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Que.stinns for 1. Why is training an important requirement for organizationgto undertake?
Review and 2. Which principles of Jearning theory should be considepéd when designing an effective
Discussion training program? Explain. :
5. What are the main purposes of orientation progt,
to be the most neglected?
4, Why is the cvaluation apd assessment

difficualt?
5. ‘Will e-lcarning or online training repldce classroom training? Why? What should train-

ing in goal setting involve, and wh shoukd participate in such training?

6. How could a persan’s expectatjgs about training influence what he or she leamns ina
formal training program?

= What barriers cxist that hgfiper the transfer of learning from the training classroom w
back-on-the-job?

8. Why is a needs asses,
vided? Unfortunat

9, Describe why a gerformance analysis may indicate that training is now needed to solve

a particular prpblem.

57 What aspeets of orientation seem

¥ training and development programs s0

ent a requirement for determining what training should be pro-
. too many organizations bypass the needs assessment. Why?

EXERCISE 13-1

Assessing
Training Needs

s exercise illustrates how to properly assess training needs.

Set Up the Exercise

1. Select a job to analyze. You should choose a job that you have some farniliarity with or
have actually held.

2. Prepara of obtain a job description for it. What are the major duties and responsibili-
ties? Also, what activities rust be done to complete the job?

3. In specific terms, what are the observable behaviors that a job holder must perform?

4. After completing steps 1 though 3, outline what type of training would be beneficial to
improve performance in this job. What training methods seem to be best suited for
this job?

A Note on Learning

This exercise emphasizes the type of careful analysis that must be conducted in determin:;

ing specific neads for training. '

‘Application Case 13-1°
Dunkin’ Donuts and Domino’s Pizza: Training for
Quality and Hustle

Dunkin' Donuts and Domino’s Pizza share the same requirement for success: Provide 8
high-quality product at impressive speed. Domino’s guarantees a hot, tasty pizza delivered
to your doorstep as soon as possible. Dunkin” Donuts promises fresh doughnuts every four
hours and fresh coffee every 18 minutes.
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To meet this requirement, both fast-food companies face the same training challenge:
Train a very young (typically aged 13 to 21) and inexperienced workforce to meet rigorous
petformance standards. Both companies must train in an industey where turnover averages
300 to 400 percent yearly and where company locations are widely dispersed, Domino’s
operates 3,800 stores throughont the United States and seven foreign countries; Dunkin’
Donuts has 1,400 shops spanning the United States and 12 foreign countries.

The two companies approach this teaining challenge with a highly decentralized train-
ing function. At Domino’s Pizza, 85 percent of a nonsupervisory employee's training oc-
curs on the job and is provided by the store manager-or franchise owner. Each employec is
gsually traincd to fill most of the shop’s five hourly jobs (order taker, pizza maker, oven
tender, touter, and driver), which helps during fush hours when a crew member doesn’t
appear for work. Performance standards arc demanding; the order taker must answer a call
within three rings and take the order within 45 scconds. The pizza maker must make the
pizza and place it in the oven within one minute. The oven fender musl take one pizza out
while putting another one in within five seconds and cut and box the pizza by the count of
15. Domino’s encourages dedication to speed by lkeeping tabs on the fastest service and
delivery times reported by its stores and publishing them as “box scores” in The Pepperotti
Press, the company newspaper.

Although the bulk of training is on the job far away from corporaie headquarters, Dorm-
ino's corporate training staff maintains some control over training by providing a variety of
training aids. The staff makes available to shop management 14 videos {with instructor’s
manuals) on such tasks as delivery, dough management, image, and pizza making. Each zhop
is equipped with a VCR. “The videos are upbeat, fast-moving, and mugical (MTV-style)
with a heavy dose of comedy geared to its high school and college-aged audience. Young
Domina's employees play the roles in the videos.

Each shop also displays corporate-produced training poSters with job hints and remind-
ers throughout the work area. Above the production line, for example, are large color pic-
tures of how a pizza should look at each step of the production process. Two popular posters
are a glossy color picture of “The Perfect Pepperoni” pizza and a picture of a pizza cursed
with the 10 commaon flaws (for example, scarched vegetables, air bubhbles). The training
materials communicate many key points with Domino's-styled lingo, “Dominese.”

Store managers (aged 21-23) are trainad by a six-course, typically six-rnonth MIT program
that includes coursework in pizza dough management, people management, cost management,
and how to conduct on-the-job training of hourly employees. Manager trainees pProgress
through five levels of training with higher performance requirgments and more responaibilitics
added at each level. On-the-job raining is an important part of the training program.

Many franchise owners (and all company-owned stores) send management trainees to
the regional training center for classes taught by corporate Lrainers; however, management
training often is decentralized, with franchise owners conducting the MIT courses them-
selves. Franchise owners must be certified to conduct the Fformal courses for their manager
trainess. The certification process requires that the owner complete a “Training Dynamics”
course on how fo teach managet wainges; observe cettified teachers training the MIT series
of courses: and then co-leach the saries with a regional trainet, who must approve the fran-
chisee’s performance. The quality of training provided by franchise owners is antanced by
the owners’ substantial in-store management experience. Only Domino’s store managers
may apply for franchise ownership. :

Domina’s corporate training staff is also involved in developing franchisc owners by
means of a rigorous training program for all prospective owners. The training includes a
serics of courses on coniracts, site selection, store construction, and marketing, with an
early, heavy emphasis on the nitty-gritty aspects of ownetship to discourage those who are
less than totally cotmitted.
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Like Domino’s Pizza, Dunkin’ Donuts” corporate training staff conducts a demanding
training program for its franchise owners, Prospective franchisces undergo six weeks of
training at Dunkin’ Donuts University in Braintree, Massachusetts. There, they spend four
weeks in production training, learning how to make doughnuts, coffec, soup, and other
products, and how 10 operate and maintain the production eguipment. Performance stan-
T dards are rigorous; the final production tesl requires that 2 Lrainge make 140 doughnuts per
1 houoy (enough ta fill a shop’s doughnut case). Each batch of donghnnts is weighed and
measured for length and height. If u batch of six cake doughauts is one ounce too light ot
too heavy, for example. the batch fails the test.

REEE Franchisces spend the last two weeks focusing on linancial aspects ol the husiness and
" ‘ on developing employec management skills (For exampic, supervising, performance
appratsal, and interpersonal sommunication), The 12-member training staf conducting
ek with sbout 10 yeury’

the program are all former SIore MAnAgers or district sales ming

experience with the company.

‘ Training of hourly cmployees is totally degentralized. Franchise owiers Serve as train-
ers and receive how-to snurruction for this task, Like Domino's Plzza, Dunkin® Donuts’

corporate training staff also provides training videocassetles Tor owners Lo st Quarterly

clinics on quality control are also conducted by the company’s district managers and Lech-

nical advisers,

Dunkin® Donuts vses a different and decentralized approach o training its store Manag-
ars who are not franchise owners, [zather than have franchize Ownars comduet the training,
the company selects expericnced SLOTE MANIEErs and trains them as store manager trainers,
Their trainers (rain New MANAZErs USINE & PROZram and materials developed by the corporale
stafl, This decentralized approach is relatively new for Dunkin® Donuts and was adopted
after the company dropped its | 2-week training program conducted totally at corporate
headquarters. With the centralized approach, tirnover afneng NEW IMANRZETS was 30 percent
during training. Under the new decentralized, on-site approach, turnover during training is
about 0.5 percent, and annual training cosls have decreased from $418,000 o $172.000.

People-related management skills ure emphasized in truining both (ranchise owners and
store managers. Dunkin® Donuts credits this emphusis as 4 major reason why its annual furn-
over rate for hourly workers (80 percent) is considerably less than the industry average.

Diseission Questons

1. What are the strengths and shortcomings of a decentralized approach to training
tnanagers and houtly employces? Discuss,

2. Develop a plan for determining the training needs of the hourty paid staff of a Doming's
Pizza franchise.

%, .In your opinion, why was the turnover rate aMoOng management trainees in Dunkin’
Donuts' centralized program so high?
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