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Abstract: Training is an essential HR function. Organizations impart training to make sure that their
employees stay updated and up-skilled for the tasks assigned or to be assigned. To this end, it be-
comes important to give training based on certain criteria to assess the training needs. Whenever
the training need assessment is not done properly, the context of training jeopardizes. The following
case study is meant to be used as a supplement to teach the training need assessment. The case
highlights the importance of training need assessment and how issues crop up when need assess-
ment is not done appropriately.
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1. Theoretical Underpinning

In today’s dynamic environment, organizations are on their toes and they expect
their employees to be faster, smarter and well-equipped to handle the challenges posed
by the environment. In the context of any academic institution, especially higher educa-
tion institutions, faculties need to be updated on recent trends, ongoing research in their
field of interests and alike things so that they can contribute effectively to the development
of own and students. Research [1], found that unable to attend to the training needs of
faculty members have an adverse impact on the quality of educational delivery.

Training of the staff is one of the ways to keep them updated, motivated and improve
their level of performance [2]. It will also help in increasing the productivity and improve
growth rate of business [3]. To be effective, training needs should be uncovered to under-
stand what will contribute the best to the individual, the department and the organization
as a whole. [4]. A study, [5], highlighted that training need assessment played a positive
role in improving employees’ performance. An author [6] opined that training needs as-
sessment points the areas where training programmes are most required. This permits the
organization to apportion funds for training and development where they will have the
greatest impact, thereby providing a positive return on the firm's investment. Similarly,
another author [7], also emphasized that training needs assessment ensures that “the right
training is delivered to the right people in the right way, and for the best results”.

Training need assessment could be done through organizational analysis (present or
future requirements of the organization), HR Audit (analyzing individual employee’s de-
velopment plans/ supervisors’ inputs), Task Analysis (the work at hand), Performance
analysis as available through performance appraisal and Mandatory training (based on
legal requirement/ Training policy) [8,9] (HR-Guide LLC (2018), egyankosh (n d))
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2. The Case Situation

Dr. Singh was heading the premier management institute. The institute offered un-
dergraduate and post — graduate management programmes. The institute employed
around 15 full time faculties.

Before Dr. Singh, institute was known but was not doing well. Dr. Singh and his team
brought about a transformation and not only increased the number of seats but made the
institute more visible to its stakeholders. He was a strong proposer of raising the standard
of faculty inputs through motivating faculties to attend conferences, seminars and faculty
development programmes and for these he needed funds. He believed that this will help
faculties in better academic delivery to students and also in their PhD. or research work.

Dr. Singh had a word from management that if the admissions reach to a certain level,
then management will allocate a definite fund for development of faculty staff. He also
convinced management that this fund will be used in motivating faculty to do research,
presenting their work in national and international conferences, attending faculty devel-
opment programmes (FDP) and similar activities. These activities will not only help de-
velop the faculty but will also help in networking at academia and industry level and help
in brand building of institution.

Dr. Singh fulfilled his promise of admission to management and inturn management
also granted funds (though not whole heartedly). Dr. Singh within the limitation of funds
started sending faculties to primer institutions for attending conferences and specially
FDPs. At one point of time on an average one faculty was attending a FDP every week.
While choosing the faculty for any programme, Dr. Singh had a simple idea — he will
circulate the information received of conference/ FDP amongst the faculty members and
asked their desirability to participate. If more than one faculty showed interest then a
“decision by mutual consensus’ was arrived at.

This practice continued for a year and things apparently looked well until, few fac-
ulty members started complaining of biasness and politicking in selection of faculty
member for FDP and conferences. According to them ‘favourite faculty members’ were
given preference and in some cases the information was not even floated to others and a
decision was arrived at within the ‘closed cabin’. Teachers also started questioning the
way training need assessment done was by Dr. Singh in selecting the teacher for a training
programme. They were of opinion that need assessment was neither based on subject the
faculty member taught or intended to teach nor the research interest and candidates are
chosen randomly. The so-called practice of circulating the notice of training / conference
is carpeting the sending of “dear ones” to such programmes.

The matter was reported to management with “proofs’.

3. Discussion Questions

Q.1. How should training need assessment be done to select the ‘suitable’ member of
staff for training?

Q.2. What should management do after receiving the complaint with ‘proofs’?

4. Teaching Notes
4.1. Background

The case is intended to highlight the aspect of Training Need Assessment (TNA) as
a part of training and development efforts by organization. TNA assures that right con-
tent is delivered to the employee who actually needs it. This will ensure that training
brings in the desired changes or results which will further help in training evaluation. The
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teacher should motivate the students to look into the references cited in the manuscript to
help students get better understanding of TNA and related aspects.

4.2. Target audience

This caselet is meant for students at undergraduate or post graduate level, studying
HR as a subject. It should be used as a supplement to teach Traning Need Assessment.

4.3. Leading the discussion

The case clearly states that Dr. Singh’s TNA was not based on the subject the faculty
taught or was being prepared for — this could be an allegation too. Because if this was
the case, then how was a faculty chosen for training? Even if we assume that the choice
of faculty was purely based on ‘favoritism’, then the training organization should have
raised an objection to this. For example, a HR faculty send for training programme of
digital marketing. The next aspect could be why would a faculty member go for a
subject that was not related to his field or subject area of his/her specialization
because that will be wastage of efforts and time.

44.Q0&A

e Q.1. How should training need assessment be done to select the ‘suitable’ member
of staff for training?

The first answer may be obvious - the faculty should be chosen based on the subject
taught or area of specialisation. However, the further question to ponder over — Institute
will have multiple faculties with same specialisation — then how should a ‘suitable’
person be chosen? One criterion could be seniority in the reverse order — junior faculty
needs more training. The other could be student feedback third willingness of faculty
member and fourth could be random and fifth could be taking a choice and if two faculty
members show inclination towards the same programme then either a mutual consensus
or a simple toss (may be) — this was already in practice as per the case.

e Q.2. What should management do after receiving the complaint with ‘proofs’?

If Management finds the ‘proofs’ to be valid, then it must ask Dr. Singh to set up a fair
system of TNA based on one of the above criterions or mix or two criteria. Dr. Singh
should also be asked to ensure that all faculty members are trained / everyone gets an
equal opportunity to attend the training programme and if any favoritism exits then
it should be undone immediately and no such complains or issues should ever come up.

4.5. Conclusion

The educator should highlight the issues / problems that could surface because of
inappropriate TNA - i. e. wastage of time, money, efforts, morale and being trained for
the sake of training.

4.6. Issues that cropped up during the class

During the discussion of the second question, students started suggesting the cor-
rection in training need assessment is one aspect but management should also look in
the “proofs’ provided and if found valid should initiate action against Dr. Singh for poli-
ticking, inappropriate use of resources and de- moralizing employees.
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