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Training; A Vopuc Word or Necessity ?

There is hardly any doubt about the necessity to train
the middle manungement and also the remaining employees
in industry. The company's management, the emplcyees and
also colleges and commercial training institutes hold
numerous opinions about the training in the enterprise,
The pivotal question to be answered by the company's
management is: - what traiping can further the achievement
of the company's objects ?

Every individual employee, whether in the management or
in a subordinate position rates the training arranged by
his firm by the benefit he can personally derive from it,
Thus, the field of itcnsion between individual and enter-
prise becomes evideni also in training. In the present
representations the term employees shall designate the
cadres, the middle management and the various officials
in charge, The te v training shall mean the teaching and
learning process which compriscs all measures to change
the behaviour in order to meeet tihe requirements of the
enterprise and environment,

The material statement which has been made hitherto is
a question, namely the question:"what training can further
the achievement of the company's objects ?

Object of the Company, Definitions

What are the objects of the company ? Even in view of the
risk to slide a little into the sector of the general
company's theory, it is neccssary to include two definitioms




The entrepreneur an e s niorp: Lee is the intellectual
crow’ or and divrecter of Che enlerprise,. 1€ 1s respounsib oo
for the existeneds and 'urther devejopment of his entor-
prise witiiu the scope of the positieal and soclal envi.

ronnent in which he lives,

The enterprise ts an ecoanwic system vo gain profit for
the capicald which the entrepreneur has invested in it aid’,
on the other hand, to paintain, safteguard und lncrease

the employment for the people working in the enterprise.

The modern enterprise really no longer considers itself

as an isolated unit which is solely oriented for the own
profit, but as a member cf a larger economic and social
complex, It this sense the tave of the entrepreneur is not
only the safeguarding of profit and employment, but most
essentially the furiler development of hils enterprise

into a future which, howover, is often difficult to see
through.

Management Theses for Tomorrow

To see thrcugh the fuiture both s extensively as npossib.c
and in as much detail as possible is becoming an ever more
urgent concern of the entreprencur, However, as it is
impossible to get a perfectiy clear pilcture of all the
variants of the¢ future, the modern ontrepreneur will bo
compelled to orient his future entreprencurial obiects

and decisions on certain theses, Io my opinion, the mate-
rial theses for a modecn management are as follows:

Thesis 1

In view of socliety in general and taking into account
economic, social and political criteria, the entreprenc: °
will bhave to set his objects and make his decisions accor -

dingly, that is, in the sense of totalitarian, interdisci-
plinary thinking.




Thesis 2
TLe enterprises will ¢ engaged in tle process of problem

solving at government level at sn incrceasing rate. Economy
and politics are fuscd to torm an inseparainle eutirety for
the purpose of » toialitavien selutzion o) problicms to serve

our requirements,

Thesis 3
With the generally lncreasing aspiraiions of society, also

the expectations regarding the pertormances of the enter-
prises will rise, and that ooth 1nterrally and also in
respect of the market perforaances, With reference to the
subject of our representations ihis means that the enter-
prise has to provide a scheduled and paid continuous
further training for the emplovers in all sectors. Peter
Drucker, ihe well-known industrialist apnd expert on eco-
nonics, nntes thadnone of the new industiries will be
founded on experiéncoi but on knowledge, It is a new eco=-
nomic reality that knowledge has hecome a decisive poten-
tial of economv., The systematlc accqulsion of knowledge,
that 18, organized training as basis for productive capa-
city and performance., has now replaccd the experience
which has been gained in 2 coaventional manner through
the apprenticeship,

Thesis 4

On account of the powerful technicat dynamics and the
associated discontinuity of ability, the conception of
the enterprise roquires the continuity of the objects and
an extremely flexibhle and adaptable management. Inflexi-
bility of the management and tc he product-bound instead
of being market--bound mecans to be inferior, The detection
of desires and problems in the various sectors of life
precedes the demand oriented production.

Thesis 5

Efficient taking of decisions will be possible only
through a cooperating team conaisting of experts from
many different sectors (totalitarian thinking exceeds the

capacity of the individual),
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Thesis ©
Apart from the cominuous further training of 1he employees,

as already mentioned bufos-e, thi: enterprise manangement
will have 1o spend woece foine in ivtarce to motivate 1us

employees iun accordance with the cvonirveprencurial objects.

Entrepreneurial Ruspunsibility

The foregoing representaitions cvidence that cach enter-
prise has to play an econumic and social part within its
closer or wider vicinity. it is a member of the soclety
by which it is enclosed and, therefore, the enterprise
must accept its responsibility in this soclety 1f its
existence 1s to be satfeguarded ior a long time, Here the
enterprise will be successful only 1{ it ortents its re-
spective objects and the internul enterprise functions
accordingly. Such behaviour means responsible and safe-
guarding enterprise managem:nt - panagement, because it
motivates the individual employec to render performances,
Before dealing with the essential idea of motivation of
employees it appears necessary to outline briefly the
stages involved with fixing the ohject.

Fixing of the Object

To recognize objecis means to know the entire entrepreneu-
rial responsibility, to plan the development of the enter-
prise 1in varlous perlods, to take organizational measures,
to devide general objects into partial eobjects and to
coordinate partial objccts,

To fix objects meuns to inform cmployees about findings
and to work out with them thelr partial objects and to
fix these as performance standards and basis of judgement,

To achieve objects means to do all to really achiwe by
suitable measures those performance values which were once
found to be correct. The achicvement of the object is
determined by supervision and control of success.
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Motivation for Dlertforpance

The motivation for thc necessary renderivng of performance
by the individual employees is based, above all, on the
clear and genersl formulation of the object:s of the enter-
prise, as should be clourly understood from that what has
been said hetfore, Thus, every employvee will realize that
the enterprise makes cvery eflort to support a harmonic
growth of the superior social comunity,

Every employce musi fully realize that his personal per-
formance and his personal behaviour wust, in the end,
contribute to the jrofit which renders possible the per-
ception of the responsibility of the enterprise and, thus,
safeguards the existence of the enterprisc and also the
existence of his own employment,

In view of these aspects. performance is necessary and

is definitely to be cxpreted, Performance is the prerequi-
site to the solution or cconomic und social problems, but
also to the improvement of the environment of man in ge-
neral.

Control: Intercsts of Enterprise and Employees

A necessary antipole to fixing oi objects 1s the control,
The fixing of the object, rendering of performance and
control form a regulating circult. Ia control the judge-
ment of cooperation forms an essential part. Without this
instrument the enterprise management and any employer
will lose those sources of information which indicate
whether, how and how far the objccts have been achicved
and what is to be arranged for the near future. The dia-
gram shows the regulating circuit which 1s generally
applicable to any entreprencurial doings and actions.

The rating of the employecs which luterests us above all,
and the training which is to be derived from this are
represented here, We feel that this reprcsentation clearly




shows tnat the trsining 51 the employees i+ not just and é
per.aaps a very nsetn Lo task of the ente.prise, but it evi-
dences in @13 derail that trainivg of employcees must be
one of the most impor aut and moslt responsible duties of

the entropr-neur.

With this we have outlined the necessary fundamentals and
the general nackground in industrial events linked with
our subject. namcly the training of personnel.

In-Service Training of Employecs

We now come to the primary part of our representations,
that is, tn the fundamentals which are applicable to
in-service training and to the methods of approach which
have to bc used.

We realize tae difficulty 1inked with our attempt to give
training dircctions which should be as close to practice
as possible, 1t goes without saying that the expectations
are widely varied on account of the size of the {ndividual
enterprises aud the state of traiming in these enterprises,
However, here it is essential to note that the prf&iples
for training oi cmployees are the same evervwhere, that
the same directions apply to the approach and processes,
and that also the systematic manncr of training 1is the
game although this can take place at different levels.

The Objects ot Fmglgzoes' Training

¥We are now trying to formulate a generally applicable
schedule and generally applicable directions. If training
organized by an enterprise is to be carricd out effectively
then corresponding priciples and objects have to be sormu-
lated for such training. The following objects represent

a selection of many possible objects, hut we believe that
it concerns the essential objects which are bhinding to

all,




General Objects

To put employces of all classes into a position to
carry out their duties with higher efficiency,.

To prepare emplcvees of all clusses {01 new tasks,
p

Special objects can be the following:

Improvement of the performance behaviour,

Increase of willingness to bring ahout changes or
to understand them.

Stabilization of the personality of the individual.

Integration of thinking in all sectors of the enter-
prise,

Furthering of problem-oriented and problem-solving
thinking and acting.

Specialization of techmical knowledge and evaluation
of internal experience.

Procedure for the Organization of the Training

A systematic procedure is essential to the extension and
realization of the training. The tollowing Table shows
the most important steps for the organization of training.
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covering the most iwuportant steps nf procedure for
the organizition of training:

Requirement Analysis

Situation of enterprise (actual
state and objects)

Questioning of employees
(aquestionaire)

Working Out of Training
Concept

Tasks to be fulfililed in the
enterprise

Individual training requirements
(evaluation)

Objects of learning, tuition
subjects, priorities

Teachers, groups of participants
Teaching wethods

Concept Decision

Forming of opinion in enterprise
management

Decisions on contents and procedure

Fixing of working groups
(working out of subjects)

Appointment of training heads
Oricentation of cadres

'3

Planning of Execution

ough schedule (2 years),
schedule of burdens

Schedule up to start of training
Directions for working groups
Orientation of all employees

Preparation of Training
per Subject

Training of lastructors

Working out of firm-related
subject matter

Provision of instruction papers
Approval of working papers

Integrating of courses of outsideg
lectuircers

Fixing oi detail programme per
subject

Training

Execution of instructions,
courses, [ollow-up

Control of Training
Success

Questioning of participants
Test

Improvemeit of courses
Qualifications of instructors




It is important that the persoens who are corcerned by the
futurce training ave “claded ta the oreporation work in
good time. In this way, the enplovees are encouraged to
form opinions so that a learainy and motivation vffect
results in this initial phase. Also the enterprise manage -
ment 1s sngaged throuphont the aneire prepariwtion phase
through intermediate decisions. A tirm project management
based on detailed procedure schedules turthers the credi-
bility in respect of the futurc training.

The following is to be raid regarding thc individual steps:

a) Requirement Analysis

Naturally, every training proceeds from the state of the
enterprise and orients itself on the object ideas of the
enterprise, Here the requiremenis become evident which
the realization of the fixed objects necessitates., The
questioning of the employces provides information on the
following:

Assessment of the personal desire for future training
on part of the individual employees in respect of
managementwisc aund technical asnects.

Determination of the individual state of training,
This as supplement to the personnel report.

Assessment of Ul time required for technical litera-
ture and further training.

Initiation of a personal statement of position in
respect of knowledge and ability,

Determination of typical managementwise, organizatio-
nal and planningwise problems in the enterprise,

It is essential that no 1ist of lectures is drawn up in

this initial requirement analysis, but that a concept is
found which 1s adapted to the srocial situation and the

crucial points in the enterprise,




Working Out of Training Concept

At this point it is ini :resting to rep-esent graphically
the process of reasoning which leads to an effective,
realizable training concept, It must be noted that the
key figure in the procedure is the fixing of the learning
objects. (iee Tatle 7)

The three following requirements are made in respect of
the formulation of the learning objects:

1) The learning object outlines the final behaviour,
that is, what thc participant must be capable of
doing after the training,

2) The learning object includes conditions under which
such behaviour is to be expressed,

3) The learning object includes the judgement standard
for the behaviour which is considered sufficient,

How will the seclectlon of learning objects be carried out ?
Practically. they are to be fixed on the basis of the ana-
lysis of the individual training requirements, the tasks
and functions to be fulfilled and the qualification papers,
This is largely an inty itive, creative process of reason-
ing, because objective regulations for an optimal selec-
tion from all possible 'earning objects are actually
missing. Here it is essential that crucial points and
priorities are fixed and that the urgency of the immediatc
problems is taken into account. There must not be an
occurence of a "straw-fire"effect in the organization of
the training. The success of training will be questionable

for a long time if the continuity 18 lacking after a high
initial expenditure,

Therefore, it must be endeavoured to start intensively
with selected subjects in the individual groups and then
to spread aut only gradually. Good results with small

groups raise more interest than average resnlts on a wide
basis.




Selection of Tvaining Fersonne i

Here the follewing quesiion arises: whether to employ
inside or outsidc tratnirr persomac) for the tvaining
programme. One ~uu commet:t on this ag follows:

With every training the taition suhiects copncern certain
manners of behoviour, ¢ g. t1hoe management behaviour and
working methods ‘n the widest sense, llke drawing up
offers, preparation of decislons, compilation of duty
lists for new products, bascs of computation, budgeting,
etc.. In general 1t must be saild that wmanners of behaviour
or working methods are mastered by an employee only then
when he 1s in 2 position to pass them on to third parties,
that 1s, when he is capable of lecturing on such manners of
behaviour and working m:thods,

Hence it follows that the manners of behaviour and working
methods to be employed in an enterprise can be enforced
only it the supcrior is also a teacher. As the training

is usually carried out irn small groups, many teachers will
be required. This demand i< met by the fact that also many
cadres are prepared o act as teacherss or discussion chair-
men. Thus, the prerequisit+e is created for an interrelatior
between teaching and learniug activity which can further
the evaluation of cxperience and creativity in the enter-
prise in an intensive manner. For this purpose, however,
the cadre is to be trained not only in material questions
but also in teaching methods.

Outside lecturers and teachers should be engaged 1f an
objectifying influencc must be elimilnated or if generally
applicable subjects are up for dicussion. Here only compe -
tent and highly qualified lecturers should be engaged.
For the further training of mcicntifically working speci-
alists in the fields of research and development it is
necessary to engage largely outside lccturers, e¢.g. froam
colleges, as far as workiag methods and technical know-
ledge are concerned., This has a very fruitful secondary
purpose, namely the better coordination between college
and practice,




c) Concept Decision

As soon as one deals wit = {(hLe question «ae finds that the
field of the training necessity is very large, and it is
absolutely twuportant to carry ou a tighiening of the
training subjecis from the numerous possibllities by taking
a clear decision, Here iightening means to select perhaps
only two subjects rvom the 1otal offer, for example the
subject "Organization of Internal Lxccutisn”, and as the
second subject "“The [uchnical Toaining on the Lines of the
Weaknesses Found in Production",

After this decision in favour of tightening, the selected
subjects have to b¢ woried out more precisely by small
groups an at this »oment it is also inmportant to appoint
and employ a dircctor who is responsibie for the entire
training.

d) Execution Schedule

The time requirements for the training should be fixed

at least roughly, Tt muct he pointed oui here that train-
ing is not and cinnot be a gatter of short, e.g. li-day
seminars., Training, as w understand it is a process
which takes place constantly, that 1=, it must extend

over a period of years., However, also the time requirement
for training in 2 small ;iven subject is aciually longer
than is generally assuaited, It is very important that

dates in th. sense of starting poinis and points of view
have to be fixed.

e) Preparation of Traiaing

Now a detailed progranme nust bLe established for each
selected subject. This LInvolves accurate reflecting on
the subject in cvery cdetatl and will help to recopnize

the data necessary and desirahle for the training and
also to provide it.




f) Training

Only after exccution of these many inttial steps and pre-
pratory work, the actu2l fraining of the employee can be
commenced, Poerhaps the cxpenditure desceribed in the in-
dividual steps ot procedure {ov the ovganization of the
training appears somewhat excedsive., However, experience
shows again and again tha! such expenditure is worthwhile,
and one may even state that the object ol training and
consequently an improvement of the behaviour of the indi-
vidual in the entcerprise cannot pe achicved at certain
points without such a clearly defined organization of
training. Here it should be added that the intensity at
wvhich the individual, dcscribed steps are performed may he
higher or lower in the enterprise in the various cases,
What is important is that none of these stups are over-
looked,

EZ Control

The control of the training success 1s a matter of courge
and in the further sense a definitely necessary step in

the sense of the feedb.ck of the regulating circuit which
determines the entire industrial reasoning. Reference to

the control in detail will be made again elsewhere,
{See Table 3)

Principles of Learning Psychology and Didactics
in Respect of thc Training

A sclentific investigation r%%lo zthe principles of learning
no e,

psychology and didactics/ carried out at various institutes
in Europe, has given the following rcsults:

Passive Teuching Methods Adhesion Value
Hearing 20%
Seeing 30 %
Hearing + Seeing 50 - 65 %

Active Teaching Methods Adhesion Value
Self Speaking 70 %
Self Acting 90 %




From this the follcwing poiats Lo no nolon A0y te aeraved

for in=service training:

- The training courue peyilciponi chogls hecoan aotlve,
The use of active teachino cathods 18 to cerve to

point out to the partiairant o he success of leaening,

- The participant =hall Live the desir? 1o aenra, Leara-
ing motivation pirys an inporreut past in the in-ser-
vice training, but 10 iz ilpllcd throuch the typlcal

charactericuicy of the individoal student,

- The teachey and lasirw:tor must adopt rinzelf to the
requirements of the pariiclpantsd., the Leacining ob-
jects have tc he adapied to L1he concr:te problems the
employee has witk tus work., Fer exercize exnmples,
case studies and othors, cCcowrennes or cvonts of tho
own enterprise should he chozen, but Lot theoretical
school examples, The *ewining shall resnult in practi-
cal working papers ia form of conpany owned manuvals,

- The participant nust kionw the object of the courde:
courge ohjects are not o lisi of sub;zeds or particl=-
pants. but uave o 1o toraulated ar? muia Knowa as

learning objects,

~ The instructor sould puersonally kunow Lhe participants
and dispose of rn adaptahle cawse nchidale. Effective
training necescitatas, as fay o this i possible,
the cousideraiion of rhe ledividual slate of training
and the capability of learaing. T~%'s uot forpet,
training is o custon job.

- Tests shall give the icarning ~mployec the possibility
of self checking., Moccovar, every course Lle to bhe
rated by the varticipents so that also lac teacher
and instructor will have a Jeadbick of his activity.

- Pollow up: souws Lime aficr the tLruanin: corrse the
participant 3hall bave “h? opposrtnniiy ©o discuss
with his teache /instrucior Lthe gnertions that have
occured with the anpliecation of that what has beed

learned.

;
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- With the adulv th: citect oF n_o oLty Yeaonmnug
capability must %o ta's o freto accoari by suting sure
of a sudtable (raining soeed  sadticrent Line ior
exercise . clrorlv Avtrned npraragone el ot subjectic

nud a deductive mo il

Assessment of Lenulis

If one proceeds on i basls of the Jdosuribed concept of

training, then also au sccurate ascossioent ol the results
will be possible. Ilicr: one pust ditierentiate between two
stages, namely:

- The technical assossment of the seauence of subjects,
the assessmernt of the Aiscussion heads, cte,, and

- the asscssment of the trainiug success in nspite of the
training subject az a whole.

The assessment or railng »f tne results should not be made
after too long a perind. Here, too, ic {8 advisable to
carry out an assessment after shert periods in order to
correct any nistokes which wmay bave occurred, Our thing
should be pointed ~ut 1 osarticuler: o siaing according
to the presenicd comcepi i3 po rigle matter, ony training
must be flexible. This weans, in otuer words, that re-
stricticas or cxtensicus ropgarding tne tixing of objcets
have to be carried our during tie couree of the tvaliing
period in casec that Jifficuvltiesr occur, and after a care-
ful examinution aad azsessment of such difficulties. To
repeat: the object of any training s an actual inmprove=-
ment of the working cfficleucy of the course participants,
Thus, 1t 1s also pousiblc to detecwine the valut: of a
course and the ratio of cxpenditur» and performance im-
provement on the busis of tue purformance gap eximting

prior to training and the periormance improvement after
the training.




Standard Values on the Expenditure oy Training

The expenditure of time amnd cost Naturally depends on

the size of the enterprise | the “lready existing papers
and on the object oy udnyement and deciston in the enter-
prise and in training, Therefore, the following data are
not binding, but should be considered only a rough stan-
dard values for snail and medium-sized enterprisges,

- The questionaire comprises about 40 questions, The
questioning ot g candidate takes about one hour,

- The execution of the requirement analysis and working
out of the tratning concept necessitates the work of
two to four men/months,

- The preparation of the concept decisiong and the
planning of the eéxecution requires one man/month,

- The interna} preparation of the
individual tuition subjrcts dif fers wvidely, depending
on demarcation and extent, It would be impudent to
make any statements in thig respect,

- To carry ouy! traiing in form of an institution from
the beginning of the decisfon will take four to six
months up to the release of the concept and then anp.

other three months up to the beginning of the internaj]
training courses,

- A training cycle lasts about two years,

- The annuatl Eraining costs for preparation, exucution
and Participation arount to about one third of a

month's salary per person and year, This, however,
concerns European conditions,

Iaqggg-ent Style and Training

provided that also t}e highest cadre 1s included, The
learning activity of tphe Superiors will cause the training

~




and, thus. the enforcement of cectaln manners of behaviour
to pass through the eniire hierarehy, Marnaging duty ang
learning activity in the sense of the example of a cadre
thus become the Princinle of ".amnaging through learning and
teaching". ¥n this Sense we consider the training to be

21 active manugement means. The training concept cannotg

be considered as absoliutely completed for this reason, It
must be periodically adapted to the creative fixing of
objects in respect of the existing crucial points of the
enterprise activity and the achieved teaching and learning
Buccess,

The training 1g the eéxpression of the management willing.
ness of the top cadre, Therefore, it cannot be transferred
to an outside institute, €.8. to a 3pecial training under-
taking, Moreover, it ig impossible that a training concept
wvhich is Successful in one enterprise is simply takemn over
by another eanterprise, Whether and how the enterprise
training concept is arranged will primarily depend on the
superiors and not on the size of the enterprisc, This goes
to show that also small and nedium-sized enlerprises can

employ the managing co.cept of "Managiag through Learning
and Teaching",
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