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Abstract

M anagers’ Reactions to Transfer Intervention Type

and

Inform ation about Utility Analysis 

Philip Huint

The reactions o f  m anagers to the proposal o f  two transfer of training 

interventions under two types o f information criteria was studied. Relapse 

prevention, an individual transfer intervention model added to a training design, 

was compared to a proposal to train managers in supervisory support issues, 

considered an intervention to improve the work environm ent. Information was 

provided about research results to justify  the transfer proposal as compared to an 

estim ate of returns from the training provided by u tility  analysis procedures. No 

statistically significant results were found for either intervention, however, the 

utility analysis information was not as well received as the research information 

to justify  the intervention. As well, no significant difference in preference was 

found between the two transfer interventions proposed, however, contrary to the 

first hypothesis, the supervisory training program seemed to be as likely a choice 

for managers as relapse prevention training aimed at employees. It would seem 

from this study that m anagers realize that the transfer environment is an 

im portant factor in transfer o f  training.
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Introduction

Organizations are now faced with continuous change to which they must 

adapt in order to be able to survive. Reengineering and downsizing have changed 

the work processes resulting in considerable changes to the way work is carried 

out and an expansion in the responsibilities associated with all jobs. Labib and 

Appelbaum (1994) point out that one o f  the important human resource 

components o f downsizing is to take steps to allow employees to upgrade 

knowledge, skills and abilities through retraining. These changes have forced 

organizations to increase their spending on training issues in a dram atic fashion 

in the last two decades. Pfeffer (1995) suggests that a workforce is a source of 

strategic advantage and that an integral part o f work systems has involved 

training and skill development. Pfeffer (1995) gives an example o f  a carpet plant 

where, following a training program, not only did they find that productivity 

went up 10% but absenteeism was cut by almost half. These are the issues facing 

managers today, at a time when all decisions need to be made with little tim e and 

a pre-occupation with the bottom line and m aintaining a competitive edge is the 

norm.

A survey o f 1000 American organizations revealed that nearly 90% had 

developed or used training programs (Saari, Johnson, McLauglin and Zim m erle, 

1988). The annual sums devoted to training in American organizations has been 

estim ated to be as high as S I80 billion (Tannenbaum and Yukl, 1992) to S200
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billion (McKenna, 1990). Canadian companies are reported to spend S4 billion 

annually on training and development (Belcourt and W right, 1996).

Training in organizations, therefore, as a very costly endeavor, presently 

needs to be delivered and organized in a way that creates a maximum benefit for 

the organization. With this in mind, transfer o f  training has become an important 

issue in the overall context o f  maximizing training benefits. Moreover, utility 

analysis, as a process that may be used to estimate and identify the monetary 

benefits derived from training, is a feasible tool to be used by human resource 

practitioners in justifying training investments.

This increased need for training is also creating a need to know the 

effectiveness of training programs in producing measurable results. The degree 

to which the newly learned techniques, skills and abilities, resulting from the 

training program, are then used and maintained in the work environment, thereby 

converted into an increase in work output, is known as the level o f transfer of 

training. Baldwin and Ford (1988) proposed a model o f  the transfer process as a 

framework for describing the transfer process. Their review acknowledged that it 

was at this point in the training process that a problem existed and proposed a 

direction for future research. Other researchers have also identified that there 

continues to be a low level o f transfer o f learned behaviours to the work 

environment (Tannenbaum and Yukl, 1992).
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The level o f transfer has been reported to be as low as 10% (Georgenson, 

1982). More recent research has reported a less dismal picture varying from as 

high as 62% immediately after training to 34% one year after training (Saks and 

Belcourt, 1997). Objective perform ance data continues to be very difficult to 

obtain in measuring transfer issues. This has lead to a degree o f  unreliability in 

the data since much o f  this data is based on self-reported inform ation (Haccoun 

and Saks, 1998).

Transfer o f trainine model:

In their model o f the transfer process, Baldwin and Ford (1988) propose 

that both training outcomes and input factors have an effect on the amount of 

transfer. The training input factors proposed are training design, work 

environment characteristics, and trainee characteristics. W hile all three factors, 

in their model were expected to have a direct effect on learning and retention and, 

thereby, an effect on transfer, the latter two were hypothesized to have an 

additional direct effect on transfer regardless of initial learning. They suggest 

that even well learned items from the training program may not be directly 

applied on the job due to a lack o f  motivation (a trainee characteristic) or 

supervisory support (a work environm ent factor).

Focus o f transfer intervention

Following their suggestions, researchers have recently focused on training 

design factors such as relapse prevention as a post-training intervention included
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at the time o f  the training. Relapse prevention programs teach individuals to 

understand and cope with the problem  o f relapse in terms o f  the application of 

learned behaviors taught in the training program. This is then expected to 

facilitate long termed maintenance o f  these behaviors (Marx, 1983).

Researchers have also looked at work environment factors such as 

supervisory support issues. However, Baldwin and Ford (1988) reported that 

they had not located any studies “in which an intervention was m ade to change 

the work environment and the effects o f  those changes on the extent o f  transfer 

was examined.”(p. 82). Supervisor support is posited to affect the post training 

application o f  newly acquired skills, for example in terms o f  the opportunity to 

use training, and praise or recognition given by supervisors. The pre-training 

environment may also be affected in terms o f trainees’ m otivation to attend the 

training and their expectations o f future performance requirem ents. Cohen (1990) 

reviewed contextual factors and suggested how these factors m ay predict the 

influence o f the pre-training environment on training results. Supervisory 

supportiveness was one o f the factors which she considered and concluded that 

“if  a supervisor encourages an employee, the training program , and the 

em ployee’s participation in the training, then the employee is m ore likely to exert 

effort in the training program ” (p. 392). Enhancing pre-training m otivation in the 

work environment has been shown to translate to an increase in learning and 

transfer (Haccoun and Saks, 1998).
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Training design and relapse prevention models

In terms o f  training design at the individual trainee level, “the fundamental 

approach consists in integrating into the training program, behaviour maintenance 

interventions whose purpose it is to help the individual trainee better manage the 

skill usage problem once the individual returns to work” (Haccoun, Labreche and 

Saks, 1997, p.4). One o f the approaches that falls under this paradigm is known 

as Relapse Prevention models. These models were derived from the clinical 

intervention of relapse prevention designed by M arlatt and Gordon (1980) and 

proposed by Marx (1983) as a tool to be used in the enhancement o f  transfer of 

training. Environmental inoculation approaches such as Relapse Prevention, 

based on cognitive and behavioural self-control strategies (Marx, 1983), “are 

designed to help trainees recognize work cues which inhibit new skill usage on 

the jo b ” (Haccoun, Labreche and Saks, 1997, p. 4).

Haccoun, Labreche and Saks (1997), in their m eta-analysis, found that the 

effect o f Relapse Prevention was very stable and suggested that it can raise the 

transfer level by more than 14% based on the three studies reviewed.

The work environment and supervisor support

The role o f  the work environment and more particularly the role of 

supervisory support have been identified as important in the transfer process. 

Insuring that trainees have the opportunity to use newly learned skills, providing
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praise and other extrinsic rewards and supporting environments are all important 

for transfer to occur. According to Baldwin and Ford (1988) “the extent to which 

the supervisor behaves in ways congruent with the training objectives will have a 

m ajor impact on the transfer o f  trained skills by the subordinates” (p. 93). As 

mentioned previously, the role played by supervisory support is also important in 

the pre-training environment. Baldwin and Magjurka (1991) found that trainees 

reported greater intentions to transfer learning to their job tasks when they were 

given prior information that their supervisor would hold them accountable and 

that training was mandatory.

Two related studies were found to support the notion that supervisor 

support is an important factor to implement and study empirically. In a recent 

study in China, Xiao (1996) found that human factors, particularly supervision, 

were the most influential variables in training transfer. “This indicates that if 

basic work design is adequate in a workplace, trained employees believe that 

supervisors have the strongest effect on their transfer behavior.” (Xiao, 1996, p. 

70). Moreover, in a field study Brinkerhoff and Montesino (1995) found that 

there was a “significantly higher training usage and a more positive perception 

regarding the forces that encourage transfer o f  training within the work 

environment among the trainees who received the management support 

interventions.”(p. 263). They did not rigorously control their study conditions. 

However, the study demonstrated substantial intervention effects and was used to
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encourage supervisors to implicate themselves m ore in the training transfer 

process.

From the literature it is possible to conclude that the use o f relapse 

prevention programs has been well accepted and has resulted in measurable 

positive results. Favourable reactions are, therefore, expected for relapse 

prevention in this context. On the contrary, the literature seems to have 

identified a reticence to interventions that attem pt to change the work 

environment, such as supervisory support training. Since the Baldwin and Ford 

(1988) suggestion to increase such studies and interventions has been made, not 

one o f the reported studies reviewed by Haccoun and Saks (1998) focused on 

changing organizations to support training and this very point is made by the 

authors in their report on training issues. Consequently, programs designed to 

increase supervisory support for training, although well founded based on 

research findings, have not been well sold to m anagem ent, particularly at the 

upper levels. Haccoun and Saks (1998) suggest that the organizational influence 

required to accomplish this type o f  change has not been given to the training 

function in organizations. It may be that as the new ly designed organizations, 

with empowered work forces, refocus the job o f m anagem ent on developing 

coaching and m otivational skills that this type o f train ing in supervisory support 

for training will become the need and, therefore, the demand. For the time being, 

it appears that managers are more likely to accept interventions provided in the 

training program and directed at trainees.
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The following hypothesis is, therefore, retained from the above review o f 

the literature:

Hypothesis 1: A relapse prevention program as a transfer intervention, 

which is added to a training program given to employees, is more likely to 

receive favourable reactions from  managers than a training program  in 

supervisory support issues given to managers.

Management decisions about training

Managers and organizations are faced with the task o f having to allocate 

training resources to m eet training needs while the relationships between this 

allocation of resources, actual transfer o f training and performance improvements 

are not necessarily well quantified in most organizations. It is not clear how to 

convince managers to consider and to decide on using these new training 

techniques, involving transfer interventions. It is important, therefore, to study 

m anagers’ reactions to descriptions o f such programs in the context o f  allocating 

training investments.

The decision process seems to involve the ability to use the information 

provided in the justification  o f  the proposal to ju stify  the expense to superiors 

and the perception o f  credibility assigned to the presenter. Dutton and Ashford

(1993) elaborate on such issue selling as a process that is crucial to understanding 

how and where top m anagem ent allocates its valuable time and attention. Part o f 

their explanation o f this process involves issue packaging which refers “to how
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an issue is linguistically framed, the way an issue is presented and how an issue’s 

boundaries are established” (p. 410). This explanation further complicates the 

decision making process that managers follow when making decisions about 

choosing training programs and the type o f  information they value within their 

organizational contexts. Research has not yet focused on identifying the best 

way to sell managers on the values and use o f  transfer interventions. However, 

Dutton and Ashford (1993) further advise that “the more an issue seller portrays 

an issue succinctly, the greater the level o f  top management’s attention invested 

in an issue” (p. 416). The present study will, therefore, attem pt to establish how 

managers react to information concerning the above mentioned transfer 

interventions in making decisions about training programs.

Acceptability o f utility analysis information

The increased level o f expenditure on training has also provoked a desire 

to better understand the level o f the return on such investments that have become 

a recurrent expense for organizations on an annual basis. This expense can not be 

seen as a cost o f  doing business but rather must be justified  in a quantifiable 

m anner in the same way that new equipm ent can be estim ated to improve 

productivity, thereby producing a dollar return on the expense. This need, 

therefore, has renewed interests in utility analysis as a decision making tool or 

process. It is important, therefore, to study managers’ reactions to the use o f 

utility analysis information in quantifying expected returns for training 

interventions and programs.
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The m athem atical equations used in utility analysis were developed over 

40 years ago but have been difficult to apply because o f  problems computing the 

estimates o f some o f  the values in the equation. Recently, new estimation 

methods have been developed and improved form ulations o f  the equations and 

concepts have resulted in a wider application o f  utility analysis procedures 

(Schmidt, Hunter, M cKenzie and Muldrow, 1979; Cascio, 1980; Schmidt, Hunter 

and Pearlman, 1982; Landry, Farr and Jacobs, 1982; Boudreau, 1983; Boudreau, 

1984; Cronshaw and Alexander, 1985; Casio and Ramos, 1986; Alexander and 

Barrick, 1987; Steffy and Maurer, 1988; Raju, Burke and Normand, 1990; and 

Becker and Huselid, 1992). Perhaps the biggest problem addressed in these re

formulations of utility analysis procedures has been the estim ation and valuation 

of the standard deviation o f the criterion (performance) distribution in dollars 

(SDy). The utility literature refers to this problem as one o f  estimation (Schmidt 

et al, 1979). Steffy and Maurer (1988) also add that it is a qualitative issue of 

valuation in terms o f which concepts are included in determining the criteria on 

which the estimation should be based. This type o f  debate continues to account 

for some of the reasons that utility analysis estim ations o f  the return on 

investments, regarding human resource programs, are not as commonplace in 

industry in comparison to other innovations that also have their roots in industrial 

psychology.

According to Cascio (1991), utility analysis is a process that reviews costs 

and expected consequences o f decisions and therefore, is well suited to business
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applications such as human resource developm ent programs. Managers must 

weigh alternative objectives and solutions to problems and utility  analysis allows 

for these alternatives to be quantified in dollar terms. According to Carr (1988), 

the general use of utility analysis procedures “will enable human resources 

m anagers to assume a businesslike orientation toward their function and become 

more strategic players in the organizational game” (p. 146).

This suggestion was tested by Latham and Whyte (1994) and Whyte and 

Latham (1997) in two studies that were designed to measure how utility analysis 

influenced decision making by m anagers about the implementation o f a valid 

selection procedure. They found that including information about utility analysis 

and resulting returns to the organization reduced the support m anagers reported 

for such a selection procedure. Latham  and W hyte (1994) concluded that the 

managers neither based their decision on the costs and benefits contained in the 

utility  analysis information nor on the inform ation contained in an expectancy 

table but rather seemed to accept the inform ation provided in a straightforward 

validation procedure. In a follow-up study, Whyte and Latham (1997), used an 

expert in utility analysis to explain on video the underlying assum ptions o f the 

procedure, the fact that this procedure had been well researched, that many 

organizations have relied on it for a long tim e and the benefits o f  using this type 

o f inform ation in decision making. Follow ing the video, the expert in person was 

available to answer questions about u tility  analysis in general or the specific 

example used in the study. They concluded that “even an expert, however, could
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not persuade managers to overcome their reluctance to rely on the information 

provided by a utility analysis” (p. 608) and that “these results do not support the 

use o f  utility  analysis as a tool to assist managerial decision m aking” (p. 608). 

Cronshaw (1997), the expert used by W hyte and Latham (1997), wrote a 

com m entary about their research findings. He concluded that it is probable that 

utility analysis, under informational rather than persuasive conditions, may still 

enhance m anagerial decision making.

In a follow-up study by Hazer and Highhouse (1997) “m anagers’ reactions 

to utility  analysis were investigated as a function o f how the standard deviation 

o f perform ance (SDy) in dollars was estimated, how the ultim ate utility estimate 

was framed, and what human resource (HR) program was being analyzed” (p. 

104). The human resource programs proposed were a selection intervention and a 

training program. Results o f this study showed that managers accepted utility 

analysis the m ost when the most simple calculation o f the standard deviation o f 

perform ance (SDy) was presented, which is referred to as the 40% salary method. 

Additionally, they found that managers having a higher comprehension of utility 

analysis were not affected by the presentation o f  the proposal as a potential 

monetary gain or opportunity cost. However, managers having a lower level o f 

com prehension o f  utility preferred the opportunity cost frame for the proposal. 

They found no effects for the type o f human resource intervention on managers.
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Hazer and Highhouse (1997) found that the means for perceived usefulness 

o f the utility information were above the m idpoint o f the scale. This led them to 

conclude that the question o f acceptance by managers, o f  the notion that human 

resource program effectiveness can be measured in dollars, remains an open 

question. They also reported that “these findings are consistent with those o f 

Beckstein and Gilliland (1996), who found that managers were not differentially 

influenced by utility information presented for a selection program versus a 

training program ” (p. 110). In contrast to the findings reported above, Boudreau 

and Smith (1993) have found that managers responded positively to utility 

analysis information concerning a training program proposal.

Carson, Becker and Henderson (1998) tried to replicate and further study 

the findings o f Latham and Whyte (1994). They reported on two studies 

conducted using the stimulus material that had originally been used by Latham 

and W hyte (1994) with additional m aterial developed from these original 

scenarios. The purpose o f their studies was to verify if  utility analysis 

information would be more acceptable if  the complexity was reduced and the 

com prehensibility increased in the scenarios. In their first study, they proceeded 

to revise the m aterial originally used by adding a paragraph concerning validity 

coefficients to the validity-only scenario increasing the text size from 365 to 485 

words. For the validity + utility scenario, a m ajor revision deleted the technical 

jargon and unnecessary words to reduce the scenario from 1550 to 772 words. 

Their findings revealed that the original scenarios used by Latham and Whyte
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(1994) did not replicate the original findings despite the fact that a similar 

population o f managers attending Executive MBAs were used for the study. 

Furthermore, they found that the revised scenario for validity + u tility  was rated 

as more understandable while the other modification to the validity-only 

condition was not significantly different. However, in com paring the revised 

scenarios for validity + utility, which they predicted would give higher 

acceptability ratings to the validity-only which they predicted would be lower, 

they found that the mean difference was in the predicted direction but that this 

contrast was not significant.

In a second study, Carson, Becker and Henderson (1998) m odified their 

revised validity + utility scenario to include more information about the standard 

deviation o f  performance (SDy) estim ation procedure which had been reduced to 

one sentence in the first revision. The two original Latham and W hyte (1994) 

scenarios and the two revised utility scenarios were used. They reported that the 

Latham and Whyte effect was not replicated once again. The com parison o f the 

two revised versions of the utility scenario was not significantly different. 

Furthermore, they found that the m anner o f  presentation does influence the 

evaluation o f the material presented in that the comparison o f the original utility 

material with the revised utility material was found to be significant. There was 

a significant difference in the understanding o f  the material and the acceptability 

levels o f  the material presented to the participants. They concluded that 

practitioners should be encouraged to find ways o f using utility  information in
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presentations concerning selection decisions and that researchers should concern 

them selves with ways that human resource proposals can be presented in an 

optim al fashion.

In his survey o f  organizational human resource practices, Johns (1993) 

found that given their high degree o f  technical merit, techniques advocated by 

industrial and organizational psychologists were considerably underutilized. He 

pointed out that managers tend to downplay the technical aspects o f  such 

techniques and to perceive these more as management style. This conclusion is 

supported by Bamberger and Fieganbaum (1996) in their development o f a theory 

explaining that m anagers’ decisions about human resource programs are shaped 

by a combination o f technical, organizational, rational-economic and political 

forces. A similar survey o f applied psychologists and human resource 

professionals, reported by Macan and Highhouse (1994), concluded that 

managers were concerned about bottom line aspects o f programs but did not 

respond well to utility analysis as it was difficult to understand and explain. 

They pointed out that future research should focus on understanding some o f the 

factors that may play a role in the acceptance o f such information by 

management.

A second purpose o f the present study is to contrast managers’ reactions to 

utility information regarding the proposed transfer interventions as compared to a 

statem ent concerning research findings.
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It is felt that despite the m odifications made to the presentation o f the 

utility analysis information, the studies cited above have not reported a high 

acceptance o f this procedure as valid and still seems to have produced lower 

credibility for the consultant’s proposal and lower acceptance o f the consultant. 

In one o f  the original studies the consultant was present but received no questions 

after his presentation o f the utility m aterial (Whyte and Latham, 1997). This type 

o f  reaction may contribute to the rejection rate o f transfer o f  training programs if  

used as a justification tool. On the contrary, managers are quite use to receiving 

inform ation about pilot studies and research information that is technically less 

complicated. Although this type o f  information can not quantify the expected 

results, it seems to be preferred as a safe manner to justify  expenses without 

creating expectations o f a given level o f  return. This type o f  information may be 

preferred and contribute to a higher level o f acceptance o f  transfer o f training 

programs, in general terms.

From the above, and considering the issue selling points mentioned by 

Dutton and Ashford (1993), the following second hypothesis is suggested:

Hypothesis 2: Information about research findings presented in 

support o f  a transfer o f  training intervention is more likely to receive favourable  

reactions from  managers than utility analysis estimates o f  returns in dollars.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

17

Method

Sample

The sample consisted o f 155 m anagers and graduate students attending an 

EMBA program, an MBA program or having graduated from an EMBA program 

(1992- 1998) from an eastern Canadian university. Four scenarios w ith attached 

questionnaires were randomly distributed to two EMBA classes (35 participants) 

and two MBA classes (43 participants). The four scenarios were also mailed to 

205 EMBA graduates from the classes o f  1992 - 1998 o f which 77 returned a 

completed questionnaire.

The mean age of participants was 37.6 years, and the mean number of 

years o f full-time work experience was 15.1 years. There were 48 (31%) female 

participants and 107 (69%) male participants. The following reported work 

experience in a) finance or accounting, 78 (50.3%), b) human resources, 73 

(47.1%), and c) training and development, 91 (58.7%). 128 participants reported 

working in the private sector and 24 reported working in the public sector. Only 

16 participants reported being full-tim e students, unemployed during their 

studies, or did not answer the job type question.

Design

This study employed a randomized, 2 X 2  (Transfer X Information) 

factorial design. The factors were called Transfer (Relapse Prevention,
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Supervisor Support) and Information ( Research, U tility  Analysis). The aim  was 

to determ ine the effect o f  type o f  transfer intervention (individual/trainee 

centered or environment/supervisor focused) and the type o f inform ation 

(research information or utility analysis estimates) provided by a consultant 

psychologist, on a participant’s decision to implement the transfer intervention.

Four scenarios were developed from the stimulus m aterial used by Carson, 

Becker and Henderson (1998) and are described below. Only one o f  the four 

scenarios was evaluated by each participant. The cooperation o f the instructors 

o f  the EMBA program and the two MBA classes was obtained and the scenarios 

were random ly distributed to students in the classes and at other meeting times. 

The students were informed that this study was being carried out for a m aster’s 

level thesis and that it was about how managers make human resource decisions. 

They were told that there were four different scenarios and asked not to discuss 

the scenarios with colleagues until they had completed the questionnaire. For the 

graduate EMBA group, 205 scenarios were randomly mailed out to the graduates 

from 1992-1998 that were listed as living in Canada by the EMBA office. A 

stam ped return envelope was enclosed and a letter presented the study in sim ilar 

terms as mentioned to the participants in the classes. Because scenarios were 

distributed in a random fashion among the three groups and not all the scenarios 

m ailed were returned, the sample sizes for the four conditions were slightly 

uneven, ranging from 35 to 42. Data for 7 (4.5%) were incomplete for the 

descriptive statistics and tests of between subjects effects. The data obtained
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from these participants was included in the demographic characteristics if the 

inform ation was provided. The instruction sheet requesting the demographic data 

and introducing the scenario can be found in appendix 1.

M aterials

The revised validity-only condition scenario developed from the stimulus 

m aterial used by Carson, Becker and Henderson (1998) was used as a basis for 

developing two scenarios, one for each transfer condition (Relapse Prevention / 

Supervisor Support) associated w ith the first information condition (Research 

Information).

Transfer conditions:

One scenario included a proposal from a consultant for a transfer o f 

training intervention called “Relapse Prevention” which was to be added to the 

training program that was designed to increase the productivity of 

clerical/adm inistrative personnel. Participants were asked to imagine that they 

were the vice-presidents o f  human resources in a large Canadian multi-national 

corporation in which a consultant psychologist had been retained to make a 

proposal regarding training follow ing a needs-analysis. The consultant was 

reported as having researched the issue o f transfer and proposed steps in the 

application o f a solution. Step 1 involved doing a transfer o f  training audit in 

order to identify the extent o f the transfer problem. Step 2 involved a needs-
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assessment specifically related to transfer issues in order to identify the m ajor

obstacles and barriers to transfer. Step 3 was the following:

“The results o f the transfer o f training audit and needs assessment 

will be used to develop a transfer o f training intervention. This will 

involve the development o f  a training program for trainees’ called 

“Relapse Prevention". One o f the most significant obstacles to the 

transfer o f training is trainees’ inability to cope with the barriers in 

the work environment. T rainees’ ability to anticipate and cope with 

the work environment is one o f the most significant keys to 

resolving the problem o f transfer o f training. Preparing trainees for 

relapses can greatly strengthen the likelihood that they will apply 

the training material on the job. The Relapse Prevention training 

will inform trainees o f  the barriers to transfer o f training in the 

organization, and what they can do to cope with them when they are 

encountered in order to continue to apply the training material. 

This will include factors such as identifying transfer obstacles, 

anticipating transfer obstacles, reasons for relapses, and developing 

strategies and coping mechanisms for dealing with transfer 

obstacles and relapses. For example, trainees will be trained on the 

difficulties o f applying training m aterial in their work environment, 

how to anticipate barriers, and how to prepare for barriers and 

relapses prior to and subsequent to the training.”

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

21

The other scenario was identical except that the psychologist proposed a 

training program for trainees’ managers called “Supervisor Support”. Step 3 in 

this case was the following:

“The results o f  the transfer of training audit and needs assessment 

will be used to develop a transfer o f training intervention. This will 

involve the development of a training program for trainees’ 

managers called “Supervisor Support". One o f  the most significant 

obstacles to the transfer o f training is the lack o f support from 

managers. M anagers hold one o f the most significant keys to 

resolving the problem o f transfer o f  training. Support from the 

trainee’s m anager can greatly strengthen the likelihood that trainees 

will apply the training material on the job. The Supervisor Support 

training will inform managers o f the barriers to transfer o f training 

in the organization, and what they can do to improve the transfer o f 

training o f the clerical/ administrative personnel. This will include 

factors such as goal-setting activities, how and when to provide 

encouragement and support, reinforcement activities, and modeling 

o f behaviours. For example, supervisors will be trained to discuss 

the content and benefits o f the training program and to set goals 

with employees prior to and subsequent to the training.”

The cost o f the training program and the additional cost o f the transfer 

intervention were reported as identical for both scenarios. These two scenarios
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represented the two Transfer conditions, Relapse Prevention and Supervisor 

Support.

Inform ation conditions:

For the first information condition, Research Information, each o f the 

above transfer conditions ended with a paragraph stating that research published 

regarding transfer o f  training interventions has been found to improve transfer 

and a statement about either Relapse Prevention or Supervisor Support was made. 

The text o f  the research information condition was the following:

“Research published on the transfer of training has found that

transfer o f  training interventions can improve the transfer of

training. Relapse Prevention interventions (Supervisor Support and 

encouragement) have been shown to have a significant effect on the 

transfer o f training and the effectiveness o f training programs. 

Therefore, Relapse Prevention (Supervisor Support) training is 

expected to improve the transfer o f  training and productivity o f  the 

clerical /adm inistrative personnel.”

For the second information condition, the Utility Information scenario was 

developed from the revised validity-utility condition used in the Carson, et al 

(1998) study. This scenario was identical to the Research Inform ation condition 

except that the paragraph regarding research was replaced by two paragraphs

about utility. The first stated that costs should be evaluated and that utility
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analysis was a process used to estimate the overall gain in productivity. The

second paragraph indicated a return on the investm ent based on the utility

analysis. The text o f the utility analysis condition was the following:

“These costs should be evaluated in the context o f  the return the 

company can expect to receive. I f  the Relapse Prevention 

(Supervisor Support) intervention which we are proposing does in 

fact result in an increase in the level o f  productivity, as compared to

previous results from training, more overall productivity will be the

measurable result. More productive employees are obviously 

beneficial since they produce more for the company for the same 

labour costs as their less productive counterparts. Utility analysis is 

the process that can be used for estim ating the benefit to the 

company o f training employees when training is transferred 

resulting in a measurable gain in overall productivity.

A utility analysis was conducted based on information gained from 

supervisors in your company about the value o f more productive 

clerical /administrative employees, the expected increase in 

productivity, the number o f employees trained, and the cost 

estimates for the Relapse Prevention (Supervisor Support) training 

program. This analysis indicates that the average clerical/ 

administrative employee, due to increased productivity, w ill be 

“worth” $3000 more to the organization than the average employee 

trained under the present system. This w ill be due to the increased
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transfer o f training resulting in employees performing their jobs 

more effectively and continuing to im prove as new policies and 

technology are put in place. Since the com pany expects to train 470 

clerical /adm inistrative employees over the  course o f the year, this 

saving equals 51,410,000 (470 * 3,000) per year to the company. 

Furthermore, since these employees will continue to improve and 

will maintain their productivity over an extended period of time, an 

estimate can be made o f these gains in productivity over time. For 

example, over a two year period the total benefit for the company is 

estimated to be $2,820,000 (2 * 1,410,000). In sum, the utility 

analysis shows that improved transfer o f  training and productivity 

that results from the Relapse Prevention (Supervisor Support) 

intervention has an impressive economic benefit to the company.”

The sum o f S3000 per employee is much lower than the 57117 used by 

Carson, et al (1998). It was calculated based on the predicted increase of transfer 

o f 14% found in the Relapse Prevention literature as th is was felt to be a more 

realistic amount o f gain for a transfer of training scenario in discussions with 

Saks and Haccoun. Similarly, the maintenance o f the effect o f  training was felt 

to be a more questionable issue than the perform ance o f a newly selected 

employee, with an average 18 year stay with the organization. Therefore, the two 

year estimate was included instead o f the original Latham  and Whyte (1994) 

calculation for 18 years. The four scenarios can be found in appendix 2.
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M easures

This study used one primary dependent measure. It was modeled after the 

W hyte and Latham (1997) 9 item scale which was obtained from the authors. 

Their 9 item scale is identical to their 8 item scale (Latham and W hyte, 1994) 

with one additional item. The sam e 8 item  scale was used by Carson, et al 

(1998). The scale questions were m odified where needed to refer to the training 

scenarios and were designed to m easure the extent to which participants accepted 

the proposal made by the consultant. The nine items o f  the scale were 1) “How 

likely are you to implement the consultant’s recommendations?”, 2) “How 

confident are you that the consultant’s recommendations will significantly 

improve the productivity of the clerical/adm inistrative personnel?”, 3) “How 

confident are you that the consultant has the ability to improve the training given 

to the clerical/adm inistrative personnel?”, 4)“How confident are you that 

investing in new training procedures as recom mended by the consultant is a good 

use o f  company resources?”, 5) “How committed are you to implementing the 

consultant’s recommendation?”, 6) “In relation to the investment required, how 

large do you believe the financial return will be if the consultant’s 

recom mendations are implemented?”, 7) “W ill others in the firm approve or 

disapprove if  you decide to implement the consultant’s recommendations?”, 8) 

“How effectively could you justify  to others in the firm a decision to implement 

the consultant’s recommendations?” and 9) “Rate the quality of the consultant’s 

advice.”. The participants responded to the items using a 5-point Likert-type 

scale specific to each item. A response o f  “ 1” in general indicated a preference
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to not adopt the consultant’s recommendation and a response o f  “5” indicated a 

preference to follow the advice. Decision preference scale scores can range from 

9 to 45 with the middle point being 27. The internal consistency reliability 

coefficient (alpha) o f  the scale is .93. Latham and W hyte (1994) reported a 

reliability o f  .93 and W hyte and Latham (1997) also reported .93 for this 

coefficient. A factor analysis confirmed the unitary structure o f  the scale.

Additionally, a lined page was added with the follow ing request: “Please 

discuss your reasons for accepting or rejecting the consultant’s 

recommendations:”. This additional request for qualitative information was 

added in order to understand the participants’ reasoning and perceptions o f the 

scenarios. The measure can be found in appendix 1.

The statistical analyses examined the effects o f  the transfer and 

information manipulations on the participants’ preferences to accept the 

consultant's recommendation. The overall effects o f the manipulation were 

tested, followed by a pair-w ise comparison between means. The effect o f gender 

and experience in finance-accounting, human resources and/or training was also 

tested.
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Results

No significant differences were found between the means for male and 

female participants. None were found between participants w ith or without 

experience in finance or accounting, human resources, and training. Moreover, 

for participants w ith experience in more than one o f the above, there were no 

significant differences found. Although not significant, the mean for participants 

without human resources experience was higher (mean = 28.49) than those with 

experience (mean = 26.56). This seemed to indicate that participants with human 

resources experience were more difficult to convince from the consultant's point 

o f view. That is, these participants with human resource experience seem to be 

less accepting o f the scenarios overall although not significantly less. No 

interaction effect was found between transfer type, information type and human 

resource experience.

The means and standard deviations for the sum o f responses to the four 

decision preference scale items are presented in Table 1 for the 2 X 2  (Transfer X 

Information) design. Decision preference scale scores can range from 9 - 4 5 ,  

with a higher num ber indicating a stronger preference to accept the consultant’s 

recommendations. Although the means for the utility analysis condition for each 

o f the transfer conditions are lower than the corresponding means for the research 

information condition, there was no statistically significant difference. 

Correspondingly, the means for the Supervisor Support condition for each o f the
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Relapse Prevention condition. Again these results were not statistically 

significant.

T able 1

Means, standard deviations and number o f subjects (N)

T ra n sfe r  type In fo rm ation  type M ean Std. Dev. N
Relapse Prevention Research Information 27.4167 8.3840 42
Relapse Prevention Utility Analysis 26.2571 7.8454 35
Supervisor Support Research Information 29.0278 6.7124 36
Supervisor Support U tility Analysis 27.6286 7.8481 35

A univariate ANOVA was conducted for a 2 X 2 (transfer x information) 

between-subjects design on participants’ responses to the decision preference 

scale. As stated above, the results indicated that there was no main effect that 

was statistically significant nor was there an interaction effect. The results are 

reproduced in Table 2.

Table 2

Tests o f Between-Subjects Effects

Source Type IV 
Sum of 
Squares

Df M ean
S quared

F Sig.

Corrected Model 137.907 3 45.969 .766 .515
Intercept 111953 1 111953 1864.6 .000

Transfer type 81.813 1 81.813 1.363 .245
Information type 60.214 1 60.214 1.003 .318

Transfer * Infotype .528 1 .528 .009 .925
Error 8645.788 144 60.040
Total 121397 148

Corrected total 8783.69 147
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The results o f the main comparisons o f  transfer type (Relapse prevention 

vs. Supervisor support) and inform ation type (Research inform ation vs. U tility 

analysis information) are reproduced in Table 3 and Table 4 respectively.

W hyte and Latham (1997) analyzed the responses to each o f  the nine scale 

items and found that they were consistently lower for the u tility  analysis 

condition. The differences were greatest and were statistically significant for 

items 5-(How committed are you to implementing the consultant’s decision?), 8- 

(How effectively could you ju stify  to others in the firm a decision to implement 

the consultant’s recommendations?), and 9-(How important in your decision 

making was the estimate o f  the financial consequences o f the consultant’s 

recom mendations?). These were reported to be significant at the following 

levels: p<.02>, p < .0 2  andpc.O l respectively.

In analyzing the results o f  Table 3, the overall results indicate that the 

means for the supervisor support transfer program were higher overall and higher 

for each item o f the scale. None o f the results were significant. However, the 

mean difference was greatest for item 5-(How committed are you to 

implementing the consultant’s recom mendation?), p  = .211.
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Table 3

Transfer type:

- means, standard deviation, number o f  respondents(N), and significance

Relapse Prevention Supervisor Suppon
Mean S.Dev. N Sig. Mean S.Dev. N Sig.

Scale 26.8896 8.1113 77 .256 28.3380 7.2761 71 .256
Question  1 3.2658 1.1176 79 .707 3.3289 .9576 76 .707
Q uestion 2 2.6709 .9299 79 .342 2.8158 .9621 76 .342
Q uestion 3 2.9367 .9915 79 .692 3.0000 .9870 76 .692
Q uestion 4 3.0380 1.1596 79 .356 3.2000 1.0000 75 .356
Q uestion 5 2.9367 1.2944 79 .211 3.1974 1.2860 76 .211
Q uestion 6 2.8974 1.0394 78 .348 3.0548 1.0123 73 .348
Question 7 3.0649 1.2176 77 .292 3.2568 .9940 74 .292
Question 8 3.0759 1.2483 79 .231 3.3067 1.1267 75 .231
Question 9 2.8291 .9802 79 .842 2.8600 .9428 75 .842

In analyzing the results o f Table 4, the overall results indicate that means 

for the research information condition were higher overall and higher in 7 out of 

9 item s  in the scale. The result for the full scale was not significant. However, 

item 3- (“How confident are you that the consultant has the ability to improve the 

training given to the clerical/administrative personnel?”) was significant at p<.01 

(.006) indicating a clear preference for research inform ation as opposed to utility 

analysis estim ates. Item 2- (“How confident are you that the consultant’s 

recom m endations will significantly improve the productivity of the 

clerical/adm inistrative personnel?”) although not significant had a p = . l6 6  and 

item  7- (“W ill others in the firm approve or disapprove if  you decide to 

im plem ent the consultant’s recommendations?”) had a £>=.182. These items seem
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to indicate a higher level o f questioning o f  the credibility o f  the consultant when 

the argument made for a program included the utility analysis estimate.

T ab le  4

Information type:

- means, standard deviation, num ber o f respondents(N), and significance

Research In form ation U tility A nalysis In form ation
M ean S.Dev. N Sig. M ean S.Dev. N Sig.

Scale 28.1603 7.6526 78 .341 26.9429 7.8202 70 .341
Question 1 3.3171 1.0527 82 .798 3.2740 1.0309 73 .798
Question 2 2.8415 .9746 82 .166 2.6301 .9053 73 .166
Question 3 3.1707 .9136 82 .006 2.7397 1.0278 73 .006
Question 4 3.1728 1.1157

00 .502 3.0548 1.0526 73 .502
Question 5 3.0488 1.2363 82 .873 3.0822 1.3617 73 .873
Question 6 3.0000 1.0434 80 .738 2.9437 1.0126 71 .738
Question 7 3.2716 r  1.1608 81 .182 3.0286 1.1668 70 .182
Question 8 3.1707 1.1843 82 .846 3.2083 1.2096 72 .846
Question 9 2.8902 1.0215 82 .526 2.7917 .8871 72 .526
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Discussion

The Latham  and Whyte (1994) effect was not replicated in terms o f this 

study related to a training scenario. N either hypothesis was proven with 

statistical significance. However, the acceptance o f  the utility scenarios was 

slightly lower in comparison to the research information. Upon closer 

examination o f  each mean, this difference is very slight when we consider the 

results from the 2X2 analysis in table 1. The mean for relapse prevention - 

research inform ation is 27.4167 (s.d. 8.3840) and for supervisor support - utility 

analysis it is 27.6286 (s.d. 7.8481). When exam ining table 4, the results show a 

preference for research information, mean o f 28.1603 (s.d. 7.6526), over utility 

analysis, mean o f  26.9429 (s.d. 7.8202). However, the formulation o f the 

information about utility analysis did not detract from participants being able to 

receive the inform ation and consider it in a sim ilar manner that research 

information was received, since this difference in results is not significant.

The mean from table 3 for Supervisor Support, 28.3380 (s.d. 7.2761), was 

slightly higher than Relapse Prevention, 26.8896 (s.d. 8.1113) and this effect, 

although not statistically significant, is in the opposite direction from the 

proposed hypothesis. Managers providing support to employees, in order that 

they may be able to apply their training, was found to be as likely by participants 

as an intervention centered on the employee (relapse prevention). The 

participants w ith human resource experience, regarding this comparison, had a
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comparable mean with the respondents that did not have this experience. This 

indicates that the issue o f supervisor support for training seemed favourable in a 

more generalized manner.

Perhaps this result can be explained by looking at the comments that were 

made on the attached request for justification. In tabulating the type of comment 

made on these attachments, the comments were grouped into categories and if  

more than one comment was clearly delineated from the same participant, they 

were entered as separate comments. 121 (78%) participants made comments.

The highest number o f comments were made regarding participants not 

having enough information provided by the scenario to make a good decision and 

these comments were fairly evenly distributed with between 6 to 9 comments for 

each scenario, for a total o f 28. There may be an advantage to interviewing 

candidates or being available to provide further information or clarification about 

the scenarios presented in such a study. Only 1 comment for each scenario 

indicated that the participant had not understood the information well enough to 

respond w ith accuracy.

M any comments indicated that consultants, in general, are not readily 

given credibility  despite the scenario clearly indicating the consultant’s education 

level and experience as well as research experience in the specific area discussed. 

33 comm ents challenged the credibility o f  the consultant, 22 o f these were
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associated with the utility analysis scenarios. It would seem from the comments 

that the more complex the information justifying the proposed scenario, the more 

the comments reflected concern about needing some indication o f the 

consultant’s track record. These comments seem to reflect that participants 

believe that past performance predicts future performance more than they believe 

in the complexity o f what some referred to as theoretical proposals. The fact that 

transfer o f training interventions are fairly new as concepts and not as yet 

widespread may account for this reaction in terms o f  the research - transfer 

scenarios. The utility analysis scenarios received these low credibility 

comments, in part, regarding the large amount o f  return that had been indicated in 

the scenarios.

Some participants commented in the opposite direction o f the scenario 

received in that a) 6 wanted calculations for return on investment but had 

received a research information scenario, b) 3 commented that they were not in 

agreement with training managers but had received a proposal for training 

managers, c) 1 commented that managers should be trained to support trainees 

but had received a relapse prevention scenario. As a preliminary step it may be 

useful for consultants and human resource managers to provide a choice o f the 

preferred interventions to both management and employees before suggesting 

which type o f  intervention should be considered for implementation in a specific 

organization addressing a specific problem.
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The comments made about advantages outweighing costs were remarkably 

low considering the scenario information. Only 9 o f  these positive comments 

were made for utility scenarios and 6 were made for the research information 

scenarios. This may reflect the low level o f be lief in the  possibility o f success 

for the scenario proposed. Moreover, 9 respondents indicated that they wanted to 

test the proposal first, before implementation and 8 o f  these were comments made 

under the relapse prevention options. It appears from the comments that a better 

description of relapse prevention was necessary and that respondents, in part, did 

not like the implications made in the terminology o f the name.

On a positive note, 14 respondents commented that the consultant made 

sense in the proposal, 10 o f these responses were under the research information 

scenarios and only 4 were under utility analysis. This result, and the fact that 6 

clearly indicated that they did not have confidence in  the level o f predicted 

returns under the u tility  analysis condition, may indicate that managers want 

substantial information about the person proposing a program . They seem to 

need more before they are willing to accept a proposal backed by a certain 

complexity of argument such as utility analysis estim ates.

Future research could, therefore, focus on identifying the best way to 

educate managers about the models that describe these new innovations. For 

example, it may be that certain types o f managers (i.e . engineering) have a 

preference for flow diagrams explaining the learning to transfer relationships
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others may prefer using tools that are common in project management such as 

risk analysis diagrams and language.

Future research should also look into the area o f  issue selling as it relates 

to information about human resource issues and m ore specifically transfer 

interventions. Q ualitative data gathering also seems to be indicated as a good 

means to assess some o f  the thinking patterns. In this study which empirically 

was not successful at finding a statistical indication o f relationships, the 

qualitative information provided some indication o f  the overall issues that were 

part o f the m anagers’ perceptions o f the scenarios.

Additionally, future research may first need to focus on examining the 

issue o f environmental interventions since this study demonstrated that this type 

o f  intervention was as acceptable, and in part slightly preferred, as the individual 

intervention. In reality, however, environm ental interventions, such as 

Supervisor Support training, do not seem to be w idespread. The combination of 

both types o f transfer interventions may have an additive effect and this could 

certainly be a selling point for this type o f environm ental intervention. Future 

research could maximize the overall statistical significance by studying the same 

training program in two very similar sites using one as an initial control group 

while applying the two transfer interventions in the other. This type o f control 

m inimizes the dependency on other tools for calculating overall results such as 

utility analysis estim ations and subjective estim ations o f  productivity increase.
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More research continues to be necessary in order to define better ways o f 

m easuring the resulting dependent variable (output).

W ith the many changes brought on by technology, the scenarios used were 

somewhat dated in the sense that many clerical positions have been replaced by 

data gathering and processing technology. For many positions, productivity must 

now be viewed from many angles such as the soft skills necessary in 

comm unication and teamwork, the technological ability for understanding 

complex global interaction and the broader vision o f  accepting continuous change 

and improvement. These may also be fruitful areas that new research needs to 

explore in terms o f  maximizing returns from training through the use of transfer 

interventions.

Contribution to transfer o f training research

This study has specifically sought out inform ation about the acceptability 

o f two specific types o f transfer interventions, Relapse Prevention and Supervisor 

Support training. The review o f the literature indicated less acceptability for 

environmental interventions such as supervisor training. The results o f this study 

clearly indicate that managers do not reject this type o f  intervention and even 

slightly preferred the scenarios that included supervisor support, although not at a 

significantly higher degree. This study seems to indicate that information about 

research results continue to be the preferred justification  required by managers to 

sell them on the use of these interventions. Relapse prevention interventions
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received acceptance from participants overall, however, it seems that some 

rejection was simply due to the language used to describe the program. The 

literature mentions that issue selling success involves the acceptance o f  the 

language used and there seems to be a slight effect related to this in respect to 

relapse prevention intervention proposals. This point needs further research in 

order to be empirically justified.

Contribution to utility analysis research

The results o f this study did not replicate the rejection o f u tility  analysis 

estimates found by Latham and W hyte (1994) and Whyte and Latham (1997) in 

their studies o f  this type of information used to justify  selection programs. 

Although utility analysis estimates were not as preferred as research information 

that was o f a less complicated nature, this study did not find a significant 

difference between the two conditions when used to justify  transfer o f training 

interventions. The fact that the utility  analysis descriptions were sim plified and 

reduced in length seemed to allow managers to focus more on the bottom line 

aspects o f the calculations in terms o f  a return on investments. This simplication 

may be preferred by some managers. However, empirically, more research will 

need to be done to look into the use o f  such information by managers in their 

decision making about human resource development programs.
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Practical implications

Consultants and human resource development managers may benefit from 

some o f  the findings o f this study. Firstly, it is clear that a credibility issue 

arises when the complexity o f the language used in a proposal is reacted to 

negatively by the receivers o f the message. This fact should be taken into 

account in terms o f the language used to describe programs. M oreover, some 

participants described Relapse Prevention as some fad being sold by the 

consultant and this clearly indicates that managers are reticent in dealing with a 

consultant's recommendations. It may be more cautious and practical to introduce 

innovations through the use o f pilot projects. Some o f  the suggestions made by 

participants mirrored the research found on this subject (B rinkerhoff and 

M ontesino, 1995) that indicated a more positive perception o f  the forces that 

encourage transfer of training in the work environment after managers began to 

use interventions in support o f employees through a pilot study. The scenarios 

did not receive a very high score overall and this indicates that some education 

about training issues may be required. Since most decisions need to be supported 

by top management, this study seems to indicate that concise and to the point 

comm unication about training issues need to be part o f  all presentations about 

transfer programs. Practical examples may be advisable to elaborate on crucial 

issues in the transfer process and especially on work environment links to 

transfer.
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In terms o f  utility analysis, such estim ations are not receiving an 

im m ediate positive response and seem to need to be introduced after a 

relationship has been established with managers. There seemed to be a negative 

effect on the credibility o f  the consultant who presented such estimates. When a 

clien t requests information about estimates o f dollar returns regarding a human 

resource program, utility analysis as a tool to be used to calculate such estimates, 

m ay then be introduced with less skepticism on the part o f the receiver. 

M anagers seem to indicate a need to have this type o f  information, however, 

w hen presented with the calculations they seem to have a reduction in acceptance 

o f  the proposal and the consultant in the study.

Another practical implication concerns the organizational context o f the 

intervention. The results seem to indicate that the more time the consultant 

spends getting information about specific needs from  trainees and managers, the 

higher the acceptance level for the intervention w ithin the organization. 

Participants who commented on a greater need for training and training 

interventions described positive experiences in their organizations and scored a 

h igher acceptance o f  the proposals. Although th is result was not an empirical 

finding, this point was made by several participants and has some practical value.
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C onclusion

This study had a population o f respondents whose demographics were very 

sim ilar to the previous studies carried out by Latham and W hyte (1994) and 

Carson, et al (1998). In that respect, this study contributes to the literature on 

responses to utility analysis as an estimation tool for human resources 

managem ent programs. There continues to be an unknown reason for the 

disparate results obtained in comparison to the Latham and W hyte (1994) study 

as well as the result o f the W hyte and Latham (1997) study. Carson, et al, (1998) 

suggested that American managers may be different from their Canadian 

counterparts. This difference now seems more unlikely. It seems more likely 

that presenting the information in a less complex fashion was responsible for the 

sim ilarity  between levels o f acceptability o f the utility analysis information. It 

bears mentioning, however, that the participants involved in applying scenarios 

were not making real decisions and limits generalizing the results to immediate 

applications in the field. M oreover, the means for all the scenarios were between 

26 and 29 on a 9 - 45 scale having a m idpoint o f 27. This result is not unlike the 

results obtained in the aforementioned studies and continues to demonstrate, as 

m entioned by Carson, et al (1998), that managers on average were not highly 

favourable to the proposals made by the consultants. Despite the fact that the 

results overall were slightly above the mid-point, there continues to be a 

reticence in adopting refinements proposed by human resource departments, as in 

this study concerning transfer o f  training interventions and utility analysis.
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Instructions

This questionnaire is part of a study about human resource management 
decision making. In the following pages you will read a brief scenario, and you will be 
asked to respond thoughtfully to some questions that are based on the scenario. The 
scenario describes a situation in which a management decision must be made, and you 
are the one who has to make it.

We are interested in learning about your true reactions to the scenario you are 
about to read. This is not a test. None of the potential responses to the following 
questions are more correct than others. You are simply asked to imagine that the 
situation described is real, to consider the questions carefully, and to indicate your 
responses in the space provided.

To ensure the anonymity of your responses, please do not sign this 
questionnaire. It would be useful for data analysis, however, if you would provide the 
following information:

Sex: Female_____  Male

Age:

Number of years of full-time work experience:

Do you have job experience in finance or accounting? 

Yes  No______

Do you have job experience in human resource management? 

Yes  No___

Do you have job experience in training and development? 

Yes  No______
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QUESTIONS

Please answer the following questions by circling the appropriate response.

1. How likely are you to implement the consultant’s recommendations?

1 2 3 4 5
very even very
unlikely unlikely chance likely likely

2. How confident are you that the consultant’s recommendations will significantly 
improve the productivity of the clerical /administrative personnel?

i i i i T
1 2 3 4 5
not at all somewhat moderately quite very
confident confident confident confident confident

3. How confident are you that the consultant has the ability to improve the training 
given to the clerical /administrative personnel?

I I I I I
1 2 3 4 5
not at all somewhat moderately quite very
confident confident confident confident confident

4. How confident are you that investing in new training procedures as
recommended by the consultant is a good use of company resources?

I I I I I
1 2 3 4 5
not at all somewhat moderately quite very
confident confident confident confident confident

5. How committed are you to implementing the consultant’s recommendations?

I \ i i T
1 2 3 4 5
not at all somewhat moderately quite very
committed committed committed committed committed

P le a se  turn the p a g e
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6. In relation to the investment required, how large do you believe the financial 
return will be if the consultant’s recommendations are implemented?

I I I I I
1 2 3 4 5
negligible small moderate large very large

7. Will others in the firm approve or disapprove if you decide to implement the 
consultant’s recommendations?

1 2 3 4 5
moderately neither approve moderately

disapprove disapprove nor disapprove approve approve

8. How effectively could you justify to others in the firm a decision to implement the 
consultant’s recommendations?

I I I 
1 2 3

I
4

I
5

not at all somewhat moderately quite very
effectively effectively effectively effectively effectively

9. Rate the quality of the consultant's advice.

1 2
poor fair

Please turn page

I I I
3 4 5
good very good excellent

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

53

Please discuss vour reasons for accepting or rejecting the consultant’s 
recommendations:

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

54

Appendix 2
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(Supervisor Support-Research Information) Scenario

Imagine that you are the vice-president of human resources in a large Canadian multi
national corporation. This corporation employs over 10,000 people and had sa le s  of over $4 billion 
dollars last year. The corporation has a reputation for high quality products. Recently concerns 
have been raised about the productivity of clerical /administrative personnel.

An assessm en t of training needs has been conducted to address som e of these  
productivity concerns and training courses have been designed to m eet the needs. Unfortunately, 
the training does not seem  to be making much of a difference in the productivity of the clerical 
/administrative personnel. Although you are skeptical that the methods by which your firm trains 
such personnel can be improved upon, an organizational consultant has been retained to 
investigate the issue.

This consultant specializes in the development and implementation of transfer of training 
interventions that enable companies to increase the rate of transfer of training. Transfer of training 
is the extent to which trainees apply the knowledge, skills, and abilities acquired in training on-the- 
job. The consultant is also a member of both the Canadian and American Psychological 
Associations, and graduated ten years ago with a Ph.D. from a prestigious university.

This particular consultant has done research showing that the transfer of training can be 
increased through the use of transfer of training interventions, and has expertise in the design and 
development of programs for increasing the effectiveness of training. After a discussion of the 
issues with management personnel, the consultant submits a preliminary proposal. This is a 
summary of the proposal:

Training programs have traditionally had low levels of transfer of training. In other words, 
there tends to be relatively little change in trainees’ behaviour or job performance 
following training. In fact, it has been estimated that only 10 percent of the investments 
made in training result in a change in trainees’ behaviour on-the-job. The major reason for 
the lack of transfer of training is due to obstacles and barriers in the work environment
that make it difficult for trainees to apply and use the material acquired in training on-the-
job. Transfer of training interventions that are designed to address the obstacles and 
barriers in the work environment can improve the transfer of training following a training 
program.

For your company, a study consisting of the following steps will be performed:

1. A transfer of training audit will be conducted in order to 
identify the extent of the transfer of training problem in your organization;

2. A transfer of training needs assessm en t will be conducted in 
order to identify the major barriers and obstacles preventing the transfer of 
training of the clerical /administrative personnel;

3. The results of the transfer of training audit and needs
assessm ent will be used to develop a transfer of training intervention. This
will involve the development of a training program for trainees’ managers 
called “Supervisor Support". One of the most significant obstacles to the 
transfer of training is the lack of support from m anagers. Managers hold one 
of the most significant keys to resolving the problem of transfer of training. 
Support from the trainee’s manager can greatly strengthen the likelihood that 
trainees will apply the training material on the job. The Supervisor Support 
training will inform managers of the barriers to transfer of training in the 
organization, and what they can do to improve the transfer of training of the 
clerical/ administrative personnel. This will include factors such as goal- 
setting activities, how and when to provide encouragement and support, 
reinforcement activities, and modeling of behaviours. For example, 
supervisors will be trained to d iscuss the content and benefits of the training
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program and to se t  goals with em ployees prior to and subsequent to the 
training.

The cost of designing and implementing the transfer of training intervention will be 
$20,000. Because you expect to train about 470 clerical /administrative employees and their 
supervisors this year, we estimated that the total implementation cost of the training program will 
be $425,000. This amount reflects training costs, training personnel salaries, and required 
equipment, facilities and supplies. Total outlay for the training program ($425,000) plus the 
consultant’s recommendations ($20,000) if followed, is therefore approximately $445,000.

Research published on the transfer of training has found that transfer of training 
interventions can improve the transfer of training. Supervisor support and encouragement has 
been shown to have a significant effect on the transfer of training and the effectiveness of training 
programs. Therefore, Supervisor Support training is expected to improve the transfer of training 
and productivity of the clerical /administrative personnel.

As the vice-president of the company, it is up to you to decide whether to implement the 
consultant's recommendations.
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(Supervisor Support-Utility Information) Scenario

Imagine that you are the vice-president of human resources in a large Canadian multi
national corporation. This corporation employs over 10,000 people and had sales of over $4 billion 
dollars last year. The corporation has a reputation for high quality products. Recently concerns 
have been raised about the productivity of clerical /administrative personnel.

An assessm en t of training needs has been conducted to address som e of these  
productivity concerns and training courses have been designed to meet the needs. Unfortunately, 
the training does not seem  to be making much of a difference in the productivity of the clerical 
/administrative personnel. Although you are skeptical that the methods by which your firm trains 
such personnel can be improved upon, an organizational consultant has been retained to 
investigate the issue.

This consultant specializes in the development and implementation of transfer of training 
interventions that enable companies to increase the rate of transfer of training. Transfer of training 
is the extent to which trainees apply the knowledge, skills, and abilities acquired in training on-the- 
job. The consultant is also a member of both the Canadian and American Psychological 
Associations, and graduated ten years ago with a Ph.D. from a prestigious university.

This particular consultant has done research showing that the transfer of training can be 
increased through the use of transfer of training interventions, and has expertise in the design and 
development of programs for increasing the effectiveness of training. After a discussion of the 
issues with management personnel, the consultant submits a preliminary proposal. This is a 
summary of the proposal:

Training programs have traditionally had low levels of transfer of training. In other words, 
there tends to be relatively little change in trainees’ behaviour or job performance 
following training. In fact, it has been estimated that only 10 percent of the investments 
made in training result in a change in trainees’ behaviour on-the-job. The major reason for 
the lack of transfer of training is due to obstacles and barriers in the work environment 
that make it difficult for trainees to apply and use the material acquired in training on-the- 
job. Transfer of training interventions that are designed to address the obstacles and 
barriers in the work environment can improve the transfer of training following a training 
program.

For your company, a study consisting of the following steps will be performed:

1. A transfer of training audit will be conducted in order to
identify the extent of the transfer of training problem in your organization;

2. A transfer of training needs assessm ent will be conducted in
order to identify the major barriers and obstacles preventing the transfer of 
training of the clerical /administrative personnel;

3. The results of the transfer of training audit and needs
assessm ent will be used to develop a transfer of training intervention. This 
will involve the development of a training program for trainees’ managers 
called “Supervisor Support". One of the most significant obstacles to the 
transfer of training is the lack of support from managers. Managers hold one 
of the most significant keys to resolving the problem of transfer of training. 
Support from the trainee’s  manager can greatly strengthen the likelihood that 
trainees will apply the training material on the job. The Supervisor Support 
training will inform managers of the barriers to transfer of training in the 
organization, and what they can do to improve the transfer of training of the 
clerical/administrative personnel. This will include factors such as goal-setting 
activities, how and when to provide encouragement and support, 
reinforcement activities, and modeling of behaviours. For example,
supervisors will be trained to discuss the content and benefits of the training
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program and to se t goals with em ployees prior to and subsequent to the 
training.

The cost of designing and implementing the transfer of training intervention will be 
$20,000. B ecause you expect to train about 470 clerical /administrative em ployees and their 
supervisors this year, we estimated that the total implementation cost of the training program will 
be $425,000. This amount reflects training costs, training personnel salaries, and required 
equipment, facilities and supplies. Total outlay for the training program ($425,000) plus the 
consultant’s  recommendations ($20,000) if followed, is therefore approximately $445,000.

T hese costs should be evaluated in the context of the return the company can expect to 
receive. If the management training in Supervisor Support which we are proposing does in fact 
result in an increase in the level of productivity, a s compared to previous results from training, 
more overall productivity will be the measurable result. More productive em ployees are obviously 
beneficial since they produce more for the company for the sam e labour costs as their le ss  
productive counterparts. Utility analysis is the process that can be used for estimating the benefit 
to the company of training employees when training is transferred resulting in a measurable gain 
in overall productivity.

A utility analysis was conducted based on information gained from supervisors in your 
company about the value of more productive clerical /administrative em ployees, the expected  
increase in productivity, the number of em ployees trained, and the cost estimates for the 
additional management training program. This analysis indicates that the average clerical/ 
administrative employee, due to increased productivity, will be “worth" $3000 more to the 
organization than the average employee trained under the present system . This will be due to the 
increased transfer of training resulting in em ployees performing their jobs more effectively and 
continuing to improve as new policies and technology are put in place. Since the company 
expects to train 470 clerical /administrative em ployees over the course of the year, this saving 
equals $1,410,000 (470 * 3,000) per year to the company. Furthermore, since these em ployees  
will continue to improve and will maintain their productivity over an extended period of time, an 
estimate can be made of these gains in productivity over time. For example, over a two year 
period the total benefit for the company is estimated to be $2,820,000 (2*  1,410,000). In sum, the 
utility analysis shows that improved transfer of training and productivity that results from training 
managers in Supervisory Support has an impressive economic benefit to the company.

As the vice-president of the company, it is up to you to decide whether to implement the 
consultant's recommendations.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



www.manaraa.com

59

(R elapse Prevention-R esearch Information) Scenario

Imagine that you are the vice-president of human resources in a large Canadian multi
national corporation. This corporation employs over 10,000 people and had sa les of over $4 billion 
dollars last year. The corporation has a reputation for high quality products. Recently concerns 
have been raised about the productivity of clerical /administrative personnel.

An assessm ent of training needs has been conducted to address som e of these 
productivity concerns and training courses have been designed to m eet the needs. Unfortunately, 
the training does not seem  to be making much of a difference in the productivity of the clerical 
/administrative personnel. Although you are skeptical that the methods by which your firm trains 
such personnel can be improved upon, an organizational consultant has been retained to 
investigate the issue.

This consultant specializes in the development and implementation of transfer of training 
interventions that enable companies to increase the rate of transfer of training. Transfer of training 
is the extent to which trainees apply the knowledge, skills, and abilities acquired in training on-the- 
job. The consultant is also a member of both the Canadian and American Psychological 
Associations, and graduated ten years ago with a Ph.D. from a prestigious university.

This particular consultant has done research showing that the transfer of training can be 
increased through the use of transfer of training interventions, and has expertise in the design and 
development of programs for increasing the effectiveness of training. After a discussion of the 
issues with management personnel, the consultant submits a preliminary proposal. This is a 
summary of the proposal:

Training programs have traditionally had low levels of transfer of training. In other words, 
there tends to be relatively little change in trainees’ behaviour or job performance 
following training. In fact, it has been estimated that only 10 percent of the investments 
made in training result in a change in trainees' behaviour on-the-job. The major reason for 
the lack of transfer of training is due to obstacles and barriers in the work environment
that make it difficult for trainees to apply and use the material acquired in training on-the-
job. Transfer of training interventions that are designed to address the obstacles and 
barriers in the work environment can improve the transfer of training following a training 
program.

For your company, a study consisting of the following steps will be performed:

1. A transfer of training audit will be conducted in order to
identify the extent of the transfer of training problem in your organization;

2. A transfer of training needs assessm en t will be conducted in
order to identify the major barriers and obstacles preventing the transfer of
training of the clerical /administrative personnel;

3. The results of the transfer of training audit and needs
assessm ent will be used to develop a transfer of training intervention. This
will involve the development of a training program for trainees’ called 
“Relapse Prevention". One of the most significant obstacles to the transfer of 
training is trainees’ inability to cope with the barriers in the work environment. 
Trainees’ ability to anticipate and cope with the work environment is one of 
the most significant keys to resolving the problem of transfer of training. 
Preparing trainees for relapses can greatly strengthen the likelihood that they 
will apply the training material on the job. The Relapse Prevention training will 
inform trainees of the barriers to transfer of training in the organization, and 
what they can do to cope with them when they are encountered in order to 
continue to apply the training material. This will include factors such as 
identifying transfer obstacles, anticipating transfer obstacles, reasons for 
relapses, and developing strategies and coping mechanism s for dealing with
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transfer obstacles and relapses. For example, trainees will be trained on the 
difficulties of applying training material in their work environment, how to 
anticipate barriers, and how to prepare for barriers and relapses prior to and 
subsequent to the training.

The cost of designing and implementing the transfer of training intervention will be 
$20,000. B ecause you expect to train about 470 clerical /administrative employees this year, we 
estimated that the total implementation cost of the training program will be $425,000. This amount 
reflects training costs, training personnel salaries, and required equipment, facilities and supplies. 
Total outlay for the training program ($425,000) plus the consultant’s recommendations ($20,000) 
if followed, is therefore approximately $445,000.

Research published on the transfer of training has found that transfer of training 
interventions can improve the transfer of training. Relapse Prevention interventions have been 
shown to have a significant effect on the transfer of training and the effectiveness of training 
programs. Therefore, Relapse Prevention training is expected to improve the transfer of training 
and productivity of the clerical /administrative personnel.

As the vice-president of the company, it is up to you to decide whether to implement the 
consultant's recommendations.
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(R elapse Prevention-Utility Information) Scenario

Imagine that you are the vice-president of human resources in a large Canadian multi
national corporation. This corporation employs over 10,000 people and had sales of over $4 billion 
dollars last year. The corporation has a reputation for high quality products. Recently concerns 
have been raised about the productivity of clerical /administrative personnel.

An assessm ent of training needs has been conducted to address som e of these  
productivity concerns and training courses have been designed to m eet the needs. Unfortunately, 
the training does not seem  to be making much of a difference in the productivity of the clerical 
/administrative personnel. Although you are skeptical that the methods by which your firm trains 
such personnel can be improved upon, an organizational consultant has been retained to 
investigate the issue.

This consultant specializes in the development and implementation of transfer of training 
interventions that enable com panies to increase the rate of transfer of training. Transfer of training 
is the extent to which trainees apply the knowledge, skills, and abilities acquired in training on-the- 
job. The consultant is also a member of both the Canadian and American Psychological 
Associations, and graduated ten years ago with a Ph.D. from a prestigious university.

This particular consultant has done research showing that the transfer of training can be 
increased through the use of transfer of training interventions, and has expertise in the design and 
development of programs for increasing the effectiveness of training. After a discussion of the 
issues with management personnel, the consultant submits a preliminary proposal. This is a 
summary of the proposal:

Training programs have traditionally had low levels of transfer of training. In other words, 
there tends to be relatively little change in trainees’ behaviour or job performance 
following training. In fact, it has been estimated that only 10 percent of the investments 
made in training result in a change in trainees’ behaviour on-the-job. The major reason for 
the lack of transfer of training is due to obstacles and barriers in the work environment 
that make it difficult for trainees to apply and use the material acquired in training on-the- 
job. Transfer of training interventions that are designed to address the obstacles and 
barriers in the work environment can improve the transfer of training following a training 
program.

For your company, a study consisting of the following steps will be performed:

1. A transfer of training audit will be conducted in order to
identify the extent of the transfer of training problem in your organization:

2. A transfer of training needs assessm en t will be conducted in
order to identify the major barriers and obstacles preventing the transfer of 
training of the clerical /administrative personnel;

3. The results of the transfer of training audit and needs 
assessm en t will be used to develop a transfer of training intervention. This 
will involve the development of a training program for trainees’ called 
“Relapse Prevention". One of the most significant obstacles to the transfer of 
training is trainees’ inability to cope with the barriers in the work environment. 
Trainees’ ability to anticipate and cope with the work environment is one of 
the most significant keys to resolving the problem of transfer of training. 
Preparing trainees for relapses can greatly strengthen the likelihood that they 
will apply the training material on the job. The Relapse Prevention training will 
inform trainees of the barriers to transfer of training in the organization, and 
what they can do to cope with them when they are encountered in order to 
continue to apply the training material. This will include factors such as  
identifying transfer obstacles, anticipating transfer obstacles, reasons for 
relapses, and developing strategies and coping mechanisms for dealing with
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transfer obstacles and relapses. For example, trainees will be trained on the 
difficulties of applying training material in their work environment, how to 
anticipate barriers, and how to prepare for barriers and relapses prior to and 
subsequent to the training.

The cost of designing and implementing the transfer of training intervention will be 
$20,000. B ecause you expect to train about 470 clerical /administrative employees this year, we 
estimated that the total implementation cost of the training program will be $425,000. This amount 
reflects training costs, training personnel salaries, and required equipment, facilities and supplies. 
Total outlay for the training program ($425,000) plus the consultant's recommendations ($20,000) 
if followed, is therefore approximately $445,000.

T h ese costs should be evaluated in the context of the return the company can expect to 
receive. If the Relapse Prevention intervention which w e are proposing does in fact result in an 
increase in the level of productivity, as compared to previous results from training, more overall 
productivity will be the measurable result. More productive em ployees are obviously beneficial 
since they produce more for the company for the sam e labour costs as their less  productive 
counterparts. Utility analysis is the process that can be used for estimating the benefit to the 
company of training em ployees when training is transferred resulting in a measurable gain in 
overall productivity.

A utility analysis was conducted based on information gained from supervisors in your 
company about the value of more productive clerical /administrative employees, the expected  
increase in productivity, the number of employees trained, and the cost estimates for the Relapse 
Prevention training program. This analysis indicates that the average clerical/ administrative 
employee, due to increased productivity, will be “worth” $3000 more to the organization than the 
average em ployee trained under the present system. This will be due to the increased transfer of 
training resulting in em ployees performing their jobs more effectively and continuing to improve as 
new policies and technology are put in place. Since the company expects to train 470 clerical 
/administrative em ployees over the course of the year, this saving equals $1,410,000 (470 * 
3,000) per year to the company. Furthermore, since these em ployees will continue to improve and 
will maintain their productivity over an extended period of time, an estimate can be made of these  
gains in productivity over time. For example, over a two year period the total benefit for the 
company is estimated to be $2,820,000 (2 * 1,410,000). In sum, the utility analysis show s that 
improved transfer of training and productivity that results from the Relapse Prevention intervention 
has an impressive economic benefit to the company.

As the vice-president of the company, it is up to you to decide whether to implement the 
consultant's recommendations.
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