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ABSTRACT

This is a study of Recruitment, training and development of staff process in Afribank
Nigeria Plc. A brief history of the bank was highlighted and the entire recruitment,
training and development systems were studied with a view to identifying the

positive and negative consequences of those sys.ems.

The main method used to obtain information for this study was through direct
structured interview administered to seventy-five (75) staff including top
management staff. | have based on the findings of the research provided some

recommendations to enabie the organisation take corrective action for better

performance.
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CHAPTER ONE

INTRODUCTION

INTRODUCTION

Human beings are seen to be the greatest asset of any organisation. And
therefore, it is often argued that the success or failure of organisations
depends upon the quality of workers that makes those organisations. This
area of research become interested to me because human beings are
observed to bee the only active parts of the organisations the other
resources such as finance, materials etc are passive in nature. Thus for any
organisation to remain viable and dynamic it needs the right people in its

employment.

In the light of the above therefore, the process of recruitment, training and
deveiopment of staff becomes paramount. if only organisations are to be
efficient and effective the human element has to be effective and efficient.
in this regard quite a number of organisations were observed to be
ineffective despite having a large number of staff in their services. Therefare
for a satisfactory performance to be achieved in an organisation the
workforce has not only got to be adequate in number but must also be of the
required quality. in large measure the efficiency of an organisation is a
function of & good recruitment, training and development of the workforce
within the organisation. Thus the process of evaiuating each applicant and
hiring the best person for the job is as important as the job itself. The
process of recruitment usually starts when an important position in an
organisation becomes vacant or a new job has been created. To fill it the
management wanis the most quaiified, effective and proven individual

available. This occurs when there is no internal prospect to fill the job.



1.2

Over the last few years a number of companies have been discovering &
relatively untapped opportunity for increasing productivity and profits. The
source of these profits is company resources which do not appear on the
balance sheet and wnich often go unrecognised by top management.
These hidden resources are the company's human resources. How is it
possibie for vaiuabie resources to be unrecognised? Simply because many
managers have grown accustomed to thinking of the workforce as a
necessary cost of production rather ihan & company asset representing a
sizeable investment. The fact however, that many companies which take the
trouble to add up their total investment in human resources (inciuding cosis
of recruitment, selection. training and development) are shocked to discover
that their investment in human resources is greater than their investment in

physical resources

Companies that have begun viewing their human organisations as resources
nave started searching for better ways to utilize these resources and to
realize their full potential. They have discovered & whole lot of new
technoiogy for managing and utilizing human resources which has evoived
within the last few decades. This technology has the same potential impact
as automation or the new information technoiogy. Whiie much of the
potential of automation and information technology has already been
realized. however, we have oniy begun to apply the new technoiogy of

human resources management.

____—_-_-__-ﬁﬁ—
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ATEMENT OF THE P M
To a large extent the type of staff empicyed by organisations and the ievel
of training and development they received from the workplace has some
positive and negative implications in meeting organisational objectives.

Thus the ability to recruit the right personne! and at the same time giving the

ta
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right type of training and development have some cost as well as

performance implications on organisationai objective.

Afribank Nigeria Plc has a number of objectives to be achieved and they

include:

I Providing comprehensive services which meet the changing needs of
customers,

1. Maintaining high calibre personnel within the service of the bank,

1. Ensuring optimum returns to shareholders.

in general terms, the company’s objectives are the achievement of efficiency

and increased productivity in all its functional depariments.

Lack of quality staff resulting from poor recruitment exercise as well as
inadeguate training and development has been identified as key probiems
affecting staff performance on the job and by extension hindering the

achievement of company's objectives.

OBJECTIVES OF THE STUDY

The major objectives of this study is to attempt to find out how recruitment

of staff is carried our in Afribank Nigeria Plc, and also to see whether the
recruitment process have impacted positively on the bank performance.
Similarly, it is the objective of this study to look into the different types of post
recruitment training and development given to staff that are newly recruited
and the other older experienced members of staff. In like manner this study
intend to determine whether:

l. Training and development improved employee performance,

il Training and development is geared towards achieving individual

needs. organisational needs or both,

L
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i Those trained and developed are given the opportunity to practice
what they leamed on training. The study will in addition recommend
where necessary for possible adjustment, in the current recruitment,
training and development practice for improved efficiency in meeting
company goals and objectives.

SIGNIFICANCE OF THE STUDY

The Banking industry of today is becoming complex and sophisticated in its
various areas of operation and competition has become the order of the gay
among banks. Studies in the field of personnel recruitment, training and
development are constantly becoming important in all field of business in

Nigeria today, because organisations are striving against all odds to improve
their profit levels.

In the light of the above, the importance of having efficient and effective
procedures for recruitment. training and deveiopment can hardly be
exaggerated. If for example, organisations are able to find, employ and train
staff who consistently fuifii their roles and are capabie of taking increased
responsibilities, they are immeasurably better placed to deal with
opportunities and threats arising from their operating environment than

competitors who are always struggling to build and maintain their workforce.

The study is also more important now than ever before due to the ailing
nature of our economy today which had in the recent past resuited in the
failure of many banks (distress syndrome). In a related study it was argued
that part of the causes of banks failure is inefficiency resuiting from poor
recruitment (of right people), training and development of staff prevalent in

many organisations.
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It is my conviction that the findings of this study will strengthen the need for
having efficient and effective recruitment, training and development sysiems
for every organisation. It is also my belief that the outcome of the study will
encourage top management to give the needed atiention on the recruitment,
training and development systems of their organisations.

RCH MET Y
In order to successfully assess the recruitment, training and development of
staff at Afribank Nigeria Plc, the research method to be used in this study is

survey researcn method.

Survey research studies both large and small populations by selecting and
studying sampies chosen from ithe populations to discover the relative
incidence, distributions and interrelationships of sociological and
psychological variabies. Surveys covered by this definition are often called
sample surveys probably because survey research developed as a separate
research activity along with the deveiopment and improvement of sampling

procadures anc processes.

Survey research focuses on people, the vital facts of people and their

beliefs, opinions, attitudes, motivations and behaviour.

The researcher therefore, intend to make use of the following social scientific

instruments ailowed by the survey research method:

1 z rim o
Persona! Interview. Personal interviews is the most usual and
frequent method of collecting data in social surveys. It is very similar
in nature and purpose to the questionnaire. Personal interview Is

widely used in individual test intelligence and employee selection.

h
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The author of this study also intend to use library sources for the
general understanding of the literature on the subject, file records,
Afribank official reports brochures, house journals and newspapers
publications.

Population

The entire staff members of Afribank Nigeria Pic are to be covered by
this study. However, in consonance with the survey research method
the researcher wili only study sampies drawn from thee population
with the hope that inferences cauld be made from the characteristics

of the population being studied.

Sampling

The researcher intend to use random sampling procedure in this

study. The choice of which is based on thee following:-

a. it is easy to apply

b. The elements in the population have egual and incependent
chance of being investigatea.

C. With many samples sampling errars would be minimised.

Description of Research Methodology

Direct structured personal interviewing of respondents was used 10
obtain the relevant information needed for this research. The
guestions administered were designed and structured on the basis of

the literature reviewed.

The interview covered the three main thrust areas of the research i e.

Recruitment, training and deveiopment of siaff in Afribank. The views



of the employees as well as employers on Afribank’s recruitment.
training and development were considered. Similarly, it assesses the
perception of employers and employees on training as an instrument
used in the enhancement of job performance. organisational growih
as wel as individual growth or otherwise other issues such as

appraisal’s and individuai productivity were aiso considered.

The questions asked were generally structured and open ended type
in order 10 accommodate wide range of views. However, the
responses obtained were in some cases moderated In order to suit
the requirement of the study. The buik of the responses were
obtained from the Human Resources Management and Training
Departments.

P re

The interv aws were personaily carried out by the researcher himself
during office hours. Respondents were contacted at random and the
participation was voluntary so that nea- best or best result couid be
obtained from each respondent. Howsaver 28 was said earlier on.
some answers/responses obtained were mogsraied in order 1o make
the study meaningful and relevant to the objectives of the study.

4, Analysis of Data

Simple percentages will be used in carrying the analysis of data
Responses on each area of the study will be weighed by the use of
percentages to determine its relative weights as a proportion on the

whole.

1.6 SCOPE OF THE STUDY

The terms recrutment, training and development will be adeguately treated

~1
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in a wider perspectives. Accordingly. the va-ious aspects of manpower
system which inciudes recruitment, seiection, training and deveiopment will
be examined.

Similarly, different aspects of training such as on the job training, off-the-job *
training, training for the purpose of knowiedge acquisition and training for

skills acquisition will be examined.

INITIO TERMS

For the purpcse of this study the following definitions of terms were

considered.

Recruitment
Recruitment is the examination of vacanc, in the organisaton, the
consideration of sources of suitable candidates and making contact with the

sources io atiraci appiication from them.

Selection
Is the evaluation or assessment of candidates through various technigues

and making a choice followed by an offer of employment.

Training
Hasseling (1971) defines training as a s&auence of experiences or
opportunities designed to modify behaviour in order to attain a stated

objective.

Oatey (1974) defines it as any activity which de iberately attempts tc improve
2 persons skiil at 2 1ask.

R aa
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However, for the purpose of this study we can consider training to be any
activity which deiiberately attempts to improve a person’s skill in 2 job (as
opposed to education which is mainly concemed with personal development
as opposed to direct job relevancej.

Development

is the ali important primary process through which individual and
organisational growth can through time achieve its fullest potential.
Employee deveiopment as part of the organisetion’s overall human resource
strategy means the skillful provision and organisation of learning
experiences in thee work piace in order that performance can be improved
that work goals can be achieved and that through enhancing ability and
enthusiasm of peopie at every level there can be continuous oréan!sationai
as well as individual growth.

9
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2.2

CHAPTER TWO

LITERATURE REVIEW

IN ION
A number of studies have been carried out in the field of recruitment, training
and development in many organisations. In this studies, the researcher

intend to review important literature on the affecied areas as follows:

RECRUITMENT

Logically the organisaticn’s first and pernaps most critical human resource
activity is to acguire employees. The supply of qualified people limits
organisational success just as sharply as does the supply of money,

materials or markets.

Donli J. G (1987) defined recruitment as an attempt to attract individuals
from exiernal market who are capable of and wiliing to fili available job
vacancy. The objective of recruitment is to attract a large number of

qualified applicants who wiil take the job if it is offered.

D.A. Decenzo anc S.P.. Robbins (1989) defined recruitment as the process
of discovering potentiai appiicanis for actual or anticipated organisationai

vacancies.”

Empirical studies also have shown that the degree of the
tightness Iin the |abour market influences the sources organisations use Iin

recruitment and the areas covered by recruiting.

Recruitment according to D. Yoder (1960), is the individual firms approach

to the basic process of distributing or aliocating Society's manpower

11
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resources. It is the all important means by which Labour is mobilised and
aided in discovering opportunities for maximisng its contribution to the total
product of our society.®

From this definition, Yoder appears to nave considered the whole
employment process which embraces manpower planning, selection and
placement.

Recruitment, as part of the process assembles the raw materials .i.e. the
Internal candidates, while selection seeks out the right calibre of potentiai
employees sometimes through administration of tests, oral interviews by
considering the gualification of individuais, the requirements of the job and
by so doing. determine their suitability for engagement. The process is
compieted when the selectied candidaies are offered empioyment letters,
placed on the job and inducted into the organisation with appropriate

introduction and induction course.

Although all organisations will at one time or enother, engage in recruitment
activity some do to 2 much greater exient than other. in a study conducted
size was considered to be one of the factors that influence recruitment
exercise. For exampie an organisation with one hundred thousand
employees will find itself recruiting potential applications much more often
than will an organisation with one hundred smployees. However, certain
other variables will influence the extent of recruiting. Employment conditions
in the community where the organisation is iccated will influence how much
recruiting takes place. Working conditions and salary benefit packages
offered by the organisation will influence turnover and therefore the need for
future recruitment. Organisations that are not growing or those that are

actually deciining will find iittle need to recruit. On the other hand

12



organisations that are growing will find recruitment & major human resocurce

activity.

It was also noted in another study that organisation’s image is & sigrfff':can@
factor that influences recruitment. it was observed that some prosoective
candidates may not be interested in pursuing job opportunities in a particular
organisation simply because of negative image. Tnhe image of the
organisation is therefore regarded as a potential constraint. If that image is
perceived to be iow then the likelihood of attracting a iarge number of

applicants is reduced.®

Many college graduates know that each of those individuals who occupy top
dozen positions at iniernational Business Machines (IBM) earn excelient
salaries. are given myriad of benefits. and are greatly respeciec in their
communiiies. Among mest coliege graduates. |.5.M. has a positive image.
The hope of having a shot at one of its toc jobs being in the spot lignt, and
having a position of power resuits in i.8.M. having littie troubie in etracting
yaung college graduates into entry level pesitions. But not 2/ young
graduates hoid positive image of iarge organisations. iore specificz 'y, their
Image of some organisations is pessimistic. For example in 2z ceclining
industry or for heavy poiiution, poor quaiity products, unsafe working
conditions, or indifference to the needs of their employees. Such reputations
can and do rasduce these organisations abiiity to attract the bes: personnel

available.

Certainly, if the job to be filled is unattractive, recruiting a large and cualified
pool of appiicants will be difficuit in recent years, for instance. many
employers have been complaining about the difficulty of finding suitably

qualified individuais for sscretarial positions. Traditionally. thess jobs
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appealed to females. Today however, women have a wider selection of job
opportunities as well as heightened aspirations - a combination that has
resulted in a severe shortage of qualified secretaries. Given the status, pay
and opportunities inherent in most secretarial jobs, many individuals who

previously would have sougﬂ.’such positions now consider them unattractive.

Any job that is viewed as boring, hazardous, anxiety creating. low pay, or
lacking in promotion potential will seidom atiract a qualified pool of
applicants. Even during economic slums, people have refused to take many

of these positions.

Other factors that influences recruitment sources include the following:
l. Internal policies

I Union requirement

il Government requirement

V. Recruiting budget etc.

SOURCES OF RECRUITMENT

A number of sources exists from wnhere organisations can source a

reasonable number of job applicants. However, certain recruiting sources
are more effective than others for filiing certain types of jobs. The most
important point to keep in mind is that there will be no good selection
procedure which can yield effective workforce if the recruitment procedure
cannot or do not provide an adequaie group of candidates from which
selection can occur. Therefore, it is critical to develop recruitment procedure
that will provide a sufficiently large and varied candidates manpower pool so

that the seiection can at least achieve their maximum potentials.“

l”SH'M IB2AS'M LIBRARY |




The sources to which organisations turn to meet their recruitment needs
inciude the foliowing:-

- Educational Institutions e.g. Colleges and Universities

- Labour office

- national Directorate of Employment

- National Youth Service Corps (NYSC)

- Media Advertisement

- Trade Unions

- Personal contact

- Unsoilicited applicants.

Each of the above sources have its advantages as well as disadvantages in
terms of costs and quality. It is important io note ihat no organisation is
restricted to use any particular recruitment sources but are free to use any
or a combination of these sources depending on the reguirement and

circumstance of the job concerned.

Goheen. H.W. and Mosal J. N. (1959) indicated that uptill this date, there
nas been iittie in ithe pubiished iiterature reporing research on wny
employers choose one recruitment source over another for finding applicants
for certain type of jobs. Whiie many iarge empioyers undoubtedly conduct
research on questions such as which employment agencies send the most
gualified appiicanis. ine resuits of these research rareiy find their ways into

the published sources.®

However. few studies available on some of these sources and their
affectiveness in generating adeguate manpower pool. Among the studies
on this subject was the one conducted by Gannon. M. J. (1971). He linked

the relationship bemween recruiting sources and subseguent turnover of

15



clerical employees for a New York City bank and provides evidence that
employees from certain sources are more likely to continue on the job.
Those more likely to stay were re-employed former workers, those referred
by their higher schooli, those referred by their present employers or walk ins.
Rapid turnover, characterised those obtained through employment agencies

and newspaper advertisement.®

More recent studies however relates effect of candidate sources to job
search behaviour of empioyees. J.B. Miner and M.G. Miner (1259) stated
that “some more recent studies of job search methods used by individuals
seeking employment do provide some information that may be useful to the
employers. Data from one of these studies show that direct application is
the most frequent method for obtaining jobs in all job categories. The
second most frequent method differs consicerably among occupations,
however with those in Manageriai occupation, more likely to answer
advertisements. clerical workers are more likely to ask their friends about

jobs where they work."”

So far. most of the research work carried out on job applicant sources has
concentrated on showing that Managerial empioyees are sought nationaliy,

Clerical employees regionally and locally and craft employees locally.

This research study will examine whether those sources applies to Afribank
Nigeria Pic in generating a reasonabie number of applicants. The
recruitment process does not only limit itself to the sources of getting
applicants but aiso the message used in atiracting appiicants is important.
The information should be adequate to enable ungualified applicants self
select themseives out of job candidacy, that is to say a good recruitment

programme should only attract the qualified candidates and not attract the

16



24

unqgualified applicants. This dual objective will minimise cost of processin
unqualified candidates.®

It was also suggested by Wannoses, J.P. (1975) that part of the recruiter
job is to give prospective employees as clear picture as possibie of wh:
they can look forward to if they are hired.®

SELECTION

All selection activities from the initial screening interview to the physic
examination if required, exist for the purpose of making effective selectic
decisions. Each activity is a step in the process that forms the predictiv
exercise. Managerial decision makers seeking to predict which jo:
applicants will be successful if hired. Successful in this case 'mear“
performing well on the criteria the organisation used to evaluate personns
In doing this, organisations empioy a number of techniques such &
interviews, test, application blank, reference and recommendation. Tr
selection instruments are the predictors. It is therefore important f
organisations to measure the validity of their predictors so as to be able
select the best candidates. A iot of studies have been conaucted to asse:

the usefulness of these predictors as selection device.

INTERVIEW

The interview is an aimost universai seiection device. The interview enabi¢
the person responsible for hiring to aopraise the candidate and -
behaviour directly. However, even at its best, the interview is not a preci:
technique, and skillful interview is difficult tc conduct. Candidates react ve

differently to different interviewers.

Surveys on research on interviewing have concluded that the reliability ar

17



validity of interviews are generally low. Studies conducted on the use
interview as a selection device has shown that the device has not be
particularly successful. The recurrent results obtained from a number
investigations is that interview judgements as they are usually made in 1
employment situation are not closely related to measures of success on
job. In an overall sense, the evidence regarding validity of the selectic

interview yields a distinctly disappointing picture.?

In another study conducted by MC Gill University, the researcher found t
in the actual empioyment situation, most interviews tend to make an acce;
reject decisions early in the interview. They do not wait until all t
information is in. But rather a bias is deveiooed and estabiished shorjly aft
the discussion starts. This bias tend to colour the remaining part of °

interview and is not usualiy reversed.”"

Summary of research findings on intervievs is provicad below:

a. interview tend to deveiop stereotype of a good candidate and t
seem to match applicants with stereotype.

b. Bias is established early in the interview.

C. During an interview in which the applicant is accepted, intervie
talks more and in a more friendly and favourabie tone than in
interview in which the candidate is “ejected.

d. interviewers are often influenced more oy unfavourable
favourable information.

e. Seeing negative candidates before positive candidates will resu
a greater number of favourable scceptances than the other \
round.

f. There are reliable and consistent individua! differences betws

people in the total number of people seen as being acceptable.

18



a. Factual written data seem to be more important than physical
appearance in reaching judgements and this increases with interview
experience.

h. Prior knowieadge about the appiicant will bias the interviewers
evaluation.

I The interviewer tends to favour candidates that share his or her own

attitudes.

It has been argued that despite its popularity the interview is “costly,

inefficient and usually invalid procedure.”® From the foregoing information

it is clear that interview alone as a selection device is inadequate.

P N K
This is the process of getting information from the applicants through the use
of application forms. In the forms columns are orovided where the candidate

provide the needed answer/information 1o the company.

Studies have shown that some of the information reguested in the
application forms are not job reiated e.g. age, $ex, reiigion, race, coiour eic.

and therefore items that are not job related should be omitted.

Although the validity of information reported ir application blanks has been
studied less frequentiy than the accuracy of interview information. the

findings are much the same./™®

A review of twenty-one studies using biographical data acauired from
application biank found that nineteen had at least one item that successfully

predicted differences between short tenure and long tenure employees.



It should be stated here that studies to date on application blank do not yield
support for the view that certain responses on thee application blank are
verbally predictive of future performance, irrespective of the job and the

situation.

On thee other hand, some studies have produced very significant patterns
of predictive responses. Appel. V. and Feinbe-g, M.R. (1962) found that “an
analysis of application blank responses of boys doing direct door to door
selling indicated that such items as owning a bicycle, family receives
newspapers, attending a show with parent, having a telephone at home and

saving money earned are highly predictive of success.”

REFERENCES AND RECOMMENDATIONS

Many employers require candidates to provide referees from whom

additional information about the candidate can be obtained. The suitable
persons usually preferred as referees are those who have had long standing
relationship with the candidate and are therefors competent to give objective
view about the characteristics and other behaviours of the candidate which
otherwise could not have been supplied by *he candidate himself. Even
though the use of references is widespread ion the business world, available
research does not provide much basis for optimum in so far as this approach
is concerned. However “One study related scores obtained from a
standardized recommendation guestionnaire tc subseguent supervisory

ratings of performance on job”. "'®

Most researches conducted on this field invariably show that favourable

responses are often obtained from responderts.



While research in this area is limited several studies suggest that verifying

the "facts™ given on appilication is an activity *hat pays dividend.

One study sampled one hundred applicatior's made at Bulova, the watch
company.”'? it was found that 24 percent of the returned reference checks
had discrepancies in dates of employment, job titles. past salary or reasons
for leaving a prior position. In the Bulova study discrepancies were defined
as deviation of two or more months of service and five or more dollars per
week.

Another study looked at (111)(One hundred and eleven) subjects who
applied for positions as Nurse's aides at a Nursing Home.®  In verifying
the responses given on the application blank with the applicant’s previous
waorking place, substantial disagreement was found in two categories:
duration of previous employment and previous salary earned. The two
sources disagreed in £7 percent of cases. A “ypical appiication overstated
both. There was also substantial disagreement on the reasons for leaving
the previous job. This however is not surprising for previous research has
shown that departing employees in their exit nterviews are frequently non
committai or distort the actual reasons for leaving. For exampie, one study
revealed that 59 percent of a group sampled months after departure gave
different reasons for depariure than they had given at the time of their exit

interviews."®

Two of the most startling findings from the Nursing Home study were that the
average over estimation by former employees cf time spent on their previous
job was sixteen montns and that 15 percent of the employers stated that
applicant had never worked for them. Two thircs of the applicants whom the

previous employer admitted to having employed disagreed with their
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employers replies on two of the four categores. (Previous position held,

duration of employment, previous salary earn=d and reason for ieaving)

In summary it is generally believed or acknowiedged that the reference
check as a selection instrument has littie value. This is due to employers
reluctance to provide negative information about former employees to other
employers. Since responses are almost universally positive references do
not provide the differentiating information necessary for selection decisions.
On the other hand, checking with a former employer to confirm hard data on
the application such as previous job title, length of employment and salary

earned is a worthwniie endeavour.?®

Concern by many employers over employee law suits charging invasion of
privacy. uniawfui discrimination or similar impropriety has ied them to simply
refuse to give anything but the barest information. “Yes the person worked
here”.®" In such an environment it seems unreasonabie to expect 100 much

in terms of valid information from the background investigation.

EMPLOYMENT TEST

To many people, tests are synonymous with selection methods. although
many companies do not use test at all. Test have been developed in an
effort to find more objective means of measuring the quaiifications of job
applicants. They are also used with employees who are candidates for
transfer or promotions. One of their major advaniages is that they may
uncover qualifications and talent that would not be detected by interviews or

py listing of education and job experience.
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Many firms use test to eliminate the possibility that the prejudice of
interviewer or supervisor, instead of potential ability wili govern seiection

decisions.

Organisations historically relied to a considerable extent on intelligence,
aptitude, ability and interest tests to provide major input to the selection
process.

Even handwriting analysis (graphology) and lie detector (polygraph) tests
have been used in an attempt to iearn more atout the candidate-information

that will supposedly lead to more effective selection.

In recent years, however, reliance on traditional written tests for selection
purposes has decreases significantly. Tnis can be attributed directly to legal
rulings that now reguire the employer to justify as job related any test that is

used.®

TRAINING

Training is a planned process to modify attitude, knowiedge or skill
behaviour through iearming experience to achieve effective performance in
an activity or range of activities. lis purpese n work situation Is to deveiop
the ability of the individual and to satisfy the current and future needs of the

organisation.

As man invented tools, weapons, clothings. shelter and language: the need
for training become an essential ingredient in the march of civilization.
Whether our ancestors stumbled upon or inveted these facts of civilization
is of relativeiy litiie significance. What is more important is that man had the

ability to pass on to others the knowledge and skills gained in mastering



circumstances. This was done by deliberate exampie, by signs and by
words, through these devices the development process called training was
administered.

It is generally thoughtthat man began amassing knowiedge at the beginning
of the stone age for reasonably logical reasons, especially since it marked
the advent of the industrial revolution.

The date 1750 has been selected by many thoughtful people as signalling
the ciose of the first period of man's knowiedge accumuiation and the

beginning of 2 new phase.

An organisation whether public or private, exists and grows because' it
provides the community with goods or services ihe community sees as
worthwhile. To do this efficiently the organisation must function at an
optimum levei of productivity. This ievei is  direct resuit of the coliective
effort of all the employees. Yet not every employee works at the level
established by the standard of performance for the job he or she hoids.

Similarly groups of employees may not consistently produce up to standard.

When there is difference or gap between actual performance and what is
needed (ihe standard) productivity suffers. Traning can reduce if not
eliminate this gap. It does so by changing the behaviour of individuals by
giving them whatever additional specific items of knowiedge, skill or attitude

they need to perform up to that standard.®

Training in business and industry is a specialized and very practical form of
education. Basicaliy it prepares workers to do their jobs weil. To accomplish

this it develops skills for effective work, knowledge for intelligent action and
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attitudes that bring a willingness for co-operation with peers and with
Management.

Training not only increases production but. properly conducted, it increases
self confidence and improves the moraie of the workers.®®  Studies
conducted revealed that training programmes can standardize the methods
of doing the work, reduce the amount of supervision necessary, lower the
turnover rate caused by unsatisfactory adjustment to a new job. correct
mistaken judgement resuiting from hiring interview and increase the interest
in the job because of more thorough understanding of the task to be

performed.

According to Charles C. Denova (1871). building an efficient labour force
requires not only proper seiection, but aiso effective deveiopment of

employees. Employee taients are not fully productive without training

Employee training and development is a very important human resource
strategy and according to Giueck (1982). training i1s only of the Management
strategy. According to Glueck, “both Drucker and Mc Gehee believes that
training shouid be done both as a sirategy 10 achieve organisational goais,
and as a responsibility to the employee”™.

In @ dynamic business environment, tasks demands are unstable, leading to
changing jobs. This requires more training in order to enable employees
meet current effectiveness standards. These changes in task demands have
thus increased the demand for training and retraining in organisations.
Beatty and Schneier (1877), states that “Training like selection, is an activity
made necessary by the nature of the environment in which the organisation

exists, as well as by the changes that occur i1 its human resources.”



n
Beatty and Sd}gier (1977) and Glueck (1982) views training as a seguential
three phase process, namely:-

- The Assessment phase, the training and development phase. and the
evaluation phase. First training needs must be assessed in order to
ascertain whether training would be an effective strategy for thee
probiem at hand (e.g. low productivity, need to fill new position etc).
In the training and development phase, objectives are established,
nopefully in behaviourial terms, trairing methods chosen and/or

designed and the training programmes are implemented.

In the third phase training programme is evaluated to determine its

effectiveness.

Training will be judged by its contribution te performance where performance
is a function of skiiis, abiiities, motivation ard the opporiunity to perform.
Managers must compare the value received from the increase in
performance that can be atiributed to training with the costs incurred in that
training. The desire for improved workers productivity cannot be
approached in a vacuum. The benefits that accrue from training must

exceed the costs incurred.

SIGNIFICANCE OF TRAINING TO AN ORGANISATION

the primary purpose of training is to provide for the organisations manpower

needs. Its aim is to help avoid persistent and economically damaging

shoriages of skilis which would inhibit deveiopment.

“It is significant to state that training is aimed at task or job improvement”

(Dotse. 1989). Paul Maii (1981) believes that employees are rarely born and
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equipped with the specific knowledge, skill and attitude to deliver peak
performance at the time of hire. Training is therefore needed by an
organisation in planning and implementing situations. programmes designed
to impart knowiedge and skills to empioyees as may heip them become more
competent in their present positions and prepare them for heavier

responsibiiities.

Employee training is as important as the twin concept of effective recruitment
and seiection. As noted by O.G. StakaﬁQSz). “in any personne! Policy
Worthy of the name, the development and training of staff is bound to
occupy a most important place. Since it is the very essence of supervision,
it assumes a role alqng with pay and the human aspect of Management, and
of great significance to the quaiity of service and output. Initial recruitment

and selection are hardly more important.®®

Q.G. Stanhl's position above, buttresses the s:and that no organisation can
take the issue of siaff iraining lightly. 1t is 2 mandatory function for an
organisation which aims to raise a first rate workforce to render first rate

Servicss.

TRAINING FOR ORIENTING NEW EMPLOYZES

Glueck (1982) believes that while schoais provide training in many skills new
employees may still require additional training to learn skills specific to the
job. Beatty and Schneir (1977) explains that training is often required

immediately after selection.

TRAINING IMPROVES AND MAINTAINS PERFORMANCE

Mumford (1S72) points out that training is carried out after recognising that

performance in an existing job is unsatisfactory. Glueck (1982) states that
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the decision to offer training to improve performance follow the indicators

such as productivity turnover, production costs, quality iabour costs etc.

Glueck (1982) further states that obsolescence can exist when an individual
holding a position has not kept up with the changing techniques of doing
their job effectively due to lack of current skills. This is what Koontz and O.
Donnel (1875) termed “Managerial obsoiescence™ which can be reduced

through additional training to maintain or improve performance.

Companies anticipate vacancies in their organisation through succession
pian for replacement. Whiie this is on course, “training is used in

preparation for actual or intended promotion of staff’ (Mumford, 1871).

According to Beatty and Schneir (1977) training is used to improve future job

performance as workears are groomed for promotion.

In another study Cureton Newton and Jesolowski (1986) suggest that since
Manzgers are nerve centres of organisation, the most effective method of
keeping an organisation healthy is to maintain i's Managers welfare. through

keeping waich on Managers needs of which training is one.

F TRAININ
there are basically four methods of imparting training. These are on the job
training, off the job training. training for the purpese of knowledge acquisition

and training for skilis acquisition.

On the job training, according to E.B. Flkippo (* 980) is a widely used method
which has the “advantage of strongly motivating the trainee to learn since it

is not located in thee artificial situation of 2 cassroom.®® The success of
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this syslem depends enlirely upon the employee's immediate supervisor who

does thé training by showing his subordinate empirical ways of performing
the job.

O.G. Stahl (1970) associates off thee job training with group or vestibule
training where the employees are withdrawr from their duty posts and sent
to a formal place or classroom to be instrucled by an expert fon the subject
of instruction.

Group training according to O.G. Stahl is (1970) the most readily understood
form of training which is recognised as such is that in which people are
brought together in groups. They include formal courses vaith outside study
class discussion and quizzes, formal lectures, conferences, seminars,

demonstrations, laboratory practice and group field trips.?”

Training for the purpose of knowledge acquisition as Pigors and C. Myers
observe is different from the conventional forms of training in which the
trainer guides the training process, becatse the material to be learned is
presented in a manner which the student himself can control. It is

knowledge to broaden ones horizon.

P.Pigors and C. Myers (1973) liken training for skills acquisition to
apprentice ftraining where the training is long and requires continual
supervision. The method of training is expensive, standards are rigid and
are defined in an apprentice agreement. There is usually no assurance that

the trainee will remain with the firm that trained him upon completion.®
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the decision to offer training to improve performance foliow the indicators

such as productivity turnover, production costs, quaiity iabour costs etc.

Glueck (1982) further states that obsolescence can exist when an individual
holding a position has not kept up with the changing technigues of doing *
their job effectively due to lack of current skills. This is what Koontz and O.
Donnel (1875) termed “Managerial obsolescence” which can be reduced

through additional training to maintain or improve performance.

Companies anticipate vacancies in their organisation through succession
plan for replacement. While this is on course, ‘training is used in

preparation for actual or intended promotion of staff’ (Mumford, 1971).

According to Beatty and Schneir (1977) training is used to improve future job

performance as workers are groomed for promotion.

In another study Cureton Newton and Jesolowski (1988) suggest that since
Managers are nerve centres of organisation, the most effective method of
keeping an organisation healthy is to maintain its Managers welfare, through

keeping waich on Managers needs of wnich iraining is one.

TYPE OF TRAINING
there are basically four methods of imparting training. These are on the job
training, off the job training, training for the purpose of knowledge acquisition

and training for skilis acquisition.

On the job training. according to E.B. Flkippo (1980) is a widely used method
which has the “advantage of strongiy motivating the trainee to learn since it

is not located in thee artificial situation of a c assroom.®® The success of
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An organisation which trains its staff is seen to enjoy a harmenious industrial
atmosphere in which the goals of the company can be achieved. In reiation

to this P. Pigors and C. Myers make the following observations.

They can experience the direct satisfactions associated with a sense
of achievement and the knowiedge that they are developing their

inherent capabilities at work.?

The feeling of satisfaction surely reduces to a minimum in the organisation
dissatisfaciion, compiaints, absenteeism, iabour wurnover, accidents. spoiled
work, damage to machinery and equipment and other deliberate sabotage

at work.

T G NEEDS

The first step in training programme is to aetermine the training needs and
set objectives for these needs. According to Cureton Newton and
Tesolowski (1985) a managerial needs assessment can provide an early
warning of those factors which affect Managers performance and facilitates
organisationai deveiopment. This invoives anticipating, researching and
evaluating the needs of the management siaff by identifying the gaps
between the present and the desired situations. A good anaiysis provide
relevant information to five issues outlined by the encyclopedia of
professional management as foliows.-

- it identifies the training group or individual
- It identifies the tvpe of change desired

- It identifies the topical area (content) of the training \,f

- t identifies the overall priority piacea upon the particuiar programme

'['_K-AS'__IH ';Q‘-'i‘ﬂ ;l!!‘



Mumford (1971). Glueck (1982) and Dotse (1989) agreed that the term
“Training need” may be appiied to three main ievels namely:-
Organisational, operational and individual.

At the organisational ievel, the content of the job satisfaction and the
conditions are analysed. that is needs may be evaluated in terms of changes

in the functioning of the organisation.

At the operational level. need may arise through the inability to meet the job
specification. At this ievel the skilis, knowiedge and attitude necessary for
the performance of specific jobs are analysed and attempts are made to ﬁnd
out specific, deficiencies before individuzis are invoived in appropriate

raining experiences.

Glueck (1982) believes that by the time one moves to individual level it is
necessary io recognise the importance of individial empioyee effectiveness.
Managers must be aware that individual differences affects not only needs.
but also reactions to training programmes. Giueck siates that gaps between
expected performance and actual performancs at all the three levels can

suggest training needs.

METHODS OF ANALYSING TRAINING NEEDS

Mumford (1971), claims that statistical information on present performance
and future needs can be a starting point. This he said is generally done by
drawing up a manpower inventory which is a statement of the total
manpower situation starting with the review of the resources currently
availabie. He stated that another starting point can be the statement of

company objectives or the mare specific targets given in the annual business
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plan. Individual needs can be identified through analytical approach in

which jobs are defined and the required skilis and knowiedge indicated

The encyclopedia of professional Management suggests that each
organisation shouid use approaches that are practical and effective, and
outline the following approaches to be used on analysing managers needs.
- Universal needs

- Ask managers themselves

- Asithe bosses

- Ask the subordinates

- Analyse the managers job

- Use advisory committee

- Use of performance appraisal information

- Analyse problems and records

CTION T IN E S
Training methods are usually selected based or) certain considerations such
as costs and time. Some methods are more time consuming and costly. and
appropriate for certain jobs than others. Hcwever, Beatty and Schneier
(1977), stated that such factors as training objectives. trainee characteristics
(attitudes), trainee skilis, cost, time and the nature of job may favour the use

of one method over the other.

Glueck (1982), suggests that if there are only few trainees, individualized
programmed instructions may be considered, and if none of the trainers are
capable of giving certain instructions, outsias trainers may be contacted.
Glueck adds that the method should refiect the degree of active participation

desired for the programme.



EMPLOYEE DEVELOPMENT

The term development tends to be applied to ieaming experiences designed
for high level employees, possibility of longer duration and with less
structure than the usual training.

Management development as it is often called is more future oriented and
more concerned with education, than is empioyee training, or assisting a
person to become a better performer. The term education used here means
that Management deveiopment activities attempt to instill sound reasoning
processes to enhance one's ability to understand and interpret knowledge
rather than imparting a body of serial facts or teaching a specific set of motor
skills. Development therefore focuses more on the employees personal
growth.®®

A related study by David A. Decenzo and Stephen P. Robbins observed that
successful Managers have analytical. human. conceptuail and specialised
skills. They are able to think and undersiand. It was also observed that
training per se cannot overcome a Manager's or potential Manager's inability
to understand cause and effect relationships. 10 synthesize from experience,
to visualize relationships, or to think logically.®"” Therefore, management
development is predominantly an education process rather than & training
process, which is aimed at fostering the Manager's anaiytical and conceptual

abilities in solving problems.
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