of the identified evaluation criteria there are two critical and 

essential levels that affect other evaluation levels: learning gain (acquired skills, 

competencies, attitudes and capabilities) and on-the-job performance improvement 

achieved through changing trainees' behaviour and work patterns, which is often 

called training transfer. These results represent levels two and three in the Kirkpatrick 

Model (learning and behaviour). If trainees improve their job performance 

requirements (skills, knowledge and attitude) they will perform their job well, which 

will enhance their job performance, their perception toward the programme in turn; 

this will indirectly affect the overall organisation performance (Burrow and 

Berardinelli, 2003; Phillips, 1997; Russ and Preskill, 2001). 

On the other hand, Bramley and Kitson (1994) contend that the appropriate training 

evaluation model is the model that facilitates evaluating levels 3 and 4 of Kirkpatrick 

evaluation model (behaviour change and results); training needs and objectives are 

defined in terms of the changed behaviour and increased effectiveness, rather than just 

increasing knowledge, skills and abilities. Also, top management and line managers 
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are involved in the whole training process and are able to evaluate the changes in 

behaviour and effectiveness, which are occurring as result of training. They identify 

different strategies which could be applied to identify levels 3 and 4 when evaluating 

training. 

In searching for the actual T&D contributions to the organisational success, Burrow 

and Berardinelli (2003) found that, to connect training outcomes and organisation 

performance, a middle level of organisational measures needs to be identified as a 

part of the training evaluation stage, level 3.5. Therefore, to identify the influence of 

training on the organisation's performance, two important questions need to be asked. 

The first one is: How is the work being conducted better, or differently as a result of 

training? The criteria or performance measures which could be used to answer this 

question are, the changes in the jobs results, such as quantity, quality, performance, 

new job duties, cross training, decision-making, error rate, etc (Combs and Falletta, 

2000). The second important question is: How is the department and work group 

different and better as a result of training? Here we should look at the department 

measure, which is connected directly to the performance developed through the 

training programme, including productivity, budget, material use, customer 

satisfaction, downtime, grievances, errors rate, etc (Swanson and Houlton, 1999). 

Muhlemeyer and Clarke (1997) found that know-how transfer at the workplace is the 

most important process to secure organisational success. However, this stage is the 

most neglected one. Transfer of training is defined as the degree to which trainees 

effectively apply the trained skills, knowledge and attitude gained in a training 

context to the job. Evaluating transfer of training requires specific measurements, 

such as performance test and observation, in order to measure behaviours and learned 

skills or knowledge (Mann, 1996). The more probable assumption is that the newly 

gained knowledge can be used somehow, sometime and somewhere. Muhlemeyer and 

Clarke (1997) also argue that transferring the know-how at the workplace could lead 

to the development of resistance to change in the organisation, since the transferring 

process includes change. Resistance from employees, colleagues and line managers 

may be because of reservations about the introduction of know-how gained by 

participants of training programmes. Organisational resistance may arise because of 

the introduction of new techniques and know-how that may impact on other 

organisational processes and departments which are still operating under the old 

77 



methods. Moreover, technical problems may arise through the mismatch of new 

knowledge and old technology within the workplace. 

It is argued that evaluation should focus on all organisational stakeholders, 

comprehensively, and on the long-term results, and should also use the most suitable 

information to make judgments about training effectiveness (Russ and Preskill, 2001; 

Burrow and Berardinelli, 2003). It is also suggested that evaluation could be very 

focused and short-term or quite comprehensive with focus on the long-term results 

(Collins, 2002; Russ and Preskill, 2001; Burrow and Berardinelli, 2003). Evaluation 

should be based on a clear identification of the purpose and results expected from the 

programme. Thus, if the programme is designed to respond to a particular problem, or 

meet specific requirements, evaluation should be used to determine if that specific 

goal was successfully achieved and not focus on broader expectations. According to 

Brinkerhoff (1988), good evaluation should be able to prove that the programme is 

aimed at important organisational benefits, enjoyed by participants, achieves 

important skills, knowledge and attitude objectives, uses the most cost-effective 

designs, transferred effectively to the job and provides valuable and cost effective 

organisational benefits. However, much of the training efforts in organisations are not 

specifically related to organisational final outcomes. Thus, evaluating these efforts 

should not focus on the organisation outcomes (Miller, 2002; Burrow and 

Berardinelli, 2003). 

Bramley and Kitson (1994) argue that, to carry out an effective evaluation process, it 

should be conducted on all evaluation levels: reaction, learning gain, behaviour 

change and result, because each level provides different kinds of evidence (At each 

level there are different T&D outcomes. For example, the reaction level resulted in a 

happy and motivated workforce, while the learning gains level gives an indication of 

the extent of the learned skills, facts, attitudes and knowledge. The behaviour level 

indicates the extent to which on-the-job performance is improved as a result of the 

learned skills and knowledge. Finally, the result level gives the most crucial evidence 

of training effectiveness through linking T&D to the overall organisational 

performance criteria, such as quality, customer satisfaction, productivity, and so on. 
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For an effective evaluation process, Burrow and Berardinelli (2003) suggest many 

things need to be taken into account: 

" evaluation must be objective and targeted as an important outcome, 

including individual, job and organisational improvement 

" evaluation should be accomplished relating to the agreed evaluation criteria 

improved in developing and designing T&D programmes phase 

9 evaluation should be matched with the organisation's philosophy, culture 

and objectives; what is relevant to one organisation may not be relevant to 

another 

9 evaluation procedures should be reasonable, which means that evaluation 

should be able to be conducted within the structure and resources and the 

training programme by the people responsible for the programme. 

In Arab organisations, as in many other organisations, evaluation is the most 

important stage, but the most neglected and problematic one. This stage is usually 

conducted on an unprofessional manner. Arab researchers argue that training 

evaluation is rarely found in their organisations. For instance, Al-Athari and Zairi 

(2002) found that evaluation is not the most important stage in the training cycle for 

most Kuwaiti organisations which rely on evaluating the level of trainees' reaction 

towards the programme. Abdalla and Al-Homoud (1995) argue that there are no 

specific follow-up procedures for evaluating the effectiveness of T&D programmes. 

In most Arab organisations the effectiveness of training programmes is evaluated 

based on the reaction level, instead of focusing on the results level and on the 

transferred knowledge to the workplace, although they are considered, according to 

Kirkpatrick, as the best evaluation systems or criteria because they focus on the 

effects of the application of the new learned or gained information and concepts on 

the organisation performance. 

To conclude this section, and to introduce the importance of the next section, it is 

important to say that the influence of T&D on improving organisational performance 

is the most important indicator of the training effectiveness which represents level 

four of Kirkpatrick evaluation model. Increasing or improving an organisation's 

performance is the ultimate organisational objective which all organisational people, 

functions, activities, strategies and plans aim to achieve. From a managerial point of 

view, connecting the outcomes for any organisational activity to the organisational 
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performance improvement is a very important criterion to judge the effectiveness of 

that activity and justify its cost. Otherwise, the whole effort and money spent on that 

activity would be a waste of money and time. Linking T&D to organisational 

performance is a very difficult task, but the most important thing to do. To identify 

how T&D could influence organisational performance it is important to go through 

this by introducing the concept of organisational performance and the most important 

organisational performance frameworks emphasise the importance of T&D in 

increasing the performance of organisational people. It is also important to include 

empirical studies conducted to explore the ways by which HRM activities, including 

T&D, could influence organisational performance. 

3.8 Organisational Performance 

In order for organisations to maintain and improve their competitive advantage, 

performance measures are widely used to evaluate and control business process 

improvements (Ghalayini and Noble, 1996). However, although organisational 

performance is the most widely used dependent variable in much organisational 

research today, it remains one of the vaguest and most loosely defined constructs 

(Rogers and Wright, 1998). The struggle to establish a robust definition for 

organisational performance has been ongoing for many years and is not limited to the 

field of strategic HRM. Many researchers have found that, after reviewing literature 

in organisational effectiveness and performance, they know less and less. Much of the 

literature relating to organisational performance is limited to financial indicators 

(traditional performance measures) such as profit, return on investment (ROI), and so 

on. The definition of performance was narrow, as pointed out by Venkatraman and 

Ramanujam (1986: p. 801), "... centres on the use of simple outcome-based financial 

indicators that are assumed to reflect the fulfilment of these economic goals of the 

firm". 

Traditional performance measures, according to Wongrassamee et al. (2003), have 

suffered from different limitations, which make them insufficient and inappropriate as 

indicators for the organisation's effectiveness. Some of these limitations are: they are 

based on traditional cost management system; they are usually not incorporated into 

strategy; they are difficult to implement in practice and tend to be inflexible and 

fragmented; they contradict accepted continuous improvement thinking; they 
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represent the current organisation performance situation but do not give indications 

about future performance; they neglect customer requirements. 

As a result of these limitations, various integrated and multi-dimensional performance 

measurement frameworks have been advanced. Most of these new organisational 

performance frameworks propose a broad performance construct that involves both 

financial and operational or non-financial indictors, such as new product, 

product/service quality and market share. These frameworks emphasise the 

importance of people management, HRM outcomes and learning influences on 

organisational performance. The most common and distinctive performance 

frameworks that attempt to tie performance metrics to the organisation strategies and 

visions are Kaplan and Norton Balanced Scorecard Framework (1992), European 

Foundation for Quality Management (EFQM), the Business Excellence Model 

(1988). 

3.8.1 The Balanced Scorecard Framework 

The Balanced Scorecard is defined as a comprehensive performance measurement 

technique comprehensive framework developed by Kaplan and Norton in 1992, in 

which an organisation's missions and objectives can be transformed or translated into 

a set of performance measures. Kaplan and Norton within the Balanced Scorecard, 

introduced in addition to the financial measures another three performance 

measurements that highlight non-financial aspects: customer satisfaction; internal 

business processes; learning and growth. Thus, the Balanced Scorecard contains a set 

of financial and non-financial measures designed to help organisations to implement 

their key success factors and satisfy key stakeholders group. Kaplan and Norton 

(2000) state that intangible assets and organisational capabilities, such as high-quality 

products and service, motivated and skilled employees, responsive, innovative and 

predictable internal processes, satisfied and loyal customers, are very important 

requirements for superior organisational performance and sustainable competitive 

advantage. 

The Balanced Scorecard has four major perspectives: financial, customer, internal 

business processes and learning and growth perspectives. Whereas the financial 

measures are concerned with past performance, the other perspectives represent the 

future of performance and growth. Hence, the Balanced Scorecard's perspectives 
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permit a balance between short and long term objectives: between external measures 

(shareholders and customer) and internal critical processes (innovation and learning 

and growth); between desired outcomes and performance derived from those 

outcomes; between hard objectives measures and softer more subjective measures 

(Kaplan and Norton, 2000; Wongrassamee et al., 2003). 

The financial perspective includes three general objectives: revenue growth; cost 

management; asset utilization. Customer perspective is an important and 

overemphasised one, because customers are considered to be the key important 

performance drivers. So, organisations aim to sustain ongoing performance and 

competitive advantage should pay more attention to this perspective. Customer 

measures include the following measurements: market share; customer retention or 

loyalty; customer acquisition; customer satisfaction; customer profitability. Because 

of the importance of the customer dimension to organisational success, Kaplan and 

Norton (2000) provide another quantitative measure to assess performance with 

customers, called the customer value proposition measure. They argue that 

organisations should think of what will cause the customers to purchase a product or 

service from the organisation. These factors will guarantee satisfied, motivated, loyal 

and profitable customers. The other quantitative measures with customer perspective 

include are: product/service functionality; quality; price and time.. 

Kaplan and Norton (2000) assert that internal business processes are designed to 

measure areas of internal organisational excellence required to ensure customer 

satisfaction. Examples of those areas are cycle time, quality, employee skills, 

innovation and productivity. These measures must be designed in ways that are 

directly affected by an employee's actions. This linkage is essential to ensure that 

employees at all levels have clear targets for action and are able to take decisions or 

make improvements thät really contribute to the corporate objectives. Internal 

business process measures involve different themes: identify or make the market; 

design; deliver and service. 

Learning and growth measures are the most important measures to achieve 

organisation objectives in other areas. It emphasises that investing in employee 

capabilities and performance provides a platform for ongoing improvement and 

growth. The idea of improving processes and performance for customers must 
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increasingly come from front-line employees who are close to internal processes and 

the organisation's customers. Learning and growth measures include measures such 

as: employee capabilities; information technology and motivation and alignment. 

Moreover, Kaplan and Norton (1996,2000) stress the importance of other employee 

measurement groups. They stress the importance of employee satisfaction since 

satisfied employees are the precondition for high product and service quality, high 

productivity, responsiveness and customer service and satisfaction. Also employee 

retention which captures an objective to retain those employees in which the 

organisation has a long-term interest. Organisations make a long-term investment in 

their employees, so any unwanted departure means a loss in the intellectual capital of 

the business. Finally employee productivity which is related to the output produced by 

employees to the number of employees used to produce that output. 

It could be argued that the role of HRM practices, including T&D activities in the 

Balanced Scorecard, is demonstrated through customers, internal processes and 

learning and growth perspectives. In this regard, Rogers and Wright (1998) argue that 

the Balanced Scorecard has been advocated as a way for HR to demonstrate its impact 

on organisational performance. The Balanced Scorecard literature indicates that 

le }rning and growth areas enable the internal business process (innovation) which 

will, in turn, allow the achievement of specific customer objectives and, finally, affect 

the financial results. In this regard, Kaplan and Norton (2000) stress that, in order to 

get superior customer satisfaction and successful internal processes, in addition to the 

ability to compete globally, the fourth perspective of Balanced Scorecard, `learning 

and growth' perspective, should continually improve the organisation's capabilities 

for delivering value to customers and shareholders. Thus, organisations should invest 

more in reskilling employees or, in other words, in T&D, enhancing information 

technology and systems and aligning organisational procedures and routines. These 

objectives are articulated in the learning and growth perspective. 

To achieve an exceptional on-time delivery operating process, innovation and high- 

quality internal processes are required to achieve high customer satisfaction. In other 

words, improving internal business processes, which include important processes such 

as innovation, operation, quality and post sale service, will have the greatest impact 

on customer satisfaction and achieve the organisation's financial objectives. To 

improve and increase these processes and capabilities, T&D, as an important learning 
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activity (the fourth perspective) are strongly required. T&D as planned learning 

activities, by which employees skills and behaviour are improved to the extent that 

improvement on the job performance is represented by high quality product and 

service, on-the time deliver, reducing time required to produce or provide service 

which leads to more customer satisfaction and loyalty and, in turn, better financial 

results. 

Therefore, it could be argued that organisational learning and, thus, T&D is viewed as 

one of the most important key performance drivers that enhances internal business 

processes and leads to superior customer and financial results. Also, T&D is 

necessary to derive improved organisational performance from the internal business 

process and is responsible for improving or developing people skills and capabilities 

that should be innovative, efficient and able to produce and provide what customers 

need and demand effectively. In this regard, Kaplan and Norton (2000) assert that 

improvement in employees' capabilities is critical to the jobs and employee 

motivation is a component for the learning and growth perspective. Also, Kaplan and 

Norton (1996) point out that organisations need the capacity for double-loop learning 

that occurs when managers question their assumptions and reflect on whether the 

the ry under which they were operating is still consistent with current evidence, 

observation, and experience (Wongrassamee et al., 2003; Kaplan and Norton, 1992, 

1996; Rogers and Wright, 1998). 

3.8.2 European Foundation for Quality Management (EFQM), the Business 

Excellence Model 

In 1988 the European Foundation for Quality Management (EFQM) was founded as a 

result of an increasing concern for a lack of quality, productivity and competitiveness 

in a dynamic world market. It was created with the aim of being the reference model 

supporting the European Quality Award. The basis of the EFQM excellence model is 

the principles of Total Quality Management (TQM). However, the aim of EFQM is to 

provide a system for understanding performance management (Wongrassamee et at., 

2003). It is a diagnostic tool for self-assessment of the current health of the 

organisation. Thus, through self-assessment, an organisation is better able to balance 

its priorities, allocate resources and generate realistic business plans. 
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The EFQM business excellence model is based on nine criteria reflecting validated 

leading edge management practices, as shown in Figure 3.4 These criteria are 

accepted as common sharing best practices among organisations. Five are called 

`enablers', which represent what an organisation can control, while the other four 

represent what an organisation will achieve and they are called `results'. 

Figure 3.4: The EFQM business excellence model, source, Wongrassamee et al (2003) 

Enablers Results 

are responsible for developing and clarifying a statement of vision that propose total 

quality and continuous improvement in which organisations and their people will 

achieve. The other important enabler criterion is `people management', which refers 

to how an organisation handles or manages its people and develops their skills and 

knowledge so that they will innovate, improve and increase the business processes. 

`Policy and strategy' is another enabler criterion which refers to the organisation's 

vision and mission that are implemented via the concept of total quality management. 

Finally, `resources', as an enabler, refers to the all the available resources of the 

organisation, which should be managed effectively in order to achieve the 

organisation's missions and visions effectively, while, `processes' refers to how an 

organisation designs, develops, manages and improves its activities and processes to 

satisfy its customers' and other stakeholders' needs. 
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On the other hand, the `results' group includes people satisfaction, customer 

satisfaction and impact on society or satisfying local, national and international 

society as appropriate and satisfying shareholders' results. Thus, people satisfaction, 

customer satisfaction, impact to society and business result represents four 

performance objectives that organisations need to achieve for future success. 

However, Wongrassamee et al. (2003) argue that customer satisfaction and people 

satisfaction are more important than society results and key performance results. 

It could be, therefore, argued that the *EFQM model has emphasised the importance 

of people management as an important enabler criterion and employee satisfaction as 

an important result in order to achieve superior performance management. It suggests 

that employee commitment is necessary for continuous improvement, so it is 

important for organisations to invest more in people management and development if 

they aim to compete in their markets. Customer satisfaction and people satisfaction 

are important performance indicators, thus, more attention should be given to how to 

increase both of them in the organisation. In turn, this gives people management, in 

particular people development, the central role to increase customer satisfaction and, 

also, employee satisfaction and commitment. 

3.9 Organisational Performance and Human Resource Management (HRM) 

HRM has been challenged to demonstrate the value of its functions in proving its 

-impact on an organisation profit, minimising cost and maximizing the added value in 

components of an organisation strategy and customer satisfaction (Ulrich, 1997). 

Many research studies have been conducted to establish links between HRM 

functions and organisational performance, such as training (Russel et al., 1985), 

selection (Terpasticea and Rozell, 1993), appraisals (Borman, 1991) and 

compensation (Milkovich, 1992) in relating to the organisation performance. 

Huselid's (1995) work links an index of HR practices to both financial performance 

and market outcomes. MacDuffie's (1995) study links bundles of HR practices to 

productivity and quality exemplified a progression toward examining the link between 

systems of HR practices and performance. 

The popular management literature, which examines the impact of HRM practices on 

organisational effectiveness and performance, is most controversial (Worsfold, 1999). 

Whereas some people argue that there is a positive relationship between HRM 
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interventions and organisational performance, others argue for the lack of evidence 

linking HRM with improved performance. For example, Storey (1992) was unable to 

show any correlation relationship between financial performance and the uptake of 

HRM style approaches in mainstream UK businesses. Also, Guest and Hoque (1994) 

examined the impact of HRM practices and the presence of HRM strategy on 

outcomes in manufacturing companies; they found higher levels of positive HRM and 

employee relations' outcomes, but there was no correlation with performance, in 

terms of productivity or quality. In contrast, an increasing body of research has 

demonstrated a relationship between the use of specific HRM practices and improved 

financial performance (Russell et al., 1985; Gerhart and Milkovich, 1992). 

According to Huselid (1995), many strategic studies looking at the relationship 

between HRM and organisation performance find that the use of high performance 

work practices of HRM functions can improve or increase workforce skills, 

knowledge and abilities. Thus, it increases their motivation, reduces shrinking and 

enhances retention of employees' quality, while encouraging non-performers to leave 

the organisation (Jones and Wright, 1992). The assumption is that more effective 

systems of HRM practices that simultaneously exploit the potential for 

complementarities or synergies among such practices and help to implement the 

organisation's competitive strategy are the sources of sustained competitive 

advantage. Nevertheless, little empirical study supports such beliefs; however, 

Huselid's (1995) empirical study supported the argument that high performance work 

practices will be reflected in a better organisational performance. He found that 

investing more in practices, such as comprehensive employee recruitment and 

selection procedures, incentive compensation and performance management systems, 

and extensive employee involvement and training, are associated with lower 

employee turnover and greater productivity and corporate financial measurements. 

However, their influence on the corporate financial measurements is, in part, due to 

their influence on employee turnover and productivity. 

Yeo (2003) also emphasises the importance of HRM outcomes, particularly the T&D 

function, as an important operational indicator of the organisation's performance. He 

defines organisation performance as a broad concept that involves financial and non- 

financial outcomes at several levels. The highest level refers to how well an 

organisation has performed through goals and targets set in relation to its vision and 
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missions. Those could be productivity growth, profit, and sale growth. The second 

level is operational target, such as defect rate, turnaround time, skills level and 

satisfaction of employees. He rates the performance indicators, which could be 

resulted from learning, as: performance targets; productivity and efficiency, 

turnaround time and defect rate; public image and perception of organisation; 

employee retention; employee satisfaction; skills level of employees; management of 

resource; customer satisfaction; creative and innovative products; services and 

internal capabilities. 

Guest (1997) argues that, in the field of organisational behaviour, measuring an 

organisation's performance is often viewed as the criterion problem. Therefore, since 

it is difficult to link HRM outcomes to the financial result, it is important to try to 

investigate such relationships through finding indirect linkages (change in behaviour) 

that improves performance and, in turn, improves the financial outcomes. Also, 

Horwitz (1999) asserts that, because there is still a lack of an appropriate, robust 

theoretical and methodological attention paid to the practical implications of strategic 

HRM and HRD for decision makers and the unresolved debate occurring around so- 

called best practices HRM models versus contingent, resource-based view and firm- 

specific approaches, there are difficulties in establishing directional or cause effect 

relationships between variables of survey studies in these fields. Horwitz (1999) 

argues that empirical studies are largely based on a framework, as shown in Figure 3.5 

Figure 3.5: A cause-effect relationship between firm performance and HRM activities, 
Horwitz, (1999) 

HRM HRM Firm performance 

functions functions 

outcomes 

Guest (1997) identifies HRM practices that lead to HRM outcomes of high employee 

commitment, high quality staff and highly flexible staff. High quality staff refers to 

the capabilities, knowledge and skills of employees that give T&D implication as one 

of the most important HRM activity that increases employees' knowledge and skills, 

while flexibility refers to functional rather than numerical flexibility. Guest (1997) 

illustrates Figure 3.6, which explores the links between HRM and performance. 
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Figure 3.6: Linking HRM and organisational performance, Guest (1997) 

HRM strategy HRM practices HRM outcomes Behaviour outcomes Performance outcomes Financial outcomes 

Differentiation selection effort and motivation high productivity profit 

Innovation training commitment quality and innovation 

Focus appraisal cooperation 

Quality rewards quality low absence ROI 

Cost job design involvement labour turnover; conflict 

Cost reduction involvement flexibility organisational citizenship customer complain 

Status and security labour turnover 

Wright et al. (2003) argue that future empirical studies in these matters should try to 

link HR functions to organisational performance through examining the impact of HR 

functions on proximal HR outcomes that may have an impact on more distal 

outcomes. In addition, Dyer and Reeves (1995) suggest that, in the future, HRM 

functions-performance studies, HR outcomes and organisational performance need to 

be constructed and defined first. To measure HRM practices, including T&D impacts 

on an organisation performance, Dyer and Reeves (1995) propose four possible types 

of measurements for organisational performance: 

- Human Resource (HR) outcomes (turnover, absenteeism, job satisfaction); 

- Organisational outcomes (productivity, quality, services); 

- Financial accounting outcomes (ROI, return on equity, profit, sales and 

employee value productivity); 

- Capital market outcomes (stock price, growth, return). 

They found that it is difficult to prove these relationships unless HR outcomes and 

organisational performance are constructed and defined first. Also, it is important to 

identify those variables that are believed to control HR-performance relationship: 

size, industry, age, location, strategy and unionisation. 

However, a number of studies have reported a positive relationship between high 

performance HRM and organisation performance (Arthur, 1994). Recent attention has 

been given to the ability of internally consistent HRM systems to create or improve 

superior organisational performance and sustained competitive advantage when 

aligned with organisational strategies. However, most of these studies have not 

matched the encouraging empirical results. That means that these statistical studies 
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attempt to measure the relationship between HRM and organisational performance 

but leave the exact nature of this relationship unclear (Dyer and Reeves, 1995; Guest, 

1997). In general, the relationship between HRM practices and organisational 

performance has been neglected in the empirical studies (Guest, 1997). 

Another limitation of the previous studies linking HRM practices to the 

organisational performance is that most of the available empirical studies have 

revealed different and/or conflicting findings and results. Therefore, although some 

studies showed positive significant relationships between HRM practices and 

organisational performance, such as, Huselid's (1995), MacDuffie's (1995), Arthur 

(1994), Dyer and Reeves (1995), Guest (1997), Wright et al. (2003), other studies 

found no such relationships. For example, Storey (1992) was unable to find any 

correlation relationship between financial performance and the uptake of HRM style 

approaches in mainstream UK business. Also, Guest and Hoque (1994) examined the 

impact of HRM practices and the presence of HRM strategy on outcomes in 

manufacturing companies. They found higher levels of positive HRM and employee 

relations' outcomes, but there was no correlation with performance in terms of 

productivity or quality. 

Moreover, most of the previous studies tried to make or draw cause and effect 

relationships between HRM activities and organisational performance. However, the 

fact is that HRM-performance relationship could not be drawn as a cause and effect 

relationship, since there are many probable intervening variables which could 

influence such a relationship. Also, while we may believe that HR practice(s) may 

drive firm performance, we cannot rule out that the reverse is actually the case 

(Wright et al., 2003). For example, some studies found that training investment 

results in higher profits (d'Orcimoles, 1995; Kallenberg and Moody, 1994), while 

another one finds increasing profits may also result in higher investment in training 

(Hendry et al., 1989). 

Therefore, it could be argued that the findings of these previous studies are 

conflicting. Most of these studies have not matched the encouraging empirical results. 

That means that these statistical attempts to measure the relationship between HRM 

activities and organisational performance leave the exact nature of this relationship 

unclear (Dyer and Reeves, 1995; Guest, 1997). 
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Huselid (1995) attributes the differences in previous studies' findings to many 

different reasons: some studies suffered from methodological weaknesses of potential 

simultaneity between HRM practices and corporate financial performance; also, the 

problem of data collected by questionnaire, since this field does not led itself to 

quantitative approaches. In addition, there is generally a focus on single HRM 

practices which may produce misleading results. In this regard, MacDuffie (1995) 

states that more attention is paid to isolating the effect of individual practices than to 

understanding how different HR practices interact to reinforce one another, or how 

they link business functions and strategies. A number of researchers who have 

focused on bundles of HRM practices found the same result. For example, a study by 

Ichniowski et al. (1997) comparing the relationship between individual HRM 

practices and performance, with the relationship between HRM systems and 

performance, found that systems of HRM policies have a much greater effect on 

productivity than can be expected from the sum of individual components. 

Moreover, Horwitz (1999) argues that there is still a lack of appropriate robust 

theoretical methodological attention paid to the practical implications of strategic 

HRM and SHRD. Also, Dyer and Reeves (1995) and Wright et al. (2003) assert that 

there is still a need for many other empirical studies in this field and in understanding 

the processes by which HR practices might have an impact on performance, since 

very little empirical research has examined multiple potential linkages. 

The review of the previous empirical studies was conducted to examine or explore the 

impact of HRM activities on organisational performance. It could be argued that there 

is a real need for such study which explores the impact of HRM T&D on 

organisational performance by exploring the nature and the extent of this relationship, 

rather than establishing cause and effect relationship, or treating T&D as an 

independent variable and organisational performance as a dependent variable, 

because it is difficult to do so or to assume that and it is difficult to ignore the others 

important intervening factors that could influence with T&D on organisational 

performance. 
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3.10 T&D and Organisational Performance 

3.10.1 Competing in People 

Competitive advantage has become an important strategic objective necessary for an 

organisation to be a strong leader in the market. Hall (1993) points out that 

competitive advantage is determined when an organisation produces products and 

services which match the key customer criteria, such as price, specification 

(different), reliability, availability, image, etc. Organisations gain competitive 

advantage as a result of. a strong and unique market position; differentiation or cost 

leadership strategies (Porter, 1980,1985); unique resources and superior knowledge; 

competencies and capabilities or employee know-how to conduct and manage 

business processes (Wernerfelt, 1984; Teece et al., 1997). In addition, a strong 

organisational reputation (Hall, 1992), favourable access to supply and strong 

relationship with suppliers and distribution channels (Lieberman and Montgomery, 

1998) could be sources for competitive advantage. Also, when the organisation has a 

strategic location, well-known brand name and a unique organisational culture that 

facilitates innovation (Hao, 2000; Hall, 1993) it could have competitive advantage. 

Pfeffer (1994) emphasises that much of an organisation's success comes from 

" productive and motivated people. People have become the only source for creating 

sustainable competitive advantage, since the success that comes from people is not 

visible or transparent. Creating competitive advantage through people requires 

working with people and through people, rather than over them and considering them 

as the organisation's strategic tool or the firm-specific resource. So, Pfeffer (1994) 

asserts that an organisation's people have become the only powerful tool for creating 

sustained competitive advantage and superior organisational performance. 

The Resource-Based View (RBV), which is one of the most dominant competitive 

advantage approaches, has emphasised the role of the organisation's people in 

creating and sustaining competitive advantage. It considers `core competence' as a 

ready-made resource for sustainable competitive advantage. Thus, organisational 

human resources and their capabilities may become the basis for competitive 

advantage, if they are matched well with the environment's opportunities and 

challenges (Thompson and Strickland, 2001). Skilled and qualified people and their 

capabilities are known as the most advantage-generating resources. Capabilities, 

including the skills of individuals, organisation routines and interactions, teamwork, 
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