Systematic Management Training: Addressing Managerial Need for Professional Growth 

     In today's environment, manager-training1 functions must be able to prove that they have quality designs (including a systematic rather than a piecemeal approach, and the effective use of the best available technology and alternative training methods), timeliness, cost-effectiveness, flexibility (including using the most effective providers), and means for evaluation (Sims, 1998). This is particularly true for First Line managers- acquiring a managerial skills training and development can greatly boast their future performance in their new responsibilities. 

     In fact, now more than ever, companies must rely on workplace learning and continuous improvement among their managers in order to remain competitive (London & Moore 1999). Shifting their views about training from a separate, stand-alone event to a fully integrated, strategic component of the organization has led to new training-related approaches, including action learning, just-in-time training, mentoring, coaching, organizational learning, and managing skill portfolios are all currently being explored. In line with this, this report proposes a systematic training for First Line Managers in order to enhance their managerial skills and prepare them for the challenges of their new task. 

Systematic Training 

     A systematic training cycle is needed in order to provide an effective and efficient way of preparation by First Line Managers. A systematic training is comprised of a series of stages such as the training needs analysis, analysis of the training condition, the training methods and instructional strategies, and the training evaluation. This strategy can address the question of the appropriateness of the training methods and in addressing the specific concerns of the First Line Managers. 

     Promising managers’ training needs should be identified, and the purpose of the training given to improve job performance in their present or comparable jobs (Gilmore and Shonhiwa, 1996). No training should be given to raise hopes that cannot be fulfilled. Effective training requires a great deal of planning and directed effort. To prevent a haphazard approach to the job of training, a trainer must organize materials into logical sequence and use an accurate method to measure the results. When any learning takes place, there will be results. When no learning takes place, you have not trained. 

To develop a systematic training program that supports firm goals, the following questions needs to be addressed: 

1. What are the first line managers’ training-and-development needs? 

2. What benchmark skills and attributes do the company expects?

3. Should the training method be in more than one way? 

4. How successful is the training program? 

Training Needs Analysis: Training Objectives 

     It is well acknowledged that one of the most important steps in training development is conducting a training needs analysis (Goldstein, 1993, Tracey, et. al., 1995, Tannenbaum 1997). This first step in training development focuses on the process of deciding: who and what should be trained. The training needs analysis shall be conducted to determine where training is needed, what needs and needs be taught (Goldstein 1993) among First Line Managers. It includes the specification of learning objectives, which in turn shape the design and delivery of training, as well as the process of criterion development. 

The following are the training objectives: 

· to identify the training needs of the First Line Managers

· to develop a training strategy that can address the necessary skills for the First Line Managers

· to conduct a training program that can effectively address the needs of the First Line Managers

· to evaluate the level of improvements after the training 

     Three factors as outlined by Tannenbaum et al (1993) shall be taken into consideration: (a) what trainees bring to the training setting, (b) variables that engage the trainee to learn and participate in developmental activities, and (c) how the training can be prepared so as to maximize the learning experience. 

Training Methods and Instructional Strategies 

Most effective strategies are created around four basic principles (Salas & Cannon-Bowers 1997): (a) They present relevant information or concepts to be learned; (b) they demonstrate the training needs to be learned; (c) they create opportunities for trainees to practice the skills; and (d) they provide feedback to trainees during; and after practice. 

This training shall be using a cost-effective, content-valid, easy-to-use, engaging, and technology-based methods (e.g. Baker et al 1993, Steele-Johnson & Hyde 1997). Specifically, since First Line Managers will be working in a team, a Team Training strategy will be used. These include cross training (Blickensderfer et al 1998), team coordination training (Prince & Salas 1993), team leadership training (Tannenbaum et al 1998), team self-correction (Smith-Jentsch et al 1998), and distributed team training (Dwyer et al 1999). All of these have been tested and evaluated with positive results (see Cannon-Bowers & Salas 1998). 

This team training strategy shall be focusing on developing specific competencies of the First Line Managers particularly in improving their managerial skills and in managing several people. This shall improve the attitudinal and skills towards team member assertiveness, practice and feedback were essential to producing behavioral effects. This can be done by focusing on the required competencies and designed to provide trainees with realistic opportunities to practice and receive feedback. Moreover, guidelines shall be provided, tools for designing team training strategies, and a number of activities that shall test their attitudes and skills. 

Honey and Mumford's 4 Learning Styles 

The development of the team strategy among the First Line Managers was aimed at having the managers work with people and around the people. This can impact heavily on the application of the training on their jobs. Instead, of a lecture, the First Line Managers are exposed to their tasks with real people around them. This is similar to the theories posited on the experiential learning styles. 

This training program shall be using the experiential learning which is often used by providers of training to refer to a structured learning sequence, which is guided by a cyclical model of experiential learning (Honey and Mumford, 1982). An experiential learning cycle is a means of representing sequences in experiential learning. It is often assumed that the stages of a 'learning cycle' are managed by a facilitator, but they can also be self-managed or even 'unmanaged' in the sense that learning from experience is a normal everyday process for most people. (e.g. Dewey, 1938; Kolb, 1984; Juch, 1983.) 

Honey and Mumford (1986; 1992) modified Kolb's approach into learning cycle and classified learners in terms of their strengths and weaknesses for each stage of the cycle. They suggest four contrasting stages of a learning cycle. The training program shall be in the context of Honey and Mumford’s Learning Styles: 

Activist are people who involve themselves in new experiences, tackling problems by brainstorming, and moving from one task to the next as the excitement fades. The training shall be evaluating the activists in the group. They will be provided the training that they need and in conceptualizing and developing strategies that will fit their style of management. The training will fit activists since the team approach shall mainly be consists of brainstorming and in introducing new ideas and exploration and in the end, implementing it. 

Reflectors are cautious and thoughtful people who like to consider all the possible angles before making any decisions and whose actions are based on observations and reflections. The training program can benefit the more quiet reflectors since the training provides a venue for exchange of ideas and presents activities for the team that needs the cautiousness of decision-making. Thus, it provides a venue for reflectors on honing their observations and understanding of the people around them. 

Theorists are people who integrate their observations into logical models based on analysis and objectivity. The training program will cater to the theorists in two ways: it will be presenting situations that need observation and analysis the development of models. 

Pragmatists are practical people who like to apply new ideas immediately, and get impatient with an over emphasis on reflection. The training program also allows not only a venue for brainstorming and observation of the other team members but also on the application of such models. The pragmatists can try out their ideas and expound and develop them. 

A wholly effective learner has the abilities characteristic of all four stages. However, such ideal learners are rare. It is also mentioned that no one particular style is better than the other. 

Training Evaluation 

An evaluation after the training is also needed in order to assess the effectiveness of the program, the methods and in measuring the changes/improvements in the competency of the First Line Managers. This training program shall be using Kirkpatrick's Typology and Beyond Kirkpatrick's typology (Kirkpatrick 1976), the most popular framework for guiding evaluations. Kirkpatrick's typology has served as a good foundation for training evaluation for many decades (Kirkpatrick 1976). 

The evaluation shall center on the skills and attitude test of the Front Line Managers by providing diagnostics and in documenting their improvements after the training, This evaluation shall take time since the measure shall be a hands-on and empirical evaluation of the application of the training objectives. The First Line Managers shall be evaluated and also that of their subordinates. Training effectiveness shall be assessed in terms of how training (and learning) is positioned, supported, and reinforced by the organization; the motivation and focus of trainees; and what mechanisms are in place to ensure the transfer of the newly acquired skills and attitudes to the job. 

The evaluation shall look at what was learned at different levels and is the basis for determining the training effectiveness of a particular intervention. This distinction has made some significant contributions to practice possible and, more importantly, is helping avoid the simplistic view of training (i.e. that training is just a program or curriculum rather than the complex interaction of many organizational factors). 

Training Benefits 

The training program is expected to raise the level of skills of the First Line Managers and the attitudes especially in conducting their new responsibilities and duties in the company. 

Specifically, the following is expected to improve: 

· increase theoretical and empirical understanding of managing a group of people, teams, motivating the members of the team and in organizing their tasks and duties

· higher level of confidence in administration and management of the responsibilities of the personnel and of the team

· development of innovative strategies in meeting the targets and improving the performance of the team and the individuals

· enhance the performance of the department

· increased efficiency and output

These are the expected results of the training program. In terms of the individual, the training was mainly targeted on boasting the self-esteem and the managerial skills of the First Line Managers. On the other hand, in terms of the team and the members of the staffs of the manager, the organization and motivation of the employees are expected to be enhanced. This in the end results to meeting the targets of the team and thus, enhancing the performance of the company. 


It is important to note that improved training comes at a cost. Recent estimates suggest that the investment in training activities in organizations ranges from $55.3 billion to $200 billion annually (Bassi & Van Buren 1999), an investment that has not only created a growing interest in training, but also in learning technologies and performance-improvement processes, practices, and services. In fact, there is an increasing concern in organizations that the investment made in training must be justified in terms of improved organizational performance--increased productivity, profit, or safety; reduced error, enhanced market share (Salas et al 2000). 
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