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TRAINING NEEDS ANALYSIS:
WHAT'S THE BEST APPROACH?

Contributed by: Dr. Munir Abas
Trainingzone.co.uk

L X

Jan Hills of consultancy o\
HR With Guts suggests I ‘
taking a more positive
approach to your training needs
analysis, by focusing on the
outcome rather than the problem.

training needs analysis is a way of
surveying the training required and
what's more, can help prioritise
different areas of training that are
needed by analysing the business
goals and the skills required to meet
those goals.

However, | have found that most
training analysis focuses on what
people aren't doing and what they
aren't skilled at. This might seem
the obvious way to approach the
issue of training — identify what
people cannot do, and work from
there.

"If the training analysis focuses
only on what people are failing to
do, it means that they are only
approaching the training from a
‘problem' frame of mind."

Jan Hills, HR With Guts

However, if the training analysis
focuses only on what people are
failing to do, it means that they are
only approaching the training from a
‘problem’ frame of mind. By
conducting the training analysis in
this way, the subsequent training
programme can only focus on those
failed areas and fill in the skill gaps.
This can undoubtedly be useful, but

R L}

by only focusing on existing
problems, the training needs
analysis fails to identify any desired
future outcomes.

Focusing on the negative will result
in only remedial training. By asking
people what they can't do and what
they are not skilled at, the individual
and the team can only progress so
far. This means that the training
focuses on those who are perhaps
not doing so well, ‘catching up' with
how the best of the team already
performs, rather than looking to
where you would like that whole
team to be. Looking at the training
this way means that you are always
looking backward rather than
forward.

Different results
By changing the focus of the training
needs analysis to a positive
approach, you immediately get
different results that focus on what
people are already doing well and
how that can be developed further.
Some of you may be concerned that
this means that the people at the top
move higher, leaving the people
doing less well behind. | believe that
this kind of training analysis can
help to develop the whole team far
further.

At HR With Guts, we use the
'success profile' as a tool to profile
the most successful people within a
business and to identify the working
practices that they use to achieve
that success. We have found in the
past that every company has its
strengths and areas of success, but
in most cases that success isn't
consistent across all areas of the
business and for all people.

Our approach is to look at
individuals and identify the five or
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six critical beliefs and working
practices that make the highest
achievers successful. One thing that
we often find is that a number of
high achievers who have taken part
in the 'success profile' feel they
would benefit from deeper training,
so it has the double benefit of
identifying how those high achievers
can improve. Also those ‘'average'
performers can be trained to adopt
the successful practices of the high
performers.

Training should be available for
those that are already doing well, as
well as those who have areas of
difficulty. 1 find that many HR
development programmes are seen
as a way of fixing problems, but
what they should be doing is
advancing and aiding everyone to
do much better. By refocusing the
training in this way, you are able to
develop programmes that focus on
successful practices, ensure
everyone adopts these practices
and help those who are already top
performers achieve mastery.

Structure the training
High achievers do not always know
or understand what it is they do that
makes them successful so by
structuring the training to identify
what employees are already doing
well, it can be developed to expand
on those successful working
practices and beliefs as well as
provide people with alternative good
practices so they have more
flexibility in their working.

"By refocusing the training needs
analysis to look forward to
desired outcomes, rather than
only looking backwards and
filling skills gaps, you can
develop a training programme
that can benefit the whole team."”

And by training people working at
the top of their game, good
practices will feed down to other
members of the team.

So, what practical methods can you
employ to make sure you invest in
all of the team, including the high
achievers? One easy way to begin
to shift the focus of the training
begins with the training analysis.
When conducting interviews or
surveys with senior managers to
determine training needs, rather
than asking: "What does this group
of sales associates need to be
better at?"

Change the focus of the question to:
"What do your most successful
people do that your average people
don't?"

By refocusing the training needs
analysis to look forward to desired
outcomes, rather than only looking
backwards and filling skills gaps,
you can develop a training
programme that can benefit the
whole team.
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THE CHANGING ROLE OF
HUMAN RESOURCES

Mohammad Baseem Ismail
Training & Development Manager
MTN-Syria

In  conversations with clients,
sources, and candidates, we are
seeing more and more companies
seeking to change the role of their
Human Resources organization
from a passive compensation,
benefits and compliance role to a
human  resources  organization
which is a highly proactive partner
playing a leadership role in helping
to frame the company’s operating
strategies to meet corporate
objectives.

In some companies, the Human
Resource organization is an
important  strategic partner in
developing the goals and
implementing the tactics of the firm.
Through a mixed model of
centralized and decentralized
functions, the corporate HR
functions are viewed as “Centers of
Excellence,” while each Strategic
Business Unit (SBU) is assigned an
HR generalist reporting to the
business unit manager (with a
“dotted line” to the head of corporate
HR). The generalist supporting the
SBU must have a strong
understanding of the business or
functional area to be effective.

In this new model of the HR
organization, it is vital that members
develop strong consulting skills. The
HR generalists, who function as
consultants, must understand and
appreciate the mind-set of being a
strategic partner with their SBU. In
addition, as “consultants,” they must
develop “employee relations” skills
to not just define problems, but to
work with teams to solve them.

Corporate HR becomes a site for
“Centers of Excellence” containing
the shared services of
Compensation, Benefits, and
Organization Development (which
has a much expanded role). Often
the firm sets up a “virtual” HR area
to handle interactive benefits
administration (by dial-in, Intranet,
or Internet) to save time and provide
faster service.

To be successful, proponents claim,
it is vitally important to have a high-
level commitment to change.
Companies which have successfully
implemented organizational change
have avoided “jumping on the
bandwagon” or using the current
buzzword programs (which can
seriously damage credibility), while
executing plans that are authentic
and sustainable, and which have the
commitment from senior
management.

With HR on board as a strategic
partner, the HR department plays an
important role in a Strategic
Business Needs Assessment to
determine the direction of the firm
(Where are we going as a

business?). A gap analysis is
performed to determine the
difference  between the core

competencies currently held and the
skills needed to get the firm to
where it wants to be.

The HR department is designed in
keeping with the corporate strategy,
and works closely with the SBUs to
measure and develop the core
competencies. Along with the SBUs,
HR determines how to best provide
competency training and how the
Organization Development
department (OD) can best provide a
continuous education process, e.g.,
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Just in  Time
mentoring.

Training,” and

The OD function is broadened
greatly, as this role becomes very
important in training and facilitating
during an organizational redesign.
As part of the redesign, the core
competencies for each affected
position are developed and OD
plays a vital role in helping
employees obtain the tools and
knowledge needed to meet or
exceed these goals.

The role of the HR Head is also
greatly expanded. This executive
serves on the firm’'s Strategy
Council and must be very strategic -
seeing HR’s role as an important
strategic partner with the SBU’s.
This person either reports directly to
one of the top executives, or is
given frequent access to them. As a
change agent, an important part of

the HR head’s compensation
package becomes incentives -
based upon meeting specific

objectives of change.

The core competencies for the
person in this role include:

e The ability to lead the change
effort in the organization, not
just the change effort in HR.

e A strong belief in empowering

employees and
decentralizing decision-
making.

e A commitment to

organizational/people
development.

e The confidence to be a
consultative business partner
in HR issues (as opposed to
an “employee advocate” on
the one hand, or “the people
police” on the other)

e The capacity to both
recognize problems as they
occur and work with others to
solve them.

e Proven experience in
planning and implementing a
strategic HR role.

e Patience to continue with a
change program and handle
resistance to change.

e The abilty to obtain a
commitment to a change
program from the top
executives, and with them, to
develop a sense of
urgency/importance for the
change efforts.

e Last but not least,
exceptional communication
and interpersonal  skills.
Approachable and able to

handle different types of
people.
No matter how well planned,

explained and executed, any new
program will meet strong resistance
to change (at all levels), which
should be expected and not allowed
to deter the process of change.
Further, any program of major
changes will take several years to
fully develop and implement across
the firm. In undertaking change, the
Human Resources Department has
the opportunity to become an
integral part of the corporation, a
driver of change, and a valuable
strategic resource.

References:

- Grantham, P., & Hook, M. Managing
Principal. Columbia Consulting Group.

- Snell, S., & Bohlander, G. (2007). Human
Resources Management. Thomson-
South Western, Snell/Bohlander.
Page33-34.
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ROUND TABLE MEETINS FIRST AND SECOND OF 2008
2008 alad Al g Jo¥) B paieal) A glall cilelaia)
Modar Bakirl
IHRM General Secretary

The Institute of Human Resource Management (IHRM) continues its series of
Round — Table Meetings for 2008 to provide HR professionals and practicing

managers with a complete, comprehensive review of essential HR/personnel

management concepts and techniques needed to deal with their HR — related
responsibilities.

In this context the IHRM held its 1% and 2™ round — table meetings for 2008
on the second Tuesdays of January and February at Carlton Hotel - Mejana
Room — 6:30 pm.

The topic of the first round table meeting was about " Syrian Labor Market "
and was presented by Mr. Nawaf Zeidan (Training Expert at SEBC) as he was
one of the panel of experts for this round table meeting.

Mr. Zeidan discussed the contradiction that Syrian labor market has as
supposedly on one side there is a high number of unemployment and on the
other side we find lack of skilled employees in the local market, which leads
large companies to import skilled employees from overseas as consultants
and experts with high salaries.

Great discussion has been conducted between Mr. Zeidan and the attendants
about how we help our market to bridge the gap between the need of skilled
employees in the Syrian companies and the unemployed labor available in
large number locally. One of the suggestions was to qualify our local
employees as soon as possible before the competition becomes fierce and
following the competitors will be next to impossible. This can be done by the
help of all parties in our country and HR people has main door in accepting
those employees that have potential to improve and invest more in them to
become better qualified and well trained.
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The topic of the second round table meeting was about "Job Analysis”
introduced and presented by Mr. Ahmad Muasses (HR Director of Ramak
Group) as he was one of the panel of experts for this round table meeting.

Mr. Ahmad discussed the nature of job analysis, including what it means and
how it's done in practice. He started the round table by a presentation
identifying the job analysis as: " the procedure through which you determine
the duties and skill requirements of a job and the kind of person who should
be hired for it since organizations consist of positions that have to be staffed”,
and he went on saying: "it produces information used for writing job
descriptions and job specifications”.

Mr. Ahmad also talked about Competency — Based Job Analysis saying that:
"it’'s a description of a job in terms of measurable, observable, behavioral
competencies an employee must exhibit to do a job well. Afterwards the
discussion with the audience were opened including questions to Mr. Ahmad.
Then the round — table meeting ended on 9:30 pm.

We appreciate your feedback and suggestions made to the round — table
meetings on a monthly basis.

For more information related to these two topics, please visit our website
www.ihrmsyria.org

GRADUATE DIVAS IN THE UK

Contributed by: Modar Bakirl
IHRM General Secretary

< £
. : 5 The word 'diva’ is usually used to describe great female
opera singers like Maria Callas.

D

Despite being great artists and performers, some of the great divas were
difficult people to work with. They were considered to be fussy, demanding
and even arrogant.

For this reason the word 'diva’ has come to have a negative connotation.
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({m "\\m— | Employers in the UK are saying that many

v . young graduates behave like these divas from
: the world of opera.

O

B They complain that graduates these days are
lazy, self-centred and fickle but that they have a
very high opinion of themselves.

The feeling among some employers is that many young graduates in the UK
have a poor attitude. An example is a young man who greeted his interviewer
with the phrase 'you all right mate?'. This is far too familiar and inappropriate.

Employers also complain that young graduates lack literacy and numeracy
skills and that all too often they also lack initiative. A young man was
overheard telling his mother that he had been invited for interview in London
by a transport company but they hadn't told him how to get there!

A recent report shows that a quarter of graduate employers in the UK are
choosing to recruit abroad to fill top jobs in their companies.

And i think the same is in Syria , there are many 'graduate divas'
recently, especially those from Private Universities.

MAKING DECISIONS

Contributed by: Dr. Munir Abas

A group of children were playing near two railway tracks, one still in use while
the other unused.

unused e
track ¥ © Onlyone child
— played on the
unused track,
— = Z The rest on the
_—1 N 6 © operational track
O<O | o) ¥ ) o p .

The train is coming, and you are just beside the track interchange. There is
no time to warn the kids.
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You can make the train change its course to the unused track and save most
of the kids.

However, that would also mean the lone child playing by the unused track
would be sacrificed. Or would you rather let the train go its way?

Let's take a pause to think what kind of decision we could make........ ..........

Most people might choose to divert the course of the train, and sacrifice only
one child.

You might think the same way, | guess initially; because to save most of the
children at the expense of only one child was rational decision most people
would make, morally and emotionally. But, have you ever thought that the
child choosing to play on the unused track had in fact made the right decision
to play at a safe place?

Nevertheless, he had to be sacrificed because of his ignorant friends who
chose to play where the danger was.

The child who chose not to play with the rest on the operational track was
sidelined. And in the case he was sacrificed, no one would shed a tear for

him.

The great critic Leo Velski Julian who told the story said he would not try to
change the course of the train because he believed that the kids playing
on the operational track should have known very well that track was still
in use, and that they should have run away if they heard the train's
sirens.

If the train was diverted, that lone child would definitely die because he never
thought the train could come over to that track!

Moreover, that track was not in use probably because it was not safe.

If the train was diverted to the track, we could put the lives of all passengers
on board at stake!

And in your attempt to save a few kids by sacrificing one child, you
might end up sacrificing hundreds of people to save these few kids.
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'Remember that what's right isn't always popular... and what's popular isn't
always right.'

SIX TIPS FOR RECRUITERS

Contributed by: Dr. Munir Abas
Trainingzone.co.uk

For any business, getting the right blend of employees is often the key to
success. However, finding this blend can be very tricky. A few things to know
is that your recruitment drive is likely to cost you money (and it can get quite
expensive) and it can also take a long time. If you’re an employer on a
recruitment drive, here are some pointers to get you started:

1. Allow plenty of time for your recruitment process. If you need someone in a
week’s time and you've yet to advertise, then you could be in trouble. Instead
of this you’ll probably need around 2 months from start to finish. Spend
around 2-3 weeks advertising and gathering candidates, 2 weeks for
interviews, and a month for notice period once you’ve had the job accepted. In
an ideal world you’ll be able to shorten this time frame, especially if you're
hiring new graduates or trainees.

2. Advertising a job can be an expensive business, but paying for space in a
newspaper or online portal can pay you dividends by giving you a rich vein of
C.Vs. Some portals do have free joining offers, but it's important that you
analyze which ones will be the most cost effective. If there’s a free portal that
no one in your area ever looks at, then there’s no real point in posting there.
However, if it's £50 for a spot in the local newspaper, then it could be an easy
spot for someone on a local job search.

3. Think carefully about what kind of candidate you want in the role, and have
a clear specification. Compare the C.Vs you get to that specification, rather
than against each other. It's the practice of many employers to dismiss
applications that contain bad grammar or spelling mistakes. Be wary of doing
this and think about the candidates experience and skill set rather than
worrying about the presentation of the C.V. Having bad grammar probably
won’t make much difference in a lot of jobs!

4. In the interview, while it is important to question the interviewee and find out
about their aspirations and skills, it is also important to tell them about your
company. Let them know your company’s attributes and perks of working for
you. If you do this right and the candidate is a good one, you may well snare
their interest over other potential employers. However, make sure you are
wary of over selling the company. If the interview is dominated by the
employer boasting about the company, you are likely to alienate the
interviewee as they will be unable to express themselves.

5. Let the candidate know what is the next step will be. It can be an
annoyance to let candidates know that they’ve been unsuccessful, but you
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can avoid telephone confrontations by simply sending an email to
unsuccessful candidates. If a candidate is successful the best way to tell them
is on the phone, this way you can discuss the next step and other details. If a
candidate is reluctant to accept, then a phone conversation may be the best
way to persuade them otherwise. Just be alert that reluctant candidates may
sometimes have a short shelf life, so you must be cautious if they do not
accept straight away. Ask yourself why this may be.

6. On a new employee’s first day, make sure there is clear structure. Getting
all of the little details such as their National Insurance number will ease their
mind about getting paid, and a short induction will create a good impression.
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LAUGHHR ©
NEVER GO TO THE HR FOR A SALARY INCREASE
Contributed by: Dr. Munir Abas

After 2 years of selfless service, a Gentle person (affirmative action) realized
that he had not been promoted, no transfer, no salary increment no
commendation and that the Company was not doing any thing about it.

So he decided to walk up to his HR Manager one morning and after
exchanging greetings, he told his HR Manager his observation.

The boss looked at him, laughed and asked him to sit down saying.

My friend, you have not worked here for even one day.

The man was surprised to hear this, but the manager went on to explain.
Manager:- How many days are there in a year?
Man:- 365 days and some times 366
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Manager:- how many hours make up a day?
Man:- 24 hours

Manager:- How long do you work in a day?
Man:- 8am to 4pm. l.e. 8 hours a day.

Manager:- So, what fraction of the day do you work in hours?
Man:- (He did some arithmetic and said 8/24 hours l.e. 1/3(one third)

Manager:- That is nice of you! What is one-third of 366 days?
Man:- 122 (1/3x366 = 122 in days)

Manager:- Do you come to work on weekends?
Man:- No sir

Manager:- How many days are there in a year that are weekends?
Man:- 52 Saturdays and 52 Sundays equals to 104 days

Manager:- Thanks for that. If you remove 104 days from 122 days, how many
days do you now have?
Man:- 18 days.

Manager:- OK! | do give you 2 weeks sick leave every year. Now remove that
14 days from the 18 days left. How many days do you have remaining?
Man:- 4 days

Manager:- Do you work on New Year day?

Man:- No sir!

Manager:- Do you come to work on labour day?
Man:- No sir!

Manager:- So how many days are left?
Man:- 2 days sir!

Manager:- Do you come to work on the (Independence Day )?
Man:- No sir!

Manager:- So how many days are left?
Man:- 1 day sir!

Manager:- Do you work on Christmas day?
Man:- No sir!

Manager:- So how many days are left?
Man:- None sir!

Manager:- So, what are you claiming?
Man:- | have understood, Sir. | did not realise that | was stealing Company
money all these days..
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VITAMINES FOR THE MIND

Wherever you go, no matter what
the weather, always bring your
own sunshine.

--Anthony J. D'Angelo

Attitudes are contagious. Are yours
worth catching?

--Dennis and Wndy Mannering
If you don't get everything you
want, think of the things you don't
get that you don't want.

--Oscar Wilde

If you don't think every day is a
good day, just try missing one.
--Cavett Robert

It is so hard when I have to, and so
easy when I want to.

--Annie Gottlier

It is not what they take away from
you that counts. It is what you do
with what you have left.

--Hubert Humphrey

Everyday may not be good, but
there's something good in
everyday.

--Author Unknown
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