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Learning and Development  

Learning organization - systems-level concept in which the org is characterized by the capability to adapt to 

changes in its environment.  Should be able to quickly respond to lessons of experience by altering 

organizational behavior.  Learning is accomplished by org system as a whole, change is embraced, the risk is 

tolerated and failures are viewed as an opportunity to learn. If the 5 disciplines are adopted - learning is tied to 

business objectives, the importance placed on how to learn not just what to learn, people take responsibility for 

their own learning, learning is matched to people’s learning preferences, learning is part of everyone's job 

descriptions.  Employees are encouraged to network inside and outside the organization. 

Keys ways to implement learning organization - performance management systems and competency models. 

The 5 disciplines to the Learning Organization by Peter Senge: 

•    systems thinking - a conceptual framework that makes patterns clearer and helps one see how things 

interrelate and how to change them.  

•    Mental models - deeply ingrained assumptions that influence how we understand the world and take action 

•    Personal mastery 

•    Team learning 

•    shared vision 

 

Organizational Learning 

•    Organizational Analysis: how well the organization is achieving its goals 

•    Task Analysis: the skills needed by the workforce to accomplish these goals 

•    Individual Analysis: the strengths and weaknesses of the current employees 

 

HR can foster knowledge management by - instilling a knowledge-sharing attitude in new employees and use 

training and performance management systems to encourage creativity, innovation and knowledge transfer 

Core Competencies: KSAs that employees must possess in order to successfully perform job functions that are 

essential to business operations.  Orgs used to evaluate the performance 

Legislation:  

 

Copyright Act (1976):  

●    governs the rules and regulations for copyright in the US. Copyright: a form of protection provided by US 

gov’t to authors of “original works” to prevent others from printing or duplicating, distributing, or vending 

copies of their literacy, artistic, and creative expressions.  The material is protected at the point in which it is 

first printed, formed a physical object, captured on film, drawn or saved as an electronic file. Registration of 

copyright material is not required by law to be protected.  Ideas and facts can’t be copyrighted: only the original 

aesthetic or artistic expression of an idea or fact (ex. cartoon, blog design,     newsletter, magazine, trade 
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journals, computer software, graphics, music and written material in paper or digital format).  The owner can 

authorize another individual to reproduce, distribute, prepare derivative works based on the original, or allow 

others to display or perform. 

 

Employers Protection: 

●     “work made for hire” and commissioned.  The employer is the owner of work created by an employee 

provided work is within employee’s duties.  Works created by a consultant/freelancer are owned by business 

who commissioned the work as long as it fits into one of the ten categories listed by the act and there is a 

written agreement signed by both parties and agree the work is for hire.  

 

Public domain: 

●    after a period of time, the work enters the public domain in which no one can invoke the Copyright Act to 

prevent copying or use.  In general, the act protects the life of the author plus 70 years.  For anonymous works 

and works made for hire, the period is 95 years from the first year of publication plus 120 years from creation 

(or whichever expires first). All material produced for US govt by its officers or employees as part of their official 

duties is in the public domain.  

 

Fair Use:  

●    Provision of the copyright act that allows the use of copyrighted work in certain circumstances.  Depends on 

five main factors - purpose, nature, the percentage of work used, amount of copies, and the effect on potential 

market value of copyrighted work.  (Ex: trainer could include a properly cited paragraph from a book but they 

could not copy a chapter from the book and distribute to clients) 

Organizational Development  

●    The process used to enhance the effectiveness of an organization and the well-being of its members 

through planned interventions.  OD initiatives focus on changing an entire system, link to the strategic plan, 

uses applied behavioral science, focuses on helping org diagnose and solve own problems, and are more 

adaptive and less rigid than a formal planning process. Occur on a large and small scale: ex-job rotation within a 

team 

Goals of OD are to improve: 

●    Productivity (efficiency and effectiveness) 

●    People’s satisfaction w quality of work 

●    the ability of an org to revitalize and develop itself over time 

●    Org processes and outputs 
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OD interventions are appropriate when: 

●    Org experiences a merger or acquisition where cultures are not compatible 

●    experience low trust, high turnover, or high stress 

●    lacks the ability to manage conflict 

 

HR’s role in OD interventions: 

●    Serve as change agents (adapting to change is necessary for survival). Ex: HR workshop 

●    Conduct the evaluation of the intervention (partner with party hired to conduct a workshop in the designing 

and evaluation of the program 

 

Organizational Culture:  

●    shared attitudes and perceptions in an organization. Made up of corporate values and behaviors and 

environmental and organizational realities that influence the organization. It is an informal shared way of 

perceiving life and membership in an organization; it binds members together and influences how they think 

about themselves, fellow employees and their work. Corp culture can have a significant impact on a firm's long 

term economic performance and plays an important factor in determining the success or failure of 

organizations in the future. 

 

 

Change Process Theory: 

●    attempts to explain dynamics through which an org change takes place to offer the proper initiative to 

address the change. 

 3 stages: 

●    Unfreezing stage - getting people to accept that change that will occur and ending things that resist change 

is vital at this point 

●    Moving - getting people to accept new, the desired state 

●    refreezing - when the new ideal becomes a regular part of the Org 

 

Implementation Theory:  

    The focus is the design and implementation of specific OD interventions targeted at managing the change 

process.  Divided into 3 categories: 

•    Interpersonal strategies - deals w improving work relationships btw employees; in an org w multiple layers 

the interpersonal approaches are difficult because the layers are usually accompanied by “proper channels” for 

communication 
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•    technological strategies - focuses on processes and often include job design, job simplification and 

specialization, grouping jobs into departments by function or product, and analyzing workflow of human factors 

to achieve coordination and communication amount departments.  

•    Structural strategies - look at how the structure of the organization is helping or hindering the organization.  

They examine issues such as “span of control” and reporting relationships (ex: org may decide it has too many 

mid-level managers). 

Total Quality Management  

●    strategic, integrated management system for achieving customer satisfaction that involves all managers and 

employees and uses quantitative methods to continuously improve an organization's processes.  Benefits are to 

find and eliminate problems that interfere with quality, identify customers and satisfy needs, eliminate waste, 

encourage pride and teamwork, create an environment that is conducive to creativity.  

TQM philosophies:  

 W Edwards Deming - 14 point program for managing productivity and quality; message to managers was 

that if the org made poor products it was essentially their fault and no one else’s 

 Joseph Juan - defined quality as “fitness to use” which emphasizes reliability of product or service to 

users and started trilogy (quality planning, control, and improvement) 

 Philip Crosby - like demand developed 14 point program for quality management and added 4 quality 

absolutes (definition of quality, prevention system, performance standard, and measurement of quality) 

 

Systems Theory: applied to OD interventions and is essential to the quality movement.  A system is composed 

of interacting parts that work together to achieve an objective.  Orgs need to understand the relationship btw 

input, process, and output and the environment in which they occur. Helps improve processes and makes them 

more efficient and cost-effective.  

 

 

Adult Learners:  

The discipline that studies how adults learn. The discipline that studies how adults learn and are based on five 

assumptions about the differences between how adults and children learn: 

●    Self-concept - moves from dependent personalities to self-directed human beings 

●    Experience - a growing reservoir of experience they can draw from 

●    Readiness to learn - as people mature their readiness becomes oriented increasingly to the development 

tasks of social roles 

●    Orientation to learning - as people mature their focus shifts from subject focuses to problem focused 

●    Motivation to learn - becomes increasingly internal 
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Adult Learning Principles:    ●    adults focus on real-world issues 

●    Emphasis on how learning can be applied and desired 

●    Adults come w goals and expectations 

●    Adult learning allows for debate and challenge of ideas 

●    Adults expect to listen to and respect 

●    Adults like to be resources to other people 

Training Applications for Adult Learners      

●    show how participants can immediately transfer learning back to the job 

●    applies training to future and current needs 

●    discover and address participant’s expectations 

●    promote collaborative learning environment btw instructor and participants 

●    be able to explain to participants what's in it for them 

 

Obstacles to learning: 

•    low tolerance for change - HR should communicate that without growth and change the org and jobs may 

not survive, the change makes jobs more challenging 

•    Lack of trust - HR should include these individuals in training design and communicate strategic objectives 

•    Peer group pressure - HR should find the root of the negative perception  

 

3 distinct learning styles: 

•    visual learners - learn best by seeing, need to see body language and facial expressions, prefer to sit in front, 

and usually take detailed notes 

•    auditory learners - learn best through hearing; often learn from reading text out loud and using a tape 

recorder 

•    Kinesthetic learners (tactile learners) - learn best through a hands-on approach 

 

Most learners learn best by immediate use of training 

Learning Curve: 

●    Decreasing returns: the amount of learning or skill level increases rapidly at first and then the rate of 

improvement slows; when the routine task is mastered the learning stops. This is most common (clerk learns 

how to complete all sections of a new departmental form and the learning is complete) 

●    Increasing returns: when someone learns something completely new; the beginning of the curve is slow 

while the basics are being learned; then performance takes off as skills and knowledge are acquired; may occur 

when learner doesn’t have necessary background or content is complex.  (Ex: employee learning a foreign 

language for a global assignment) 
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●    S-shaped curve: combo of decreasing and increasing returns; individual is learning a difficult task that also 

requires specific insight; problem-solving activities are learned.  learning may be slow at the onset until learner 

becomes familiar with the learning process and then the performance takes off; it may start all over again when 

a new challenge is presented (ex: manage to learn how to use new equipment) 

●    Plateau curve: the learning is fast at first but then flattens out and there is no apparent progress.  

Assumption plateau is not permanent and with additional support/encouragement, the individual may make 

new strides. common when learners are prepared for the plateau and may get discouraged if they don't get 

some understanding and encouragement (ex: salesperson has gained insight on to product lines and is meeting 

quotas; wanting to increase sales they find a mentor who will share sales techniques and other process insights) 

 

Bloom’s Taxonomy - 6 levels of cognitive learning: 

•    Knowledge - learner can recall specific facts - ex: printing press operator can name parts of the press 

•    Comprehension - allows the learner to translate or interpret info - ex: printing press operator could explain 

how it works 

•    Application - ability to use learned info in a new situation - ex: operator could run the printing press 

•    Analysis - understanding info to being able to break it down and explain how it fits together - ex: operator 

would be able to do preventative maintenance or determine how it could run more efficiently 

•    Synthesis - the level at which the learner would be able to respond to new situations and determine 

troubleshooting techniques and solutions - ex: train others 

•    Evaluation - the highest level of learning because it allows one to make judgments - ex: operator would be 

able to choose between presses to select the one that makes the best copies for the best price 

 

Motivation - factors that initiate, direct, and sustain human behavior over time 

People behave a certain way because they have a reason for doing whatever they do, people do things to 

accomplish something, and each person is unique because of heredity and environment. 

 

Maslow’s Hierarchy of Needs:  

The lower level must be relatively satisfied in order for the higher-level need to emerge or serve to motivate. 

No need is ever fully satisfied; therefore, the lower level needs will always have some influence over behavior. 

Main strength is recognition and identification of individual needs for the purpose of motivating behavior. 

 basic physical needs - (air, food, water, shelter, sleep, sex) 

 safety and security - working conditions, employment security, pay, and benefits) 

 belonging and love - workgroups, clients, coworkers, and supervisors 

 esteem - training, recognition, high status, increased responsibilities 

 self-actualization - opportunities for growth development, problem-solving, and creativity 
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Herzberg’s Motivation-Hygiene Theory: employees have two different categories of needs that are essentially 

independent of each other and affect behavior in different ways: 

•    Hygiene Factors (Extrinsic): factors that surround the job and make up the environment in which employees 

work. Ex: job security, pay, working conditions, supervision, and relations with coworkers. Must be acceptable 

for factors to become operative; however if acceptable they do not motivate only satisfy. To motivate there 

must be motivating factors. 

•    Motivation Factors (Intrinsic): present in the job itself. Ex: the opportunity for recognition, achievement, and 

personal growth. “What am I doing?” 

 

McClelland's Theory: some people have an intense need to achieve while others do not; identify characteristics 

of people w high need for achievement. 

High Achievers: 

•    set moderately difficult but potentially achievable goals 

•    prefer to work on the problem rather than leave the outcome to chance 

•    More concerned with personal achievement rather than the reward of success 

•    seek situations in which they get concrete feedback 

 

Theory X and Theory Y: two approaches to motivating employees.   

•    Theory Y manager believes that employees dislike rigid controls and inherently want to accomplish 

something; thus they operate with what is known as a “participative style.”  This manager provides leadership.  

•    Theory X manager believes that employees inherently do not like to work and must be strictly controlled 

and forced to work: they operate in an “authoritative style”. May be used in a manufacturing environment with 

routing work and large span of control for each manager. 

 

Vroom’s Expectancy Theory:  

A basic process model of motivation.  The key variable is level of effort which depends on expectancy (chance 

exists), instrumentality (people believe that a specific action leads to a specific outcome, and valence (strength 

of an individual’s desire for a particular outcome).  Ex: should I put effort what is the likelihood I will reach my 

goal, will I receive various outcomes if I reach my goal, and how desirable or undesirable are these outcomes) 

3 foundations: 

•    Individuals believe certain behaviors are linked to certain outcomes 

•    Outcomes (rewards) have varying degrees of value, worth, and attractiveness 
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•    Individuals believe certain behaviors are linked to a probability of success; determines individual’s decision 

regarding the effort to do the behavior in order to receive the associated outcome. 

 

Equity Theory: based on the belief that people want to be treated fairly and individuals compare themselves to 

others to see if their treatment is equitable.  Inequity is based on input (effort, education, and seniority) and 

outcomes (pay, status, benefits).   When an employee perceives inequity they may distort either their own or 

others outcomes, behave in a way that induces others to change their input or outcomes, behave in a way that 

changes their own input/outcomes, choose different comparison for their initial frame of reference, quit job.  

 

Skinner’s behavioral reinforcement theory: 

Behavior is determined by its consequences, and management may, therefore, control the future behavior of 

employees by various reactions to current behavior.  Behavioral modification provides employees with 

immediate knowledge of the results of their behavior.  The desired behavior is recognized and rewarded; 

undesired is ignored or punished.  

 

Behavior modification makes use of 4 intervention strategies to shape behavior: 

•    Positive reinforcement (compliment an individual) 

•    Negative reinforcement (participant may answer a question they know the answer to in order to avoid being 

asked a question they do not know the answer to) 

•    Punishment (not allowing a late participant to participate in training) 

•    Extinction (if a participant continuously challenges the facilitator he/she may not acknowledge or respond to 

the participant to end the behavior) 

 

Application of Motivation: 

•    Positive reinforcement 

•    Nature of work (intrinsic reward) 

•    Work environment (growth opportunities, good supervisor relationships, mentoring and recognition) 

•    Goal setting 

•    Formal extrinsic rewards (pay, bonus, benefits, promotions, public praise, time off, flexibility) 

•    pay for performance systems 

 

Training - a process of providing KSAs specific to a particular task or job 

Developmental Activities - have a long-term focus on preparing for future responsibilities while increasing the 

capabilities of employees to perform their current jobs.  These activities are broader in scope than training. Ex: 
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a printing press operator is identified as a potential leader in the department and is provided with additional 

learning opportunities to develop leadership capabilities. 

 

ADDIE Model: standard instructional design model that is conducive to any type of learning. 

A= needs assessment - identify gaps between actual and desired performance 

D= program design -  

D=program development 

I= implementation of programs (includes pilot programs, revisions to content, participant scheduling, and 

preparing learning environment) 

E = evaluation 

 

Needs assessment/analysis - orgs needs are identified and articulated - this is the first step in the instructional 

design process. Can be used to identify effectiveness in reaching orgasm goals, gaps in performance, types of 

programs needed, target audience, content based on facts, base-line info to evaluate effectiveness and 

parameters for cost-effective programs.  Important to review organizational environmental scanning and SWOT 

analysis to ensure the program is aligned with strategic goals.  

 

Orgs may not conduct b/c: it lacks support, time-consuming, difficult to summarize findings into objective data, 

managers may prefer action over research, training fads and demands from managers may take precedence, 

don't know how to conduct 

 

ADDIE Model Needs Assessment Process: 

•    gather data and identify needs - you should collect different types of info from different methods to validate 

data (questionnaires and then follow up interviews to explain why people answered the way they did) 

•    determine needs that can be met by training interventions - problems resulting from non-HRD issues such 

as obsolete equipment, insufficient rewards, or conflicts of values and managerial styles are identified in this 

step 

•    propose solutions  

•    calculate potential costs of training interventions - the value of the program must be cost justified; the 

closer the org is linked to furthering mission, vision, and goals the greater the likelihood it will be cost justified. 

If training can show significant payback it should be viewed as an investment.   

•    choose and implement the training 

Instructional Design Stage (2) 
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•    compose goals and objectives 

•    define the target audience -  

•    select instructional designer 

•    Goal: clear statement, usually one sentence, of the purpose and the intent of the program. Consists of three 

components: who is training for, what is training about, and why training is being conducted. 

•    Objectives: results that the participant is able to perform at the end of the program.  Objectives are based 

on the goal of the program and they provide a focus for design, alert participants what they should know at end 

of the program, assist in ensuring knowledge and skill transfer, and provide a means of measuring what has 

been learned. Well written objectives use action verbs such as “identify”, “describe”, “define”.  The purpose is 

to make development initiatives more effective and should purposefully support planning initiatives and 

development of competencies.  

 

SMART Objectives 

S = Specific 

M = measurable 

A = attainable 

R = realistic 

T = timely 

Development Stage 3 

•    one of the first steps is to draw upon learning content that already exists in the organization to avoid 

“reinventing the wheel” and promote consistency 

•    Learning Objects or reusable learning objects: defined learning elements that may be reused in other 

contexts in the organization 

•    determine the type of training program - skills training is most common 

•    determine training delivery method type:  

 

Implementation Stage (4) - program is delivered to the audience; this is the most visible stage in the process. 

Primary tasks are: 

•    the pilot program - offering program in a controlled environment with a segment of the target audience - 

allows you to evaluate sequencing of content - most beneficial step in the implementation stage to evaluate, 

measure, assess time allotted, examine physical space, and establish support from stakeholders. 

•    revisiting content - make adjustments based on pilot 

•    scheduling a program  

•    selecting a facilitator 

 

Types of seating arrangements: 
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•    Classroom/theater - large groups, great for presenters, low interaction, may be hard to hear or see the 

facilitator 

•    Banquet - suited for large groups, can easily be broken into small groups for discussions, some participants 

may be seated with back to facilitator 

•    U-shape, circle, and rectangle - good for small interactive groups 

•    chevron - suited for large groups, great setup for PC based training, easy for participants to feel 

disconnected sitting at PC terminals 

 

Evaluation Stage (5) 

•    measures the effectiveness of the program; successful programs support org goals, contribute to future cost 

savings by building employee skills, and potentially reduce legal risks.  

 

 

Kirkpatrick’s Four Levels (Evaluating Training Effectiveness): 

-Level 1 - reaction - how they feel about the training 

-Level 2 - learning - how participants increased or otherwise changed their KSAs 

-Level 3 - behavior - how participants changed behavior on the job 

-Level 4 - results - how the program affected org goals  

*reaction has the highest use but yields least amount of info; results are the least used level and most difficult 

but yields the most valuable info - easy to see the reaction of people but hard time driving it down to results. 

 

Talent Management  

• Development and integration of HR processes that attract, develop, engage, and retain the KSAs of employees 

that will meet current and future business needs.  The goal is to increase workplace productivity. It is a strategic 

approach to managing human capital and such initiatives should be aligned with strategic goals. Should be 

executed as a continual process, ever-evolving and changing with the business direction of the organization.  

•    Retention - ability to keep talented employees in an organization 

 

Performance Management  

The process of maintaining or improving employee job performance through the use of performance 

assessment tools, coaching, and counseling as well as providing continuous feedback. Development plans and 

individuals actions contribute to org goals and the professional growth of employee. 
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Values are what is important and how you do business - putting the customer first, treating employees the 

same way you treat customers, conducting business fairly and honestly, demonstrating creativity and 

innovation, unitizing teamwork to achieve goals. Values are displayed through behavior. 

 

In setting performance standards HR should consider behaviors and results.  Employee performance standards 

must be clearly communicated to the organization and must be clearly defined so employees understand the 

expected behavior. In order for an individual to meet job expectations, there should be a direct relationship 

between the employee job description, job competencies required and performance plan goals and objectives.  

 

Performance Appraisal accomplishes three purposes: 

 provide feedback and counseling 

 help in allocating rewards and opportunities 

 help in determining employees’ aspirations and planning development needs 

 

Performance Appraisals can improve productivity through feedback, identify training and development needs, 

communicate expectations, and foster commitment and mutual understanding.  Should be conducted 

continuously.  

•    individual appraisals: observe employee on the job, identify strengths and weaknesses, rate employee on 

the progress of previously stated goals, provide reinforcing and corrective feedback, set goals for performance 

improvement 

•    Group appraisals: use standards applied evenly across a group (ex: self-directed work teams) 

 

Appraisal Methods: 

•    Category rating method - least complex means of appraising performance, require the appraiser to mark an 

employee’s level of performance on a designated form 

•    Graphic scale - most common - appraiser checks most appropriate place on the scale for each task listed 

(usually 5 point rating scale) 

•    Checklist - sometimes weighted 

•    forced choice - a variation on the checklist method in which appraiser required to check two of four 

statements (one employee is most like and one the employee is least like). Constructing valid statements is 

difficult. 

•    Comparative methods - directly compare the performance of each employee with that of the others. 

Include: 
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•    ranking (employees ranked from best to poorest); appraiser bias and varying performance standards may 

limit the effectiveness 

•    Paired comparison - each employee is paired with every other employee one at a time using the same scale. 

Requires a lot of time.  

•    forced distribution - employees are rated and placed at different points along a bell-shaped curve; usually 

divided into five sections. Difficult for the manager to explain the position on the curve 

•    Narrative method - appraisers submit written narrative performance 

•    Essay - usually given topics, rater must have writing ability. Time-consuming and is difficult to quantify.  

•    Critical incidents - positive and negative actions are recorded for the entire rating period; calculating 

incidents may be time-consuming 

•    Field review - HR meets with supervisor gathers info and then compiles data for review; HR has large control 

and may be time-consuming 

•    Management by objectives (MBO) - employee helps set objectives and are rated off those objectives; fosters 

communication.  Requires a strategic plan to be in place, fosters a higher level of commitment and performance 

to their own goals, the employee will better accomplish objectives clearly defined, and performance objectives 

are measurable and specify desired results. Disadvantages include - easy goals, goals may not add value to the 

bottom line, managers and employees may not be trained, priority may be skewed. 

•    Behaviorally anchored rating scale (BARS) - describes examples of desirable and undesirable behavior, 

examples are then measured against a scale of performance levels. Clearly communicating behavior associated 

with a level helps reduce some limitations. Works best where employees are performing the same tasks.  

Provides clear standards, gives feedback, consistency, accurate gauge, independent dimensions. *designed to 

combat the problems of category rating 

 

 Developing BARS requires an org to: 

 generate critical incidents 

 develop performance dimensions 

 reallocate incidents 

 scale the incidents 

 develop the final instrument 

 

Errors in Performance Appraisal: 

•    halo/horn effect 

•    Regency - more weight to recent occurrences and discounts employees prior performance 

•    Primacy - more weight is given to previous performance and discounts recent occurrences 

•    Strictness - may inflate standards to make meaning in their eyes 

•    Leniency - a result of appraisers who don't want to give low scores so all are given high (may create a case 

for litigation due to not being given honest feedback prior to termination) 
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•    Central tendency - all employees are rated within a narrow range, regardless of differences in performance 

(teacher giving most students c’s) 

•    Contrast - rating based on how performance compares to that of another employee instead of objective 

performance standards  

 


