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INTRODUCTION

Since were created human beings need to produce in order to fulfill their needs.
At the beginning it was enough for them to meet their basic needs, but as time
went on, complexity of societies increased and necessities of human beings
became endless, but resources were limited. So at this point accomplishing
production function efficiently and effectively became major goal of the
individuals, firms and national economies. In other words human beings can
only obtain the outputs which will maximize their needs, by using the limited
resources of the community in an effective and efficient way. So the word
PRODUCTIVITY emerged, and nations began to search for ways of increasing
productivity.

The concept of productivity has 2 important dimensions

1. Outputs
2. Inputs

Outputs are all produced goods and services and Inputs are all production
factors that are used to produce outputs. As we have said before, we can only
increase productivity by efficient .usage of inputs. In any type of production
process main inputs are :

Land

Labour

Capital

Rent

Entrepreneur



A careful look to the above inputs will make us realize that, they have a common
factor : HUMAN BEING. In all five, human being is either an input himseif
(labour, entrepreneur) or a mediator which use the inputs (land, rent, capital) for
production of goods and services.

in other words, if we want to increase productivity either at a national level or
organizational level, first of all we have to increase productivity of the human
resources and teach them new methods and techniques, so they use the inputs
in such way that their productivity also increase. One of the way of achieving all
these is training, because training improves skills, qualifications and job related
knowledges of the employees.

The aim of this thesis is to show that training has a positive effect in improving
productivity.

Within the context of this intention, in the first section general concepts and
definitions related to productivity will be analyzed.

In the second section, all training programs applicable at the organizational
basis will be discussed.

In the third section, by taking a feedback from section one and section two we
will try to show how training effects productivity and we will mention about a
company which obtained savings through applying Quality Control Circles and
Quality Control Circles Training. |



SECTION |
PRODUCTIVITY

1.1. DEFINITION OF PRODUCTIVITY

There are various definitions for productivity which are'\ brought from
different kind of organizations. European Economic Corporation defined
productivity as "the quotient obtained by dividing output by one of the
factors of production” (1).

According to Davis productivity was "the change in product obtained for
the resources expanded” (2).

Irwin H.Siegel defined productivity as "family of ratios of output quantity to
input quantity” (3).

Economists's interest with the concept of productivity began with the rise of
modern economic view. According to Adam Smith national product created
by labour or land could only be increased either by increasing the number
of workers or increasing their production capacity. Descendents of Adam
Smith such as Stuart Mill and Ricardo had implied on the effects of
productivity changes on economic development. But by Great Depression
in 1930's and Second World War, people began to have interest on
revenue creating part of productivity. Especially in the years following war,

(1)

(2)

DAVID J. SUMANTH, Productivity Engineering Management, Vol: 5,
1985, p.4.

IBID, DAVID J. SUMANTH, p.4.

IRVIN H. SIEGEL, Productivity Measurement at the Firm Level, Martinus -
Nijhoff Pub. Co., 1981, p.S.




it was accepted that inflation caused by the increases in general demand level
can only be decreased by increasing productivity. So we can say that
economists see productivity as the result of factors that go into production
process (4) and they look for the physical and monetary relations between the
inputs and the outputs.

On the other hand, engineers's understanding of productivity is; increasing
productivity by operations research, production planning and with PERT
and CPM Techniques. Engineers's definition of productivity derived from
the formula of efficiency of a machine.

Efficiency = Useful work / Energy (5)

When this formula is applied to productivity we come across with 2 different
definitions of productivity.

1. "Productivity is efficiency of input - output conversion”

Useful Output
Productivity =

Input
2. "Productivity is output efficiency”

Actual Output

Productivity =
Potential Output

(4) J.W.KENDRICK, "Understanding Productivity", Baltimore Md., John
Hopkins Press, 1977, p.5-10.

(5) R.G.NORMAN and S. BAHIRI, Productivity Measurement and Incentives,
London, England, Butterworth Pub. Co., 1972, p.27. |
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For example, let's think that we are producing steel nails. If we are using
100 kg steel as input, we expect the resultant sum of nails as 100 kg
(Potential output), but that's not the case because some of the nails can be
defective so we can not use them. In that case the resultant sum of nails
may be 90 kg (Actual Output). So according to the second view of
engineers, if we want to measure productivity we must refer to the relation
between actual output and potential output.

For the accountants, for share-holders, for managers for the members of
board of directors, profitability of the firm is very important. So they need to
examine the financial performance of the firm through financial ratios. When
we look at some of these financial ratios we may see that they are quite
similar to output / input ratio (6).

Profit / capital employed
Profit / sales

Sales / capital employed
Sales / fixed assets
Sales / stocks

oMo d =

Manager's perspective of productivity is quite different. "Productivity is
making profit", says Mr. Arthur Church; group managing director of
Redfearn National Glass of U.S.A., in his speech at the Society of Glass
Technology's 1987 annual meeting. He continues as, to achieve
productivity it is essential to motivate people working around you. If a
manager wants to attain productivity within the firm, he should give
importance to quality in every part of the firm (7).

(6)
(7)

IBID, NORMAN and BAHIRI, p.30.
"In Search of Productivity Improvements”, Glass, Monthly Journal of the
European Glass Industry, Vol:64, No:7, August 1987, p.330.




Industrial and organizational psychologists are interested in human
behaviour at work. They define productivity as a result oriented variable
that is partially a function of behaviour, but is also affected by other
extragenous aspects of the work environment (8). Also in Industrial and

-organizational psychology terminology, productivity is equated with

production or performance.

Sometimes in newspapers, in articles and even in the books when the
subject is productivity, we see that EFFICIENCY, EFFECTIVENESS AND
PRODUCTIVITY are interchangeably used. It is true that they are related
concepts. So it will be useful to analyze the similarities and dissimilarities.
"Efficiency among these concepts is achieving the maximum output from a
specified input”. "Effectiveness is achieving a desired result regardles of
the input required” (9).

According to Campbell, Bownas Peterson and Dunette productivity and
efficiency were dimensions of Organizational Effectiveness. Efficiency was
interrelated to productivity and effectiveness was viewed as a broader
concept that contains both productivity and efficiency (10).

(8)

(©)

(10)

RAYMOND A. KATZELL, RICHARD A.GUZZO, "Psychological
Approaches to Productivity Improvement”, American Psychologist, April
1983, p.468-472.

"Productivity Improvement Methods”, Small Business Report, Vol:10,
No:11, 1985, p.23.

J.P.CAMPBELL, D. BOWNAS, N.G.PETERSON, M.D. DUNETTE, "The
Measurement of Organizational Effectiveness", San Diego, Calif., &@!l
Research and Development Center, 1974, p.50-56.




On the other hand, according to Coulter and Balk productivity is a link
between efficiency and effectiveness (11). In Coulter's view "productivity
takes into account the efficiency with which an organization achieves its
level of objectives” (12).

For Balk "efficiency is the ratio of output to input”

Output o

Efficiency =

Input 1
and "effectiveness is the ratio of output to a standard, eq: quality”
Output 0]

Efficiency = — =
Standard S

As a result he defines productivity as
"Productivity = efficiency + effectiveness" (13)

(11)

(12)
(13)

- P.B.COULTER, "Organizational Effectiveness in the Public Sector”,
Administrative Science Quarterly, Vol:24, No:1, 1979, p.65-81.

- W.L.BALK, "Technological Trends in VProductivity Measurement”,
Public Personnel Management, Vol:4, No:2, 1975, p.128-133.

IBID, COULTER, p.80.

IBID, BALK, p.130.




The last view about the relationship between productivity, efficiency and
effectiveness equates productivity and efficiency. Technical Efficiency
relates to the manner in which physical resources are used to produce
quantities of outputs. In this sense efficiency and productivity can be used
interchangeably. Efficient production is a means to an end not an end in
itself. Purposeful organizations strive to operate efficiently in their pursuit of -
higher level objectives. The concept of effectiveness relates to the manner
in which these higher level objectives (e.g; survival, profitability growth,
reputation, good working conditions, service to community, service to
society) are attained. Effectiveness is thus measured by the extent and
degree to which those objectives are accomplished (14).

The above paragraph also gives us a hint about that, there may not be
always a positive correlation between efficiency and effectiveness. For
example, a manufacturing firm may be very productive (efficient) in its
operations, but due to various reasons still may not reach its high
profitability goal. So low profitability will result as low effectiveness within

the fim.

From the above views of the scientists about the relationship between
productivity, efficiency, and effectiveness we can derive some
conclusions:

1. We can talk about the effectiveness of a business firm, and within this
organizational effectiveness productivity and efficiency may take part.

2. In business life main concept is the productivity. and by combining
efficiency and effectiveness we can reach productivity.

(14)

- J.L. PRICE, "The Study of Turnover", lowa University Press, 1977,
p.1-8.

- EPHRAIM F.SUDIT, Productivity Based Management, Boston, Kluwer -
Nijhoff Pub.Co.,1984, p.39-48.




3. Technical efficiency is concerned with the effective usage of inputs to
produce output. In that sense efficiency and productivity can
interchangeably be used.

4. A firm becomes more and more effective to the degree that it reaches
to its predetermined objectives.

5. Efficiency and effectiveness may not always obtained one at a time,
high efficiency doesn't always mean high effectiveness.

1.2. IMPORTANCE OF PRODUCTIVITY

All of the above definitions implies that productivity is a very popular word
and it is intensively used in economic life, in business life and in the daily
life of human beings. So this leads us to analyze the importance of
productivity for a national economy, for a firm and for individuals.

Productivity is especially important for the national economies of under
developed countries. In these countries real income level is quite low and
due to this community's savings is also low. Low savings means limited
investments. As investments are not at a higher level productivity will be
low and as a result, again we will come across with low real income level.
From supply side point of view we can define these countries’s economies
within a circle
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FIG (1) (15)

/ Real Income \

Productnvnty Savings

~_ W .

Investment

" We can think of a second circle for the economies of these countries from
demand point of view

FIG (2) (16)
/ Real Inc ome \
Productlvuty Consumptions
Investment

In a national economy if real income level is low, individuals can not make
too much consumption because their purchasing power is limited. In that
case entrepreneurs won't be able to make too many investmens due to lack
of market and as a result, we will come across with a low productivity level.

(15) ERDEN ONEY, Verimlilik Kavramlarn ve Olciilmesi, Ankara Universitesi
Siyasal Bilgiler Fakiiltesi Yayinlari, No:265, Ankara, 1968, p.5.
(16) IBID, ERDEN ONEY, p.5.
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We can say that in order to actualize economic development these
countries should have to break these circles from supply side and from
demand side. Increasing productivity means producing more goods and
services at the firrn level and at the economical level, as earnings and
profits of the firms will increase they will pay more to their workers, so real
income will increase and due to this savings, purchasing power of the
community and investments will increase. Productivity increases doesn't
only help the economic development of a nation but it also provides
stability in economic life. It is generally known that in a national economy
as investments increase inflation also increase, this is called Inflationary
Gap. If scheduled investment tends to be greater than full-employment
saving than more goods will be demanded of business than it can produce
and prices will begin to rise. Economists call this "demand pull inflation™
(17). In other words, people are trying to buy more than can be produced,
so prices are increasing due to the excess of demand and inflation is taking
place. We can prevent inflation by increasing productivity, because as
productivity increase, at the same time amount of goods produced also
increase. As excess of demand will begin to decrease, general price level
will remain stable so there will be an economic stability.

At the firm level productivity means analyzing the inputs used for per unit of
production (18). In order to know the position of the firm in the market we
analyze its profit, workforce, energy usage, production level and capacity
usage. Like all of these, productivity of the firm is also an important
indicator that must be followed carefully. In business enterprises there is a

(17)

(18)

PAUL A.SAMUELSON, Economics, 11" Edition, McGraw Hill Inc. 1981,
p.228-230.

NABIL R.ADAM, ALi DOGRAMACI, Productivity Analysis At The
Organizational Leve!, Boston, Martinus - Nijhoff Pub.Co., 1981, p.21-25.
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relation between input productivity and the costs (19). As the inputs used in
production process increase cost of per unit of production decreases. We
all know that costs are indicator of profitability and competitiveness. A firm
can increase its profits and compete with its competitors in the market as
long as it can keep costs down. If a firm wants to enter into the international
market the case is the same, because it has to keep costs down and must
produce good quality products. So the only solution is being productive
because high productivity leads to low costs and high quality.

We can say that productivity is an indicator of national economic level and
at the same time it is also important for business enterprises which are small
units of a national economy. But we can not limit the scope of productivity
like this, because productivity also interests all of the individuals in a
community. If firms are operating unproductively this will effect their profit
level and competitiveness in the market, but at the same time this negative
effect will cause producers to make low production which will in return
effect the social welfare negatively. As we see, productivity besides
businessmen and economists also interests producers, consumers,
workers, investors, in other words the whole community.

(19) ROBERT E. FOX, "Cost Accounting Measures of Productivity",
Management Review, November 1984, p.55-61.
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TYPES OF PRODUCTIVITY MEASURES

As we have mentioned above we can give broad definitions for
productivity, but when it comes to measuring productivity we can not say
that there is a single type of productivity measure. This is mainly because
of that productivity has related to many different variables and it can be
used as a tool to solve many different problems at the economic level and
at the firm level (20). So at this point first of all we need to analyze the
reasons for measuring productivity.

1. One of the reasons of measuring productivity is using it in economic
analysis, because we have mentioned before that there is a relation
between real national income and productivity.

2. Productivity forecasts are also done for short run and long run for the

economic development of the nation (21).

3. Productivity can be used as a tool to reduce the inflationist tendencies
in an economy by providing stability in general price level.

4. When we are measuring productivity labour has a special importance,

because labour is both used as an input besides the other inputs in
production process and also has a direct role in production of the
other inputs. So we can say that productivity coefficient also gives us
an information about the efficiency of our work force (22).

(20)

(21)

(22)

ROLF FARE, SHAWNA GROSSKOPF, C.A.KNOX LOVELL, The
Measurement of Efficiency of Production, Boston, Kluwer-Nijhoff Pub.
Co., 1984, p.131-136.

IRVIN H. SIEGEL, "Aspects of Productivity Measurement and Meaning",
Q.E.C.D. Document, Paris, 1955, p.45.

IBID, ERDEN ONEY, P.13-18.
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5. On the other hand we reward the performance of the labour force
according to his productivity. So productivity measures play a role in
formation of different income levels in the community (23).

6. Productivity measures are also indicators of how optimally resources
are used in production process. As we all know, besides labour there
are other inputs (capital, raw materials, energy) used in production
process. By changing the combination of inputs we can also change
the productivity level and at the highest level we can say that this is
the productivity ratio in which resources are optimally used (24).

7. Productivity also play a vital role in collective bargaining
negotiations, because labour unions while requesting wage increases
may benefit from price indexes and productivity indexes (25).

8. Productivity measures are used as a control mechanism in the firms,
because as we have mentioned before, business enterprises try to
keep costs down by increasing productivity.

As a result, we can understand that productivity ratios are related to
national welfare and working mechanism of the economy at the macro
level. On the other hand, at micro level productivity is a tool used to solve
organizational problems. So, as problems are different it will be very
convenient to use different types of productivity measures.

(23)

(24)
(25)

MILTON E. ROSENBAUM, DANNY L.MOORE, JOHN L. COTTON,
MICHAEL S. COOK, REX A. HIESER, M. NICKI SHOVAR, MORRIS J.
GRAY, "Group Productivity and Process : Pure and Mixed Reward
Structures and Task Interdependence”, Journal of Personality and
Applied Psychology, Vol:39, No:4, 1980, p.626-642.

{BID, IRVIN H. SIEGEL, p.15.

IBID, ERDEN ONEY, p.13-19.
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1.3.1. TOTAL FACTOR PRODUCTIVITY

Goods and services can be produced by the contribution of inputs (labour,
capital) and intermediate - inputs (raw materials, semi - raw materials) to the
production process. So total factor productivity (TFP) is the ratio of
aggregate of outputs to an aggregate of inputs that take place in production
process. "TFP is an overall measure of productive efficiency in the use of

resources” (26).

Q.
TFP =
L+C+R
Q =Output
L =Llabour
C =Capital

R =Raw Material
While calculating TFP some important points must be considered (27):

1. As quantities of inputs are measured in different units, simple addition
of them won't be a healthy solution.

2. The above formula of TFP is constructed by assuming that all the
inputs that go in production process are in equal amounts, actually not
in real life. '

(26) IBID, EPHRAIM F.SUDIT, p.2.
(27) ‘igletme Diizeyinde Verimlilik Denetimi Seminer Notlar", MPM Endiistri

Subesi, Ankara, 1985, p.8.
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The solution is appropriate weights must be applied to the individual inputs.
This weights are either input prices or the portion that an input take from
production process (28). In this case TFP ratio can be revised as following

(29):

Q

TFP =
‘XL+yC +2zR

TFP can be either
(a) Gross

a

(b) Net

As it was said before, in production process besides inputs (capital,
labour) there are also intermediate inputs, (raw materials, semi - raw
materials) when all of these are considered TFP is called Gross TFP. The
above formula was for the Gross TFP. But sometimes intermediate inputs
(M) are subtracted both from the output and the inputs. In this case
nominator of the TFP measure is called Value Added (VA) and it is equal to

VA=Q-M
Q = Gross Output

M = Intermediate Inputs (Raw Materials, Semi - Raw Materials, Energy )

(28) IBID, EPHRAIM F.SUDIT, p.3-4.
(29) IBID,"isletme Diizeyinde Verimlilik Denetimi Seminer Notlar", p.8.
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"For an economy, real VA is defined as the aggregate volume of all final
goods and services net of all intermediate goods. A traditionally defined
national product unadjusted for price changes usually serves as a base for
such real value added. For industries or companies, the price - adjusted
value of goods and services purchased from outside the system are
subtracted from gross output to obtain real value added" (30).

With the change of the nominator of the TFP, denominator also changes

and becomes as:
(xL+yC+zR)-M=xL+yC
So, the new revised formula of TFP becomes as following (31) :

VA
TFP =
xL+yC

But this time this new revised formula is called Net TFP.

TFP is a very new concept and it derived from the view that partial
productivity measures are inefficient to measure the productivity of the
given input.

(30) IBID, EPHRAIM F.SUDIT, p.9.
(31) IBID, isletme Diizeyinde Verimlilik Denetimi Seminer Notlari, p.18-20.
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1.3.2. PARTIAL PRODUCTIVITY

Productivity can also be measured for each input or intermediate input that
take place in production process. In this case each input or intermediate
input is divided by the total output seperately and the productivity measure
obtained is called Partial Productivity. Before measuring partial
productivity primarily we should determine what are the inputs? Here we
have to think the concept of input from economical point of view. Although
the factors such as water, air are important production factors they can
only be counted as inputs if they are cost elements. We can say that, for a
production factor to be counted as inpuf it must be a cost element for the
enterpreneur. So factors as labour capital, raw materials, semi raw
materials, energy can be counted as input elements. Infact, the most useful
thing to do is to measure the inputs that are used in production process in
physical units. But we can not express heterogenous inputs in physical
units so we use monetary units.

The difficulty of measuring TFP makes the usage of partial productivity
measures widespread, but there are also pitfalls of partial productivity
measures. First of all let's analyze labour, capital and raw material
productivity which are components of partial productivity and then talk
about the pitfalls of partial productivity measures.

1.3.2.1. LABOUR PRODUCTIVITY

Most common type of partial productivity is labour productivity and in
literature it is observed that some of the writers treat the term productivity
immediately as labour productivity. Labour productivity is given too much
importance, this is mainly because of in many type of industries labour
constitutes the main input. In these Iébour intensive industries revenue
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obtained from labour constitutes the major part of the value added (32). In
fact in general economic system labour has a central importance as being
both producer and the consumer. We can say that there is a direct
proportion between the economic development and labour productivity
because economic development means the increase of purchasing power
of the community and this can only be attained by an increase in revenue
of the labour. As labour's revenue increase by the increase of its
productivity it won't be wrong to say that there is a relation between labour

productivity and economic development.

In order to calculate labour productivity first of all we have to decide how to
express labour input. We can measure labour input in different ways :
Labour input can be measured as total number of workers that work in that
business enterprise. In this case labour productivity is called "Output per
Man" which is the ratio of total output (Q) to the total number of workers that
'work in production process (33). For example, in an automobile factory if
500 people are working and 50 cars are produced per day then the daily
productivity of this factory is :

P = 50 unit / 500 man = 0.1 unit/ man.

Measuring labour productivity by taking all the workers that work in that
business enterprise into consideration may cause some problems,
because in that case we assume labours of different qualities as the same
which is not true in reality. Contribution of a labour that work in production
process to the productivity is not the same as the contribution of an officer
or a consultant. When think so, while calculating labour productivity it

(32) IBID, IRVIN H.SIEGEL, "Aspects of Productivity Measurement and

Meaning", p.45.
(33) IBID, isletme Diizeyinde Verimlilik Denetimi Seminer Notlari, p.18-20.
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would be more wise to take number of labours that work in production
process as labour input. In that sample automobile factory if 100 people are
working in production process, the labour productivity of this factory is :

50 unit / 100 man = 0.5 unit/ man

Instead of total number of labours employed, labour input can also be
measured in terms of total number of Man-hours worked (34). In our
example if 100 Iabours are working 8 hours a day to produce 50 cars, then
daily productivity of that specific factory in terms of Man-hours is

50 unit/ (100 x 8) = 50 / 800 = 0.16 unit / Man-hour

If we are calculating labour input in terms of total number of hours worked,
we have to take some important points into consideration. Besides labours
that work directly in produc‘tion process, the number of hours worked by the
labours for increasing capacity, for developing new production methods,
number of managers and technicians must be counted as inputs.
Otherwise, these indirect effects will cause deviations from productivity
ratio. Infact, taking number of labours worked or number of man-hours
- worked as input depends on the width of measurement. If we are measuring
labour productivity at an economical level it would be very difficult to
measure number of man-hours worked, so it would be wise to take number
of labours worked. On the other hand, in measurements at sectorial basis
we can easily measure number of man-hours worked in any business
enterprise. In measuring labour productivity the last problem we have to
bring solution that, labour input is not homogeneous. Besides highly
qualified, well educated and trained professionals there are also

(34) JOHN E. ULLMANN, "Measurement of Productivity", in Productivity
Analysis at the Organizationa! Level, edited by Nabil R. Adam, Ali
Dogramaci, Boston, Martinus Nijhoff Pub.Co., 1981, p.33.-
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un-qualified ones. In order to reflect the quality differences of the workers to
the productivity measure, another form of labour productivity called Qu_tpy_t_
Per Unit Of Labour Input is developed. At this measure, total output is
divided into the weighted aggregates of working hours of labour groups

(35). Labours are divided into groups such as age, sex, profession and
then total working hours of each group is multiplied by its average wages in

order to come up with weighted aggregates of working hours of labour
groups.

After defining labour productivity it would be useful to study the factors that
effect labour productivity. We can consider these factors under some major

groups such as (36);

(a) The factors such as age, sex, ability may effect labour productivity.

(b) Extra payments over wages may increase labour productivity
because these may encourage labours to produce more.

(c} Changes in working hours may also have an effect. For example, if
labours are working over normal hours, due to fatique job related
accidents may increase so productivity decrease.

(d) Organization of the labour groups may also be effective on
productivity. For example, if labours who have relation with each other
are organized in such a way that they work together, this may
increase their productivity.

(35)
(36)

(BID, JOHN E. ULLMANN, p.35.
IBID, ERDEN ONEY, p.82-84.
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1.3.2.2. CAPITAL PRODUCTIVITY

Being one of the inputs that contributes to the production process, we can
talk about the productivity of capital (C)

Q

P({C)= — @7)
C

Q =Total output

C = Amount of capital devoted for production

As we all know classical economists define capital as wealth stock, but
according to this definition we can mix capital and wealth. Wealth may
include all elements used either in production or consumption. In order to
count these elements as capital, they must be used in production proCess_
and must bring revenue (38). Also, in a developed nation we can not
accept human factor as a capital good which can be bought and sold for
production purposes. For that reason some of the economists define capital
as, produced factors of production besides the original factors of
production such as labour and land. On the other hand, others treat capital
as an intermediate input and say that real capital input is the portion of this
intermediate input which is used for production of the product (39).

(37)

(38)
(39)

HOSEYIN PEKIN, "Prodiktivitenin Sayisal Degerlerle Belirlenmesi®,
Verimlilik Dergisi, Subat 1989, p.32.

IBID, EPHRAIM SUDITH, P.10-13

IBID, PAUL A. SAMUELSON, P.557-570.
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Capital input which includes land, factory, machines is heterogenous. So it
is very difficult to measure this input in physical units. Sometimes for
simplicity capital may be measured in terms of machine-hours or number of
machines, but this isn't healthy because capital input doesn't only
constitute machines.

Capital input of a business firm is composed of equipments, buildings and
machines. If we want to measure the productivity of capital at a specific
year, value of the capital input at that current year must be calculated (40).

Value of Value of

Capital stocks = capital +  Investments
in current stocks at

year base year (*)

(*) Base year is the year when capital is purchased

Investments = Capital - Depreciation
(Net Capital Expenditures
stocks)

Capital expenditures, which include cost of repair and maintenance of
buildings, machines are gross investments for capital. In order to reach net
investment depreciation must be subtracted.

Let's explain what we have said up to now by an example. Suppose that in
1985 we have established a factory and when we come 1991 we want to
observe the changes in productivity of capital. In 1985 when establishing
the factory the entrepreneur spent 800.000.000.- $ for factory building,
machines and equipments. During this 5 year, for repair and maintenance

(40) IBID, JOHN E. ULMANN, p. 37.
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of factory, machines and equipments he spent 100.000.000.- $ and
depreciation of capital during this 5 year is 50.000.000.- $

Value of year 1985 Capital Stocks = 800.000.000.-$

Capital Expenditures = 100.000.000.-$

Depreciation = 50.000.000.- $

Net Capital Stocks = 100.000.000 - 50.000.000 = 50.000.000.-$

Value of Year 1991 Capital Stocks = 800.000.000 + 50.000.000
= 850.000.000.-$

So, the productivity of capital in year 1991 will be obtained by dividing
850.000.000.-TL into the value of output obtained in year 1991.

Among the partial productivity measures, the most difficult one to obtain is
capital productivity because several factors are effective on capital input.

- As time passes, buildings, machinery and equipment gets older and
this effect their productivity.

- Production process may speed out by developing new technigues,
establishing control systems, simplfying production process and all
these may increase the capacity and productivity of capital
equipments. '~
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1.3.2.3. PRODUCTIVITY OF RAW MATERIAL AND ENERGY

Raw materials and energy are intermediate inputs in production process.
Simple division of raw materials or energy into total output will give us the
the productivity of these intermediate inputs (41).

Q Q
P(R)=— P(E)= ——

R E
Q = Total Output E = Energy Input

R =Raw Material Input

If raw materials are homogenous we can express them in physical units
such as 100 tons of charcoal, 250m. copper wire. But, if we are using raw
materials and energy different in quality and quantity, we have to convert
them into a single measure. For example, total fuel consumption can be
converted into charcoal consumption in terms of calorie or we can express
different raw materials in terms of their monetary value.

There is one thing we have to keep in mind that, measuring raw material
productivity is meaningful only for some kind of firms (42). For example, in
petroleum refinaries, steel factories, raw material productivity means a lot,
but in an automobile factory it is useless to measure rubber productivity
(rubber can be accepted as a raw material), because for each car 5 tires
are used so rubber productivity for a car will always be 1/5 = 0.2

(41)
(42)

IBID, HUSEYIN PEKIN, p.32.

KARL BORCH, "Productivity Measurements: Concepts, Definitions,
Methods and Techniques, International Trade Union Seminar on
Productivity Measurement, O.E.C.D. Document, Paris, 1961, p.21.
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Partial productivity coefficients may be helpful to measure savings
obtained from input usage, but they are insufficient to measure productivity
increases, because partial productivity coefficients are effected from the
changes in input composition (43). For example, in order for labour
productivity to give us enough information, the relative worth of labour
input used in production must be greater than all of the other inputs used in
production process, and during a time interval while labour input changes
the other inputs must stay constant. Otherwise, it is useless to measure
labour productivity in a capital intensive industry or it is useless to measure
capital productivity in a labour intensive industry.

For that reason, total factor productivity gives us more information than
partial productivity, but the difficulty of obtaining necessary data for TFP
makes the usage of partial productivity widespread.

1.3.3. PHYSICAL PRODUCTIVITY

In ény productivity measure if both the output and inputs are composed of
homonegenous physical units, the resultant ratio will also give the physical
productivity of the input or inputs (44).

Q Ton, kg, m
For example P = =
I hr, kg, horsepower, machine hour

number of hours worked

(43)

(44)

BELA GOLD, "Productivity Measures : Descriptive Averages Versus
Analytical Needs", in Managerial Issues in Productivity Analysis, edited
by Ali Dogramaci, Nabil R.Adam, Boston, Kluwer-Nijhoff Pub. Co., 1985,
p.109-120.

IBID, IRVIN H.SIEGEL, p.17 - 20.
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Physical productivity is the simplest but the meaningful productivity
measure. It is mostly used in company basis for decision making process.

Expressing productivity in physical units can only be used for partial

- productivity measures, because in TFP various kinds of inputs are used 1o
produce the final output and it is impossible to express all these inputs in a
single physical unit.

1.3.4. MONETARY PRODUCTIVITY

From company basis if we go up to make productivity analysis at industrial
or economical level, we come across with production of more than one
good and services in different qualities and quantities. In this case, as both
the output and the inputs will be composed of heterogenous units we can't
express them in physical units but we can express them with their monetary
value. But immediately we have to mention that, in calculating monetary
productivity it is not necessary to express both the output and the inputs
with their monetary values. Especially, if we are measuring partial
productivity as far input is composed of homogenous units, we can use
physical units for the inputs. If total odtput is the result of heterogenous
units, monetary values will be used for the total output (45). For example, if
we are going to measure labour productivity of a firm which is producing
nails, cans, and copper wire, for the nominator of the productivity ratio we
can use monetary value, whereas the denominator can be expressed in
terms of hours worked so P = TL / hours worked.

(45) IBID, igletme Diizeyinde Verimlilik Denetimi Seminer Notlari, p.11.
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When total output is composed of more than one good and services we
come across with a question. Are the output components will be multiplied
with their market value? or with their costs. For example, if total output is
composed of 3 goods such as q4, gp and gg in order to express total output
in.monetary terms we have to multiply them with three different prices P4,
P> and P3 to obtain the total output Q

Q=q1Py+a2P2+03P3

The problem is with the prices, will P4 be the market value of g4 or cost of
g4. The same thing is true for the goods g and qg and for the prices Po
and Pg. For productivity purpose it is more appropriate to use costs as
prices rather than market values, because market value of a product is
effected from taxes (46) and this may cause deviation from real productivity
measure. For example, let's think that in a two different factory the same
product is produced in equal quantities and same amount of labour used. If
we are measuring labour productivity in physical terms, it will be equal in
both factories. Now, suppose that factory 1 (F1) is paying more tax than
factory 2 (F2). In this case, market price of the product produced in F1 will
be higher than price of the product produced in F2. When we measure .
labour productivity in monetary terms, productivity of F1 will be seen as
greater than productivity of F2, which is not real.

While our output is heterogenous if total input is homogenous, as we have
said before we can express input in physical terms.

PL=(qq Py +02 P2 + g3 P3 ) (Monetary Productivity of Labours)
Total number or workers
or
Total hours worked

(46) M.W. NICOLSON, "The Omni-Factor Incentive Scheme", O.E.C.D
Document, No:31, p.65.
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Pc =(q4 P1 +0s P2 +qg P3) (Monetary Productivity of Capital)
Total machine-hours

As well as the output input can also be heterogenous. For example, if total
input is composed of 3 inputs kq, ko, kg, with 3 different prices L4, Lo, Lg.

Total monetary productivity will be :

a1 P1+qa P2 +q3P3

PT (47)

kq Lq +k2 Lo + kg Lg
When measuring productivity in monetary terms we have seen that total
output is obtained by multiplying the guantities produced by their prices,
and same thing is valid for the total input. In other words, whenever either
output or both output and the input is not homogenous it is not possible to
express them with their physical units, but we weight them with their prices
so the resultant sum will be homogeneous. But for productivity purposes
what interests us is the quantities of inputs and the outputs not their prices,
because when we are measuring productivity change during a certain time
interval, change in output produced or the inputs used reflect us
productivity increases or decreases. So what we have to do is to take price
changes into consideration. For example, If we want to observe the change
in labour productivity of a factory producing nails, cans and copper wire
between the years 1987 and 1990, logically we can only observe an
increase in labour productivity if more copper, nail and can produced with
the same amount of labour force in 1990 when compared with 1987, or less
labour force used to produce same quantity of o'utput. But when dealing
with the prices something may confuse us. Although there may be no
change in output produced between 1987 and 1990, due to an increase in

(47)

IBID, igletme Diizeyinde Verimlilik Denetimi Seminer Notlari, p.13.
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cost or market value of nail, can and copper wire, monetary value of the
total output will increase, so productivity will be seen as increased which is
actually not. In order to eliminate the effect of price changes on productivity
stabilized prices can be used. Stabilized prices are the prices of a specific
term (48). For example, in measuring productivity both in 1887 and 1990
prices in year 1985 can be taken as stabilized prices. Let's return to our
factory example. Suppose that we want to observe changes in total
productivity level between 1987 and 1990 and year of 1985 prices will be
taken as stabilized prices.

q} :  amount of nail produced in 1987
q; . amount of can produced in 1987
1
O :  amount of copper wire produced in 1987
0 . . . A ,
P1 price (depending upon choice either market value or cost) of nail
in 1985

0 . .
P2 price of can in 1985

0 , o
P3 price of copper wire in 1985

1 . .
Ky :  amount of capital used in 1987

1 . ,
ks amount of raw material used in 1987

amount of labour force used in 1987

S

(48) IBID, p.13-17.
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L? price of capital in 1985

Lg :  price of raw material in 1985 .
0 , .

L3 price of labour in 1985

So Total factor productivity in 1987 :

1987 1.0 1.0

10
Pwp = 91 Py +0Py +q3 Py

10 1.0 1,0
ki Ly + ko Ly +k3 Ly

‘Total Factor Productivity 1990 is :

1990 2 0 20 2 0
Pop = 9y Py +0Py +03 Py
2 0 2 0 .20
ki Ly + Ky Ly +Kg Lg
2 . .
g4 : amount of nail produced in 1990
2 .
g, : amount of can produced in 1990
2 . ;
g3 :  amount of copper wire produced in 1990
0 , -
Py :  price of nail in 1985
0 . : |
P, :  price of canin 1985
0

P3 1 price of copper wire in 1985
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k? amount of capital used in 1990
2 , .
k‘2 amount of raw material used in 1990
2 .
k3 amount of labour force used in 1990
0 . s
Ly price of capital in 1985
0 . L
L2 price of raw material in 1985
0 . .
L price of labour in 1985

We see that as prices in 1985 used both in calculating productivity in 1987
and 1990, any positive or negative change in productivity can directly be
attributed to increase or decrease in production, or effective and
ineffective usage of production factors.

1.3.5. AVERAGE PRODUCTIVITY AND MARGINAL
PRODUCTIVITY

Another discriminaton among various productivity ratios can be done
between Average Productivity and Marginal Productivity. While
calculating productivity for a term, the ratio obtained by dividing total input
into total output is called Average Productivity. If we are dealing with
physical units it is Physical Average Productivity, but if we are dealing with
the prices of outputs and / or inputs, then it is called Monetary Average
Productivity (49). For examble, if a factory produced 100.000 tonnes sugar
with 500 workers in 1990, labour productivity of labour in 1990 is :

100.000 / 500 = 2000 tonnes / man

The obtained value is physical average productivity of labour.

(49) IBID, p.17-18.
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On the other hand, marginal productivity is concerned with the changes in
total output and input during a specific time interval (50). For example, if the
same factory's sugar production in 1985 was 84.000 tonnes and at that time
400 employees were working in the company.

Marginal productivity of labour between 1985 - 1990 will be :
AQ 100.000 - 84.000

Pm = = =160 tonnes / man
Al 500 - 400

AQ = Change in output
Al = Change in input

Among these two measures of productivity, average productivity is the one
which is commonly used.

1.3.6. MEASUREMENT TECHNIQUES AT THE ECONOMICAL
LEVEL

When productivity is going to be measured at a national economical level,
the meaning and concept of productivity changes from the point of output.
In a country all of the goods and services produced within the national
boundaries are called DOMESTIC PRODUCT. If total production is thought
as good and services devoted to the duty of fellows, in this case it is called
NATIONAL PRODUCT. The difference between Domestic Product and
National Product is, goods and services imported from foreign countries
(foreign investment) takes place in National Product, but not in Domestic
Product. Being one of the inputs that takes place in production, by capital
we mean various machines, but all of these machines are subject to

(50) IBID, p.17-18.
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deprecation during production. If we don't consider this depreciation in
calculating Domestic Product or National Product, they are called GROSS
DP and GROSS NP, but if depreciation is subtracted from Domestic
Product and National Product, in this case they are called NET DP & NET
NP. As a result, we can say that in measuring productivity at the
economical level we may come across with four different productivity
figures and this difference come from the different definitions of the output in

productivity ratio (51).

GNP GDP
P= P=

Inputs inputs

NNP NDP
P= P=

Inputs - Inputs

GNP =  Gross National Product
NNP = Net National Product
GDP =  Gross Domestic Product
NDP =  Net Domestic Product

INCREASING PRODUCTIVITY

In previous sections we have mentioned that, productivity is the name
given to the coefficient which is the ratio of goods and services (output)

~ produced to the factors of production (input) that are used to produce

these goods and services. Productivity coefficient with this general
meaning can be seen as an easy measurable coefficient, but it doesn't
mean anything if it is calculated only for once somewhere in time. instead it

(51)

IBID, IRVIN H.SIEGEL, P.16-17.
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must be analyzed continuously in different time intervals and changes
must be observed. Within the framework of this analysis, if less input is
used to produce the same amount of output or with the same input more
goods and services produced when compared with previous
measurements, it can be said that productivity increased. As a result, we
can say that just measuring productivity doesn't make any sense because
the aim is to observe productivity changes in order to take necessary
corrective actions for increasing productivity. As we have mentioned
before, increasing productivity is very vital for the national economy of a
country, because if productivity can be increased real income of the
individuals in the community will also increase, and this will make them to
save more and consume more. The increase both in saving and
consumption will encourage entrepreneurs to make investments, because
they can find market for their products and also capital savings for
investments will be created .and developed. Increasing productivity also
prevents inflation in a national economy, because due to the increase in
real income general price level will remain stable and this will prevent
inflation (52). According to a research done by Japaneese Productivity
Center it was observed that if productivity increase by 1%, inflation
decrease by 2.5% (53). Of course this result is for Japaneese industry and
economy but it is a good implication to show the relation between inflation
and productivity. What is valid for a national economy is also for a
business enterprise, because the only means for a firm to save its market
share, to become profitable and to compete with other firms both in national
and international market is increasing its productivity.

(52)
(53)

IBID, PAUL A. SAMUELSON, p.228-230.
S.A. LEVITAN, D. WERNEKE, Productivity Problems Prospects,
Baltimore and London The John Hopkins University Press, 1984, p.S.




-36 -

Now before discussing the means of increasing productivity let's see the.
factors that prevent productivity increases. According to a research done
in U.S.A. on 713 firm, the factors that prevent productivity increases is
collected in 3 group as important, medium degree important and
unimportant. We can see general evaluation of those in TABLE 1 (54).

TABLE 1.
Factors That Prevent Productivity Increase

Med.Deg.
Imp (% Imp. (% Unimp. (%)

*  The difficulty to join both the
employers and employees
towards the same goals to
increase productivity 47 32 21

*  Top Management's lack of

success in choosing
strategies to increase
productivity 41 39 0

*  Decrease in investments due
to the increases in interest
rates 41 38 21

*  Unsuccesfull operations of
management, in leading
workforce  towards  high :
productivity 40 40 0

* Management‘s wrong choice
of productivity measuring
techniques 31 39 0

*  Inefficient training programs 30 42 2

(54) Industrial Engineering, November, 1982, Vol:14, No:11, s.29.
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TABLE 2. (55)
Factors That are Effective on Productivity Decrease

Factors Effect on Productivity Decrease (%)

Ineffective human b
Resource Planning

Lack of Communication 5
Employee not suitable for the job ' 15
Lack of coordination in input usage 15
Lack of Discipline 10

By referring to these tables we can say that, main productivity decreasing
factor in U.S.A. is mismanagement. Infact, in firm base eliminating
productivity decreasing factors is a managerial problem, because

- productivity is closely related to manageriai functions like planning,

organizing, leading, coordinating and controlling. Productivity can be
increased by benefiting from these functions and by optimum usage of the
production factors (inputs).

(55)

Industrial Engineering, November, 1979, Vol:11, No:11, s.69.
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1.4.1. PRODUCTIVITY IMPROVEMENT MODELS
There are 2 types of productivity improvement models;

(a) Action Learning Associates (ALA)
(b) The POSPAC model

The first model takes its name from an English consultancy firm called ALA.
The main concern of this program is on developing consultancy and
training methodolgy both applicable to private and public enterprises and
using systematic planning techniques for organizational changes.

In an ALA program, the methods that are going to be used to increase
productivity are as follows (56)

PROCESS Y METHOD
1. Define the performance - Productivity measurement and
and productivity level at Analysis

the time being, and compare
with past performance

Comparison among the firms

2. Define the main - Analyse the results.
productivity problem.

3. Point out the target - Prepare job programs.
Define the activities for - Prepare on the job and off the job
developments training programs

(56) A.LAWLOR, "A Performance Increase Program”, Action Learning
Associates, 1986.
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As we have said before ALA is an organizational approach and its main
implication is on the above process to increase productivity in an
enterprise. As it says, first of all by using various measurement techniques
current productivity level of the firm and performance of the workers will be
analyzed. Then these results will be compared both with productivity and
performance level of the workers in past years, and with other competitive
firms. If we observe a decrease in productivity when compared with past
years or with other firms, this means that we come across with a
productivity problem. Then productivity level that the firm wants to attain,
must be chosen as a target and by implimenting on - the - job and off - the -
job training programs the company must try to increase the performance
level of the employees to reach high productivity goal. We see that ALA
gives importance to the use of training to increase productivity. This
program is useful;

*  To make managers and the workers understand the factors that effect
productivity

*  To establish procedures for cost and productivity measurement for
performance evaluation.

*  To establish new and competitive standards.
*  Todraw attention to productivity improving studies.

*  To make the productivity improvement techniques intensively used.
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(b) The POSPAC Model

1982 was announced as "Productivity Year" in Norway. That year the
productivity improvement models used in firms in U.S.A., Europe and
Japan were analyzed and a system which take TFP as a base and used
succesfully on 200 industrial enterprises was found. The POSPAC model
was developed by a Norvegian Consultancy firm called Habberstad. This
model was used both by Norvegian companies and Norvegian
Government in National Productivity Campaign.

It was observed that the firms applying POSPAC obtained the below
results (57).

1. Productivity increased by 3 - 7 % of yearly sales, and due to
productivity increase also an increase in profit level observed.

2. The new techniques that are used to increase productivity have also
developed the relation between superiors and subordinates.

3.  Productivity improving techniques were presented at all levels of the
fm.

The name POSPAC comes from (58} ;
Production Productivity

Organization Productivity

Sales Productivity

Product Productivity

Labour Productivity

Capital Productivity

(67) EINAR PRINTZ MOE, "-The Pospac Productivity Model", World
Productivity Forum, A Scandinavian Scheme for Controlled Productivity
Efforts,1987.

(58) BD.
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The main concern of the model is on Total Factor Productivity (TFP) and
all of the above partial productivity measures which are the components of
TFP are analyzed seperately.

According to POSPAC, TFP and partial productivity measures are defined
as follow (59) ;

Value Added Sales - Expenses
TFP = : ‘ =
Inputs Cost of Labour + Cost of Capital
VA
- Production Productivity =

Cost of production

In order to increase the productivity of production, the company must
consider some factors like (60) ;

- Production planning
- Cost and quality control
- Analysis of production techniques

- Maintenance planning
VA

- Organization Productivity =
Cost of the sales

According to POSPAC, one of the components of TFP is Organizational
Productivity and in order to increase the productivity of the organization,
first of all a company policy must be established and then jobs must be
enriched and job satisfaction must be achieved.

(59)
(60)

IBID.
IBID.
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VA

Sales Productivity =
Cost of the sales

In this model the means of increasing Sales Productivity are (61) :

*  Making market analysis and determining the market share of the firm
*  Determining production strategies

*  Analyzing channels of distribution

*  Developing product pricing strategies

VA

Product Productivity =
Sales revenue

A firm, in order to increase the productivity of its products must do (62);
*  Product planning and development

*  Product variation analysis

*  Consumer's demand research

VA

Labour Productivity =
Direct Labour Cost

Labour productivity is another component of TFP in Pospac Model. In
order to increase the productivity of labour force, they must be trained and
company must motivate them and must provide them an environment which
gives them job satisfaction. Another factor that is effective on productivity
of labour force is, paying them wages according to their performance.

(61)
(62)

IBID.
IBID.
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VA

Capital Productivity =
Cost of the capital input

According to POSPAC model inventory control, planning the economic
activities, investment analysis are the factors which are effective on the

capital productivity of the firm.
POSPAC is applicable in 4 major steps (63) :
1STSTEP  : (a) Preperation & Motivation

(b) Organization of the project
(c) Analyzing past experiences and the targets

2ND STEP  :  Importance of productivity increases, and planning its
realization.

3RDSTEP :  Application of the activities

4THSTEP :  Adaptation of the Pospac Model to the routine activities
of the organization.

First step of the model is composed of 3 sections. Primarily, the present
position of the firm and the reasons for applying productivity improvement
program must be analysed. Then we must observe if both management and
workers are motivated to take part in such a program, if not necessary
preperation must be done such as organizing seminars. Then we come to
the organization of the project. At this stage, such points must be given
importance :

(63)

BID.
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- Which department of the company will take part in application of the

program?
- Which action plan will be used?
- How the work is going to be organized?
- How is going to be the flow of information among the departments?

(64)

As we've said before main concern of the model is on measuring total
productivity. In order to actualize this productivity improvement program
POSPAC Type of Organizational structure must be established in the firm.

In a traditional company, the decision making mechanism is from top to
bottom (65) '

BOARD OF DIRECTORS

l

GENERAL MANAGER

!

MANAGERS

|

STAFF

On the other hand, in the organizational structure of a firm which is
designed according to POSPAC model, decision making mechanism is

from bottom to top (66)

(64)
(65)
(66)

BD.
IBID.
IBD.
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PRODUCTIVITY COMMITTEE

T

POSPAC LEADER

T

POSPAC GROUPS

I

STAFF ;
In any type of firm in order to apply the POSPAC MODEL, within the
organizational structure of the firm it is necessary to establish a
productivity committee (Fig.3 )

FIG.3:

PRODUCTIVITY
COMMITTEE

PRODUCTIVITY CONSULTANTS
MANAGER ‘

P O S P Al |C

WORK GROUPS

The duties of the productivity committee are (67);

(67) BD.
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(1) To choose the productivity manager and the consultants,
(2) To determine the means of increasing productivity,

(3) To motivate staff,

(4) To follow the developments in the program.

Productivity manager directly reports to the Productivity Committee. He
acts as a coordinator between the POSPAC Work Groups and the
Productivity Committee, and he is responsible of the continuity of the
productivity improvement program.

The 3d element in the organization is the POSPAC Work Groups. They
are established (68) ;

To develop partial productivity indicators,

To measure partial productivity and analyze its change in time,
To prepare productivity improvement programs,

To report their activities to the productivity committee.

A\

Consultants help the Productivity Committee in solving the problems and
they train the staff on productivity improvement technigues.

2nd step of the model is related to the importance of productivity and the
means of increasing productivity. At this step there are 4 activities related

to each other (69).

1. Training of the work groups,
2. Advising to the work groups,

(68)
(69)

BID.
IBID.



-47 -

3. Determining the working structure of the work groups,
4. Collecting and analysing the activities proposed by work groups and
classify them according to their importance and determining a work

program.

3rd step is the organization of the activities. At this step there are some
important factors (70).

- The unit which is responsible for the application of predetermined
defined.

- The results must be controlled.

- The company must be sure that most useful productivity improvement
techinique has chosen.

At the 4th step, POSPAC is integrated to the routine activities of the
company. Aim of this step is to form a continuous productivity improvement
process within the firm. Targets must be compared with the accomplished
results.

In an enterprise establishing a productivity measurement system or
implementing a productivity improvement model may be opposed both by
the staff and middle level managers. Most of the time the employees don't
prefer their productivity to be measured because they believe that
management will use negative results as a tool to give dismissal decisions.
On the other hand middle level managers may think that productivity
measurement studies take a long time, and require a great deal of
paperwork. They may also believe that measurements will not exactly
reflect the level of performance of the workers. In order not to come across
with such type of opposition, all productivity measurement and
improvement programs must consider some points.

(70)

IBID.
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(1) Unless the middle level managers and the workers feel that these
programs are under the initiative and support of the top management,
they may not give enough importance to their implementation. In that

sense (71);

(a)

(b)

(d)

First of all, top management must adopt a policy on productivity
improvement and determine the ways of measuring productivity
and the steps to be followed in order to increase it.

Then conferences must be given to the employees, books and
brochures must be distributed to the workers about the chosen
productivity improvement program.

If it is necessary some changes must be done in the
organization.

New and higher performance standarts must be set for the
employees.

Increasing productivity is top management's problem but it is also

under the responsibility of all the managers and the staff. Researches
have proved that productivity of the workers in ‘an organization can
be increased by training programs. These training programs must
conclude (72) :

(a)

(b)

Presentation of the productivity and its importance both in the
industry and in the economy,

Presenting the productivity increasing techniques,

Informing the personnel about the factors that effect labour
productivity. '

(71)

(72)

ANDREW CAMPBELL, "Productivity Plans, Making Them Work",
Business Quarterly, Vol:49, 1984, p.83-84.

Y.K.SHETTY, "Key Element of Productivity Improvement Programs”,
Business-Horizons, March - April, 1982, s.19.




- 49 -

Communication among the departments of an organization is also
another important factor which is effective on the success of the
productivity improvement program, because if there is not an effective
communication between superiors, subordinates and the peers, the
employees can not know the top management's expections from them
and the means of achieving these expectations. Also, if management
communicates to the employees that they will share the excess of the
profit which is the result of productivity increase, employees will
contribute more willingly to the success of the productivity
improvement program.

In productivity improvement programs the goals set must be real and
achievable (73). If we set higher or lower goals than the organization
can achieve, it will effect the performance of the organization in a
negative way. Also, while setting the goals the factors such as
increasing efficiency, developing quality of the product, obtaining
savings from energy and inputs, increasing outputs, decreasing
turnover of the workers must also be considered.

If we make a brief summary we can say that that whenever choosing a
productivity improvement model, first of all the top management of the
company must answer some questions such as (74) :

1. What are the factors that prevent you from being more
productive?

2. Do you have any idea about the current productivity level of
your firm?

3. Do you have any plan to increase productivity?

4. What is the degree of interest of the labour force in increasing

productivity?

(73)

IBID, KATZELL, GUZZO, p.469.

(74) ATILLA TEZEREN, imalat Sanayiinde Verimliligi Etkileyen Faktérier, Milli

Prodiiktivite Merkezi Yayinlari, No:319, Ankara, 1985, p.28-29.
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After answering these questions the below activities must be
performed in a sequence (75).

1. A productivity emprovement group must be established in the
organization.

2. The current productivity level must be measured

3. The targets must be chosen

4. The productivity improvement program suitable to the
organizational structure of the company must be chosen and
steps to be followed must be determined

5. The strategies chosen and ways of implementing it, must be
communicated to all the staff working in the company.

RUCKER PLAN

Rucker Plan is a financial incentive plan which aims to reward the workers
according to the output achieved by the enterprise. It is developed by
Allen W. Rucker who proved that there is a direct relation between the
labour costs and the income obtained from the sales of the product or
service (output) (76).

Under the Rucker Plan the company’s activities in last five years are
examined. Especially the activities in last two years are examined month
by month and Standart Productivity Ratio and Value Added are calculated
as follows (77) ;

(75)
(76)

(77)

IBID, p.28-29.
M. NAIL BERZEK, isgérenlerin Calismaya Gidilendiriimelerinde
isletmeler Acisindan En Uygun Parasal Ozendirme Planlarinin Secimi ve
Bir Aragtirma, Marmara Universitesi Yayin No:408, istanbul, 1984, p.80.
DAVID W. BELCHER, Compensation Administration, Englewood Cliffs,
New Jersey, Prentice Hall Inc., 1974, p.332.
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Sales Value of the product

Standart Productivity Ratio =
Cost of labour

Value Added = ( Sales Value of the product ) - (Raw Material Expenditures
+ Energy Expenditures + Material Expenditures )

Value added gives us the cost of labour in sales value of the product.
Then dividing the sales value of the product into the cost of labour, we can
find the portion of labour cost in sales value of the product (78).

For example, suppose that sales value of the product is 1000 $ and total
cost of raw materials, energy and materials are 600 $. In that case value
added is 1000 $ - 600 $ = 400 $, and portion of labour cost in sales value
of the product is, 400/1000 = 0.40. The aim of this calculation is to
understand the % labour cost in sales value of the product, because value
of the product over standart production will be shared among the
employees and the enterprise (79).

For example, if expected sales value of the product is 3500 $ for each
1000 $ labour cost, in that case standart productivity ratio is 3500/100=3.5
It is also calculated that cost of labour in 1000 $ sales value of the product
is 400 $, which means that portion of labour in sales value of the product is
40% (400/1000). At the end of one month if labour costs are equal to
10.000 § and sales value of the product is 45.000 §, in that case the
company is 100.000 $ (45.000 - (3.5 x 10.000 )) over the standart sales
value of the product (3.5 x 10.000 =35.000 ). 40% of this excess amount
will be shared by the employees in accordance with their wages and 60%
of it, belongs to the enterprise (80).

(78)

(79)
(80)

J.D. DUNN, FRANK M. RACHEL, Wage and Salary Administration : Total
Compensation System, Newyork, McGraw-Hill Book Co., 1971, p.254.
IBID, DUNN, RACHEL, p.254.

IBID, M.NAIL BERZEK, p.81.
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companies that apply Rucker Plan the following results are achiveable

(81):

a)

b)

d)

Saving can be obtained from labour, raw materials, energy and
material costs.

Defects in production decrease.

Quality of the product increase.

As long as sales value of the product stays constant, cost of labour

decrease.

We can easily see that all of the above points are means of increasing
productivity. So we can say that, an enterprise can benefit from Rucker

Pl

an in order to increase the organizational productivity.

According to my point of view Rucker Plan is a productivity improvement
model, which achieves productivity increases through motivating the

employees by financial incentives.

In

order for the employees to get more and more financial incentives, they

have to make savings from cost of inputs (raw materials, energy materials),
and they have to increase the sales value of the product over the standart
sales value (82). In other words, they have to increase productivity.

(81) IBID, p.82.

(82)

IBID, p.82.
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1.4.2. EFFECTS OF TECHNOLOGICAL DEVELOPMENT ON
PRODUCTIVITY

Second half of the 20th Century is a stage to fast technological
developments. Advancement in computers, programmable controllers,
microprocessors, simulation techniques, developments in Computer Aided
Design, Computer Aided Manufacturing, flexible manufacturing facilities
are all products of new technologies (83).

New technologies have also a positive impact on productivity through
increasing quality of the product and quality of work life, decreasing costs,
speeding up production process. One of the quite famous new
technologies in our era is Industrial Robots which are part of factory
automation.

They have firstly began to be used in 1950's. In 1973, as a result of
petrolium price hike in order to compete in international markets increasing
productivity became an inivitable reality and Industrial Robots was the
solution (84).

Due to the usage of industrial robots in production process, cost of
production decrease between 10% and 30% rather than producing with
traditional machines (85). In U.S. automative industry hourly cost of an
industrial robot which is making welding is 5.5$, but the cost of the worker

(83)

(84)

(85)

ROBERT W. MILLER, "IES -Face Challenges In Managing Human
Resources To Improve Declining Productivity”, Industrial Engineering,
Vol:17, No:1, January 1985, p.72-76.

SITKI GOZLU, "Verimlilikte Robot Teknolojisi", iktisat Dergisi, Say! 275,
Ekim 1987, p.13-19.

VERNON E.ESTES, "Industrial Robots : A Users Viewpoint", AIIE Annual
Conference Proceedings, Fall 1979, p.207.
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doing the same business is 18.10% per hour (86). Also the hourly wages of
workers continuously increase, but the cost of the robots to the factory
continuosly decrease as a result of increase in production and
technological development (87). We can say that main impact of Industrial
Robots usage on productivity is towards decreasing the production costs.
For example; as a result of using Industrial Robots in production process,
production disposals decrease by 75%, labours decrease by 50% so
labour costs also decrease, and preperation stage before passing to
production decrease by 75% (88).

According to another approach, which is about positive effects of

Industrial Robots on productivity:

(a) Industrial Robots are not effected by heat, light and moisture, and they
can work in dangerous working conditions.

(b) Industrial robots have the ability of working in sequential shifts, so
they can increase the output without increasing the capital cost (89),
at the same time, cost of the production will show a decreasing
tendency, when compared with general price level (90).

(86)

(87)

"When Robots Take Over People's Job", U.S. News and World Report,
16th Feb. 1981, p.76.

G.LWHALEY, "The Impact of Robotic Technology Upon Human
Resource Management”, Personnel Administrator, September 1982,
p.61-71. :
PETER SPOONER, "Keeping Robots At Arms Lenght", Chief Executive,
November 1983, p.38.

GORDON S.KALLEY, "Task of Turning Robots Into Productive Workers
Calls for IE Skills, Creativity", Industrial Engineering, Vo:15, No:9,
September 1983, p.42-44.

RICHARD K. VEDDER, "Robotics and the Economy", Economic Impact,
1983, p.19-27.
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(c) Cost of the labour decreases.

(d) Productivity decreases, due to the fatigue, carelessness, annoyance
of the workers are eliminated.

(e) Waste of raw materials, semi raw materials decreases.

(f) Quality of production increases.

(g) Job related accidents and job related ilnessess decrease so savings
occur in health expenditures.

(n) Due to the usagé of Robotics, production process shortens, so the
stocks quickly turn into products and cost of the stocks decrease (91).

By referring to above information we can say that Industrial Robots
contribute a lot to the productivity increases in production process.

1.4.3. QUALITY INCREASES

If a company is producing low quality products, this means that, this
company faces high costs and loss of competitive position of the company
either in short-run or long run. Low quality also means low productivity. So
in order to increase productivity, we have to improve quality. High quality
can be obtained through the improvement of ‘production process (92).
Improvement of the process increases uniformity of the output, reduces
rework and mistakes (defective products) reduces waste of manpower,
machine-time and materials to be used thus increases output.

(91) "The Next Area for Big Productivity Increases and Cost Savings
Logistics”", Management Review, May 1984, p.5.

(92) W. EDWARD DEMING, "Quality, Productivity and Competitive Position",
Massachusetts Institute of Technology Center For Advanced

Engineering Study, 1989, p.1-59.
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Especially, if we can reduce waste man-hours, and machine-hours
obtained from manufacturing defectives, we are not just increasing the
quality but at the same time production line is also increased. In long run it
will bring improved market position, greater productivity and better profit to
the company. If we sum up, we can say that by quality control a company
saves time, money, input, labour and energy. in order to increase
productivity through quality :

(a) Quality of the output (product) must be improved,
(b) Quality of the input factors must be improved,
(c) Optimum use of the resources are necessary (93).

As we've explained above, quality and productivity are closely related
concepts, because one of the ways of reaching increased productivity
level is through the improvement of quality. At this point, management level
(as well as the workers) must act according to a discipline and take some
corrective action in order to improve quality.

(1) If the company wants to keep its market share and competitive
position in the market top management must prepare some future plans
about increasing the quality of the products or the services (94)..

(2) We are in such an era that a company can not stay alive with poor
workmanship, defective products and delay of work which are all
obstacles to quality and productivity. Also 100% inspection to
eliminate defects is not the solution because inspection is as costly as
the rework of a defective unit (95). So the solution is improvement of

(93)

(94)
(e5)

ATILLA TEZEREN, "Verimlilik Kalite iligkileri ve Verimlilik Artiginin Disa
Agiimadaki ©nemi", MPM Verimlilik Dergisi, 1984/1, p.90.

IBID, W. EDWARD DEMING, p.16.

BID, W. EDWARD DEMING, p.22.
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the quality of the products which will minimize the defects. In other
words the system of production and the service must constantly be
improved. This means, reducing the waste and improving quality in
every activity; transportation of the products, engineering,
maintenance, location of activities, sales, methods of distribution,
accounting, payroll, service to customers. Continual improvement of
quality brings continual rise in productivity. As we see only a small
portion of this can be achieved by the production workers, the great
deal of work must be done by top management.

(3) New and developed methods of training the workers must be adopted.

(4) Supervision is management's job, so constructing a working
supervision system will make management to cope with obstacles to
quality (96) For example, Management can prepare to take immediate
action on reports from foremen concerning barriers to quality such as
defects, machines not maintanied, poor tools.

(5) For better quality-and productivity, fear must be driven out (97). For
éxample, most of the time the employees are afraid to ask questions
concerning their jobs believing that the superior will immediately think
negative things about his capacity and job performance.

(6) Barriers between departments must be broken down, so every
department works as a team, and can see problems more easily (98).
For example, workers in research, design, purchase of materials,
sales have to learn about the problems related to materials and
specifications in production process. Other wise, there will be losses
and extra costs in production for rework caused by usage of wrong or
unsuitable materials.

(96) MEHMET TANYAS, "Yénetimde Verimlilik", Kiplas isveren, Sayi:15,
Ekim 1988, p.11-15.

(97) 1BID, W. EDWARD DEMING, p.33-34.

(98) IBID, W. EDWARD DEMING, p.35-36.
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1.4.3.1. QUALITY CONTROL CIRCLES

As we have mentioned before one of the major problem of management is,
declining productivity and lack of quality. An effective solution brought to
this twin problem is a motivational technique called Quality Control Circles

(QCC).

QCC has been first surfaced in Japan in 1961. Dr. Kaoru Ishikawa by
joining the theories of Maslow, Herzberg and McGregor with the works
done on Quality in Japan, has developed QCC.

"A Quality Circle is a group of employees usually not more than ten,
performing similar work in the same general area and they meet regularly
to identify study and eliminate work related problems” (99). It requires
voluntary participation of the workers. QCC is not only for production
workers, it is also effective in manufacturing, warehousing, banking, office
production, service industries and retail operations. In short it can be used
for any type of economic activity, and applicable to employees at any skill
level.

The main impact of this technique is on increasing quality, because high
quality will create happy customers and increased sales. In other words
high quality will lead to high productivity and high profitability (100). Other
objectives of QCC are (101) :

(99) "Quality Circles: A New Approach to Productivity", Modern Business
Reports, Newyork, Alexander Hamilton Institute, 1984, p.1.

(100) J.L.MERCER, "Quality Circles : Productivity Improvement Process",
International City Management Association, Management Information
Service Report, No:3, 1982, p.1-14.

(101) DONALD L. DEWAR, Kalite Cemberleri Egitim E! Kitabi, Quality Circle
Institute’'un Misadesi ile Kog Holding Tarafindan tercime edilmig ve

basilmigtir, 1988, p.1.
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- Decreasing defects,

- Directing employees towards team work,

- Motivating employees,

- Increasing employess' problem solving ability,

- Decreasing costs,

- Developing communication among departments,

- Developing leadership skills,

- Creating an harmonious relationship between superiors, subordinates

and peers.
A Quality Countrol Circle program is composed of such paris (102)

*  Steering Committee

*  Facilitator
*  Group Leaders
*  Members

Whenever an organization determines to establish a QCC program, first of
all a steering committee composed of department heads or board of
directors is established. For exarhple, in a factory Personnel Manager,
Marketing Manager, Finance Manager, Production Manager, Quality
Control Training Manager and Union Representative can be members of
Steering Committee. The committee choose the targets and form the
working structure of the circles (103).

(102) IBID, Quality Circles : A New Approach to Productivity, p.24.
(103) IBID, p.o-11.
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The facilatator chosen by the Steering Committe is responsible of the
coordination and management of the program. He is responsible for
training of the group learders and provides them help in training of the
members. He is the connection point between the Steering Committee and
the Group Leaders. In QCC program we need number of group leaders as
number of circles. Usually, first supervisors such as foreman, chief officer
are group leaders. Group leaders lead the work of the circles and train
members who voluntarily participate the group (104).

Each circle usually meets an hour a week and in these meetings members
lay out problems which need solution. Every proposal which will increase
the quality of the work can be chosen as a project. Then projects
developed by different circles are communicated to the steering committee
by the facilitator, the ones accepted by the committee are presented to top
management by the circle members (105). We can say that, implementing
a QCC program within the company base is a very effective way of
increasing productivity. That is mainly because of high quality leads to
- high productivity.

As we have mentioned before, the focus of the Quality Circle approach is
on solving problems. So we can only expect succéss from Quality Circles
if the circle members can address the real causes of problems and can
arrive at acceptable solutions. A circle that doesn't understand the use of
Quality Circles can not help to increase quality and productivity. So we
can say that, applying QCC program has a major requirement which is
TRAINING. At the very initial step group leaders and the members must be
trained. The group leaders are trained by facilitator. At the beginning of the
program, circle -members are trained by group leaders either in group
meetings or in special training sessions. Most wide spread‘ training
techniques used are (106) :

(104) IBID, p.16-17.
(105) IBID, DONALD L. DEWAR, p.6-7.
(106) IBID, Quality Circles : A New Approach to Training, p.47-67.
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(a) Brainstorming,

) Gathering, organizing and compiling data,

(c) Creating and developing a Cause an Effect Diagram,
) Pareto Analysis,

(e) Prensantation techniques.

The aim of all these training programs are, teaching leaders and members
use and application of QCC and problem solving techniques.

In this first section it became clear that productivity is an important concept
for every individual in a community. In that sense govertments are taking
precautions to increase productivity at the national economical level, firms
are benefiting from new technologies, using several productivity
improvement models to increase the organizational productivity, and
productivity of their workforce.

Either in national economies or at the firm level individuals must be
informed about thé importance of productivity and productivity improving
techniques. In other words, they have to be taught different models and
techniques to achieve productivity increases. In that sense, we can say
that there may be a relation between training and productivity. So in our
next section we will discuss the concept of training and different kind of
training programs that can be used to transfer various kind of knowledges
to human beings.
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SECTION I
TRAINING

2.1. DEFINITION OF TRAINING

In the past many organizations have treated their training as a fringe
activity. In other words, training was regarded as an activity which was
only designed for the sake of the employee and from company's point of
view it was only the employee who benefited from it. But in recent years it
was widely accepted that, training was an integral function of an any type
of organization and it is a must for the companies for creating a more
productive work force, who will in return will be more effective in a chieving
organizational objectives. ’

When we talk about training first of all we come across with different
definitions of training :~ *

"Training is the process of helping employees to develop maximum
efectiveness in their present and future jobs” (107).

"Training is the systematic development of the knowledge, skills and
attitudes required by an individual to perform adequately given task or job"
(108).

"Training is the organized procedure by which people learn knowledges
and skills for a definite purpose" (109). ‘

(107) DONALD P.CRANE, Personnel Management : A Situational Approach,
Belmont, Calif., Wadsworth Pub.Co., 1974, p.207. '

(108) MICHAEL ARMSTRONG, A Handbook of Personnel Management, 3rd
Edition, Kogan Page Ltd., 1988, p.489.

(109) DALE S.BEACH, Personnel : Management of People At Work, 5th
Edition, Newyork, Macmillan Pub. Co., 1985, p.244.
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" Training is the process of transmitting and receiving information related to
problem solving” (110).

"Training is a learning experience, in that it seeks a relatively permanent
change in an individual that will improve his ability to perform on the job"
(111).

"Training may be defined as any procedure initiated by the organization to
foster learning among organizational members" (112).

While defining training it will be useful to give the difference between
education and training. These two concepts are interrelated but not the
same thing. Education, which usually takes place in highschools,
universities aims to develop individuals by providing them general
knowledges and qualifications that can be used throughout life time. So
education is a "conceptual learning” whereas training is a "skill learning”
(113) because aim of the training programs is to give specific skills and
qualifications to the employees which are necessary for performing their
tasks and duties with maximum effectiveness.

(110) JACK HALLORAN, Personnel and Human Resource Manageme_nt,

Englewood Cliffs, New Jersey, Prentice-Hall Inc., 1986, p.128.

(111) STEPHEN P.ROBBINS, Personnel : The Management of Human

Resources, 2nd Edition, Englewood Cliffs, New Jersey, Prentice - Hall
Inc., 1982, p.198.

(112) HERBERT J. CHRUDEN, ARTHUR W. SHERMAN JR., Managing Human

(113)

Resources, 7th Edition, Cincinnati, Ohio, South - Western Pub. Co.,
1984, p.185.

ROBERT L.MATHIS, WOHN H.JACKSON, Personnel : Human Resource
Management, 4th Edition, West Pub.Co., 1985.
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2.2. OBJECTIVES OF THE TRAINING PROGRAMS

Organizations implement training programs by taking several objectives
into consideration. These objectives are (114) ;

a)  Orientation of new employees

b) Solving Problems

c) Reduction of learning time to reach desired performance level
d) Attitude Formation

e) Updating Employee Skills

2.2.1. ORIENTATION OF NEW EMPLOYEES

When people begin new jobs they are unfamiliar with the policies,
practices, working mechanism within the organization. So organization
need to give them general information on these aspects. At the same time
during their first few days employees form their first impressions about the
organization. These first impressions are very important for future
performance, productivity and job satisfaction of the employees (115). So it
is beneficial for the companies to give orientation training to their

employees.

(114) IBID, DALE S. BEACH, p.244.
(115) MICHAEL R. CARRELL, FRANK E. KUZMITS, Personnel : Human
Resource Management, 2nd Edition, Colombus, Ohio, Merrill Pub. Co.,

1986.
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2.2.2. SOLVING PROBLEMS

Training the employees may help them to gain self confidence and feel
secure. Also during training sessions cooperation and respect among the
peers may increase, good human relations can be established between the
superiors and subordinates. All these positive effects of training may result
as reduced turnover, absenteesm and griviences within the company(116).

2.2.3. REDUCTION OF LEARNING TIME TO REACH DESIRED
PERFORMANCE LEVEL

Usually at the end of each year, actual performances of the employees are
measured by Performance Evaluations. If actual performances are below
the standart performances, this means that the compahy has to take some
corrective action to close this gap. Here training comes into scene. If
training programs are held under controlled learning situations and
conducted by qualified instructors, learning periods of the employees to
reach desired performance level can be reduced and company becomes
more productive (117).

2.2.4. ATTITUDE FORMATION

All of the organizations want employees who -are loyal to their company
and who conform with the company's objectives and work for their
achievement. So, one of the aims of the training programs is to direct the
attitudes of the employees towards the company's goals (118).

(116) IBID, DALE S. BEACH, p.246.
(117) IBID, DALE S. BEACH, p.244.
(118) IBID, p244.
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2.2.5. UPDATING EMPLOYEE SKILLS

Today, technological changes and developments are so wide that
sometimes it leads to the change of the composition of the job totally. So the
company needs to develop and update the employee's skills to fit the
necessities of the job (119).

2.2.6. PREPARING FOR PROMOTION

As we've said before, training develops the skills of the worker so it
becomes easier for him to get higher responsibilities. In a way training
prepares employees for promotion (120). In an organization without such
training programs, turnover rate and loyalty of the employees to the
company will be very low, because lack of opportunity for advancement
will frustrate the employees.

After listing the objectives of training programs in order to conclude the
matter, we can say that in broad terms training has 2 major objectives. First,
to provide knowledges, skills and attitudes to the employees, so jobs can
be performed more productivily. Second, to help the individual to reach the
limits of his capacity and performance, so he can play his role in the
organization more effectively, he becomes more creative, he can develop
new methods for the organization to reach its goals. In that sense training is
an activity beneficial both for the organization and the individual.

We can list its benefits to the organization as (121):

(119) IBID, p.245.
(120) "Training Benefits Hard to Measure", Computing Canada, Vol:10, No:20,

October 1984, p.23-24.
(121) M.J. TESSIN, "Once Again Why Training", Training Journal, February

1978, p.7.
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* It leads to improved profitability and more positive attitudes toward
profit orientation,

* It improves the job knowledge and skills at all levels of the
organization,

- *  ltimproves the morale of the work force,

* It helps people identify with organizational goals,

* It helps to create a better corporate image,

*  Itimproves relationship between superiors and subordinate,

* It aids in organizational development,

* It aids in'understanding and carrying out organizational policies,

* It provides information for future needs in all areas of the organization,

*  Organization becomes more effective in decision making and problem
solving, '

* It aids in developing ‘Ieadership skill, motivation, loyalty, better
attitudes, and other aspects that succesful workers and managers
usually display,

*  ltaidsin ihcreasing productivity and quality of work,

* 1t helps to keep costs down in many areas such as production,
personnel, administration. Training also reduces outside consultancy
costs by utilizing competent internal consulting,

* |t aids in improving organizational communication,

* It helps employee adjust to change,

* It aids in handling conflict, by helping to prevent stress and tension.

Benefits of training to the workers are:

* It helps the individual in making better decisions and effective problem

solving,
* It aids in encouraging and achieving self-development and

confidence,
* It helps a person handle stress, tension frustration and conflict,
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* It provides information for improving leadership, knowledge,
communication, skills and attitudes,
*  ltincreases job satisfaction and recognition,

~* It moves a person towards personal goals while improving interaction

skills,
* It develops a sence of growth in learning,
*  lthelp a person to develop speaking and listening skills,
* It helps to eliminate fear in attempting new tasks.

IDENTIFYING THE TRAINING NEEDS OF THE EMPLOYEES

When we consider the beginning of a training program within the company
base, it is assumed that it is the result of an identified training need, not the
wish of a manager or a higher authority who thinks that presenting such a
training program will be useful for the company. Effective training begins
with the identification of the training need, which means if performance of
the employees are not at the desired leve! in order to increase the
performance of the employees we use a mediator and that is TRAINING.

Depending on the nature of the job and the people who are performing
these jobs training needs can be many and various. But generally training
needs can be expressed in terms of skills, attitudes and knowledges (122).
While training needs of some people cover all three, others may need to
develop one or two of them. For example, a newly graduate of a Business
Administration faculty entering a marketing firm need training in all three
areas; knowledge, skill and attitude. First of all, this new employee needs to
learn all the products of the company, the scope and limit of the job he will
be performing. Also he needs to develop his marketing skills, such as how
to deal with customers, using effective sales techniques. At school, his

(122) JOHN E. KELLO, "Developing Training Step - by - Step", Training and

Development Journal, Vol:40, January 1986, p.50-53.
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attitudes may be individualistic but his new job may demand close
cooperation within a team, loyalty to the company so he needs to change
his attitudes. On the other hand, instead of a newly school graduate if we
‘are talking about a machine operator who is changing company, he may
only need to learn about the product, new job environment and new skills
to operate a different machine.

When we talk about identifying the training needs of the employers,
suddenly a question may arise WHO IDENTIFIES THE NEEDS? Several
answers can be found to this question such as, the trainer, the training
department, the supervisor, the personnel department, the employer.
Depending on the nature of the business and the structure of the company
the authority who determines about the training need of the employee may
change. According to my point of view in training event rather than who
determines the training need, how he determines that need is a more
important question, because in order for a training program to be helpful to
the employee, he must believe that it is essential for him, so it will be useful
for him to take part in such a program.

Anyway whoever identifies the training needs, we can express the process
of identification in a model shown in fig.4 (123).

(123) T.H.BOYDELL, A Guide to The Identification of Training Needs, England,
BACIE, 1976, p.10.
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FIGA4.

(1) @
Suggestion or suspicion Recognition
that a problem exists —~ that a training

needs exists
Symptoms come to light

(4) c)
Confirmation of Identification of
the training need < the problem

and

data collection

Step 1 can commence in a variety of ways. Unless there is a mechanism in
the company that surveys training needs, many of them come to light
accidentally. Usually some signals like inadequate job performance, drop
in productivity, shortfalls in service or production warn managers about
that need (124). These suggest that the job is not being performed
correctly, perhaps due to the lack of skills, knowledges or attitudes of the
workers. Of course deficiency may have nothing to do with training, but
once the warning signals are taken it worths to investigate. So at step 2 it
should be analyzed if the roots of the problem lie in training or not. Then at
step 3 we need to answer this question: Is the failure in performance of the
employee-due to the lack of training, or as a result of ineffective training or
lack of execution? For example, if the performance of a worker who is
producing nails by a machine is be below the average, this may be of three
reasons :

1. Perhaps there is no training program in that company that can teach
this worker how to use this machine more effectively so produce more,

(124) IBID, STEPHEN P.ROBBINS, p.205.
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2. There may be a training program in the company but due to its
ineffectiveness it may not give the desired results,

3. The individual may be trained effectively, but he can't transfer the
things he had learned to his job.

At step four we need to make a deep analysis in order to identify the
training needs of our employees.

If we are to identify what is wrong with a job or a person performing the job,
first of all we must fully aware of the extent and nature of the job. This can
only be done by an analysis of job. "Job Analysis can be considered as
embracing the collection and analysis of any type of any job-related
information by any method for any purpose” (125).

In order to have an idea about the performance of the job, and say that the
employee is performing well or below the avarage or he has some
deficiencies or he needs training we must have detailed information about
the job. So at the initial stage of the job analysis we need a global but
detailed description of the activities and requirements of the whole job.
There would be different aids but the most useful of these is known as Job
Description "Job description is a written statement of the tasks duties and
behaviours required in a given job" (126). An example of a job description
for a hotel receptionist is given in Fig.5 (127).

(125) ERNEST J.McCORMICK, Industrial Psychology, Englewood Cliffs, New

Jersey, Prentice Hall Inc., 1974, p.49.

(126) JOHN B.MINER, MARY GREEN MINER, Personnel and Industrial
Relations : A Managerial Approach, 4th Edition, Newyork, Macmillan
Pub. Co., 1985, p.165.

(127) BRUCE BRAHAM, Hotel Front Office, London, Hutchinson and Co.
(Publishers) Ltd., 1985, p.31.
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FIG.5
HOTEL RECEPTIONIST
To maintain the hotel's bookings, reservations
and charge system and be the hotel's principal
customer contact point

UPWARD - To head receptionist

LATERALLY: - To other receptionists
DOWNWARD - To Junior receptionist and hall
Sl _

RESPONSIBILITIES To head receptionist
To junior receptionist
HOURS OF WORK - Shift System
DUTIES - 1. Dealing with room reservations made by telephone,

letter, telex and customer contact

2. Allocating reservations and completing records of these

reservations

3. Confirming reservations with customers with the

relevant means
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When job description is used for the purpose of iden’tifying the training
needs, the part which helps us is the duties which describes what the
employee is required to do and should be able to do when his job is
considered. So we can say that, the first step in training needs analysis is
to read the job deseription and observe the person performing these duties.
So these duties and their relationship to each other can be fully
understood. For example, if a newly hired receptionist is not capable of
dealing with advance reservations that her job considers, this may be due
to her lack of knowledge of using, telex and fax. So it will be useful to train
her to use these equipments. But when we come to identifiying training
needs of more experienced employees, simple observation of the job may
not be enough, and we may need a more detailed tool. In that case Job
Specifications may help us. Job specifications details the skills knowledge,
attitudes, qualifications, mental and physical demand of the job (128). We
can see an example job specification for a receptionist in Fig.6 (129).

(128) TERENCE R.MITCHELL, JAMES R.LARSON JR., People in
Organizations, An Introduction to Organizational Behaviour, 3rd Edition,
McGraw-Hill Pub.Co., 1987, p.479-481.

(129) IBID, BRUCE BRAHAM, p.31.
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FIG. 6.
JOB SPECIFICATION
ESSENTIAL PREFERRED
1. PERSONAL DATA
AGE : 18-25
SEX: Female
HOME CIRCUMSTANCES : Living Locally Live in
MARITAL STATUS : Single
2.  PHYSIQUE
HEALTH : - In Good
Health
SPEECH : - Clear Without
Irmpediment
MANNER : - Pleasing
Personality Extrovert
APPEARANCE : - Natural / Well
Groomed
3. EDUCATIONAL AND
TECHNICAL QUALIFICATIONS
(a) Secondary O-Levels English Language French
Mathematics German
A- Levels Computer
Knowledge

{(b) Further Education

(c) Higher Education

English Language
Mathematics

RSA Typing

First Aid Certificate
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- Full time or work
experience in hotel
of similar standart
- Good reference
from previous
employer if
applicable

- Knowledge of
computer
applications in
hotels

5.  MENTAL ABILITIES

- Common Sense
- Verbal Ability
- Mathematical
ability

6. SOCIAL SKILLS

- Gregarious

Persuasive

7. INITIATIVE

- Self Starter
- Able to
work without

stpervision

8. EMOTIONAL STABILITY

- Ability to withstand
stress

- Maturity

We can see from Fig.6. the more detailed the job specification, the easier it
will be to identify the training needs. In the example where receptionist can
not deal with advance reservations properly, if it was observed that her
ineffective performance is not due to the lack of knowledge of using office
equipments, then her job specification must be analyzed. Her ineffective
performance may be due to lack of mental ability, social skills or using

initiative.
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As a result, we can say that in order to accomplish training activity within
the company first of all there must be a well done job analysis, well
prepared job descriptions and job specifications. Because without defining
every job, analyzing its scope and determining the skills and gualifications
needed for the person to accomplish these jobs, it is impossible to evaluate
the performance of the employees. If we can't evaluate their performance,
this means we can't decide about their strong points to appreciate and
weak points to train, also we can't show them higher level objectives to

achieve.
2.3.1. PSYCHOLOGIAL TESTS

In every type of organization tests are part of personnel ‘managemeht.
Although the primary use of tests are in selection process, they may also
be used as a tool effecting the promotion of employees, determining the
training needs, and evaluating the effectiveness of training programs.

According to their content we can classify the tests into 3 major groups
(130):

1. Aptitude tests are used to determine whether individuals have the
capacity and ability to learn a given job'if they are given the training.

2. Achievement tests on the other hand are used to measure job specific
abilities like typing skills, using a machine. They can be used in
evaluating learning acquired during training.

3. Third type of tests are known as personality and interest inventories.
Thesevtests measure personality and interest of individuals assuming
that these effect the performance of employees on the job.

(130) IBID, ERNEST J. McCORMICK, p.99.
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Tests can be used as a tool in identifying the training needs of the
employees in such a way : By the help of job analysis, job descriptions and
job specifications an ideal profile for the job emerges, then people who are
performing their jobs effectively can be tested and in this case a common
profile for ideal performance comes out. So, if an individual differs
considerably from the common profile the difference suggests that it worths
to investigate this individual. His need for training may cause him to
differentiate from the profile.

2.3.2. BRAINSTORMING

Brainstorming is a problem solving technique, and it can be adapted to

produce an analysis of training needs Brainstorming goes through 4 stages

(131):

Silent idea generation

Listing of ideas

Discussion for clarification

Voting for priorities
In this case an analyst works with a group. The objective is to produce as
many ideas as they can but evaluation doesn't take place, because if

- evaluation takes place people may hesitate to lay out their.ideas freely.
The group leader or the analyst presents a topic such as, 'The training
needs of a newly appointed supervisor', and then ask for ideas. ldeas at
the beginning may come very slowly but as the group relaxes and enters
into the sprit of the exercise ideas emerge more quickly. Initially, the ideas
which emerge may be quite traditional but at the ‘Iater stages, when the
group begins to think more objectively we may come across with worthy
ideas. These ideas produced during the brainstorm may then be analysed
and identified training needs may be prioritized.

1

(131): KENNETH R.KRAMM, "Productivity is Often Not A Training Issue”,
Personnel Journal, Vo:67, No:11, Noverber 1988, p.117-121.
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2.3.3. THE DIARY METHOD

Over an agreed period of time an employee or group of employees may
asked to maintain a diary at work. During this time employees are asked to
record the diary the jobs they are performing, the obstables they come
across, and their deficiencies in performing these tasks from their own point
of view. At the end of the agreed period the diary entries are analysed, and
important conclusions concerning the major problems of the employees in
performing their tasks are drawn (132). This method may be used
succesfully in ldent:fymg the trammg needs such as, the problems of the
employees in performing their jobs may be due to their lack of competency
in that specific area, which shows that they need to be trained. But, in order
to expect success form this method diaries must be fully completed, if you
are not a diary sort of person you may easy forget to enter the items.
Another problem which may occur is, an employee being afraid that his
supervisor will evaluate him as an unsuccesfull worker may fail to write the
obstacles and problem related to his job.

2.3.4. OBSERVATIONAL ANALYSIS

Determining the training needs can also be done by observing the
employee. But here we have to make one thing clear which is, observation
means two things. We can either observe what is done in the job such as
operating a machine, pushing a button, turning a tap, or we can observe
the behavior of the employee. Behaviour observation is interested in what
is said? How is said? and the manner of the individual. According to my
point of view for technical jobs it would be better to make job observation,

(132) JW.NEWSTROM, J.M.LILYQUIST, "Selecting.- Needs Analysis
Methods", Training and Development Journal, Vol:33, 1979, p.178-181.
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whereas in managerial jobs. besides observing the job of the employee
also his behaviours must be observed when identifying the training needs.
So before the observation begins, a throughly preparation must be made
that enables the observer to know exactly what is required from the
observation and the scope of his observation. Also the observer has to
complete some functions (133): If the observer is not familiar with the job he
has to read job descriptions and talk to someone who is acquainted with
the job. Observer also needs to know job specifications very well, because
job specifications help in deciding whether the whole wob or only some.
tasks should be observed. The next step is discussing with the persoh or
group to be observed. The observed must be aware of when he will be
observed, what the observer will be looking at and why the observation is
taking place. In case of the observed being aware of that the observation
will take place, we may come across with some consequences such as

(134) :

(a) The observed may show perfect performance, because being aware
that someone is observing him he shows the utmost care to his job. For
example, a machine operator can do all the safety checks before
operating the machine.

(b) The observed being very much under stress due to observation, may
do very simple and nonsense mistakes that he doesn't do at normal

times.

The most important thing in observational analysis is the objectivity of the
observer. The observer must make sure that what is noted is what he
actually saw or heard, not what he wanted to see or hear.

(133) IBID, p.178-181.

(134) JOHN B.MINER, MARY GREEN MINER, Personnel and Industrial
Relations : A Managerial Approach, 3rd Edition, Newyork, Macmillan
Pub Co., 1977, p.162-163.
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An observational analysis can be done for an hotel receptionist. The
observer's duty begins when a guest enters the main door of the hotel. He
may lead his observation by asking several questions to himself.

- Does the receptionist see the gueSt as soon as he enters the main
door?

- How does the receptionist welcomes the guest?

- What s the tone of her voice?

- How is her attitudes towards the guest?

Then, as the guest approaches the reception desk the observer begins to
analyze the verbal behaviour of the receptionist towards the guest. Once
the analysis is completed, it can be compéred with the model of what
should happen in an ideal situation. The differences indicate a sufficient
training need or a modification of a job specification.

2.3.5. INTERVIEWS

As we've mentioned above, observation is a useful tool to analyze the
deviations from ideal job performance. But when we begin to analyze why
the change occurred, in order o make a deép analysis to determine the
training needs, observational analysis is not going to help us. The only
way to obtain this information is to interview the person or people being
observed and ask why these deviations has taken place.

"Interview is a conversation with a purpose” (135) Interviews help as an
investigatory event in training needs analysis. Mainly we have 3 types of
interview these are (136) :

(135) FRED LUTHANS, Organizational Behaviour, Newyork McGraw Hill
Pub.Co., 1973, p.88.

(136) ARTHUR A. SLOANE, Personnel : Managing Human Resources,
Englewood Cliffs, New Jersey, Prentice Hall Inc., 1983, p.144-147.
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(a) Unstructured Interview : Interviewer has no set plan or questions for

(b)

(c)

the interview. He may begin to talk about the subject's job and may
ask him questions such as :

What can you tell me about your job?

Does your job suits you?

In this sense more than a interview it looks like a conversation.

Semi Structured Interview : Interviewer carefully listens the subject to
follow up clues. As the aim of the interview is to draw the training
needs of the employee, the interviewer has some prepared questions
concerning these areas, but still the interviewee is given a
considerable freedom.

Structured Interview : All of the questions to be asked are prepared
before hand and the subject is expected to answer only these
guestions. We may have such type of questions :

What do you do before you operate your machine?
What are the steps you'll follow in operating this machine?

What safety actions you'll take?

When compared with other approaches of interviewing a structured
interview may be time saving, and without prolonging the conversation you
can get the necessary clues concerning the deficiencies of the employee.
But on the other hand, as the questions are prepared before hand the
interviewee may feel uncomfortable under this rigid situation and can not
express his opinions in a relaxed manner.

Whatever the technique used, if we are to identify the training needs by an
interview most important part of the task relies on the interviewer. The
interviewer must perform his job with tact and skill. If subjects are asked
why they took a particular action which differed from the official action,
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subjects may adopt a defensive state. For example, in case of interviewing
a receptionist, instead of asking her. During my observation why did you
shout to the customer when he insulted you?, the interviewer must ask her,
If a customer begins to insult you how do you behave him? So we can say
that, interviews of this nature requires a skilled interviewer who is a good
listener and specialist at identifying clues contained in the contributions
made by the subject, and be able to formulate questions which will develop
these clues.

2.3.6. QUESTIONNAIRES

Interviews which are performed effectively give a large amount of
information about the training needs of the employees. However in some
cases this information obtained from interviews may not be enough, so we
can back up the interview resuts with questionnaires. Questionnaires can
be useful in determining levels of knowledge and analyzing the skills of the
employees. The questionnaires are useful in reaching a very wide sample
of people at the same time, but in order for them to be valid and reliable.
they must be constructed in an understandable form (137).

2.3.7. GROUP DISCUSSION

Managers meet with a group of employee and discuss with them ‘about their
training needs, or it may be in the form of a mirroring where groups from
different departments meet and evaluate each other (138). For example,
marketing group and production group come together and evaluate each

(137) IBID, MICHAEL ARMSTRONG, p.163-164.
(138) J.VALERIE GRANT, GEOFFREY SMITH, Personnel Administration and
Industrial Relations, England, Longmans, 1969, p.147.
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other. While doing this, groups must kept away from threatening each other
and musn't take personal dislikes into consideration. The use of group
discussions is that as employees take part in assessment process the
training may give better results (139).

2.3.8. CRITICAL INCIDENT TECHNIQUE

This technique can be used either for individuals or groups. The individual
can be asked to identify and record each day or week an incident or
activity which was the most difficult to do that day or week. In that sense it
looks like the diary method, but it doesn't require constant or continuous
attention. In dealing with the groups, critical person approach can be used.
The group is asked to identify a bad manager for whom they have worked
and write down the aspects which make him bad, then these various views
can be collected to determine the areas where problems occur. This
method was' used in a program reported by Folley in determining the
training needs of department store sales personnel. The critical incidents
were based on reports by regular customers, who volunteered to prepare
statements about the sales personnel that had served them in three
department stores in a large city. The written statements by customers,
were analyzed to identify the critical incidents which differentiated both
very effective and ineffective performance. As we see in Fig. 7(140), these
percentages provide the trainer some basis during training, for ensuring
that the sales personnel know the implications of these behaviours from the
customer's point of view and they know how to avoid the undesirable

behaviours.

(139) IBID, GRANT, SMITH, p.147.

{140) ERNEST J. McCORMICK, DANIEL R. ILGEN, Industrial and
Organizational Psychology, 8th Edition, London, Allen and Unwin Ltd.,
1987, p.221-23.
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FIG.7.
EFFECTIVE CATEGORIES INEFFECTIVE CATEGORIES
% %
Volunteered | Didn give
Information 16 17 sufficient
information
Made Suggestions 15 - 15 sh,/llifgeegct)ions
. Ineffective
Displayed : 18 Display of
Merchandise 29 Merchandise
Effectively
8 Didn't give
extra Help
Gave Extra Help 6 '
To Customers ,
Gave delayed
Helped Get ltem 17 25 or slow
for Customer service
Gave Prompt Service
ptevi 4 Didnot
Gave Exclusive 13 17 give exclusive
Attention: Courteous attention;
. discourteous
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2.3.9. ANALYSIS OF MANAGEMENT REPORTS:

If statistics that are prepared on production, cost, safety, quality and
efficiency show that there is a problem in the company, this may be an
indicator that we need training programs within the company. Usually there
are advisory committees composed of various levels of management and
they decide whether particular problem is a training program or not.

TYPE OF TRAINING PROGRAMS

After a company determines that there is a need for establishing a training
program and identifies the training needs of its employees, then comes
choosing the type of training program. But there are some factors which
effect our decision. These are :

1.  The amount of the employees : If the ones who are going to be trained
are in large amounts, it is very difficult to train them on-the-job, in that
case off - the - job training techniques may be préferred.

2. Physical Infrastructures of the company: is another factor that may
effect our decison. For example, if a company has enough rooms,
overhead projectors, slide machines, video-tapes, close-circuit
televisions, then it is very easy to give classroom training. But if the
company doesn't have enough equipments and materials, then one of
the on-the job training methods must be chosen.

3. Budget : If company's budget that can be devoted for training is
unlimited, then they may hire private trainers to train their employees.
But if company's budget is very limited, this company will prefer the
supervisors to train the subordinates on-the-job.

4. Type of the job : For some type of jobs such as bankiellers, secretaries
it is easy to take the employee from his/her job during the day time and
train, but if we are talking about a factory operating 24 hours, it is
impossible to stop the production process for training, in that case
on-the job training may be preferred.
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Generally we can divide training programs into 2 main groups (141) :

1. Training programs for NON MANAGERIAL PERSONNEL
2. Training programs for MANAGERIAL PERSONNEL

2.4.1. TRAINING PROGRAMS DIRECTED TO
NON-MANAGERIAL LEVELS

In any type of business enterprise non-managerial levels are the ordinary
staff. For example, being an officer in personnel department of a company
is a non managerial level of job or a being a receptionist in the hotel. So
when we talk about training programs directed to non-managerial levels,
we mean attending the staff to various kinds of training programs through
which their job performance will increase. In other words, the aim of these
kind of programs is to teach the staff way of accomplishing their jobs more
effectively.

2.4.1.1. ON-THE-JOB TRAINING PROGRAMS

It is a common method used for training the non-managerial levels. The
employee is instructed by his supervisor or by an elderly employee (142).
In a way on-the-job training is learning by doing because employee is put
in his actual work situation and he is expected to learn while he is
performing the job. On-the-job training aims to provide skills, attitudes and
knowledges to the worker needed for his job by his supervisor.

(141) IBID, CHRUDEN, SHERMAN, p.192-195.
(142) 1BID, CHRUDEN, SHERMAN, p.192.
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2.4.1.2. OFF-THE-JOB TRAINING PROGRAMS

We can not only train the employee while he is doing his job, sometimes it
is necessary to take him outside his workplace and apply various methods
of training. Because, while employee is performing the job he may fully
concentrate on what he is doing and he may skip some important
suggestions and advices that his supervisor gives. On the other hand, as
we have mentioned off-the job training is outside the work place so the
trainee may fully concentrate on what he is learning.

2.4.1.2.1. LECTURE

It is a useful method to apply when course members require a general
understanding of the subject matter rather than a grasp of it. Attrgctiveness
of a lecture mainly depends on 2 points (143) :

1.  The material presented: Lecture can be useful when fresh material is
presented, and large number of people are attending the course. But if
material is already covered, and the group is very small, it may not
give the desired resullts.

2. Presentation skill of the lecturer is very important. He must keep the
lecture as colorfull as possible and musn't keep time too long.

Otherwise it may cause boredom and lack of awareness. The lecturer
must also be familiar with understanding ability of the trainee group. If
he goes too fast the matter can not be understood. On the other hand,
if he is too slow trainees may get bored. Lectures are most effective
when combined with other training techniques. For example, a lecture
enriched by slides, films and pictures can be very colourfull.

(143) 1BID, JACK HALLORAN, p.140.
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2.4.1.2.2. CONFERENCE / DISCUSSION

Many training programs focus on organizational problems, new theories
and ideas. So, first giving a conference on these and after discussing them
with the trainees give the trainees immediate feedback on their questions
about the job. The advantage of conference when compared to lecture is,
in conference / discussion trainees are not passive.

This method intends to improve job performance and is most appropriate for
(144) :

1. Developing the problem solving and decision making abilities of
personnel.
Presenting new and complicated material.

3. Modifying attitudes.

After the conference the group leader must guide the group into the
important areas of discussion and must encourage them to a succesful
conclusion. The leader musn't participate too much, but must summarize
the discussion at appropriate intervals.

2.4.1.2.3. AUDIOVISUAL

This technique is usually used with other training methods. Videotapes,
closed-circut televisions, films, slides and charts are used to enrich the
training program. Certain kind of presentations can be made more colourfull
by the use of audiovisuals. For example, if presentation is about a surgical
technique or an operation, showing some slides or a film can make the

(144) NANCY A.KARABATSOS, "Training A Key to Quality", Quality, Vol:23,
No:5, May 1984, p.23-30.



-89 -

trainee to learn more easily (145). But this method has a disadvantage, it
doesn't allow the participation of the trainee. Finally, we can say that visual
aids are of great value in improving effective communication between
teacher and student because (146) :

1. Visual illustration attract and hold the attention of students
2. A subject which is difficult to understand by verbal explanation can be
easily grasped by a visual illustration.

2.4.1.2.4. VESTIBULE TRAINING

In this method a training area resembling exactly the employee's work area
is established, then training takes place with the aid of an instructor. This is
mostly used for skill requiring jobs like bank tellers, aircraft pilots, machine .
operators, sales personnel and cashiers (147). It can be quite an:
expensive method if a lot of materials and equipments are needed. For
example, while training the astranauts it may be very expensive to create
an area which exactly looks like a space shuttle. On the other hand, as
training takes places in a similar area to the trainee's work place, he can
completely concentrate on what he is doing. Also, the trainer can easily
observe the development of the trainee while he is behaving as if he is
doing the real job. '

(145) IBID, ERNEST MCCORMICK, p.253-254.
(146) 1BID, GRANT, SMITH, p.134.
(147) 1BID, CARRELL, KUZMITS, p.66.
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2.4.1.2.5. PROGRAMMED INSTRUCTION

In this method presence of the trainer does not take place, but the trainee is
self instructed. He is either given a text to learn in the form of a manual or
knowledges are given to him through a computer terminal. Information is
given to the employee in small portions (148). For example, if he is going to
use a machine, after reading a small paragraph he pushes a button or turns
on an handle or the computer asks him a question, and he can only pass to
the second stage if he answers the question properly.

The advantages of this method are:

1. By recognizing the learning differences, it offers advantages to both
slow and fast learners, '

2. The trainee actively participates the learning process,

3. It eliminates the difficulty of need to collect large groups to conduct the
training program (149),

4. It was proved that the method reduces training time by 1/3 when

compared with other methods (150).

(148) IBID, GRANT, SMITH, p.132-134.

(149) IBID, CARRELL, KUZMITS, p.225.

(150) ALLAN N.NASH, JAN P.MUCZYK, FRANK L.VETTORI, "The Relative
Practical Effectiveness of Programmed Instruction”, Personnel
Psychology, Vol:24, No:3, 1971, p.405.
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2.4.1.2.6. APPRENTICE TRAINING

Apprentice training means learning from a more experienced employee

(151). It is a combination of on-the-job and off -the-job training, because it
can take place both in classroom and while the trainee is performing the
job. It is mostly used in skill requiring jobs like barbering, welding, printing,

carpentry.

2.4.2. TRAINING PROGRAMS DIRECTED TO MANAGERIAL
LEVEL

The difference between an employee and a manager is the decision
making and problem solving ability of the manager. Because manager is
the person who is capable of seeing current and future problems, defining
them and taking precautions to solve them. He must also gives right
decisions at right times (1562). So training programs for managers or
potential managers are designed to develop such kind of abilities of them.

2.4.2.1. ON THE JOB TRAINING

We can not expect people at managerial levels to obtain management skills
just by reading and listening. They have to make actual practices through
which they can learn certain things by their mistakes and experiences
(153). So there are several methods of training the managerial personnel
while they are performing their actual jobs.

(151) WILLIAM B. WERTHER, JR., KEITH DAVIS, Personnel Management and
Human Resources, 2nd Edition, McGraw Hill Pub.Co., 1985, p.241.

(152) IBID, DALE S. BEACH, p.262-265.

(153) IBID, CHRUDEN, SHERMAN, p.195.
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2.4.2.1.1. COACHING

The superior continuously give instructions, comments and suggestions to
the subordinate concerning his job. So the subordinate receives both
feedback and encouragement from his superior (154).

In this method, up to a degree the superior must delegate some of his
authority to the subordinate, and the subordinate while doing the job and
taking decisions must be warned, instructed, and from time to time
appreciated by the coach.

2.4.2.1.2. UNDERSTUDY ASSIGNMENT

The individual takes over the superior's job for a while. He is left to gain
experience by handling the important functions and problems of the job
(155). The understudy is a fully trained person and he is capable of
substituting his manager's place when he is on vacation, promoted or
retired. Understudy assignments can be arranged in several ways (156) :

(a) A department head may choose one of his subordinates and then
teach him the important points of his job. This person is usually his
administrative assistant.

(b) The manager can choose more than one subordinate and they
sequentially replace their boss's job when he is away.

(154) IBID, ARTHUR A.SLONE, p.194-195.
(155) IBID, STEPHEN P.ROBBINS, p.225.
(156) IBID, DALE S.BEACH, p.269.
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Understudy assignment is quite a useful method in order to prepare
individuals for management positions. The manager can transfer all his
knowledge and experience to the understudy, and that is an asset for the
understudy for his future responsibilities. But a main disadvantage of this
method is, understudy will exactly adopt his manager's ideas (157), and
this may cause a problem in long run. Because as the understudy will look
like his manager he will always approach the problems and will try to solve
them from his manager's point of view. So no innovation, new ideas,
technigues will come the company.

2.4.2.1.3. JOB ROTATION

It is also referred as cross training. The employee is placed on different jobs
within the company for a period o time. This provides a variety of work
experience and broadened knowledge to the employee (158). For
example, a person who is working in marketing department has to know
finance, so for a while he may be sent to the finance department to work
and gain some experience. Besides managerial trainees, job rotation can
also be used for all managerial levels. For example, a manager can work in
different plants, offices or departments of the company. Job rotation for
managers can be very useful in learning whole company policy and
working mechanism of all the departments and plants. On the other hand, a
management trainee can benefit from job rotation in some other ways.
Working in various departments of the company provides a great variety of
knowledge to the trainee and he can choose the department he would like
to work for permanent basis.

(157) 1BID, DALE S.BEACH, p.270.
(158) IBID, CARRELL, KUZMITS, p.251-252.
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2.4.2.1.4. LATERAL PROMOTIONS

Like job rotation, empoyee again works in different departments within
company but the difference is, in each transfer from one department to the
other he promotes. So while moving horizontally through different
departments there is also an upward movement within the organization
(159). For example, a managerial trainee who is working in marketing
department of a company's Istanbul branch can be sent as assistant to
marketing manager to the l1zmir branch of the company.

2.4.2.1.5. PROJECT AND COMMITTEE ASSIGNMENTS

In this method, managerial trainees takes part in committees where they get
involved in study of organizational problems, planning future projects of the
company (160). For example, trainees may be required to prepare a
workshop or prepare a job evaluation system for a department. This
methods provides a ground to the employees where they can practice their
previously learned knowledges and skills. At the same time, cooperation
among the trainees develop.

2.4.2.1.6. STAFF MEETINGS

Involving the managerial trainees to the staff meetings of the managers can
be a way of training for them, because during these meetings they can
easily observe how managers approach the problems and deal with them
(161). Trainees can also learn many things about the company policy and
decision making mechanism.

(159) YORAM ZIERA, " Job Rotation For Management Development”,
Personnel Journal, July-August, 1974, p.25-35.

(160) IBID, MINER, MINER, p.383.

(161) IBID, CHRUDEN, SHERMAN, p.195.
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2.4.2.2. OFF THE JOB TRAINING

On - the - job training for managerial personnel constitute a base for their
management development, but from time to time it is useful to provide them
off - the - job experiences on individual or group basis. As they are away
from their work environment and stress, they can get benefits from off - the -
job training techniques in a more relaxed way.

2.4.2.2.1. CASE STUDY

The case study method was developed by a Harward University Law
Professor Christopher C.Langdell A real organizational problem or an
hypothetical one which is similar to a work related situation is presented to
the trainees. Group members, after studying the case offer their solutions.
Sometimes hard discussious may occur among the group members (162).
Case studies can help the trainees to learn how to obtain and interpret
facts, to analyze problems before arriving at decisions and to take account
of view of the others. Also, during the discussions the members can see the
weaknesses in their own ideas and have chance to develop them by
benefiting from the opinions of the other members. But sometimes during the
discussion the members may come out with superficial solutions, in that
case the discussion leader must [ead the discussion.

2.4.2.2.2. CRITICAL INCIDENT
This is another way of case study. Participants are given a brief summary of

the problem or the event. Any other detail or information must be obtained
from the trainer by asking him some questions (163). This method teaches

(162) JOHN W. NEWSTROM, “Evaluating The Effectiveness of Training
Methods", Personne! Administrator, January 1980, p.55-60.
(163) IBID, CHRUDEN, SHERMAN, p.196.
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the trainees analytical thinking and quick decision making (164), but
benefiting from this method depends on the ability of the participants.
Because, as we have mentioned the participants are only given the
problem, and in order to solve this problem they have to find out the factors
underlying this problem. So, by using their knowledges and abilities they
have to ask proper questions to the trainer.

2.4.2.2.3. IN BASKET

As the name implies, in this method materials that require a solution are put
into a basket and each trainee choses one from the basket and plays the
role of a manager responsible for solving that problem. But the trainee must
decide on the appropriate action within a limited time. Then these decisions
can be discussed within small groups or by the entire class to find out the
best solution (165). In basket method is mostly used to teach about effective
management and supervision. Fig. 8 gives an example of in basket
exercise.

FIG.8 (166)

MEMO:

TO : John Enwright, Manager

FROM : Joel Peterson, Head Accountant

Helga Jones (the accounting clerk responsible for sending out bills) has
not shown up for work the last three days. She cannot be reached by
phone. There is a backlog in sending out. statements to customers. You
know how anxious the president is to maximize income and there is a large
amount owed in the accounts receivable ledger. What shall we do?

(164) 1BID, DONALD P.CRANE, p.221.
(165) IBID, CHRUDEN, SHERMAN, p.196.
(166) IBID, JACK HALLORAN, p.144.
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1. Would you delegate this task?
2. What are the alternatives to the problem?

As we see, there is a problem and it is transferred from the manager to the
head accountant, and he must find the right way of action as quick as
possible.

2.4.2.2.4. MANAGEMENT GAMES

Management games concern problem solving. Games simulate business
conditions and at least two teams take place in these games. Each of the
teams represent an organization and they try to solve the problems and
make decisions on company's operations concerning marketing, finance,
production or human relations (167). Aim of these games are to force the
participants to give the best judgement in a limited time. We can analyze
the steps of management games through the help of a model in Fig. 9
(168).

FIG.9
Computation
]
Outcomes
Operating
Decisions
PROBLEM |—p| Decision by Competitive position of
Team the team
Decision fo
Production buy information
Marketing
and Financial - Feedback of
Reports Information
to Teams

(167) 1BID, McCORMICK, ILGEN, p.226-227.
(168) IBID, JACK HALLORAN, p.146.
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In business games teamwork is the key in arriving at decisions, any
necessary feedback will either be given by the trainers or the participants
will search for it from records or from a computer. It is a useful method of
training, because it is quite similar to real situations.

2.4.2.2.5. ROLE PLAYING

"Role playing is a device that forces trainees to assume different identities”
(169). Role playing is an extension of case study. Participants besides
analyzing a situation are also required to play roles (170). For example, a
participant may play the role of a customer entering the shop or a manager
who is going to make an interview for selecting employees. This technique
is useful for helping people to understand the attitudes and habits of others.
On the other hand, it is quite a time consuming method to train and all
participants may not have chance to play roles.

2.4.2.2.6. SENSITIVITY TRAINING

Sensitivity training is developed by National Training Laboratories in
U.S.A. It is used by small groups referred as T groups. Major aim of the
sensitivity training is to form self-insight, group process awareness on its
participants (171).. A leaderless group interact in an unstructured manner
for a period of 2 or more days or a week or more. The group doesn't have
any agenda so their discussions can be on any subject. During these
discussions, the unknown leader encourages participants to examine their

(168) IBID, WERTHER, DAVIS, p.242.

(170) DAVID EVANS, Supervisory Management, Principles and Pragctice, 2nd
Edition, London, Cassell Educational Ltd., 1986, p.315.

(171) HENRY CLAY SMITH, Sensitivity Training, McGraw Hill Pub.Co., 1973,
p.30.
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individual and group behaviour feelings (172). Sensitivity training enables
its participants to cope with aggressive stimuli and stressfull conditions in
their lives.

2.4.2.2.7. BEHAVIOUR MODELING

Behaviour modeling is a process through which trainees can acquire new
patterns of behaviour and existing patterns can be changed (173). The
major characteristic of this technique is that, learning takes place not
through actual experience but through observation or imagination of other
individuals experience (174). ’

A behaviour modeling training program is applicable in 3 steps :

1. The management trainees watch films in which a model supervisor
who is dealing with an employee is portrayed,

2. Trainees make practices and rehearsals on this model behaviour,

3. Slowly and slowly as the trainees obtain that model behaviour, they
are encouraged and appraised.

ADVANTAGES AND DISADVANTAGES OF ON - THE - JOB
AND OFF - THE - JOB TRAINING PROGRAMS

After explaining all type of training programs, here at this stage we can talk
about benefits and pitfalls of both on - the - job and off - the - job training

programs.

(172) CARY L.COOPER, "How Psychologically Dangerous are T Groups and

Encounter Groups", Human Relations, Vol:28, No:3, April 1975,
p.243-260.

(173) HENRY P.SIMS, JR., CHARLES C.MANZ, "Modeling Influences on

Employee Behaviour", Personnel Journal, January 1982, p.58.

(174) JOHN D. DICKEY, "Training With a Focus on The Individual”, Personnel

Administrator, June 1982, p.35-38.
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2.5.1. ON-THE-JOB TRAINING PROGRAMS
We can list the benefits of on the job training such as (175) :

(a) The employee is doing the actual work not the hypothetical work,

(b) The employees receive instructions from an experiencied employee or
supervisor,

(c) The training is performed in the actual work environment so it does not
require any special training facilities. Therefore, we can say that
on-the-job training may be less expensive than off-the-job training,

(d) Training may establish a co-operation between subordinate and
superior, because they are working in close contact.

On the other hand on - the - job training may have some pitfalls such as
(176) :

(a) If the trainer is not motivated or willing to teach, training may not give
the desired results,

(b) The trainer may know and perform the job very well but he may not
have the abilitiy to teach, because teaching needs special skills,

(c) Due to the lack of time, the trainer may skip the important points related
to job so the trainee while performing the job may do a lot mistakes
which increases costs and also the resources are inefficiently used.

(175) IBID, CARRELL, KUZMITS, p.224.
(176) 1.L. GOLDSTEIN, Training : Program Development and Evaluation,
Belmont, California, Wadsworth Pub., Co., 1974, p.142-143.
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2.5.2. OFF-THE-JOB TRAINING PROGRAMS
The assets of off the job training programs are (177):

(a) Trainers who are full time instructors are more competent than on - the
- job trainers who spend only a small portion of their time to training,

(b) As training takes place away from the job environment trainee can
learn more easily under this pressure and stress free conditions.

Besides these the liabilities of off-the-job training are (178):

(a) Employees who attend to training are not performing their actual jobs,
so this brings an extra cost to the company.

(b) As off - the - job training programs has theoretical value, sometimes
after the training when the employee returns to his actual work he may
find difficulty to transfer what he has learned to his job.

EVALUATING THE EFFECTIVENESS OF THE TRAINING
PROGRAMS

Whenever a training program is conducted within the company basis at the
end of this program immediately several questions arise.

1. Did the training satisfy its objectives?

Are our employees operating in a different way as a result of training?
Is it training which contributed directly to this different behaviour?

Is the learning achieved helped directly to this different behaviour?

Did the training contribute to the production of a more effective and

A

efficient worker?
6. Did the training contribute to the formation of more effective and
efficient organization?

(177) IBID, CARRELL, KUZMITS, p.225.
(178) IBID, p.226.
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In order to answer these questions, people begin to make statements about
validation and evaluation of training. In terms of validation there are two
definitions. .
1. Internal Validation : "A series of tests and assessments designed to
ascertain whether a training program has achieved the behavioural
objectives” (179). In simple words, we can say that internal validation
is about the validity of the training program itself like, Are the chosen
training techniques appropriate? Is the content of the training

appropriate for the group of trainees?

2. External Validation: "A series of tests and assessments designed to
ascertain, whether the behavioural objectives of an internally valid
training program were realistically based on an accurate initial
identification of training needs, in relation to the criteria of
effectiveness adopted by the organisation” (180). The External
Validation's main concern is on what the trainee has learnt from the
training event. On the other hand given definition for evaluation by
MSC is, "the assessment of the total value of a training systerh,
training course or program in social as well as financial terms”. So
evaluation differs from validation, because it attempts to measure the
overall cost benefit of the program not just the achievement of its

objectives.

In very simple words, we can say that whenever training is in question also
its evaluation comes into scene, because we are in need of learning if
training has achieved the desired results. For example, if we work as
trainers in a company, we will concern the efficiency and effectiveness of
the training in order to confirm that the program we are conducting satisfy
the learning needs of the employees, it is improving their skills and hélping
their improvement. In the same way, training manager is also interested in
the effectiveness of the training program, because this will give him an idea

(179) Glossary of Training Terms, Manpower Services Commission, 1981,
(180) IBID, Glossary of Training Terms.
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about the performance of his trainers. He has also senior management
above him who are interested if the training worths its expenditures. As we
see, whenever training comes into scene in a company many people are
interested with the success of this training program, because
implementation of this program will bring an extra cost to the company so it
must fullfii their expectations such as, more satisfied employees with
increased performance and due to this an increase in productivity and
profit level of the firm. But while trying to measure the success of training,
we should be aware of which prospects of the program should be
evaluated.

- First of all content of the training course or program should be well
analyzed (181) and determined if it matches with the training needs of
the employees. Training also must be up to date.

- Training methods that are chosen must be appropriate to the learning
styles and capacity of the trainees.

- Trainers must be skillful and they must present the course in such a
way that it will encourage the learning desire of the trainees.

- The length of the training course or program must be well adjusted to
give learner enough time to absorb the knowledges he has learned.

- Important aspects of the work musn't be omitted from the training
program, but also the program musn't include any extra detailed
information that will mix the trainees’ mind (182).

- It must be tested if the place chosen is suitable for that training event.
For example, if trainees will be given a lecture about operation of a
newly arrived machine to the factory, this lecture can not take place in
a noisy environment, because noise may distort the learners's
attention.

(181) PHILIPH C.WRIGHT, ALAN GORDON, "Productivity Improvement
Through Training", Canadian Manager, Vol:13, No:1, March 1988,
p.20-23.

(182) NANCY K.NAPIER, JOHN DELLER, "Train Right or Don't Train At All",
Training and Development Journal, Vol:39, No:2, February 1985,
p.90-93.
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2.6.1. EVALUATION BEFORE TRAINING BEGINS

Sometimes evaluating a training event begins even before the application
of the training program. This mostly happens if it is the first time that training
takes place in that company. In such a case trainer has to make some
assessments concerning the level of participants (183). This is mainly
necassary for two reasons.

1. If the trainer knows the initial level of the participants he can adjust the
training program according to their levels.

2. If he knows the initial level of the employees then he can measure their
final level after the training event has taken place, and attribute the
positive or negative difference to the effectiveness or ineffectiveness
of the training.

At the beginning of most training events there is an introductory session
where the trainees introduce themselves. This gives the trainee an
opportunity to talk so a communication between the trainer and trainee
begins. In these sessions, trainee after introducing himself may present his
position in the company and may talk about the problems he comes across
while performing his job and his personal expectations from the training
program. The participants may also be asked to write about these and these
documents will be kept till the end of training event. Trainees may behave
subjectively in identifying their needs and personal objetives, but these
documents may help the trainer a lot (184): first of all these warn him about
the deficiencies and problems in the group and also constitute him a base
for evalualing the training event itself. At the initial stage, if the trainer sees

(183) D.LAIRD, Approaches to Training and Development, England,
Addison-Wesley Pub.Co., 1978, Chapter 16.

(184) LESLIE RAE, The Skills of Training, England, Gower Pub.Co., 1983,
Chapter 10.
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that the personal objectives of the trainees are relevant to the training, by
the end of the course he can test the degree of satisfaction of the trainess's
objectives, if they have been satisfied it means that training was valid and
efficient for these individuals. The opposite gives an implication about the
ineffectiveness of the training program.

2.6.1.1. KNOWLEDGE TESTS

At the beginning of the training course if the trainees are the new entrants
to the company there may be no need to test their knowledge, because
they are very new both in the company and the sector, but if they are
already working in the company applying them knowledge tests may be
helpful. This may be done because of 2 reasons (185):

1. Knowledge level of the group may be determined, so the training can
be conducted according to their need.

2. Initial knowledge tests can be compared with the final knowledge tests
which can be applied to the trainess after the training has finished. If
the changes are positive, it means training was effective and
contributed to the development of the trainee, if there is no change, it
may imply 2 things. There is either something wrong with the learning
ability of the employee, or training was not well established to satisfy
the needs of the employees, of course this needs further analysis.

We can test the initial knowledge of the trainee by using different type of
tests. For example,; the trainees can be subject to open answer questions
in which they are given a chance to express their knowledge concerning
their job if the training group is composed of banktellers and they are goihg
be trained on how to behave towards customers, they may be given a case
concerning the bad or good behaviour of a bank teller towards a customer,

(185) IBID, LESLIE RAE, Chapter 10.
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then the trainee may be asked some questions in which he or she can
express himself. These type of questions must be carefully prepared and
well analyzed by the trainers. You can also apply other types of knowledge
tests. Binary Choice and True / False choice of tests include only Yes / No
or TRUE / FALSE types of questions (186). The advantage of these type of
tests are, they are very simple and trainers do not require many staff and
time in correcting them. At the same time it is very simple for the trainees to
understand. But questions must be very clear and carefully selected. For
example, if we are training some potential managers about the methods of
personnel selection, we can test the initial knowledge of them by these
type of questions.

1. The first step in personnel selection is

evaluating the application forms YEIj /NO
2. Interviewing isn't a vital process in

personnel selection TRUE/ FASE
3. For secreterial jobs, applicants must be

subject to achievement tests. TRUE / FALSE

Vv

Trainees may also be subject to tests which contains variety of answers for
each set of questions, and they have to choose the right answer (Multiple
Choice Tests).

(186) IBID, DONALD P.CRANE, p.227.
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2.6.1.2. SKILL ASSESMENT

It is a widely accepted truth that testing the skills of a person is more difficult
than testing his knowledge. It is more easy to test the practical skills. For
example, at the beginning of a training event in order to predict the
individual's initial skill level, his ability to perform a manual task, his
technical skilis such as operating a machine, constructing a complicated
machine can be tested easily. But, when we come to management levels it
becomes more difficult to test the initial skill of an invidual, and we can
make subjective assessments if the individual is not observed at the
original situation (187). For example, if the training program was about
leadership styles, in order to evaluate the effectiveness of the trainfng itself
first of all we need to assess the initial leadership skills of the participating
manager. But without observing him in his actual work place how can we
determine his ability to influence his subordinates or his relation with them.
But at the same time we must always keep in our mind that, instead of doing
none at all it worths doing some initial evaluations even if they are
subjective. For example, at the beginning a questionnaire may be given
and participants may be asked to rate themselves on a scale* about how
succesful they think they are in number of skills such as;

(187) NEIL RACKHAM, Developing Interactive Skills, England, Wellens
Pub.Co., 1971, p.10-25.

* These questions are prepared by benefiting from Thurstone Scale and
Semantic Differential Questionnaire.
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PREPERATION OF AGENDA

Skilled | | ] | | | | Unskilled
6 5 4 3 2 1

CONTROL OF MEETINGS

Well | | [ [ [ | Bady

well | | | | l | | Bady

A manager is closer to his staff than to his manager D A
A manager's first responsibility is the care of hisstaff D A
Agree or agree more than you disagree

Disagree or disagree more than you agree

2.6.2. EVALUATION DURING TRAINING TAKES PLACE

We usually evaluate the training programes both before the training event
takes place and after the training has terminated. The changes that has
occured give us some implications such as :

If training contibuted positively to the development of job related
performance of the employees,

If behaviours of the trainees have changed as a result of training,

Was the right training program chosen?

Were the trainers succesfull?

and etc.
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But the trainer, the training committee or the training department need to
know the degree of effectiveness of the training during the time that training
is taking place (188). This is mostly because of the need to learn if required
changes that are expected from the training are not taking place, the
necessary modications can be done without being too late. At this stage
evaluation can be done by benefiting from several technigues.

2.6.2.1. OBSERVATION

In its simple form evaluation by observation can be done by the trainer. He
has a standart in his mind and by applying the training program he tries to
canalyze the trainees towards this standart. So, during training takes place
he can observe the progress of the trainees towards this standart. But there
are some pitfalls of evaluation by observation.

1. The trainer or the observer can be very skilled and experienced, but
although he will try to be as objective as possible in his observations
there is always be some percentage of subjectivity. In order to reduce
this subjectivity to a minimum level it is better to have a group of
observers instead of one. The level of subjectivity can also be
reduced by using some observational guides. For example, if the
training is concentrating on the effective role of a leader, an
observational guide like in the following page can be used.

(188) J.D. DUNN, ELVIS C.STEPHENS, Management of Personnel :
Manpower Management and Organizational Behaviour, U.S.A., McGraw
Hill Inc., 1972, p.199.
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EFFECTIVE ROLE OF A LEADER (189)

Observe the leader during the activity and make notes of the incidents
related to the subject headings below.

Did the leader

TASK Achive the task? How succesfully?
Analyze and define the problem?
Work to a plan?
Test ideas, proposals and solutions?
Make the best use of resources?
Use all information available?

GROUP Brief them effectively about the task?
Reach agreement on the objectives?
Agree the group process - timing standarts, decisions,
procedures?
Summarise progress? How often? How well?
Encourage the group to work together?
Control the group?
Keep the group on the track?
Involve all the members?

INDIVIDUAL Give each member a job to do?
Check the understanding of each individual about his job
and the task?
Investigate special skills and knowledge?
Confirm the progress of each individual
ignore anybody

(189) " IBID, D.LAIRD, Chapter 16.
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2. Another major problem which we may come across while observing
the trainees during training takes place is, the presence of the
observers. Because the physical presence of the observers may
effect the performance of the learners practising a task. We can
reduce this effect by removing the observers (190). Instead a video
camera or a tape recorder can be placed inside class, and the
observers can be placed at a room next to the training class and they
may watch and hear everything from a TV camera.

2.6.2.2. EVALUATION AFTER EACH TRAINING SESSION

One way of determining the progress of the training event and the
participants is making some evaluation after each session. At the end of
each daily course the trainees can be given a sheet to complete for 10 or
15 minutes. These sheets may contain some questions like (191) :

- What have you learnt today?
- Was there anything that prevented your learning today?
- Was there anything that you would like to have;

- Spent more time?

- Spentlesstime?

- Omitted from the course?

Then the trainer collect these sheet and during the night he evaluates them.
If he finds necessary he can re-arrange or change the next day training
course, if he finds out that some khowledges haven't been understood he
may decide to repeat them. Next day he can discuss the evaluation results
with the trainees.

(190) IBID, D. LAIRD, Chapter 16.
(191) IBID, LESLIE - RAE, Chapter 10.
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The success of a training program depends on the effectiveness of the
trainers, as well as chosing the proper and suitable training material itself.
So during training takes place, from time to time we must give the trainees a
Chance of evaluating the trainers. Because, top management or training
department head should want to observe the success of the trainers. This
can be actualized by giving some questionnaires to the trainees to
complete. These questionnaires musn't be prepared and evaluated by the
trainers (192), because they may become subjective in preparing and
evaluating them. But their results must be commuticated to the trainers so
they can improve their skills. Here suddenly a question may arise in our
minds. Who is going to distribute these to the trainees at the end of some
sesions? The top manager or boss or the trainers themselves?

According to my point of view the answer is the trainers, other wise we can
break the trainees’s trust to the trainers and this may distort their relations.
We can see an example to a such a type of questionnaire in Fig.10 (193).

(192) IBID, Chapter 10.

(193) WARREN S.BLUMENFELD, MAX G. HOLLAND, "A Model For The
Empirical Evaluation of Training Effectiveness”, Personnel Journal,
August 1971, p.637-640.
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FIG.10.
Very Well Adequately Badly
Well Not at all

How well did he introduce

the subject?

How well did he

describe the objectives?

How well did he outline

the content?

How well did he outline

the approach?

How well did he build the

session up logically?

How well were questions

used?

if trainers are using tests during the time that training event is taking place,
they musn't expect 100 % success or co-operation of the trainees.
Because during the day while the participants are being trained they
become tired, weary or may be bored, so while the daily course ends they
should want to leave immediately. In that case they may randomly fill the
questionnaires.

2.6.3. EVALUATION AT THE END OF THE TRAINING
PROGRAM

At the beginning of this section when we were talking about assessing the
effectiveness of training programs, we mentioned on Internal Validation
and External Validation. As we have stated, Internal Validation
concentrates on evaluating the traning itself whereas External Validation
relates what the trainees has learnt from the training program. So when we
come to the end of a training course our evaluations must consider 2 things
(194) :

(194) IBID, Glossary of Training Terms.
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1.  We must evaluate the training program itseif (Internal Validation)

2. We must evaluate the degree of learning of the participants (External
Validation), because the success or failure of the participants will also
give us a hint about the effectiveness of our training program.

2.6.3.1. INTERNAL VALIDATION MEASURES

As our main concern is on evaluating the effectiveness of the training
program, primarily we must consider the approaches concerned with the
training itself.

2.6.3.1.1. VERBAL GROUP REVISE

At the end of the course, generally at the last session trainees are brought
together and they present their views on various aspects of the training
verbally (195). This approach can be more useful if the full course is
divided into small groups, because human beings have a tendency to
express their thoughts and feelings on a certain subject when in a small
group, rather than in a large group. The trainer must lead the conversation
by some specific questions, but while doing this he musn't influence the
individuals views. The advantage of this method is, as the trainer is taking
immediate evaluation feedback from the participants, he can ask some
questions to them for clarification if they generate new ideas. On the other
hand, group revise has a disadvantage; as this verbal evaluation is done
at the end the participants may be anxious to leave so they may not put real
effort to join the activity. So timing of this evaluation is very important, may
be last session must be devoted to it completely.

(195) IBID, BLUMENFELD, HOLLAND, p.639.
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2.6.3.1.2. WRITTEN EVALUATION

At the end of the training trainers would like to learn : How much
participants benefited from the course? Did they find the course clear,
interesting? Did the course met their objectives? Do they want some parts
of the course to be omitted? Do they want some parts to be changed or
extended? Besides verbal evaluation we can also do it in written form. The
trainees can be given a blank sheet of paper and required to evaluate the
training program. The view behind is that the participants are expected to
write the strong sides and weak sides of the program, so trainers by
evaluating these papers can do necessary changes on the program (196).
But as the trainees are left to write in a very unstructured way, the final
evaluation of the papers may not give the desired results and the trainees
may write absurd or unrelated things. The second thing we can do is, we
can distribute a sheet of paper which contain very broad questions and we
can expect participants to evaluate the program within the context of these
questions. As it is half way structured, and we are giving feedback to the
participants, it is more obvious to receive the answers we expect. For
example, such type of questions can be asked.

- What have you learnt from the course? How?

- Do you think there is anything missing in the course?
- Do you think any parts of the program be omitted?

- Any other comments?

We can also develop different types of questionnaires for end - of - course
validation. For example, we can ask the trainees to evaluate the overall
course on a scale such as (197):

(196) K.R. ROBINSON, A Handbook of Training Management, Enland, Kogan
Page Ltd, 1981, Chapter 7.

(197) LESLIE RAE, "Towards a More Valid End-of-Course Validation®,
Training Officer, October 1983, p.12.
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Course objectives met | | | | | || Notmet
6 5 4 3 2 1

My Obijectives met L | | | || Notmet

Course too long | | | | | | | Tooshot

Tutor helpful | | | | | ] Unhelpful

Tutor too directive l | | | | | | Too non
6 5 4 3 2 1 directive

Courseasawhole | | | | | | | B«
good 6 5 4 3 2 1
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2.6.3.1.3. INTERVIEWING

According to my point of view interviewing can be a good tool to use at the
final stage if it is combined with a questionnaire. When the trainers evaluate
the questionnaire results these will give them a feedback on the trainee’s
view about the success of the training but there may be some missing
points, doubts or uncertainities in trainee's view and these can be clarified
during the interview. But we musn't forget one thing, which is interviewing
is a time consuming method.

2.6.3.2. EXTERNAL VALIDATION MEASURES

As well as evaluating the training itself, evaluating the degree of learning
achieved by the trainees during the training is also important, because we
need to see the change that has occurred, which is the main purpose of
establishing the training program. If the change is positive this will imply the
success of training, if the change is negative we should analyze the
reasons and search if it is from the ineffectiveness of the training itself. In
other words, after the training has ended we will test the knowledge or skill
of the trainee once more. We can do this testing with knowledge tests, skill
assesment tests, questionnaires that we have mentioned in previous
sections, then we can compare their results with the results of the
pre-training evaluations (198). But change may not still give the real effect
of training. For example, if the performance of the trainees has increaséd
can we say that it is exactly because of the effectiveness of the training
program? No, it way be from the high intelligence levels of the trainees, or
they way already be quite skilled to learn. To eliminate question marks

(198) - IBID, LESLIE RAE, Chapter 10.
- IBID, NEIL RACKHAM, p.10-25.
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control groups approach can be used. As well as the training group, we
are going to have another group called control group (199) which is
composed of people at the same skill, intelligence, knowledge, experience
and education level as the ones in the training group. Both groups will be
subject to pre and post training tests, but control group receives no
training. In that case, the change that has occurred in skill or knowledge
level of the training group can be directly attributed to the effectiveness of
the training program.

2.6.3.2.1. 3 -TEST APPROACH

Another way of depicting the real knowledge increase or skill increase of
the employees is applying 3 - TEST approach. According to this approach;
(200) before the training begins trainees are given a questionnaire on
which they evaluate themselves on a scale. Suppose the subject of the
training course is idea generation concerning a specific job. Before the
training begins an employee is asked to evaluate himself on such a scale

*  lgenerate ideas concerning my job

HEEEERY/EEN

10% 20% 30% 40% 50%60% 70% 80% 90% 100%

After the training has ended the trainee evaluates himself once more

* | generate ideas concerning my job

HEEEEEEYE

10% 20% 30% 40% 50%60%70% 80% 90% 100%

(199) IBID, STEPHEN P. ROBBINS, p.214.
(200) IBID, LESLIE RAE, The Skills of Training, Chapter 10.
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When we compare the results, it seems that the skill of the trainee
increased by 10% due to the training program. Then the trainee is asked to
complete the questionnaire for the third time. But in this case he is asked to
complete as if he was completing it at the beginning of the course but
knowing what he knows now.

| generate ideas concerning my job.

HEMEEEEEEN

10% 20% 30% 40% 50%60% 70% 80% 90% 100%

When the learner completed the questionnaire for the third time but with his
new awareness, he gave himself an initial score of 30%, which shows that
the real increase in skill level due to the training is 50% not 10%. So we
can say that the 3-Test approach is quite a realistic approach and it is
sensitive to subjectivity.

As we have mentioned before, whenever a decision to train employees is
taken in a company, beginning from this point a lot of people materially and
morally contribute to it. First of all, top management devote some portion of
the budget for the working of this program, human resource or the training
department work as a whole for developing training programs which will
match the employees’ needs, then the trainers put their best effort during
the program, the trainees devote their time and energy to this program. As
we see, in a training program a lot of people take part, they dedicate their
time, their energy and their money. So, what we expect is achieving
succesfull results from the training program such as, deficiency in skill or
knowledge level is filled up. That's why we evaluate the effectiveness of
training programs at the initial stage, at the interim stage and at the end of
the program. We can do this evaluation by using one of or several of the
previously mentioned methods. We must never forget that there will be
always subjectivity in evaluations, we can not eliminate it but we can pull it
to a minimum level by using several methods at the same time, instead of
depending on only one method.
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After analyzing the concept of training and different type of training
programs we can say that, training is an integral part of every type of
business enterprise. The main objectives of an effective training progrém
are: to create more loyal workers who work with all their effort for the well
being of the company, to increase the job related performance of the
employees, to teach the workers efficient usage of production factors. In
short, training programs at the organizational base aims to create a more
productive workforce who will increase the organizational productivity. So
at this stage it became quite evident that there is a direct positive relation
between productivity and training. This relation and how training can be
used to increase productivity through different means will be discussed in
the next section.
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SECTION Il
RELATION BETWEEN TRAINING AND PRODUCTIVITY

Some of the writers define productivity as improved employee performance
(201). In other words they focus on the human dimension of productivity. Infact
human being must be the key element in the concept of productivity, because
he is both a production factor and a mediator for the production of goods and
services. When we think so, we can immediately establish a relation between
training and productivity and say that in order to increase productivity at any
level first of all we need to train the human beings. Because either in nations or
in business interprises, driving force is the human factor.

According to a very recent technique, in an organization productivity has 11
dimensions such as (202) ;

1. Policy : The organization's overall stance on productivity.

2. Leadership : Executives in the forefront of productivity efforts.

3. Objectives : Targets, people use to guide their efforts.

4. HRD . Training and development that impacts, knowledge,
skills or attitudes

5. Inputs : People and material necessary to produce goods or
services.

6. Managerial Skills : Specific supervisor behaviours that produce desired
results.

7. Work Life Quality : The degree to which people are satisfied in all
aspects of their work.

(201) IBID, "Training Benefits Hard to Measure”, Computing Canada, p.24.

(202) ROBERT C. PREZIOSI, "Productivity Improvement : Training Takes
Preperation”, Training And Development Journal, February, 1985,
p.101-102.
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8. Work Procedures : The steps taken to perform jobs.

9. Work Quality : The degree of excellence attained in producing a
good or service.
10. Performance : All actions a person takes to accomplish work goals.
11. Technology/
Equipment : Methods and machinery that help a person to do a
job.

Within the context of this model, training increases productivity at the
organizational basis as long as the following points are considered when
analyzing dimensions of productivity. These are (203) ;

1. Policy : Training department must have an impact on
productivity policy at the highest levels in the
organization.

2. Leadership : The training executive must be influential and has a

visible force whenever organization's productivity
efforts are in progress.

3. Objectives : Training department’s productivity objectives must be
consistent with organizational productivity goals.

4. HRD : All employees must be trained in all aspects of their
jobs.

5. Inputs : Training department must exactly be aware of the

organization's expectations from this department.

6. Managerial Skills : The training department's executives must be experts
on training. i

7.  Work Life Quality : All departments must recognize the key contribution
of training to quality of work life. ‘

8. Work Procedures : Training department must be consulted whenever
work procedures are changed and employees must
be taught new ways of doing things.

(208) IBID, p.102.
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9. Work Quality : Training programs must be qualified enough to
contribute directly to excellence in production or
senvice. _

10. Performance : Training department's performance must continuously
be measured and compared to that of other
departments..

11. Technology/

Equipment : All departments in the organization must benefit from
new equipments which are products of new
technologies.

We can say that according to this model training department has a key role in an
organization. So the activities performed by this department and training
programs designed play an important role to increase the productivity of the
organization. Infact training effects organizational productivity in several ways :

- It increases workers conformity with established production standarts for
speed and quality (204). Due to training workers will do less mistakes in
production, so quality will increase. At the same time, reduced rework of
defective products and mistakes will cause an increase in speed of
production. As waste of manpower, machine - time will decrease, we will
observe an increase both in output and productivity (205).

- Training is a mean to reduce production costs. By training, workers can
learn to use production factors more efficiently.

(204) JAMES T. CHAPADOS, DEBORAH RENTFROW, LOUIS |
HOCHHEISER, "Four Principles of Training", Training and
Development Journal, December 1987, p.63-66.

(205) IBID, W. EDWARD DEMING, p.1-12.
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- Training increases worker's creativity. For example, by training employees
on quality circles, companies can realize major cost savings through
worker's suggestion for more efficient production methods.

- Training increases worker's satisfaction and motivation. So we can expect
higher level of worker productivity through reduced sick time, lower
incidence of worker sabotage, fewer union complaints and less employer
tumover (206).

- Training will increase the worker's sense of organizational membership. In
return they will identify themselves with the organizational goals and show
a high performance for their achievement.

- Training will improve the relation between peers, subordinates an
superiors. Due to this increase in organizational communication,
employees's stress, tension and conflict will decrease and they will
become more productive.

- Training develops skills knowledges, and qualifications of the work force
so increases worker's productivity.

- Training will make the workers learn new technological developments, and
by benefiting from these new technologies organizational productivity will
increase. As business enterprises are small units of a national economy, if
all of the business organizations's productivity in a nation increase a
dynamism comes to the economy, and national welfare increase.

(206) 1BID, CHAPADOS, RENTFROW, HOCHHEISER, p.63.
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What happens if productivity of an organization increase? The answer to this
question is quite simple, revenues increase, profits increase, its investments
increase, it pays higher wages to its workers. At the micro level, the owner, top
management and the workers benefit but at the macro level whole community
benefits, because GNP expands.

From the beginning, our main concern is on two concepts : Productivity and
Traning. While discussing on these concepts our hypthesis was "training
increases productivity" and to support our hypothesis we have benefited from
different views of the scientists and economists, we have displayed our own
opinions. But now it is time to give a concrete example - a study on Tiirkiye Sige
ve Cam Fabrikalari A.S. - that clearly reflects the relation between training and
productivity.

3.1. REASONS OF CHOOSING GLASS INDUSTRY AND TURKIYE
SISE CAM FABRIKALARI A.S.

In year of 1933, when government decided to give superiority to
industrialization, in first five year plan 6 type of industries were chosen as
pilots and then investments were made on these.

These industries were :

Ceramic
Cement

Sugar

Iron and Steel
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So having over an half century past in Turkey, Glass Industry is one of our
national industries which competely uses domestic raw materials in its
production process. Glass industry also have an important role in our
manufacturing industry and in Turkish economy. 1.5% of the investments in
manufacturing industry and 3% of the investments in private manufacturing
industry are on glass. 0.7% of the total workforce in Turkey is working in
glass industry (207).

In our glass industry, Tiirkiye Sise Cam Fabrikalart is the leading force. In
1935, with the industrialization efforts in our country Tirkiye Sise ve Cam
group was founded and its single factory Pagsabahge Household Glass
ware and Glass Container Factory started in production. In 1935 only 400
employees were working in the group.

Over subsequent 56 years, the group has grown into a glass giant with its
30 companies and 19.000 workers, producing materials for the building
and automotive industries (float sheet, figured and various processed
products), a vast array of household items, glass containers, glassfibres
and technical glassware. Today Group companies supply every type of
product required by the domestic market with the exception of optical
materials and illuminating bulbs and tubes (208).

Group's important position in Turkish Industry can not be under estimated it
represents 1% of our country's Gross National Product and 2.9% of
industrial capacity. Overseas sales are also of national importance, the
Group has approximately 2% of Total Turkish exports. |

The below figures are.also good indicators about the importance of Tirkiye
Sise ve Cam Group in our industry.

(207) Devlet Planlama Teskilati Ozel ihtisas Komisyonu Raporlari.
(208) "Turkish Glass Industry Review", Glass International, September 1984,
p.2-3.
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TURKIYE SIiSE ve CAM FABRIKALARI A.S: (209)

NUMBER OF WORKERS
1935 1978 1988 1989
400 10.000 18.506 18.710

PRODUCTION (Tonnes/ Year)

1935 1978 1988 1889
Turkey's need 335.000. 728.234 754.691
for glass was

3500 tonnes and

all was importing
SALES VOLUME ( Million TL)

1978 1988 1989
29.6 238.180 246.153

So having such an important role in our overal industrial life and in our
national economy Tiirkiye Sise ve Cam Group has to be productive.

(209) - Sisecam 1989 Yili Faaliyet Raporu
- IBID, Turkish Glass Industry Review
- Sisecam Ailesi Tanitim Raporu
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3.2. TRAINING ACTIVITIES AND PRODUCTIVITY IN TURKIYE SiSE
VE CAM GROUP

Another important thing about Tiirkiye Sise Cam is, this group gives too
much concern on training for the development of its workforce in order to
increase organizational productivity. Comparing the training activities in
sequential years and observing the increase in number of trainees and
training programs is a good indicator to see how much Sise Cam Group

cares for training
FIG. 11 (210)
COMPARING THE NUMBER OF TRAINING
PROGRAMS
(YEARS)
o 215
00 -
Number 180
o 160
Training 140

Programs 120

{On-The-Job 100 —
ad 0

0

7 7 ,
1985 1 9b6 1 9é7 1988 1 9'89
1985 7 training course
1986 70 training course

1987 102 ftraining course
1988 206 ftraining course
1989 215 training course

(210) Sisecam, 1989 Yili Egitim Faaliyetleri Rapor Ozeti.
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By referring to the above figures we can easily say that during the five
years between 1985 and 1989 the number of training programs taking
place in the company increased by 28.3% and the number of participants
attending to these programs increased by 2.5%.

Training programs in Tirkiye Sise Cam are in the form of on - the - job
training and off - the - job traing and applicable on 6 major areas such as

(213):

*  Management

*  Finance
*  Marketing - Sales
*  Production

*  Technical training
*  Others - Writing skills
First aid
Training the trainers

The training manager of Sise Cam Group | interviewed and obtained all the
above datas was mentioned that, until 1988 it was a generally accepted
truth in the organization that application of these training programs
contributes positively to the increase of organizational productivity, but'
there were no concrete results directly attributable to training.

In 1986 Sise Cam Group determined to apply Quality Control Circles
throughout the company. But top management was aware that in order to
obtain success from Quality Control Circles in the form of increased quality
and productivity, the most important thing was training.

(213) BD.
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1. At the first step experts from American Quality Circle Institute came to
Turkey.

2. Then top management was enlighted about importance of training in
QCC to increase quality and productivity, methods to train facilitators,
group leaders and group members.

3. After this presentation activities, 18 people were chosen throughout
the Sige Cam group, and they were trained to be facilitators.

4. At the fourth step Trakya Cam Sanayi, Kirklareli Cam and Teknik Cam
were chosen as pilot companies.

In these companies group leaders and members were chosen and then
attented to training. Finally, at the beginning of 1988 circles were
established and began to work. Group members, by using the techniques
that they have learned during the training were pointing out the problems
related to the jobs, finding solutions to them and then presenting these
solutions to top management in the form of reports. As time passed, it was
discovered that in these pilot companies due to the application of QCC,
quality of the work and organizational productivity began to increase and
they were observed in the form of savings obtained in monetary value.
Then second group of companies were picked in addition to the pilot ones.
Group leaders, members were chosen and trained then circles
constructed. Today application of QCC in Tirkiye Sigse ve Cam group were
still continuing and concrete results obtained from the application of QCC
between 1.1.1988 - 31.12.1989 were displayed in TABLE 3
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TABLE 3 (214)
QUALITY CONTROL CIRCLES GENERAL CONDITION
BETWEEN 1.1.1988 - 31.12.1989

NUMBER OF NUMBER OF SAVINGS OBTAINED
FACILITATORS' | GROUP LEADERS ACTVE | UNACTIVE DUE TO PRODUCTIVITY
COMPANY TRAINED TRAINED CIRCLE CIRCLE | PRESENTATION | INCREASE (MILLION)
CAYIROVA CAM 12 6 - 1 . -
TRAKYA CAW; 8 16 . 6 6 376
ANADOLU CAM 2 12 4 . N X
TOPKAPi SISE 12 6 - . . -
CAM ISLEME B 7 - 3 . R
BURSA OTOCAM 2 4 1 . 1 64
RASTAS 5 3 i " 1 7
DUZC.-CAM AMB.PAZ. i 7 1) N (1) .
6 8
PASABAHGE CAM 18 10 - 3 3 6210
KIRKLARELI CAM 1 © 5 6 12 2108
TEKNIK CAW 10 12 - 3 [ 874
SINOP CAM 7 8 3 . 2 3512
ISTANBUL PORSELEN 5 6 6 . 8 1,8454
CAMIS AMBALAJ 10 9 3 . .
PASABAHGE TICLTD. 2 6 1 . . 1560
PASABAHGE PER.SAT. 2 2 z " N :
3 3
SODA 21 14 5 - 8 368
KROMSAN 16 14 6 . 4 2100
| CAMIS MADENCILIK 2 - - . - "
FERRO DOX(M 13 9 7 - 2 555
MAKINA KALIP 11 9 z - ; "
CAM ELYAF 12 6 . - - :
CAMSAR 1 1 - - - -
D
CAM PAZARLAMA 4 3 1 X N -
DERYA DIS TICARET - - - - . -
CAMIS DIS.TiC. - - . . -
MEPA . . . . -
G 14
MAIN COMPANY % B 13 . 2 153
CAMIS MENKUL DEG. - - - - X -
TOTAL 249 209 ] 54 22 56 3,650.5
(214) Sisecam, Kalite Kontrol Cemberleri Genel Durum Raporu.
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The above table means that beginning from the construction of first circle in
1988 iill the end of 1989, 249 facilitators, 209 leaders were trained, 76
circle were constructed, 54 of these circles were still continuing their
operations, 22 of them were finished their work and did their presentation to
the top management. Due to the application of QCC during these two
years, quality of work and organizational productivity in these companies
increased and in accordance with this result saving worth of
3.650.500.000.-TL were obtained.

Here at this stage we have to answer an important question. Can these
savings, which were the result of productivity increase, be attributed to the
effectiveness of training used for the application of QCC? My answer to
this question is completely YES. Because, as we have mentioned before
the success of QCC mainly depends on training. If facilitators, group
leaders and group members can not be trained properly then they can not
depict out the problems related to their jobs and bring new ideas to solve
them, they can not suggest new projects which will increase the quality
and productivity of the work they are doing.

As a result, | can say that the companies in Sise Cam Group in which QCC
were established, obtained total savings reaching up to 3.650.500.000.-TL
in 2 years due to the increase of productivity, and these savings were
directly the results of effective training conducted for the application of
QCC.
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CONCLUSION

The main intension of this thesis was to analyze the relation between training
and productivity and find out if training can be used as a tool to increase
productivity. While making literature survey, we have seen that productivity as a
formula is very simple because it is only the ratio between the inputs and the
outputs, and productivity increases can be achieved through optimum input -
output combination. On the other hand, productivity as a concept is very broad,
because we can talk about productivity of many different things like; productivity
of a machine, productivity of a land, productivity of an human being,
productivity of a company or productivity of a nation.

In literature it is continuously mentioned that, among different type of productivity
measures productivity of human has a special role. That is mainly because of
that human constitutes the nucleus of a community. Nations can be developed,
business enterprises can stay alive as long as they give importance to the
human factor. So first of all, in a country a good education system must exist
through which individuals can be prepared according to the necessities of the
age and business environment. After individuals take their active role in
business life, from time to time again their skills, qualifications, knowledges need
to be developed by training programs. For managerial levels, these training
programs intends to develop creativeness, decision making ability of the
managers. For staff, training aims to teach employees to perform their jobs in a
more perfect manner. Infact, ultimate goal of all type of training programs is
increasing productivity of the workforce, as a result organization's productivity
and profit level increase. When such a relation between training and
productivity is established, we can say that companies have to choose right
type of training programs which will increase the productivity of their workers.
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In the related parts of our study, we have analyzed the concept of productivity
and training in detail. Our findings have shown that it is impossible to deny the
positive relation between training and productivity, but in any company in order
to attribute productivity increases to training in 100%, it is necessary to measure
productivity before and after training and observe the difference. Unfortunately,
in our national industry there is no company in which productivity of the workers
are measured both before and after training takes place. Under such conditions
it is very difficult to observe the direct effect of training on productivity, because
as well as training many factors can be effective on productivity increases. But
in a company we have met with a study; application of quality circles through
which productivity increases in the form of savings obtained. As mentioned in
literature, in order to expect success from applying QCC in the company basis
training of the workers is the primary issue. So this study supported our view that
training can be used as a tool to increase productivity.
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