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Abstract 
Many Small and Medium-sized Enterprises (SMEs) today face 
problems with growth and profitability due to lack of management 
training within the managerial staff. This study aims to create a 
holistic model for how to construct a Management Training Plan for 
such companies and test this model on a case company.  
 
The study found four main phases in the creation of a training 
plan, and thus, the model consists of four parts. The first part deals 
with the motivation of the trainees to go through with the training. 
The second part deals with deciding the content of the training 
plan. The third part looks at how the training plan should be 
designed. The fourth part looks at how to evaluate the training after 
it has been conducted. 
 
The main findings are that the most interesting areas of training for 
the managers at Cypress Security are customer communication 
and financial management. The training should be a mixture 
between group discussions and self-study material.  
 
We believe the results in this study should prove useful when 
constructing training programs for other companies since the 
model can be applied to almost any type of company. By providing 
specialized management training of this kind, SMEs reduce the 
need for hiring and recruiting managers with academic background 
and allows them to recruit from within. 



 
 

Preface 
Writing this Master’s Thesis and getting the chance of working and 
living in the USA have truly been a satisfying experience. Not only 
has it provided valuable experience and knowledge about other 
cultures, but also a lot of new friends. 
 
We would like to send special thanks to Nils Welin, the CEO of 
Cypress Security, for giving us the possibility of writing this Thesis 
in San Francisco. Thanks also to all of the other employees at 
Cypress Security for making our stay very enjoyable. Kudos to 
Sandra for always bringing us donuts and other nutrients during 
the weeks, but foremost the ability to always put up a friendly 
appearance. Thanks to Mary for letting us play with Chantelle. 
Thanks to Jonas for speaking Swedish with us during the 
interview. Thank you CJ for teaching us how to bowl. Thanks Joe 
for being the biggest man we met in San Francisco and making 
every subject discussed seem like the most important matter in the 
world. Thank you Derek for being the cool cop that we thought only 
existed in shows like Nash Bridges. Thanks Brent for entertaining 
us while we had lost CJ. Thanks Jason for being a gentleman and 
letting us take batteries from your room. Thanks Ethel for taking 
your time with the questionnaire. Thanks Artem for... well, for just 
being Artem. Of course, also for taking us to the incredible New 
Years trip to Tahoe, and providing us with some funny footage that 
we still keep for a day when we will have to use them against you. 
Of course, we would like to give special thanks to Chantelle, who 
managed to always entertain us during the breaks. 
 
Our greatest gratitude also goes to our supervisor Magnus Klofsten, 
who has been very helpful in this study, by striking a perfect 
balance between providing direction and at the same time giving us 
freedom. 
 
Thanks to our opponents Olov Isaksson and Carl-Axel Dahlin for 
being able to give valuable feedback and constructive criticism in 
such short notice.  
 
 
Stockholm 
March, 2007 
 
 
Yusuf Hasanogullari   Olof Lindahl 
 
 



 
 

Table of Contents 
1  Introduction ............................................................................ 1 

1.1  Background ...................................................................... 2 

1.2  How management training can help growing SMEs ............ 2 

1.3  Purpose of this report ....................................................... 6 

1.4  The development of a management training plan and 
research questions for the study ................................................. 7 

1.5  Definitions and acronyms ............................................... 11 

1.6  Delimitations .................................................................. 14 

1.7  Disposition ..................................................................... 15 

2  Frame of reference ................................................................ 17 

2.1  Motivation ...................................................................... 18 

2.2  Deciding content ............................................................. 19 

2.3  The design of the training plan ........................................ 29 

2.4  Evaluation ...................................................................... 38 

3  Synthesis: Creating the model ............................................... 43 

3.1  Motivation ...................................................................... 44 

3.2  Deciding content ............................................................. 45 

3.3  Design ............................................................................ 48 

3.4  Evaluation ...................................................................... 49 

4  Methodology ......................................................................... 51 

4.1  The scientific process ...................................................... 52 

4.2  Approach: Case Study ..................................................... 53 

4.3  Characteristics of Case Studies ....................................... 54 

4.4  Technique of Measurement ............................................. 55 

4.5  Data Collection ............................................................... 56 

4.6  Reliability of the study .................................................... 58 

4.7  Validity of the study ........................................................ 60 

4.8  Respondents ................................................................... 60 

5  Developing the training plan ................................................. 63 

5.1  The Case Company ......................................................... 64 

5.2  Motivation ...................................................................... 69 

5.3  Deciding Content ............................................................ 72 

5.4  Design ............................................................................ 88 

6  The training plan .................................................................. 91 



 
 

6.1  How should the trainees be motivated to go through the 
training? .................................................................................. 92 

6.2  What content should be included in the training program?
 92 

6.3  How should the training program be designed to transfer 
the content to the trainees and change their behavior? ............. 95 

6.4  How should the training program be evaluated? .............. 96 

7  Discussion ............................................................................ 99 

7.1  Can the results be applied to large firms? ..................... 100 

7.2  Were the objectives of the training program put up in the 
background reached? ............................................................. 101 

7.3  Do the four areas cover all aspects of creating a training 
plan? 101 

Bibliography ............................................................................. 103 

Written .................................................................................. 104 

Internet ................................................................................. 107 

Oral ....................................................................................... 107 

Interviews .............................................................................. 107 

Other ..................................................................................... 108 

Appendix 1 ............................................................................... 109 

Interview Guide ..................................................................... 109 

Appendix 2 ............................................................................... 110 

Questionnaire ........................................................................ 110 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

 

 
Table of Figures 

 
Figure 1: Human competency in an iceberg structure. ................. 22 
 
Figure 2: Five different categories of management skills ............... 25 
 
Figure 3: Model of the matching technique .................................. 41 
 
Figure 4 – Filtering the content .................................................... 46 
 
Figure 5 – U-model ...................................................................... 53 
 
Figure 6: Cypress Security’s organization .................................... 66 
 
 
Table 1: Boundaries for SMEs ..................................................... 12 
 
Table 2: Disposition of the report ................................................. 15 
 
Table 3: Table of opinions ............................................................ 21 
 
Table 4: Questionnaire answers on managing self and personal 
skills ........................................................................................... 79 
 
Table 5: Questionnaire answers on providing direction ................ 80 
 
Table 6: Questionnaire answers on working with people .............. 81 
 
Table 7: Questionnaire answers on using resources and tools ...... 83 
 
Table 8: Training Module 1 .......................................................... 93 
 
Table 9: Training Module 2 .......................................................... 94 
 
Table 10: Training Module 3 ........................................................ 94 
 
Table 11: Training Module 4 ........................................................ 95 
 



 

 
 



1 Introduction 

Page | 1  
 

 
 
 
 
 
 
 
 
 
 

1  INTRODUCTION 
In the background and problem description, we will explain why 
management training is important to many Small and Medium 
sized Enterprises (SMEs). The chapter begins with a general 
description of why the need for management training is increasing. 
We will then continue with the purpose of this report and what 
needs to be done in order to fulfill the purpose. 
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1.1 Background 
Today's business climate is characterized by complexity and 
increasing changes in environment. Traditional sources of 
competitive advantage such as physical and financial assets and 
technology also tend to be increasingly easy available to everyone 
on equal terms, on open markets. In order to survive and obtain 
advantages in this environment, companies need to be able to 
innovate and assimilate new knowledge. Knowledge has therefore 
become an increasingly important asset for most firms; even 
pushing back the traditional sources of competitive advantage into 
the background. (López et al., 2006) 
 
To build this knowledge, many firms are looking at internal 
management training. For example, according to Fortune Magazine 
(2006), many companies are getting serious about growing their 
own leaders. Several studies have shown that management training 
does lead to growth and reduces the risk of failure since it 
increases the competitiveness of firms (Fuller-Love, 2006). 
Therefore, management training has become an important as well 
as wide-spread element in the overall strategy of continued growth 
and development (ibid). For that reason, it is a very interesting area 
of study. 
 
It is particularly interesting to look at growing SMEs since the 
impact of management training in such firms should help them 
keep on growing and in avoiding the many traps that could lead to 
decline. These firms go through specific challenges that 
management training could help overcome. 

1.2 How management training can help growing SMEs 
The following chapter will look particularly at the need for 
management training for growing SMEs and how management 
training could help them. The chapter will look at why there is a 
need for management training, and then look further into the 
specific challenges and problems that growing SMEs face, problems 
that management training could help overcome. Then it will be 
explained how management training can help overcome these 
problems. 

1.2.1 Specific challenges for managers in growing SMEs 
During the organizational changes that these growing firms go 
through, people within them have to adapt to new roles and 
responsibilities, and the managerial role changes (Masurel et al., 
2006). For example, in small firms, the strategic direction and 
management of the company is conducted by the entrepreneur 
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(Scott et al., 1997). For companies that have gone through the 
initial growth stages, however, and reached a situation where the 
organization is too large to be run by a single manager, the 
situation is different. Here, budgetary control, regular management 
reports and decentralized authority accompanied by formalized 
accounting systems must have been established (Scott et al., 1997). 
Also,  delegation is crucial (Masurel, 2006), making the 
organization depend more on systems (Masurel, 2006) and groups 
of people cooperating and communicating through those systems, 
rather than relying on the ideas of single persons. Managers and 
new management positions will have to be introduced as a way of 
decentralizing authority (Adizes, 1979). 
 
The managers in the larger organizations discussed above are often 
required to take part in the more abstract levels of management, 
like strategic work and planning, perhaps getting responsibility over 
their own divisions or regions. Although the lead manager's role in 
strategic change is still critical, the other members of a firm's top 
management team will also have an important influence on 
strategic choices (Boeker, 1997). The larger the company is, the 
more influence and decision-making is delegated to the individual 
managers in the organization (Masurel et al., 2006), which makes 
the responsibilities of the individual managers greater. It is, for 
example, not very likely that the only responsibilities of project 
managers or regional managers in a medium-sized company are to 
work on a sale basis towards customers. Instead, they gather more 
power and can influence the decision making of the company (Scott 
et. al, 1987). 
 
Therefore, the new positions need to be filled with managers that 
have skills not required in a smaller firm. In filling these positions, 
however, many firms experience problems due to economical 
restraints (Fuller-Love, 2006) leading to trouble with finding the 
right type of applicants. For example, the firm may have problems 
offering wages high enough to attract managers that have gone 
through a university education in management. Instead, they may 
need to rely on internal recruiting to fill these roles. One can 
assume that the managers recruited in this way often face big 
challenges in their new roles. The reason for this is that since these 
managerial positions are relatively new, the internally recruited 
managers do not have any previous experience or training in their 
new roles. They are probably in possession of skills required in 
completing day-to-day business or leading a small group of people, 
since this is what they have done in their previous work, but want 
more understanding of more professional business-related issues 
such as strategic issues, long-term planning and a better ability to 
get whole view of the organization. 
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1.2.2 Problems that SMEs face due to lack of management 
education 

When a firm has reached a certain growth stage, it becomes 
important to train managers to meet the needs of a growing firm 
(Masurel et al., 2006). According to Fortune Magazine (2006), the 
biggest problem facing management today is finding managers who 
can communicate and motivate others, and according to Clinton et 
al. (2005), when managers are not properly trained, a host of 
negative people-issues could emerge. These include a loss of team-
work, cooperation, communication breakdowns, all of which lead to 
decreased performance of the organization in different ways. The 
issues could also lead to a loss of moral and increased workplace 
stress, decreasing the performance of the organization further 
(ibid.). 
 
Below, we have categorized the most significant problems into three 
different categories. Loss of organizational productivity addresses 
the effectiveness of the organization as a whole. Loss of individual 
productivity deals with the productivity of the individual managers 
at their tasks. And customer relations deals with the firm’s ability 
to understand the underlying needs of the customer.  
 
It is important to note that these problems are general problems 
that can affect growing SMEs, and that all SME’s problems are 
unique and can be of more specific nature. 

1.2.2.1 Loss of organizational productivity 
In large organizations, fluidity and ease of communication between 
the managers is very important, since misunderstandings can lead 
to different managers leading the company in different directions. 
With managers needing a better ability to grasp the whole picture of 
the organization, and instead focusing on their part of the 
organization, a situation may arise where co-operation between 
different parts of the organization suffers. Communication may also 
suffer because managers lack a common business language and a 
similar way of looking at business. In the worst-case scenario, this 
lack of effectiveness in communication can lead to lacking co-
operation between different parts of organization (Clinton et al., 
2005), resulting in managers taking conflicting decisions instead of 
co-operating to achieve synergy. In the end, this leads to the firm 
having a harder time achieving its performance goals (ibid), and 
could even send a confusing image to the customers and stake-
holders since the organization has trouble working as a single unit. 
Communication problems leading to the organization having 
difficulties in reaching its performance goals is a very severe 
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problem since achieving goals is essential for the business to 
perform, and in the long term, survive.  

1.2.2.2 Loss of individual productivity 
Another way to look at the severity of this problem is the fact that 
working in a managerial position without proper management skills 
leads to difficulty in reaching performance goals on an individual 
level. A well trained business sense can lead to managers becoming 
more confident, help reduce their stress levels and challenge them 
to think differently about their business situation (Clinton et al., 
2005), and as a result heightening their productivity. 

1.2.2.3 Customer relations 
It can be assumed that the lack of business-related education may 
also lead to missed opportunities with customers. With managers 
lacking deeper business knowledge, they may have problems really 
understanding the organization of the customer and the customer's 
needs. This could lead to problems communicating with the 
customer, making misunderstandings get in the way of a deepened 
relationship. It may also lead to a shallow relationship where only 
the direct need of the customer is met, and ignoring opportunities 
to offer value by finding solutions that are more aligned with the 
customers overall organizational design, strategic direction and 
mission. This may for example lead to missed opportunities to 
deepen the relationship by failing to fully customize the offered 
service to the customers’ needs, failing offer solutions that the 
customer didn't think about, and failing to predict what services 
the customer could need in the future. In the long run, this could 
lead to the company missing opportunities that could very well lead 
to growth. 
 
To summarize, the main problem with managers lacking business-
related education is that the firm may become less productive and 
miss opportunities with customers, in the end making the firm less 
competitive than it could be.  

1.2.3 Internal management training to avoid problems  
Management development programs are now widely accepted as a 
means of improving the competitiveness of firms and the economy 
as a whole (Fuller-Love, 2006). Offering internal training in 
business for managers could offer the company a way of avoiding 
the problems discussed above, while at the same time going around 
the issue with lack of resources for hiring managers from outside. 
While it may not give managers an education ranking in the same 
high-degree class as a formal MBA-education from a university, it 
may still provide a way of giving the managers enough knowledge to 
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help the firm avoid most of the problems, while at the same time 
giving them the flexibility to custom-create the training according to 
its own needs. It is also a compact form of education and therefore 
much less time-consuming than a formal education from a 
university. 
 
Another major benefit with this approach is the advantage of 
educating the firm’s own personnel, since this gives the firm the 
ability to actually develop and enhance the core competence of the 
corporation. According to Prahalad & Hamel (1990), developing and 
maintaining the core competence of the corporation should be the 
main focus of every CEO wishing to remain competitive. In this 
sense, it would be quite logical both from a financial and a 
knowledge-based point of view.   
 
The consequences discussed above would probably be sufficient to 
make most managers understand the impact of not training their 
managers. However, listing the most significant advantages of 
conducting proper management training would probably give 
further incitements for managers to begin educating their 
managers. Clinton et al. (2005) has once again found the three 
most important advantages of conducting proper management 
training:  
   

‐ Exposure to new and better ideas and practices for 
application  

‐ Motivates managers to improve performance. 
‐ Helps managers actually develop/improve skills. 

 
It is also worth noting in the end, the training should be aimed at 
changing the actual behavior of the trainees, and not only give 
them knowledge that is not used in real-life situations (Korsten, 
2002; Hwang, 2003; Kirkpatrick, 2006; Brinkerhoff, 2006). This 
has to be taken into consideration when developing the training 
plan. 
 

1.3 Purpose of this report 
As discussed above, many of the growing SMEs today suffer from 
the problems above. The purpose of creating a management 
training program is to address some of the problems that these 
firms can suffer from due to lack of training. It is, however, 
important to note that while the problems above stem from the 
same source – a lack of training – the problems themselves can 
take many manifestations and be specific to each firm. Addressing 
these problems of SMEs with management training will in the end 
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help the firm in its continued growth. This study will take a closer 
look at how to actually create a management training program for 
such a firm: 
 
The purpose of this study is to construct a model for how to 
develop management training programs for small- and 
medium-sized enterprises, and test this model on a case-
company. 
 
The training program should ensure that managers have a 
knowledge base and use this knowledge base to behave 
accordingly, so that the firm avoids problems discussed above. 
Thus, the objectives of the training program are: 
 
- Increasing the managers' ability to see the bigger picture of the 
organization and how their decisions affect it, thus in the end 
making the firm more competitive. 
 
- Managers being more confident in their roles, thus increasing 
their productivity which in the end increases the competitiveness of 
the firm. 
 
- Increasing the managers' understanding of the firm's customers 
and as a consequence, makes way for improved customer relations. 
 
It is important to note that these objectives are general objectives 
with developing a training program. As we will see in coming 
chapters, it is still necessary to look at specific objectives with 
training for each firm that a training program is being developed 
for.  

1.4 The development of a management training plan and 
research questions for the study 

To lay the groundwork for the rest of the project, we have to look at 
the important aspects of developing a management training plan 
and the process of developing it. From this groundwork, we can 
formulate the research questions for the study that will be the base 
of the project. 

1.4.1 The need for motivation 
Besides the importance of the actual training program, many 
authors agree on that motivated trainees are of great importance for 
successful training (Meller & Mann, 2001; Daines et al., 1998; 
Monk, 1996; Torrence, 1993; Kirkpatrick, 2006). In order for 
training to be effective, the course content must be designed to 
engage and involve the trainee (Meller and Mann, 2001). One must 
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understand that educating managers is not a trivial matter. Often, 
it is quite likely that the managers will actually question the need 
for training (Klofsten, 2006; Monk, 1996). But more importantly, 
the impact that motivation has on the actual ability to teach and 
learn should be considered by anyone thinking of educating 
employees. Daines et al. (1998) mean that to be able to teach a 
person, that person must be willing to learn. Furthermore, they 
mean that motivation will enhance what is actually learned. In the 
end, little will be accomplished by the training program if the 
trainee is not motivated to learn. 
 
So, we can conclude that a fundamental and likewise crucial part of 
the training will be to initiate the trainees in a motivated way for 
them to be able to get the most part out of the training program. 
Incitements like higher wages and promotion opportunities will only 
work to a limited extend in this case, as stated by the above. 

1.4.2 The development process  
The task to create and develop a training plan is a big one, and to 
be created effectively, it is necessary to have a plan and process 
suitable to the fulfillment of the purpose. The process of developing 
a marketing plan is, although it is for a different purpose, very 
similar to the process that could be adopted to develop a training 
plan. The process of developing a marketing plan allows managers 
and entrepreneurs to develop and implement different action plans 
in a systematic way, although the content as such can be quite 
different from time to time. Nevertheless, the following steps are 
almost always included in one way or another, although they may 
appear with different names and meanings etc. According to 
Andberg and Eliasson (1999), the development and implementation 
of a marketing plan should consist of the following steps: 
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1. Situation analysis  
2. Idea / strategies  
3. Defining requirements  
4. Plan of action  
5. Evaluation  
 
The first two steps have been done in the prior chapters, while the 
three remaining steps can be seen as the steps remaining to create 
a training plan. These last three steps can be compared to 
Korsten’s (2002) model of developing a training program. This 
model also details three steps in the process; analyzing the training 
requirements, translating the training requirements into an action 
plan, and evaluating the training program. 
 
However, in another model, Kirkpatrick (2006) details ten steps 
that are involved in the creation and implementation of a training 
plan. Many of these steps address the implementation of the 
training plan and will not be included in this study. However, four 
steps address the development of the training plan; determining 
needs, setting objectives, determining subject content and 
evaluating the program. 
 
The difference between Korsten’s and Kirkpatrick’s models is that 
Korsten has a step for deciding how to design a training plan 
(“Translating the training requirements into an action plan”), while 
Kirkpatrick does not write about this aspect. Instead, Kirkpatrick 
writes about the importance of setting objectives of the training 
plan and determining the content of the training plan, which 
Korsten doesn’t explicitly write about. Important to note, also, is 
that Kirkpatrick explicitly writes that it is important to set the 
objectives after the training needs have been set. 
 
When looking at these steps, one can see that there are actually 
three main steps that one can take in creating a training plan 
(besides motivating the trainees, which can also be seen as a step 
that has to be taken). The first step is to decide the content of the 
training plan. In order to decide the content, one has to look at 
requirements, needs and objectives of the training, therefore these 
steps are actually only parts of deciding the content. The second 
step is to create an action plan, which means to decide how the 
training should be designed to transfer the knowledge contained in 
the decided content. And the third and final step is to decide how to 
evaluate the training afterwards. 
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Each of these three steps will be described further below. 

1.4.2.1 The content of the training program 
The contents of the training plan are the topics that are going to get 
covered in the training (Kirkpatrick, 2006). The topics that are 
presented should meet the needs (requirements) and accomplish 
the objectives (Ibid). 
 
The training requirements are the difference between the current 
situation and what is needed in order to meet the objectives that 
have been set (Korsten, 2002; Kirkpatrick, 2006). The difference 
between the current and the desired situation may be described in 
general terms on the organizational level, and then translated to 
the level of the individual employee (Korsten, 2002). 

1.4.2.2 The design of the training program  
This is where we decide how to teach the contents of the training 
plan to the managers. Specifically, the format of the training plan, 
how the content should be presented and the process of teaching 
should be decided here. This is important since without a proper 
strategy for how to transfer the content of the training plan to the 
managers that go through the training, no matter how good the 
content is, the managers will not be able to take the information in 
and use practically it in their work. But designing the training 
process for the training plan is not an easy task, as the teaching 
must be adopted to the training requirements of both the firms as a 
whole, but also to the individuals in it (Korsten, 2002). 
 
The transfer of the content should for example be connected to the 
actual job experience of the managers, so that the practical 
application of it can be understood. To do this well, we need a 
deeper understanding of what makes a management training plan 
good, especially how to create them to get the best possible transfer 
of knowledge to managers in the best pedagogical way possible. It is 
also important to take into account that, in the end, not only 
should the trainees have better knowledge, but also change their 
actual behavior for the training to have benefit. 

1.4.2.3 Evaluation of the training program 
According to Korsten (2002), there are two aspects of the evaluation 
of a training plan. The first aspect is evaluating if the goals for 
implementing a training program have been met. This is done on 
the organizational level and should take into account the above 
discussed goals for creating a training plan, looking at the problems 
that not having a training plan could create and benefits that 
training might provide. This evaluation is long-term and should 
establish the value of the training by looking at the effects on the 
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organization that the training has brought by looking at 
organizational change. 
 
The other aspect of the evaluation is looking at the training plan 
itself and how to improve it. Here, it is important to analyze how 
the participants of the training program feel about it, if they find 
the content relevant and the design compelling. This is important 
since the training plan should always be in accordance to the needs 
of the individual managers going through the training, and if not, 
there should be a way of measuring what is not of satisfaction and 
changing it accordingly. Measuring the managers' satisfaction with 
the training plan is also important since it determines their 
motivation to go through it. 
 
In the end, both aspects of evaluation are important to make sure 
that the training plan fits both the needs of the firm and the 
managers. If not, this should be discovered and the reason for this 
should be possible to diagnose so that the training plan could be 
improved. 

1.4.3 Research questions 
By taking into account the need to motivate trainees, plus following 
the three steps above, all important aspects of the creation of the 
training program are taken into consideration and the training plan 
can be optimized to reach the goals set up in the purpose. The need 
to motivate trainees and the three aspects in the previous chapter 
translate directly into four main questions for this study: 
 

‐ How should the trainees be motivated to go through the 
training? 

‐ What content should be included in the training 
program? 

‐ How should the training program be designed to 
transfer the content to the trainees and change their 
behavior? 

‐ How should the training program be evaluated? 
 
These four research questions will be the base for the rest of the 
study, and each of the following chapters will be based on 
answering them. Using these research questions, the purpose of 
the report can be fulfilled. 
 

1.5 Definitions and acronyms  
In order to give a clear picture of the above discussed problems, 
this chapter will define the key concepts and words of this study. 
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1.5.1 Training plans and training programs 
In this study, we will frequently use the terms “training plan” and 
“training program”. It is important to make a distinction between 
the two. The difference between the two terms is that a training 
plan is the structure of how the program should be constructed, 
what the contents of it should be and how it should be carried out, 
while a training program is the final “product”. 

1.5.2 Small and Mediumsized Enterprises (SMEs)  
SME is a widely accepted for acronym for small- to medium-sized 
firms. Those firms have become recognized as increasingly 
important for the welfare and health of western countries, and as 
such, it is a general acronym which applies to all such companies. 
However, there are some differences in how different countries 
asses what the different categories are. According to the European 
Commission (2003), one can measure what category a firm belongs 
to in three different ways:  
   
- Headcount  
- Turnover  
- Balance sheet total  
   
In the context of discussing different aspects of management in 
different firms, we believe that the most appropriate of these would 
be headcount since we look at firms that have recently introduced 
new management positions, something that is dependent on the 
number of people that have to be organized.  
   
However, the boundary for when a company is small-sized or 
medium-sized differs somewhat between different institutions; the 
European Commission has for example stated the following for 
what should apply to different firms in EMU after 1st of January, 
2005:  
 
Enterprise 
Category  
   

Headcount  Turnover  Balance sheet 
Total  

Medium-sized  <250  ≤ € 50 million  ≤ € 43 million  
Small  <50  ≤ € 10 million  ≤ € 10 million  
Micro  <10  ≤ € 2 million  ≤ € 2 million  
Table 1: Boundaries for SMEs (Free translation from 
http://ec.europa.eu/enterprise/enterprise_policy/sme_definition/index_en.h
tm, 11/10/2006) 

 

However, the corresponding institution in USA, SBA (Small 
Business Administration Size Standards Office) states that the limit 
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for SMEs is to have a workforce of 500 or less. In this thesis we will 
have the approach to consider SMEs to be an enterprise with a 
workforce of 10 to 500.  

1.5.3 Management and training 
The term management is of course a very general one. To most of 
us, it is simply the meaning of being in charge of, and responsible 
for, different areas or/and people, or, to quote the Oxford English 
dictionary, "to handle". Looking up the term management in 
Wikipedia will give us the explanation that management refers to 
"the process of and/or the personnel leading and directing all or 
part of an organization (often a business) through the deployment 
and manipulation of resources (human, financial, material, 
intellectual or intangible)."  
 
Mary Parker Follet, a kind of pioneer in the subject (1868 - 1933), 
had a somewhat different approach. To her, the meaning of 
management was more related to the actual ability of getting things 
done, or in particular, "the art of getting things done through 
people".  
 
In this study, we will have the approach that management is the 
process of directing a clearly specified business area. A business 
area can either be a specific geographic region or it can be a specific 
business unit within the company. Hence the actual meaning of the 
word management for us is the somewhat more abstract parts of 
handling human, financial, material and intellectual resources.  

1.5.3.1 Business education or management training? 
According to the Handy report (Handy et al., 1987), there is a clear 
distinction between business education and management 
development. Business education, according to Handy, is a 
relatively long-term period of study, involving some eight or nine 
different fields of study and knowledge and the acquisition of some 
basic analytical or processing skills. A management development 
program, however, is more likely to be a mixture of experience, 
training and education and is usually compressed into a one or two 
week program and more directly related to the job. (Fuller-Love, 
2006)  
 
However, our point of view of the subject is that the two different 
terms is often mixed up, and we believe that actual business 
education is often part of the management training, especially when 
the managers appointed for the training lacks former business 
education from higher learning institutes. The situation is in a 
sense the opposite for what recently graduated students face when 
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taking on management roles. In this situation, the student has 
gone through immense business education but lacks the practical 
managerial skills often needed, whereas managers without 
business education need the theoretical business education to 
extend their comparable extensive experience of management in 
order to succeed in their role as a manager.  
 
The conclusion to this is that when developing management 
training for SMEs, the term "management training" will mainly refer 
to a shorter, intense business education program adapted to the 
need of the specific type of firm. 

1.5.4 Fastgrowing firms  
It is difficult to find a uniform and formal definition from 
government authorities for what a fast-growing company really is. 
In this study we will use Brüderl's (1998) definition which limits 
fast-growing businesses to include firms that have reached a 
growth of 100% and more employees (minimum of 5) during the 
last four years.  

1.6 Delimitations  
In order to ensure the quality of this training plan, it is necessary to 
make some delimitations before we begin. Management training 
programs are of course a phenomenon that can be generalized to 
almost any company, but making such a general training plan 
would not take into consideration specific aspects of each firm, 
therefore, as we have discussed above it is necessary to limit the 
training plan to be applicable to a specific segment of firms. 
 
In evaluating the training plan, out of the two evaluation aspects 
that Korsten writes about, we will not look at the aspect that has to 
do with whether the training has fulfilled the organizational goals 
that were set up. Thus, in the evaluation, only the participants' 
direct reactions towards the training plan will be measured and no 
long-term effects will be included in the evaluation. The reason for 
this is that the time-constraints that are put up do not allow for 
long-term measurements of effects. 
 
Another consequence of time limitations is that we will not take 
part of carrying out the actual training program. During this thesis, 
the training program will be constructed, but it is the responsibility 
of the firm taking part of the study to actually implement it. 
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1.7 Disposition 
 

 

Ch. Name Content  

1 Introductio
n 

Background and 
problem description, 
purpose, and the 
research questions 
that will be the base 
of the rest of the 
study 

 

2 Frame of 
reference 

Presentation of the 
theory that will build 
up the model in the 
synthesis 

 

3 Synthesis: 
Constructin
g the Model 

The model that will be 
used to construct the 
training plan 

 

4 Methodolog
y 

Explanation of how 
the study was 
conducted 

 

5 Developing 
the training 
plan 

Construction of the 
training plan by using 
the model presented 
in the synthesis 

 

6 The training 
plan 

Presentation of the 
concluding training 
plan 

 

7 Discussion Discussion about the 
results and what they 
mean in the context of 
the problem 
background. 

 

Table 2: Disposition of the report 

Purpose, 
research 
questions 

 
Model 

 
Training plan 

Theory 
collection 

 
 

Model 
usage 
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2  FRAME OF REFERENCE 
In this section we will present the chosen theoretical framework. 
The structure is based on the four research questions presented in 
the previous chapter. The theory that is presented in the frame of 
reference will be used in order to construct the model for creating 
a management training plan. 
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2.1 Motivation 
This chapter will look at how to motivate the trainees and make 
them want to go through the training, but also how to keep their 
interest during the training. The result will provide us with tools 
that we can use to communicate to the trainees in such a way that 
they will want to go through with the training plan, and tools that 
makes it easier for us to construct a training program that is 
motivating in itself.   

2.1.1 Motivating trainees to be trained  
Monk (1996) cites Donaldson and Scannell (1984) saying that the 
only way to make trainees motivated is to make them really want to 
do something. In a literature review by Development and learning 
in organizations (2005), people go to training courses because they 
want to, and feel confident that it can help them. So the question 
is, then, how to make the trainees want to go through with the 
training.  
 
A good model of why people want to go to training is discussed by 
Daines and Graham (1988). According to them, there are many 
reasons why adults would want to go to training. The reasons can 
be grouped into two groups: The first group of reasons is that 
adults go to training in order to learn. For example, they could 
want to follow up an existing interest, learn a skill, create 
something or satisfy their curiosity. The other group of reasons is 
that adults go to training for social reasons. These reasons can 
range from for example wanting to meet others, wanting to go out, 
wanting to meet friends to wanting to escape boredom (Monk, 
1996). 
   
According to Donaldson and Scannell (1984), there are two ways of 
making a person want something. The first way is the positive 
approach in a friendly atmosphere to help a person gain an 
increase in satisfaction. The second is the more negative approach 
in which the person is motivated to do something in order to avoid 
a decrease in satisfaction, i.e. through fear or danger. (Monk, 1996) 
   
Looking at the model provided by Daines and Graham above, 
however, we can see that several of the reasons to attend a training 
course are both to increase satisfaction and to avoid a decrease in 
satisfaction. For example, the reason for wanting to learn a skill 
can be to become better at something which gives an increase in 
satisfaction, while at the same time avoiding not being as good as 
colleagues, which is avoiding a decrease in satisfaction. It seems, 
therefore, that it can be difficult to separate the positive approach 
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from the negative one. However, it is of course always possible to 
focus on either the positive aspects or the negative aspects, and 
Monk seems to favor the positive approach. He cites Torrence 
(1993) as saying that the training environment should be 
conductive to learning with smiles, positive body language and 
words of encouragement being powerful psychological tools for 
rewarding the trainees for wanting to learn. 

2.1.2 Impact on motivation when making the training 
mandatory  

The question of how to make the trainees want to go through a 
training program brings up the question of whether the training 
should be mandatory or not. According to Wei-Chi et al. (2003), 
when training is mandatory and the lack of choice to attend the 
training is perceived as manipulative, trainees will likely have little 
motivation to learn. However, when mandatory training is perceived 
as a commitment by the organization to emphasize new skills, 
employees will likely be highly motivated to learn. Wei-Chi et al. 
believe that in business settings, a mandatory training assignment 
is often perceived as part of a management commitment toward 
skill and performance excellence. Furthermore, the authors believe 
that when the training is perceived as important, the motivation of 
the trainees is amplified.  
 
Further strengthening the view that the perceived importance of the 
training is important for motivation of the trainees, Wei-Tao (2006) 
argues that there is one factor that significantly affects the trainees’ 
motivation. The factor is what Wei-Tao calls training framing, and 
means that the manager gives signals, both indirectly and directly, 
showing that the training is important. According to Wei-Tao, when 
the manager frames the training as important by for example 
saying that the training will help the trainee in their personal 
development or by being helpful for their job, the training becomes 
more effective than if the framing was otherwise or non-existent. 

2.2 Deciding content 
Deciding content is a big process when designing the training plan. 
In order to decide the content, there are several aspects that have 
to be taken into consideration. Each of these aspects will be 
described below. 

2.2.1 Experts opinions 
During recent years, many authors have come up with different 
empirical findings as of what content should be included in training 
programs for managers, and it would be foolish not to take into 
consideration these different opinions. But rather than using it as 
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laws to follow, we intend to use it as a tool to compare the training 
requirements against when designing the content for the training 
plan. Now let us continue with the different opinions on the content 
matter.  
   
According to Fuller-Love (2006), Bolton (1971) came up with the 
recommendations of training in the following specific areas: raising 
and using finance, costing and control information, organization 
and delegation, marketing, information use and retrieval, personnel 
management, technological change, production scheduling and 
control. Fuller-Love herself, on the other hand, came up with the 
following:  
   
“The skills required include leadership and management, 
developing management systems and techniques and team 
building. Other skills include planning, delegation and financial 
management.” (Fuller-Love, 2006)  
   
Fuller-Love stands for the not so divergent opinion on skills for 
SMEs. She also states that in small companies, it is more 
important to have skills such as financial and technical ones, 
rather than the abilities to think strategically and analytically. This 
is something we can agree on since in a small firm, the focus 
should be on “making the product” so to say. With time, however, it 
becomes more and more important to get a sense of the bigger 
picture surrounding the company.  
   
She also makes a point with the statement that the management in 
a small firm has a strong correlation with the owner-manager of the 
firm. She points out that how the manager runs the firm will have a 
big impact, considering the fact that some managers want to run 
the business by themselves rather than delegating duties to the 
other top managers. Thus, if we have the case where the manager 
has a broad set of skills and likes to keep an eye on everything, it 
will probably render that subject content to be included in the 
program will differ from the things he is proficient with.  
 
The last thing that Fuller-Love contributes with is the belief that 
team building and communication is already highly developed 
within a SME due to the limited man force in such companies, and 
therefore she believes that training in such things are not required.  
   
We conclude this part by providing a table with the most common 
opinions as of what is needed in a training program intended for a 
SME, provided by Fuller-Love: 
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Author(s)  Year  Skills  
Chell  1985  Leadership and 

management  
Scott and 
Bruce  

1987  Developing 
management systems  

Deakins and 
Freel  

1998  Team building  

Kitson and 
Wilkinson  

1998  Innovation  

Goss and 
Jones  

1992  Formal systems  

Watkins  1983  Latest management 
techniques  

Vyakarnam et 
al.  

1996  Building a top team  

Stanworth and 
Gray  

1992  Management skills  

Stanworth and 
Curran  

1973  Delegation  

Scase and 
Goffee  

1987  Delegation and 
organization  

Birley and 
Niktari  

1995  Financial management  

Table 3: Table of opinions (Fuller-Love, 2006, p.186) 

2.2.2 Categorizing skills 
When deciding the content of a training program, it becomes clear 
that we need a way for how to look at different types of 
management skills. One can look at several different sources in 
order to define different types of management skills.  

2.2.2.1 Tangible and intangible skills 
Korsten (2002) writes about a general way of categorizing skills. 
According to her, one can compare the structure of human 
competencies to an iceberg. The analogy is inherited from the belief 
that the top of the iceberg represents the skills aligned with a 
specific job or professional performance, and thus being more of 
“tangible” and non-abstract skills. On the bottom, in contrast, we 
find the opposite to these skills. That is, the bottom is rather 
composed of a person’s self-image, motives, commitment etc. The 
reason for this categorization is to show the importance of different 
skills in one dimension, and in the opposite way to show the 
learning ability on another dimension. The paradox of these 
different skills is that the most important skills are the hardest to 
achieve through education. 
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Figure 1: Human competency in an iceberg structure. (Korsten, 2002, p.367; 
Originally Bergenhenegouwen, G. J., Mooijman, E. A. M. and Tillema, H. H. 
1998, Strategisch opleiden en leren in organisaties, Deventer, Kluwer 
Bedrijfsinformatie) 

Korsten emphasizes that the “bottom layer” of the iceberg is the 
most important set of skills and attributes for managers to posses; 
still this conclusion should still only lead to the initiator of the 
training program setting up realistic expectations to what end 
results can be yielded from the training. Another implication of this 
idea is that one will need to focus on the skills and abilities in the 
upper part of the triangle to effectively be able to teach something 
within a reasonable amount of time. This is also something that 
becomes obvious when reading other relevant theories within the 
subject area. For example, Paul Sandwith (1993) makes the 
classification of different skills through the actual context for which 
the skill is carried out, but there is still the same pattern for the 
level of “hands-on” the skill is.   

2.2.2.2 A Hierarchy of management training requirements  
Paul Sandwith (ibid.) presents another way of categorizing different 
skills. When one looks at the different aspects of management 
training requirements, it is easy to see how different requirements 
fit into different categories (Management Standards Centre, MCS). 
For example, practical day-to-day issues things like document 
handling or communications might fit into one category while more 
abstract subject areas such as internet marketing or accounting 
will fit into another category. Paul Sandwith (1993) claims that 
there are at least five different categories that each skill or 
knowledge within a management position will fit into: 
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• Conceptual/creative domain  
• Leadership domain  
• Interpersonal domain  
• Administrative domain  
• Technical domain 

 
The big purpose with this categorization is, according to Sandwith, 
that a company can use these categories as means to provide a 
clearer distinction for where training is actually needed. 
Furthermore, one can adopt the training more specifically to a 
certain position by constructing a competency profile for this 
specific position. By doing this, it will be clearer as to what types of 
skills training really is needed. Apart from being used as a pure tool 
for training purposes, this type of categorization can also be used to 
match specific individual competence profiles to a specific job or 
position. We will now continue to define each category according to 
Sandwith’s model. 
 

• The conceptual domain deals with how each managerial 
position is related to different positions within the hierarchal 
ladder, that is, good conceptual knowledge for a manager will 
lead to him/her having better understanding for how his 
work affects and behaves with the rest of the company. The 
conceptual skills for a manager will differ depending for 
which position he is in. For a president, the conceptual skills 
will relate to how comprehensive his knowledge is of how his 
relation with subordinates, the employee group as a whole, 
customers, suppliers etc. On the other hand, for a line 
manager, the conceptual skills will rather deal with how his 
work relates to his subordinates, his supervisors, and other 
departments, for example. 

 
• The leadership domain and the knowledge and skills 

associated with leadership often acts as an intermediate 
between the conceptual and the technical domain. That is, 
skills belonging to this domain often accomplish the goals 
associated with the conceptual domain, but through 
technical means, that is, more concrete courses of action.  

 
• The interpersonal domain deals with the skills necessary for 

effective interaction with other employees. Here, effective 
communication with other employees is essential, as well as 
the knowledge for how to develop effective communication 
between employees in the firm.  
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• The skills associated with the administrative domain relate 
to things which lie between the interpersonal and technical 
domain. However, the skills in this domain do not 
correspond to “traditional” administrative duties such as 
paper work and administrative processes, which can be 
found in both the technical and administrative domains. In 
the sense that the administrative domain lies between the 
interpersonal and technical domain, it’s more related to the 
personnel management and financial management aspects of 
organizational life, which indirectly are related to the 
technical operations of the organization.   

 
• The technical domain deals with the most “straightforward” 

operations carried out within the firm. Another important 
characteristic is that these skills relate to the actual product 
and service provided to the customer, hence the skills and 
knowledge within this domain often relate to monitoring, 
reporting and evaluation of processes related to production.  

 
When putting these domains in relation to Korsten’s, we think that 
the first domains are those that correspond to the first level of 
Korsten’s triangle, and the latter corresponds to the upper parts of 
the triangle. An interesting point with Sandwith’s model however, is 
that he not only uses the domains as means to classify different 
skills, but also as a tool firms can use to define different skill 
profiles when recruiting new personnel. The implication of this is 
that different job positions therefore require different types of 
abstraction levels of skills. For example, more “straight-forward” 
duties will require less of the lower triangle / first domains than a 
position with more managerial characteristics, and this will also 
implicate that managers should have a considerable amount of 
effort put into learning things included in the mentioned subject 
areas (lower part of triangle / first domains).  
 
To get an even broader perspective on management skills and 
knowledge, we can turn to Management Standards Centre (MSC) 
and their framework. MSC uses a circle to embody the different 
skills a manager needs to understand and posses in order to 
succeed in their role as a manager.   

2.2.2.3 Management Standard’s Framework  
When using MSC’s (Management Standard Centre) the 
categorization is applied on a more practical basis, only taking into 
consideration what different types of duties a manager might be 
responsible for.  The following figure illustrates what types of 
different managerial skills that exist. 
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Figure 2: Five different categories of management skills (www.management-
standards.org, 12/15/2006) 

 
Here, in contrast to Sandwith’s Hierarchy Model, the skills are 
categorized around managers assuming different roles depending of 
the need of the actual situation. Every region in the circle consists 
of several other underlying skills and competencies.  
 
Also, MSC’s framework can be perceived as a guideline for how 
managers should act in order to increase their own managerial 
performance within the company.  
 
The big difference between the framework provided by MSC and 
Sandwith is according to us, the way in how they develop a 
categorization. Sandwith points out that all skills in managerial 
positions somehow are related to different kinds of decisions, whilst 
MSC (we believe) more put skills in the context of a specific role for 
a managerial position. For example, “working with other people” is 
not a specific duty that goes with a job; it’s more like a role you will 
need to take in order to be a successful manager. If you would be to 
find the equivalent among Sandwith’s domain, it would be the 
interpersonal (and leadership domain) since they has to do with 
decision-making that affects employees or sub-ordinates.  
 
So, while Sandwith has a point stating that “management is about 
decision-making”, it’s as much about taking on different types of 
roles in the management of the firm. 
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2.2.3 Objectives 
According to Kirkpatrick (2006), in order to decide the content of a 
training program, one has to look at the objectives that the firm has 
with the training. In the background chapter, we discussed general 
objectives that all training programs for growing SMEs must have 
in order to address the common problems that can affect growing 
SMEs that have foregone training. However, it is also important to 
look at the specific objectives of each firm, since every firm has its 
own problems and therefore its own objectives for needing a 
training program. 
 
One can look at this aspect in several different ways. It is 
commonly known that one must set up goals in order to succeed 
with something one wishes to pursue, and in the context of a 
training plan, this would implicate that you should put up goals 
before you actually start constructing the training plan. That is, 
you should by that meaning set up objectives before even starting 
to look at the training needs.  
 
Kirkpatrick (2006) has a different opinion in the subject. According 
to him, the objectives should rather be defined after the training 
needs have been analyzed. We believe that he has this opinion 
because by doing this, it is ensured that the training needs analysis 
reaches conclusions for the training needs independently of the 
objectives for the actual training program. In this sense, setting up 
goals after the training needs analysis implies that the goal in itself 
is a tool to adopt the training requirements to content suited for the 
specific training program.  
 
According to Kirkpatrick, the objectives should be set according to 
three different aspects, in the same order as they appear: 
 

1. What results are we trying to accomplish? 
2. What behaviors are needed to accomplish the desired 

results? 
3. What knowledge, skills and attitudes are necessary to 

achieve the desired behaviors? 
 
The concluding meaning that ties the needs, objectives and content 
together thus spells: “What knowledge, skills and attitudes are 
necessary to achieve the desired behaviors?” (Kirkpatrick, 2006). 

2.2.4 Determining the training requirements 
The process of determining the training requirements of a firm is 
often simply referred to as TNA, or “Training Needs Analysis” (e.g. 
Chiu et al., 1999; Sahar et al., 1999).  
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Kirkpatrick (2006) uses a somewhat ad-hoc approach to classify 
different types of TNAs. Basically, he means that the best way to do 
it would be to conduct all of them, the things you can do to 
determine the training needs are:  
   

• Ask the participants.  
• Ask the managers of the participants.  
• Ask experts.  
• Test the participants  
• Analyze performance appraisal forms.  

 
Now, the optimal way to get the training needs would probably be 
to perform all of these steps, however, we do believe that in many 
cases, there isn’t enough time or resources to do all these things. 
Instead, Chiu et al. uses a more detailed and structured way to 
classify the different types of TNAs. Below are two fundamental 
ways to look at TNAs, supply-driven and demand-driven. The model 
that Chiu et al. (1999) presents is a good starting point when 
looking at the subject, since it can be seen as the two extremes on 
a scale that presents the approaches one could take when 
conducting a TNA. 

2.2.4.1 Supply-led approach  
According to Chiu et al., this is the classic and most often approach 
when conducting TNAs; it is sometimes also referred to as “the 
pedagogical approach”, where the trainers themselves take the 
responsibilities for deciding what the training requirements are. 
This could for example mean that trainers decide on a list of 
suitable needs, which is then tested on a survey to the trainees. 
Another way to do it is to conduct more thoroughly analyzing 
interviews.  
 
The problem with this kind of approach is according to Chiu et al., 
that the trainers often do not have the necessary insight or 
experience of the line manager position. In addition, they do not 
know much about the operational issues evolving in these 
managerial positions. This can lead to trainers missing out on 
important subject areas or issues that need to be handled.  
 
If one compares this approach to Kirkpatrick’s way of thinking 
about TNAs, it is evident that it is most reminiscent of this Supply-
led approach, compared to the Demand-led approach. This mostly 
has to do with the fact that Kirkpatrick emphasizes the role of the 
trainer, compared to using the firm as source for defining training 
needs.  
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2.2.4.2 Demand-driven approach  
Demand-driven approach is according to Chiu et al. a more direct, 
business-driven approach to defining the training requirements. It 
has its roots in the fact that several companies started to question 
the effectiveness of having training programs designed by the 
trainers, which, in some cases didn’t possess the knowledge about 
the company to make that decision. The demand-driven approach 
to TNA was, according to Chiu et al., emphasized when firms 
started to challenge the view that the trainers themselves where to 
define and put up the training needs. They thereby also implied 
that there was a need for other ways to extract the training needs 
from the organization, besides having an “expert” making it by 
himself. Within this approach to conducting TNAs, there are also 
according to Chiu et al. different disciplines within the Demand-
driven approach. These are the business-oriented discipline, 
process-oriented discipline and trainer-centred discipline.  
 
The business-oriented discipline emphasizes actual business 
performance goals as the pure basis for how the training 
requirements should be defined; these performance goals can for 
example consist of such things as specific figures in growth, 
profitability, etc. This can be an important approach, since many 
firms have the belief that the effects of training programs are not 
measurable (Cook, 2006). By making a business-oriented TNA, the 
firm will always have something to benchmark against when the 
training is over.  
   
The process-oriented discipline of TNAs focus more on analyzing 
needs related to a specific process within the firm. These processes 
are often new processes that arise with new opportunities within a 
firm. Also, processes are most of the time related to a specific 
division or department within the company.  
 
In the case of the trainer-centred discipline, the focus is more on 
the trainee itself and also uses the trainee as source of self-
assessment. According to Chiu et al., research has shown that this 
should be an important source when extracting training 
requirements. Cook (2006) is also of the opinion that management 
training works best when the employees get to take part in the 
responsibility for what should be taught. However, as Chiu et al., 
states, there is also a danger with putting too much emphasis on 
the trainee’s needs itself, since the needs that arise from a trainee 
often can be in terms of “wants” rather than “needs”. This problem 
of content not matching the training needs of the firm is also 
something that Amos-Wilson (1996) points out. 
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2.2.5 Resources 
Another aspect to take into consideration when deciding the 
content of the training program is the amount of resources 
available to the training program. Although Amos-Wilson (1996) 
found that the expenditure on management training is usually high 
within SMEs, one must still realize that different subjects require 
vastly different resources, both looking at time, personnel and 
financial resources. These resources must be possible to set aside 
on the training for the training to be possible.  
   
For example, we have earlier on discussed different types of 
domains of skills and knowledge, which categorizes skills regarding 
to how abstract or straightforward they are. Consider the scenario 
where one will choose from the two superficial subject areas “Office-
handling” and “leadership”, these two will obviously differ very 
much in how much resources they require from the company. The 
former will probably require some kind of “conference” out in the 
woods in order to be taught properly, whilst the Microsoft Office-
education probably can be conducted through a self-study course. 
Such factors as budget and available trainers are also something 
that Kirkpatrick emphasizes.  

2.3 The design of the training plan  
Training can be designed in many different ways, and the design is 
important in maximizing the training effectiveness since it 
determines how the content of the training plan is to be transferred 
to the trainees. It is important to design the training plan so that it 
maximizes the trainees’ ability to profit from the training, but the 
design is also important in making the training seem less 
threatening to the employees, thus increasing their motivation to go 
through with it. For example, Korsten (2002) mentions trainees that 
have never attended any training courses besides First Aid or an 
introductory course on the operation of specific types of equipment. 
Often, she writes, such employees have some fear of training. For 
instance, these employees associate training with memories of 
primary and secondary school, complete with harsh teachers, tests 
and exams. Therefore, according to her, it is very important to 
choose the training method in such a way that employees start 
enjoying the learning process. 
 
Because of the importance of making the training motivating, and 
as a consequence of the motivation chapter, we will start by looking 
at how to design the actual training in a motivating way. After that, 
we will look at some general assumptions about learning that 
underlie most of the articles we have read about designing training 
programs to optimize learning. Specifically, these assumptions deal 
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with the questions of how learning is affected by incorporating real-
life experience in the training, and how learning is affected by active 
learning instead of passive. Finally, we will look at Dubinsky’s 
(2001) study about concrete design factors, and how choices in 
these design factors affect the satisfaction that trainees feel with 
their training. 

2.3.1 Designing a motivating training  
According to Monk (1996), Ivancevich (1992) writes that in the 
context of training, motivation influences a person’s enthusiasm for 
training, keeps attention focused on the training activities and 
reinforces what is learned. Influencing a person’s enthusiasm for 
training is different from keeping attention focused on the training 
activities, and therefore we believe that keeping motivation going 
during the training is as important as raising the motivation before 
the training has begun. The question is, then, how to keep the 
motivation going.   
 

• Torrence (1993) brings up six factors that will keep the 
training motivating. These factors are positive reinforcement, 
eliminating threats and punishment, being flexible as a 
trainer, setting personal goals, designing interesting 
instructions in the training, and breaking barriers (physical 
and psychological). 

 
• Positive reinforcement is a way of encouraging the trainee 

when he or she has done something good. It is important to 
do this to create a good atmosphere, but it shouldn't be 
overdone as to come out in an insincere way.  
   

• Eliminating fears and punishment is eliminating all that is 
intimidating to the trainee, since the training should be 
associated with a positive experience in order for the trainee 
to want to come back to the training.  
   

• Being flexible is about not relying too heavily on the 
instructional methods and models that were observed in 
secondary school, since those approaches tend to fall short 
when teaching to adults. The trainees should be a part of the 
decision making to feel personally involved.  
   

• Setting personal goals is about setting goals that really are 
personal, and not dictating training goals that are based on 
test scores and such. There may be requirements like that, 
but they are not goals.  
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• Designing interesting instruction is about making the 
training challenging and relevant, instead of just lecture-
based. They can be demonstrations, audiovisuals, games, 
simulations and field trips. This is an important part of the 
design of the training plan, discussed in a later chapter.  
   

• Breaking physical barriers is about making the training 
physically comfortable, such as lighting and temperature of 
the room. Psychological barriers are for example clearly 
telling the trainees what is to be learned and why, and 
making sure that the training agenda is understood.  

 
All this is similar to Donaldson and Scannell’s positive approach in 
creating a good atmosphere discussed in the previous chapter 
about motivation. This positive approach is further reinforced by 
Monk (1996), as he cites Torrence (1993) saying that training 
environments must be free of punishment, threats and fear and 
that the physical and psychological environment of the training site 
should be as comfortable as possible. 
 
As Korsten (2002) writes, keeping motivation going during training 
is important to increase learning. But keeping the motivation is 
only one of the factors affecting the transfer of knowledge. The 
following chapters will discuss what other assumptions there are 
about how learning best occurs. 

2.3.2 Underlying assumptions about how learning occurs 
best 

Most of the authors that we have studied come back to two 
underlying assumptions about learning when discussing how to 
design a training plan. The first of these assumptions revolves 
around the idea of incorporating real-life experience into the 
training and how that affects learning. The question is, is it better 
to focus on a theoretical training program, or should real-life 
experience be incorporated into the training? The second 
assumption revolves around how learning is affected by the 
activeness of the trainee during the training. Is it better to design a 
training program where the trainee is actively participating, or one 
where the trainee is passively taking in information? 

2.3.2.1 Incorporating real-life experience  
Looking at incorporation of real-life experience, we see that most 
authors (for example Cook, 2006; Hwang, 2003; Fuller-Love, 2006; 
Korsten, 2002) agree that only reading theory without experiencing 
real-life applications isn't the best way to go when designing a 
training plan. The reason for this is that the purpose of the training 
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is not only to give the managers more knowledge, but to also 
actually give them the art or the skill to start using this knowledge 
in work (Korsten, 2002). Korsten writes that for the training to have 
effect in the real life problems of managers, it is reasonable to think 
that training should not only be about classroom experience, but 
also in some ways connected to the real life problems and 
experiences that managers face every day. If the training should 
change behavior and make the managers better able to handle 
everyday situations for the benefit of the firm, the training should 
somehow connect the theory learned with the real life applications. 
In Korsten’s view, the importance of starting to actually use what is 
learned makes it important to combine learning theory with 
learning in the workplace. One way of combining theory with 
learning in the workplace is to make sure that the training not only 
encompasses theory, but is also embedded in realistic contexts 
(Hwang, 2003). 

2.3.2.2 Active vs. passive learning  
Looking at the other issue, the question of active vs. passive 
learning, we can see that it is a generally accepted view among the 
authors found in the study that training that requires the trainees 
to be active is better than when they are expected to be passive. 
Fuller-Love (2002) writes that active learning is learning where the 
participants are actively involved in the training process, rather 
than being passive as in a classroom. The advantage of such 
methods is that they provide a way of learning by doing. If the 
trainees were expected to be passive, there may be problems with 
learning (Fuller-Love, 2002). Hwang (2003) writes that there has to 
be a balance between first-hand experience and reading theory for 
the training to have the best effect on the trainees. Cook (2006) 
agrees and writes that the training becomes more effective when 
there is a balance between theory and practice. As an example of 
this, he writes that it is possible to learn the workings of double-
entry in a classroom, but having the chance to balance accounts in 
practice serves to reinforce what has been taught. 
 
While the example brought up by Cook is interesting in the case of 
concrete subjects such as the workings of a double-entry, we 
wonder if it is also applicable on “softer” subjects such as 
leadership and communication. This type of knowledge is 
distinguished by Nonaka and Takeuchi (1995) as ‘tacit’ knowledge 
(Hwang, 2003). According to them, explicit knowledge is knowledge 
that is easily codified, such as market data, while tacit knowledge is 
not easy to articulate in writing, such as business insight and 
technological expertise (Hwang, 2003). Similarly, Stewart (1997) 
defines tacit knowledge as automatic and resembling intuition 
(Smith, 2000). According to Smith (ibid.), transfer of tacit 



2 Frame of Reference 

Page | 33  
 

knowledge occurs when persons that possess it express their beliefs 
and perceptions, and when they describe and demonstrate their 
skills and experience. Tsai et al. (2006) agree but go even further, 
pointing out that according to Kolb (1976), people also learn tacit 
knowledge when testing the concepts that they have been exposed 
to. Once they achieved a certain degree of success in their attempts 
to test the concepts, a concept becomes a learner’s concrete 
experience, and later a decision rule for similar matters. According 
to Tsai et al. (ibid.) then, actually testing concepts in real situations 
is an important part of learning tacit knowledge. With this in mind, 
and also looking at the fact that it is not easy to codify tacit 
knowledge, it is reasonable to believe that the best way to gain it is 
to experience real life situations first-hand, i.e. being active in the 
learning process. 
 
Looking at the conclusions above about the assumptions about 
learning, we can clearly see that all authors we have looked at favor 
incorporating real-life experiences into the training, since this 
makes it easier for the trainees to actually apply in real life what 
they have learned, and that learning is most effective when the 
trainee is active in the training. 

2.3.3 Principles of incorporating experience and active 
learning  

While most authors agree that learning is best when training is 
experience-oriented and designed to require active trainees instead 
of passive, there are many different views on how to actually design 
the training to make use of these assumptions. Below is a 
discussion of several principles when designing a training plan that 
makes the incorporation of these assumptions possible. 

2.3.3.1 Using real-life problems as a vehicle to learn 
Hwang (2003) writes about learning from practical, real-life 
problems as a way of incorporating real life situations into the 
training. According to him, embedding learning in realistic context 
does not only encompass the training itself, but also the direct or 
indirect experiences that the trainees experience in real life. For 
example, most practitioners in organizations build an intuition for 
the functioning of a business through experiences in their 
organizational life. Therefore, the problem can be the medium for 
learning. According to Kolb (1984), problems are both the motive 
and the vehicle for learning (Hwang, 2003). 
 
However, while taking in real-life problems into the training is a 
good way of incorporating real-life experience into the training, 
Hwang writes that there is one thing that needs to be kept in mind. 
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When discussing problems, people tend to focus more on coming 
up with possible solutions to problems than on formulating the 
problem itself. Instead, it is important to also place emphasis on 
actually formulating the problem. Diagnosing and formulating the 
problem correctly is not easy, according to Hwang. An important 
discipline for learners to develop may be, then, to define the 
problem by engaging in an inquiry of a context. 

2.3.3.2 Increasing collegial communication 
Another important principle of incorporating real life experience 
into the training and creating active learning conditions instead of 
passive is to encourage talking to colleagues and learning from 
their real life experiences. According to Korsten (2002), learning can 
take place in various ways, and learning from colleagues is one of 
these ways. In order to reach as many people as possible, it is 
necessary to incorporate various types of teaching into the process. 
Vertical learning, i.e. top-down presentation of a program, is not 
sufficient. Employees are very well able to learn horizontally, i.e. 
from each other, as well (ibid). One example of how to do this is by 
incorporating group discussions into the training. 
 
Cook (2006) agrees and writes that the most effective organizational 
learning often takes place where there is a culture of managers 
learning from each other. While Cook does not explain further the 
reasons for this, it is easy to see that communication between 
managers done in an informal way is a good way of transferring 
tacit knowledge. According to Nonaka and Takeuchi (1995) 
transferring tacit knowledge is hard since it is difficult to articulate 
with formal language, and can only be communicated indirectly, 
through metaphor or analogy (Hwang, 2003). Colleagues should be 
the perfect partners with whom to communicate in this way, thus 
enhancing tacit knowledge. Therefore, when designing the training 
plan, it should be taken into consideration that collegial 
communication should be encouraged and methods that increase 
collegial communication should be chosen rather than methods 
that consist of sole learning activities.  

2.3.3.3 Creating learning conditions in the organization 
A third principle of increasing learning is that, for the training to 
change actual behavior and make the employees willing to apply 
what they learn, the surrounding organization must be adapted to 
allow for change in behavior. For example, according to Brinkerhoff 
(2006), there is a risk of trainees getting proper training, but never 
applying what they have learned after the training. The reason for 
this might be, for example, that the supervisor influences the 
trainee in a wrong way, making change impossible. Another reason 
might be that that work pressures on the job may influence the 
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trainee to, out of frustration, revert to the old way of doing his or 
her job (ibid). 
 
Hwang (2003) writes that in order for change in behavior to occur 
after training, one must design a training intervention that 
facilitates the learners’ own critical reflection. In order to do this, 
one needs to create learning environments in which organizational 
members can develop their own learning strategies and reflect on 
them. The organization must be a place where learning conditions 
are such that the organizational members have the freedom to 
maximize their learning and apply what they have learned. Hwang 
also writes that people often tend to develop quick-fix training 
interventions to give organizational members wisdom or knowledge. 
But the truth is, he argues, developing training interventions is a 
complex, context-embedded activity, involving making ad hoc 
decisions. Therefore, he thinks that the thrust of the training 
process should focus more on creating the learning conditions so 
that organizational members can enhance their own learning 
capability.  
 
Another aspect of adapting the organization to allow for change is 
that an atmosphere must be created where mistakes are allowed to 
be made, since this is necessary in order to encourage new 
behavior. The responsibility to create such an atmosphere lies on 
the manager of the organization. It is not sufficient that the 
instructor or trainer teach knowledge and skills. Instead, skills will 
generally be learned by doing, and it is the responsibility of the 
manager of the firm to encourage new behavior and allow mistakes 
to be made. He or she will also have to be willing to discuss, review 
and adapt structures, processes and methods. In this way, good 
learning conditions can be created. (Korsten, 2002)  
 
Both Korsten and Hwang argue that the organizational 
environment in which the trainees operate is an important part of 
the training. When creating the training, then, it is important that 
the training should be accepted by the manager of the firm and the 
colleagues of the trainees. Mistakes must be allowed by the whole 
organization and new behavior and discussion must be not only 
allowed, but also encouraged. In this way, the trainees can be 
encouraged to critically reflect and to try out new behavior.  

2.3.4 Concrete design choices 
Keeping the above principles of designing a training program to 
encourage learning from real-life problems and active learning in 
mind, this chapter will look at concrete design choices that can be 
made when creating a training plan to incorporate these principles. 
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We have chosen Dubinsky’s (2001) studies where he writes about 
designing and implementing sales manager training programs, 
since it is a very concrete way of categorizing different design 
choices and fits well into the type of training we are looking at, 
while at the same type basing his conclusions on primary data 
studies which makes the study reliable. 
 
Dubinsky examines the relationship between trainee satisfaction 
and five design factors; the format of the training program, the site 
of the training, the instructor, the instructional method and the 
content of the training program. He argues that these factors are 
key factors in the design of a training program and he assumes that 
trainee satisfaction is a good measure for trainee satisfaction. We 
will discard the content factor since this is already discussed in a 
previous chapter. 
 
One problem with Dubinsky’s model is that it looks specifically at 
sales manager training while this study is about general 
management training. Even so, we believe that most of his results 
are also applicable in our case, since the four remaining factors 
that we will look at are general and not directly connected to sales 
manager training. However, there is some risk of the results not 
being reliable enough, since the preferences of sales managers may 
vary depending on job differences and personality type differences. 
 
Dubinsky writes that there are four main questions (besides 
content) that need to be answered regarding the design of a training 
plan, and that there are several possible answers to each of the 
questions. The questions and the possible design choices that they 
bring (scaled down so that only answers relevant to growing SMEs 
are considered) are: 
 
Question: What format should be used to deliver the training? 
Possible answers: Written training material or on the job coaching 
 
Question: Where should the training be held (e.g. company 
facilities, non-company facilities)?  
Possible answers: Own firms’ training facilities, other firms’ 
training facilities, at company-sponsored collage/university, on-
the-job training or other external site 
 
Question: Who should provide the training (e.g. line or staff 
personnel, outside trainer)? 
Possible answers: Company management training staff, national or 
senior sales manager from own firm, academic professional in sales 
management, hired sales management consultant or marketing 
manager from own firm 
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Question: What instructional method should be utilized (e.g. case 
studies, role playing)? Possible answers: Videoconferencing, 
correspondence courses, case studies, in-basket exercises, 
computer simulations, videotapes/films, group discussions or role 
playing 
 
Dubinsky bases his conclusions on quantitative data analyses of 
answers to different questions from sales managers that have gone 
through different training methods. The results that are presented 
that can aid us in the creation of a management training plan for 
SMEs are: 
 

‐ Format: Satisfaction is higher when the training is 
conducted as on the job coaching rather than written 
training material. 

‐ Site: The satisfaction is higher when the training is 
conducted internally than in off-site facilities. 

‐ Instructor: The training satisfaction is higher when the 
training is conducted by a senior or national sales manager, 
rather than when it is conducted by the firms’ training staff 
or the marketing manager, academic or training consultant. 
When translating these results to general management 
training, one can probably assume that the results mean 
that satisfaction is higher when a person that has good 
experience with the job conducts the training, rather than a 
person that has little working experience in the field that 
they are going to train others in. 

‐ Instructional method: The satisfaction is higher when in-
basket exercises and group discussions are used. 

 
When comparing the above results to the assumptions of learning 
and principles of incorporating real-life experience and active 
learning that were discussed in previous chapters, we see that they 
are in line with Dubinsky’s results: 
 
When the format of the training plan is on the job coaching instead 
of written training material, it is easier to connect the learning with 
real-life experience and active learning. The on-the-job-coaching 
format also fits well with the principles of using real-life problems 
as a vehicle to learn and increasing collegial communication. 
 
When the site of the training program is internal facilities, it is 
easier to compare the learning to real-life problems since the 
problems are closer at hand, fitting well with the principle of 
learning from real-life problems and using them as a vehicle to 
learn. 
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When the instructor is an experienced manager rather than a 
consultant, he or she can easily compare the teachings with his 
real-life experiences and answer the trainees’ questions about 
problems that they have experienced at work. It also fits well with 
the principle of learning from colleagues. 
 
And finally, by using in-basket exercises and group discussion as 
instructional methods, active learning is emphasized. It also fits 
well with the principle of creating learning conditions in the 
organization, since it creates an atmosphere of openness to change 
behavior. 

2.4 Evaluation 
There are different ways of evaluating a training plan, and the 
evaluation can be done on many different levels, all measured in 
different ways. Below are listed different levels that can be 
evaluated and different methods of evaluating. 

2.4.1 What to evaluate  
According to Tannenbaum et al. (1992), Kirkpatrick's evaluation 
methodology is the most prominent one utilized in the training field 
(Dubinsky, 2001). In his evaluation methodology, Kirkpatrick writes 
that there are four general dimensions that you can use to evaluate 
training effectiveness:  
 
(1) Reaction (trainee satisfaction)  
(2) Learning (what the trainees have learned)  
(3) Behavior (if the behavior has changed)  
(4) Results (outcomes of the training for the company)  
 
According to Dubinsky (2001), "reaction'' refers to how trainees 
react to the training program and indicates how the trainees feel 
about the training. Dubinsky writes that according to Kirkpatrick 
(1994, p. 22), positive reaction may not ensure learning, but 
negative reaction almost certainly reduces the possibility of its 
occurring.  
 
"Learning'' is the degree to which an individual's attitudes, 
knowledge, and/or skill have improved as a result of training 
attendance. According to Goldstein (1993), measures of learning are 
objective and quantifiable but are not measures of performance on 
the job. (Dubinsky, 2001)  
 
"Behavior'' indicates the degree to which a trainee's behavior has 
changed because of training attendance (Dubinsky, 2001). As 
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stated in earlier chapters, training is unnecessary if it does not 
constitute a change in behavior. Just because trainees have had 
favorable reactions and learned the material, according to 
Dubinsky, their behavior may not have changed for a variety of 
reasons, including the unwillingness of the trainees' managers to 
accept the training. By many research estimates, only 15 out of 100 
people that receive new training eventually use it in ways that 
produce valuable performance results (Brinkerhoff, 2006), i.e. 
change their behavior to the better of the firm. 
 
"Results'' denote the final outcomes for the organization that have 
transpired owing to training attendance. Such factors as increased 
productivity or sales, reduced costs, higher profits, or increased 
turnover are typical results sought from training (Dubinsky, 2001). 
This is important since, according to Lewis et al. (1994), effective 
training must have value for the organization since the ultimate 
objective of training is its benefit to the performance of the 
organization. In this study, “results” should mean that the 
objectives of the training program discussed in the background 
chapter should be fulfilled (i.e. increasing the managers’ ability to 
see the bigger picture, making the managers more confident in 
their roles and improving customer relations, all of which in the 
end increases the productivity of the firm).  
 
As a comparison with Kirkpatrick’s model, we can look at a model 
written about by Lewis et al. (1994). In Lewis’ model, the positive 
effects on the organization that training has can be divided into five 
levels:  
 

1. Reactions to the training: was it useful? Interesting? 
Valuable? Enjoyable? 

2. Learning affected by the training 
3. Change in job behavior caused by the training 
4. Effects on the department 
5. Effects on the whole organization 

 
The only difference between Kirkpatrick’s and Lewis’ models is that 
Lewis’ model differentiates between effects on the department and 
effects on the whole organization, whereas Kirkpatrick’s model only 
has “results”. The similarity of the two models reinforces their 
validity and usefulness further. 

2.4.2 Reaction as a means for evaluating the training 
program  

According to Dubinsky (2001), using only “reaction” as a means of 
evaluation is a good way of evaluating training effectiveness as a 
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whole. While the other levels can also be used, reaction has several 
advantages and can be enough by itself. First of all, according to 
Dubinsky, the trainees are a good source with which to assess 
training effectiveness since they are easy to tap and have insight on 
how good the training was since they received it. Secondly, 
according to Dubinsky (who bases his thoughts on several sources); 
reaction assessments can reflect trainees’ self-estimates of the 
extent of learning they acquired from the training. Third, Dubinsky 
writes that prior work suggests that trainee reaction is correlated to 
the higher levels of evaluation. For example, he writes, it has been 
found that trainee reaction is positively linked to learning. Also, a 
positive reaction towards the training strengthens the association 
between motivation and learning. And fourth, even though the end 
purpose of the training is to bring forth actual results for the 
company, the results level can be can be very difficult to measure. 
According to Dubinsky, the linkage between training and results is 
tenuous since too many external factors can conduce to a results 
measure. All in all, Dubinsky concludes that because of these 
reasons, trainee reaction is a good enough representative measure 
of sales manager training effectiveness. His conclusions should be 
applicable to other forms of management training as well, since 
none of the reasons above are directly connected to sales managers 
but training in general. 
 
Dubinsky’s conclusions are based on prior research and are seem 
reasonable, and they are also similar by Brinkerhoff’s (2006) 
conclusions.  Brinkerhoff writes about employee performance, and 
means that whether the employees perform to the best of their 
ability or at a lower level is driven by a complex host of factors. 
Therefore, it is reasonable to believe that it is difficult to say that 
the reason that employees perform well is due to the training that 
they have gone through, making the results difficult to measure. 
 
Similar to Dubinsky, Lewis et al. (1994) writes that in their model 
(presented above), there is an implicit assumption that positive 
effects at one level in has beneficial effect at the higher levels. As 
Lewis et al. puts it, “effects at levels 2 and 3 should have beneficial 
effects at levels 4 and 5”. While Lewis et al. acknowledge that there 
is a linkage; they do however not go as far as Dubinsky as saying 
that it is enough to just measure the lowest level. Lewis et al. doubt 
that only measuring reactions on the training can be used to 
demonstrate a reliable linkage between training effectiveness and 
the fulfillment of strategic organizational objectives. They do 
acknowledge, however, that while it may not be the most reliable 
method, measuring only reaction can give good indications of the 
higher levels. 
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2.4.3 Evaluating the content of the training program  
Ford et al. (1984) presents a model for evaluating specifically how 
the content of the training plan reflects the need for training. The 
model assumes that one can quantify what areas the managers 
need training in, and that one can quantify what areas the training 
emphasizes. One should, for example, be able to point out an area 
that managers need to be trained in, and then quantify how big the 
need for training is in that area. In the same sense, one should be 
able to look at how much emphasis the training program actually 
puts in that area.  
 

 
Figure 3: Model of the matching technique (Ford et al., 1984, p.658) 

 
The comparison of emphasis with needs identifies training “hits” 
and “misses”. Training hits refer to those content areas where the 
emphasis received in training appropriately reflects training needs. 
(Ford et al., 1984)  
 
Ford also separates the misses into two types: deficiencies and 
excesses. Training deficiencies are content areas whose high 
training needs are not matched by a high degree of emphasis in the 
training program. Training excesses are areas receiving an 
excessive amount of emphasis relative to their need to be trained.  
 
By looking at different subject categories, evaluating the training 
needs for the subject and finally assessing the emphasis put on 
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those subjects in this model, one can evaluate the effectiveness of 
the content of the training program and use this to redesign it to fit 
the needs of the organization better.  

2.4.4 Evaluating the design of the training plan  
The other part of evaluation is evaluating the actual design of the 
training plan. According to Dubinsky (2001), there are several 
design factors that should be considered when designing a training 
plan. These are the same factors that Dubinsky (2006) writes 
should be evaluated in an evaluation of the training plan. The 
factors are format, site, instructor, instructional method and 
content. Thus, these are the factors that should be considered 
when evaluating the training plan.  
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3  SYNTHESIS: CREATING 

THE MODEL 
A synthesis is a means of using the frame of reference to create a 
model that will be used to gather and analyze data. In our case, it 
will result in a model that will be used to create a training plan. In 
order to keep the consistency with previous chapters, we will 
continue to keep the structure with the four different research 
questions, and build a model for answering each one of them. 
Therefore, each of the research questions corresponds to a 
chapter and model below. The first chapter will present a model 
that will help us answer the question about what content to include 
in the training plan. The second chapter will present a model that 
will help us answer the question about how to motivate the 
trainees to go through with the training. The third chapter will 
present a model that will help us answer the question about how 
to design the training program to change the behavior of the 
trainees. And the fourth and final chapter will present a model 
that will help us answer the question about how to evaluate the 
training plan. 
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3.1 Motivation 
When looking at how to motivate the trainees, we have to look at 
how to emphasize the skills that trainees want to learn, and how to 
emphasize the increases in satisfaction and decreases in 
dissatisfaction that the training can bring. 

3.1.1 Aligning the training program with what motivates 
trainees 

To make the trainees motivated to go through the training, the 
training needs to be aligned with their wishes. At the same time, 
knowing what motivates the future trainees, these points can be 
emphasized when describing the training to the employees, so that 
they are motivated to go through with it. Thus, we must first learn 
what the managers are motivated by (what they want to learn) and 
what increases in satisfaction and decrease in dissatisfaction (as 
discussed in the frame of reference) that the training can bring 
them: 
 

‐ What increase in satisfaction and what decrease in 
dissatisfaction can the training provide for the 
trainees? 

‐ What motivates the trainees to go through the training?  
 
When this is known, it is good to look at the training program and 
align it with the answers to the above questions, so that it becomes 
as motivating as possible for the trainees. Also, when the training 
program is aligned with what motivates the future trainees, these 
points should be emphasized. Thus, in order to motivate the 
trainees, we have to answer the questions: 
 

‐ How can the training plan be aligned with what 
motivates the trainees? 

‐ What increase in satisfaction and decrease in 
dissatisfaction can be emphasized in order to motivate 
the trainees? 

3.1.2 Making the training mandatory 
Making the training mandatory can increase motivation if it is seen 
as a signal of the importance of the training for the company. 
Therefore, it is important to know how the future trainees perceive 
the training. If they think that it is an important part of the 
company, in order to ensure growth, then making the training can 
be feasible. If not, there are two choices. The first choice is to make 
the training voluntarily, since mandatory training in this frame 
could ruin the chances of learning due to low motivation. In this 
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case, other ways of making the trainees want to go to the training 
must be used, for example work advantages or promotions. The 
other choice is to learn from the situation and reframe the 
importance of the training purposely while still keeping the training 
mandatory. This can be done by positive framing by the manager, 
pointing out the importance of the training and what positive 
benefits it can provide. The framing is done by emphasizing the 
answers to the questions above before the training begins. 
 

‐ How do the future trainees perceive the training with 
regards to importance to the firm? 

‐ Should the training be mandatory or not? 

3.2 Deciding content 
When deciding the content of the training program, there are 
several aspects to take into account. First, a categorization of 
different skills must be done in order to get a picture of what 
content we can choose from. After that, each of these skills must be 
filtered through the different aspects discussed in the frame of 
reference, to finally get the skills that are aligned with these factors 
and that can be included in the training program. 
 
The first filter that the skills must pass is the objectives of the 
training, and the requirements of the firm. In the frame of 
reference, we discussed whether the TNA should be conducted 
before or after looking at the skills. According to Kirkpatrick, the 
TNA should be conducted before looking at the objectives, since the 
objectives should not interfere with the TNA. In this study, we will 
conduct the TNA and look at objectives independently of each 
other. All the skills that are either mentioned in the TNA, or match 
the objectives, will pass the first “filter”. This way, all the skills that 
are neither aligned with the objectives, nor asked for by the 
respondents, will be sorted out. 
 
The next step will be to look at the difficulty of the skills, and filter 
them through the limitations that the firm puts up. For example, if 
there are time limitations, the skills that are least required or are 
most difficult to teach will be sorted out. 
 
The result will be the skills that should be included in the training 
program. 
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Figure 4 – Filtering the content  

Each of the steps in this “filtering” process will be discussed in 
more detail below. 

3.2.1 Sorting out, listing and categorizing possible skills 
In order to analyze the skills, we have to first list them and 
categorize them so that we know what skills are available to choose 
from. This categorization will be done by looking at expert opinions, 
MSC and Kirkpatrick. Out of all the possible skills that are possible 
to learn, we must also sort out the ones that are relevant to SMEs. 
Thus, the first step to deciding content is to answer the question: 
 

‐ Which skills are available for inclusion in the training 
program? 
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3.2.2 Looking at objectives 
Looking at the objectives is a crucial part of deciding the content of 
the training program. According to Kirkpatrick, when looking at the 
objectives of a training plan, one should ask the main question: 
 

‐ What are the results that the training program should 
accomplish? 

 
The answer to this question should naturally come from the firm 
that the training plan is being developed for, since they are the 
ones that need the training it. 
 
After answering the first question, it is important to see, according 
to Kirkpatrick, what behaviors and skills are needed to accomplish 
the desired results. Thus the question is: 
 

‐ What behaviors and skills are needed to accomplish the 
desired results? 

 
We will use the categorization and listing of behaviors and skills 
discussed above as a tool in our quest to shed light on this 
important matter. 

3.2.3 Conducting a training needs analysis 
The next step in deciding content is to analyze the need for these 
skills by conducting a TNA. As discussed in the frame of reference, 
this can be done in several ways, but the only feasible way to do it 
in this study is to ask the future participants themselves. The 
question that needs to be answered, then, is: 
 

‐ Which of the remaining skills do the future trainees 
think are important to learn? 

 
By first listing the possible skills according to what we believe is 
feasible, and then asking the participants how much they think 
that they need these skills, we combine the supply-driven and 
demand-driven approaches to conducting a TNA. We believe that 
this is the best way to tackle the problem, since taking the strictly 
supply-driven approach would require tremendous experience and 
knowledge of the trainers, which in this case really can’t be said 
about the trainers (us). Taking the strictly demand-driven 
approach, however, can also be very difficult to comprehend, since 
many obviously unnecessary skills will be included in the TNA. 
Furthermore, a strictly demand-driven approach would put a lot of 
responsibility on the trainees given that they are going to be the 
main source of information as of what content should be included. 



3 Synthesis: Creating the Model 

Page | 48 
 

Combining these two approaches, however, creates a good balance 
between the two and makes the results more reliable. 

3.2.4 Deciding limitations 
Now that we know the need for skills in terms of perceived 
importance and alignment to objectives, it is time to look at what 
limits us from including all of the skills into the training plan. 
There can be time, personnel and financial resources that limit the 
training plan, and by looking at the limitations, we can decide how 
many of the skills and what skills that are feasible to include. 
Therefore, the question that needs to be answered is: 
 

‐ What time, personnel and financial resource limitations 
are there to the training? 

3.2.5 Abstraction level skills 
The next step of the process is to further analyze the characteristics 
of the skills in terms of learning ability and importance, according 
to Korsten’s iceberg model. The foundation for Korsten’s model 
comes from defining skills according to their level of abstraction. 
The skills in the lower part of the iceberg represent the skills that 
really identify a manager as a person, whilst the skills in the upper 
part represent hands-on professional skills. The more abstract a 
skill is, the more important it is, but at the same time, harder to 
learn. This categorization into difficulty and importance will be 
helpful in determining what skills that should be included in the 
content. 
 

‐ Looking at the abstraction level of the skills, is it 
reasonable to include them in the training plan within 
the set limitations? 

3.3 Design 
In the actual design choices that are made to maximize learning 
and change in behavior, there are four questions that have to be 
answered, related to four key design factors in the creation of a 
training program. These factors are the format, the site, the 
instructor and the instructional methods.  
 

‐ Format: On-the-job coaching is better than letting trainees 
read material. 

‐ Site: Internal facilities are better suited for training. 
‐ Instructor: A person with good experience in the field that 

managers are to be trained in is better suited as a trainer 
than other persons – even if the other persons are training 
professionals. 
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‐ Instructional method: In-basket exercises and group 
discussions are good instructional methods. 

 
Since the training always benefits from these choices, the only 
thing that stops the training program from always being designed 
in line with them is that they can cost more. Therefore, in order to 
decide how the training program should be designed, it is 
important to look at the costs of these methods and if the benefits 
exceed the costs: 
 

‐ What are the costs of using on-the-job coaching, 
internal facilities, a person with good experience and 
in-basket exercises and group discussions? 
 

‐ Do the benefits of using the above choices exceed the 
cost of using them? 

3.4 Evaluation 
The training plan can be evaluated regarding the content and the 
design, since these are the parts that make up the actual training 
program. The motivation to go through with the training will not be 
evaluated, since it is something that is addressed before the actual 
training and is not the actual training program. There must also be 
an evaluation of the training program as a whole, in order to make 
it possible to find connection between trainee satisfaction in 
different parts of the training program and the overall satisfaction. 
 
However, the evaluation will not be further discussed in this 
chapter, but left until later chapters. The reasons for this is that 
the evaluation is not dependent on analyzing data, and the model of 
evaluation will not be used to analyze data that will be collected in 
coming chapters. 
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4  METHODOLOGY 
In this chapter, an explanation will be given on the choice of 
methodology for the study. The main purpose of this is to give 
validity to the study as a whole, and also making it possible (in 
theory) to repeat the study and get the same results. 
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4.1 The scientific process 
A research problem can be discovered in many different ways. A 
scientist can be affected by his values, way of looking at things and 
experiences when addressing a problem. This makes the 
methodologies that he or she uses different from other scientists’. 
However, even taking these differences into account, there are 
several steps along the way that are always taken in the process of 
researching: 
 

‐ Identifying the problem 
‐ Making the problem more precise 
‐ Choosing the group to investigate 
‐ Deciding how to collect information 
‐ Implementation 
‐ Working on the problem 
‐ Analysis 
‐ Reporting 

 
These steps can be followed in order but it is not a must. In some 
cases, it happens that one moves back and forth between the 
different steps. (Patel, 1987) 
 
Lekvall and Wahlbin (2001) describe the process in a slightly 
different manner. They put the different steps in a U-shape, and 
make logical connections between the different parts. The steps are 
similar to the ones in Patel’s model, but with different names and 
with more detailed added, for example with logical connections 
added between the different steps. Because of this higher precision, 
we have chosen to work with Lekvall and Wahlbin’s model. 
Adopting their work process, the study is built up according to the 
following model: 
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Figure 5 – U-model (adopted from Lekvall and Wahlbin, 2001, p.183) 

The main idea with Lekvall’s and Wahlbin’s model is to visualize the 
different level of abstraction in the research process. This is 
demonstrated through the different layers in the model. On the left 
side, the background leads to a purpose, which is broken down into 
more accurately designed research question. Finally the 
methodology describes how these questions are going to be 
answered. By doing this, we are going from a very abstract part in 
the top of “the U”, to the collection of data in the bottom, which is 
very straightforward. 
 
On the right side, each step has a corresponding left side partner 
with the same level of abstraction. By working all the way up to the 
top, we get from the presentation of the empirical data to the very 
conclusion of the study (which answers the purpose) and what this 
means in the context of background discussion (recommendations 
and implications). 
 
The great thing about working in this way is, according to us, that 
you only need to focus at one level at a time, and thereby eliminate 
the confusion which can arise when you try to think to big in the 
analysis.  

4.2 Approach: Case Study 
The purpose of the empirical studies was to collect material that 
could be used together with the model formulated in the frame of 
reference phase to answer the research questions. According to 
Lekvall and Wahlbin (2001) one can choose between different 
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approaches to conducting empirical studies. There are three 
choices. 
 

‐ Case study approach: Deeply investigating one or few cases.  
‐ Cross section approach: Broadly comparing many cases and 

conditions at a given time. 
‐ Time series analysis: Studying the development of one or 

several phenomenon over time. 
 
The data collection approach taken in this study is the case study 
approach, since the purpose of the study is to develop a training 
plan for managers at an SME, where there are not so many 
respondents to interview. Also, the case study approach naturally 
lends itself best to the qualitative approach, which was chosen in 
this study. The cross section approach, instead, is better suited for 
the quantitative approach, since with many respondents; one can 
more easily identify patterns and causalities. 
 
In addition, choosing the right company for the case study is of 
great importance. In this study, this matter however is simplified 
since the case company came up with the idea of making a 
management training program. Because of this, we have the ability 
to fit the study according to this specific case. One can also see this 
as a way to first make a theoretical study, and then use a case to 
apply this theory in practice (Eisenhardt, 1989). 
 
One important thing to note however is the ability to use several 
cases in order to get results that are even more valid (Yin, 1984). 
This is something we have omitted to do, mainly due to time 
restrictions, and because we believe there are not enough 
similarities between different companies in this study (the security-
service industry is mainly dominated by larger players in this area). 
Also, using several different cases would make it difficult to use the 
idea of theory-application (adaption). By only using one case 
however, we have reduced the possibilities of drawing to strong 
conclusions about other things than the case company.  

4.3 Characteristics of Case Studies 
The case study methodology has its own distinct characteristics, 
with different advantages and disadvantages. The main advantage 
is of course the ability to study a specific case in detail, whereas 
this detail probably would be lost in case of using too many cases. 
Eisenhardt (1989) however points out that a weakness with using 
case studies is the difficulty of recognizing patterns in the empirical 
data. For example, when using a large amount of respondents, and 
conducting a cross-sectional analysis of some kind (e.g. regression 
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analysis) it is easy to get objective evidence of different patterns 
found. On the opposite, when using single cases to draw 
conclusions, it is more difficult to see these patterns, since one can 
only recognize potential patterns by comparing the empirical data 
against theory, or see patterns in the empirical data itself. 
 
In the end however, we believe using a single case is the only 
feasible choice in this situation. Using more than one case we 
believe would jeopardize the ability to dive into detail with the 
analysis questions since much work would be needed just to make 
comparisons between the different cases. 

4.4 Technique of Measurement 
There are two scientific philosophies with different origins, the 
positivistic philosophy and the hermeneutic philosophy. From these 
two philosophies, we get two approaches to conducting a study; the 
quantitative approach and the qualitative approach respectively. 
The main difference is that positivists want to believe in objective 
knowledge, while the hermeneutics often rely on the relativity of 
things towards one another. (Thurén, 1999) 
 
Positivism comes from science of nature, but its methods and way 
of looking at reality has spread across to other scientific areas as 
well. It is renown by the reality of things and is thus available to 
our senses and our conscience. The central thoughts in this 
philosophy are that there is already an objective truth out there, a 
truth that we can get knowledge about by studying it. (Patel, 1987) 
 
Hermeneutics originates from humanistic science. In hermeneutical 
research, you emphasize the importance of the whole. You do not 
approve of the idea that, as in natural science, you can get 
knowledge of the truth through reduction of reality into parts. 
Instead, you mean that there is no language that is free from 
values, but that understanding is acquired through interpretation 
of what is spoken and written. When this interpretation is done, the 
experience that has been had in the past by the interpreter is used, 
which leads to information being subjective and that the scientist 
himself/herself will deliberately use his or her values in the 
research. (Patel, 1987) 
 
Quantitative research has its roots in positivism, while qualitative 
research has its roots in hermeneutics. In the quantitative 
research, measurements are done and later evaluated to find 
patterns that are explainable. Here, it is important that the 
measurements are objectively done. In qualitative research, 
knowledge is gathered through careful descriptions and analysis of 
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text. The experiences of the scientist and his or her values are 
important to understand the people that he or she wants to gather 
information from. The results, then, become subjective. It is 
important that the scientist explains the reasoning behind the 
choices that have been made in different steps in the research 
process. (Patel, 1987) 
 
In this study, we mainly use the hermeneutic approach and 
therefore qualitative model of analyzing data. For example, in the 
data analysis, we compare different answers to each other and 
draw conclusions based on common sense, not on finding patterns 
and causalities. The reason for this approach is that we believe that 
in order to create a management training program that is truly 
adapted to the needs of the respondents; we have to truly 
understand the needs of the respondents. Hermeneutic research 
does, after all, stem from humanistic science, and we believe that 
creating a management training program fits into that category 
since, in order to create a good training plan, we have to 
understand the trainees and their motives, not just their behavior. 
According to Yin (1984), both quantitative and qualitative could be 
used in order to ensure the rightness of the collected data.  

4.5 Data Collection 
The data collection was done both by interviewing respondents and 
by handing out a simple questionnaire where the respondents 
should mark the answers that fitted them best. While the 
interviews are the main source of data collection, the questionnaire 
was designed to help us when interpreting and later structuring the 
answers. Using both qualitative and quantitative measures is also 
something that Eisenhardt (1989) thinks of as a way to increase the 
reliability of the study.  

4.5.1 Interviews 
According to Patton (1987), there are three types of qualitative 
interviews: 
 

• Standardized open-ended interview 
• Interview guide approach 
• Informal conversational interview 

 
In the first type, the standardized open-ended interview, the 
questions are carefully formulated in advance so that they can be 
asked in the same way to all the respondents. Follow-up questions 
are also used. In this type, the flexibility is somewhat limited 
depending on the way the interview has been built and on the skill 
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of the interviewer to be able to handle the interview, but the 
answers are the most reliable of the three approaches. 
 
In the second type, the interview guide approach, a framework is 
first established over the areas that are to be talked about, but no 
exact formulations of the questions are prepared. This makes 
comparisons less reliable, but instead the interview can be more 
flexible. 
 
In the third type, informal conversational interview, no questions or 
areas are prepared in advance, and instead, they pop during the 
interview. This is the most flexible type of interview, but also the 
least reliable one since the interviewer may ask different questions 
to different respondents, making comparisons difficult, and since 
the interviewer may influence the respondents more easily since he 
or she is not prepared in any way to stick to a set path. 
 
In order to make sure that all areas were covered, while at the same 
time keeping a degree of flexibility since the we wanted the 
respondents to tell us as much as they wanted about the needs 
that they perceived as most important, we chose the interview-
guide approach. The interview guide can be viewed in the appendix. 
The interviews were conducted before the questionnaire was 
handed out in order to not affect the answers of the respondents. 
After the questionnaire had been handed out, two additional open-
ended questions were asked in order to cover any new thoughts 
that had risen from the respondents from answering the 
questionnaire. 
 
The questions for the interview were constructed with the questions 
formulated in the synthesis in mind. Some of these questions are 
taken directly from the synthesis, since they are not questions that 
need to be analyzed further. For example, “What of the remaining 
skills do the future trainees want to learn?” is a question which is 
directly intended to extract the preferences, both in order to decide 
a motivating training plan, but also to choose the right skills for the 
training program. “What are the results that the training program 
should accomplish?” is also a question that can be immediately 
translated to an interview question (with slight corrections of 
course).  
 
Other questions in the synthesis, which require more of an 
“analysis-approach” rather than straight answers, were not 
translated directly into interview questions. Instead, these 
questions will be answered by taking several factors into 
consideration. 
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4.5.2 Questionnaire 
The questionnaire is a part of the training needs analysis discussed 
in the synthesis, and based on the categorization and listing of 
skills that was discussed in the same chapter. It is a means of 
giving us basic understanding of what the trainees themselves 
perceive as important, and was used as a complement to the 
interviews and not a stand-alone tool. It helped us to validate some 
of the results taken from the interview, and to structure the 
answers that we got from the interviews. 
 
The questionnaire is divided into areas based on the different parts 
of the synthesis, and asks the respondents to grade their needs of 
specific skills on a three-grade scale. The scale was simplified in 
three grades (no need, some need, great need) to make the answers 
as simple as possible. These answers were then compared to the 
interviews in order to draw conclusions.  

4.5.3 Onthejob Research 
One aspect needs specific attention in this study. That is the fact 
that a significant part of the research in the study was conducted 
on-site at the company office. This we believe can have interesting 
implications on the work conducted here. Overall the fact that we 
stayed at the company gave us special insight into the business 
and also got to know all of the future possible trainees in person. 
This has given as a much deeper understanding of the interaction 
between the managers, as well as their behavior at work. Besides 
staying at the specific case company, the fact that we spent 3 
months in the USA has also given us insight and knowledge about 
the security service industry as well as the business culture. All 
this understanding, we believe, have made the results in the 
analysis more accurate than if we had done for example telephone 
interviews, or if we had just met the respondents once or twice. 
 
Knowing the interviewing respondents in person can of course have 
negative effects as well, for example there is a chance of lack of 
professionalism from the respondents during the interviews. We 
have tried to prevent this as much as possible by acting as 
professional as possible. In turn, we believe this has led to the 
respondents being serious about the interviews as well.  

4.6 Reliability of the study 
Reliability addresses the question of how reliable the collected data 
is (Lekvall & Wahlbin, 2001). According to Lekvall and Wahlbin, 
there are several reasons why reliability of the study can suffer. 
Below, we will discuss these reasons and what we have done to 
prevent them as much as possible. 
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During an interview, three sources can give raise to reliability 
issues: 
 

‐ Respondent errors: This means that the answer you get 
during the interview would be different if the interview was 
conducted at another time. The reason for this can be, for 
example, that the person do not really know the answer and, 
in order to escape embarrassment, pretends to know and 
gives an inaccurate answer. Other reasons can be that the 
respondents are stressed or tired and wants to finish the 
interview as fast as possible, and in order to finish quicker, 
do not give the full or correct answers. 

‐ Instrumental errors: If the questions are confusing, the 
result can be inaccurate. For example, the order of the 
questions may be illogical, causing misunderstandings, or 
the questions can be badly formulated. 

‐ Interviewer effect: The interviewer or interviewers can 
unconsciously affect the answers that the respondents give 
by reacting to the answers or by emphasizing questions in 
such a way that their expectations of the answers are 
apparent to the respondent. 

 
We minimized respondent errors by booking meetings in advance, 
and clearly stating the length of the interview so that the 
respondents could set aside the time needed in order to be able to 
answer the questions as correctly as possible. In order to minimize 
the instrumental errors, we carefully formulated the questions to 
make them as clear as possible, and difficult to interpret in wrong 
ways. Finally, in order to minimize the interviewer effect, we read 
about how interviewer effects arise, and tried to avoid the common 
mistakes. Also, after each interview, we criticized each other, telling 
each other about what mistakes we had done and what to do next 
time instead. This helped a lot in developing our ability to conduct 
good interviews with fulfilling answers, without affecting the 
answers with our behavior. 
 
In addition to this, and especially during qualitative research, there 
is also the risk of the interviewer misunderstanding the answers, or 
that he or she misses or doesn’t hear what the respondents say. 
This problem was addressed in two ways. First of all, we are two 
interviewers, and talked through the interviews after they were 
conducted, which made some of the misunderstandings clear. 
Secondly, all interviews were recorded with a recorder and later 
reviewed in order to ensure that no misunderstandings occurred 
and that we heard everything that was said. We wrote down the 
interviews into text documents while listening to the recordings, 
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and paused when necessary, to make sure that the text was as 
accurate as possible. 
 
Furthermore, the fact that we had both quantitative and qualitative 
instruments has increased the reliability of the study. 

4.7 Validity of the study 
While reliability addresses how much you can trust in the answers 
that are given, validity addresses whether the right questions are 
asked (Lekvall & Wahlbin, 2001). In order to ensure the validity of 
the study, we followed the U-model discussed above, and carefully 
broke down the work into parts, each part naturally following the 
previously written part. In this way, each part is based on the 
previously written, and we worked through each part carefully 
before moving on to the next part. By doing this, we tried to make 
everything coherent and headed in the same direction, making both 
the research questions, precisized questions and interview 
questions as valid as possible. 

4.8 Respondents 
According to Lekvall & Wahlbin (2001), when conducting a study, it 
is important to choose the correct respondents or to choose the 
respondents in the correct way. Choosing wrong respondents can 
have a misleading effect on the results of the study. These effects 
are according to Lekvall & Wahlbin referred to as the effects of 
inference. Inference means drawing conclusions about a target 
population from the data recovered from the respondents. Having 
few respondents in relation to the population will increase the 
effect.  
 
In this study however, we believe this was not an issue, since we 
had the possibility of making a (close to) total investigation. There 
are at the moment 8 middle-managers at the firm, and out of these 
we were able to interview 7. By doing this, we believe there are 
almost no effects of inference in this study. 
 
The target populations of this training program, according to the 
discussion in Chapter 1 (background), are all middle managers in 
the firm. Hence, we need to interview these managers in order to 
get their opinions according to the questions derived in Chapter 3 
(synthesis). For example, the opinions are needed in order to design 
the program to be as motivating as possible.  
 
According to the questions in the synthesis, we also need input for 
the objectives or the goals for the training program. Here we could 
consider many options. For example, in the event that the company 
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had not requested the training program, which persons would then 
be considered in order to define the objectives? The situation in this 
study however, is where the company specifically has requested the 
need for a training program. In this case, we can also expect the 
company to come up with goals and objectives for the training 
program.  
 
In the latter case, different possibilities for which persons in the 
company that form the objectives can also be seen. In one case, the 
owner requires training for the entire managerial staff. In another 
case, the highest operational director in charge (CEO) sees the need 
for training. For this study, we have the situation where the CEO 
came up with the idea for the management-training program, and 
therefore he will be the one from whom we will extract the goals 
and objectives.  
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5  DEVELOPING THE 

TRAINING PLAN 
This chapter is based on the questions formulated in the 
synthesis. The chapter is structured according to the research 
questions. Some of the questions in the synthesis will be answered 
entirely based on empirical data, while other questions are 
answered by analyzing this empirical data. Thus, some of the 
following chapters will be purely empirical data descriptions, while 
others will be purely analytical. The chapter will begin with a 
presentation of the case company and the managerial positions.  
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5.1 The Case Company1 
In this study, as stated in chapter 1, Background, we will focus on 
small to medium-sized companies according to our definition of 
SMEs in the same chapter. Furthermore, because of the scope of 
the study, we are limiting ourselves to a single case for the study 
and the industry that has been chosen is the private security sector 
in California, in this study represented by the security company 
Cypress Security Inc.  

5.1.1 Quick facts 
Cypress Security is a private security service provider operating 
mainly in San Francisco and the surrounding Bay Area, but also in 
some parts of Los Angeles. They have been providing contract 
security services to government, commercial, high raises, 
institutional, retail, corporate, and non-profit (museum and 
educational institutions) since 1996. Cypress Security was initially 
formed as the in-house security division for several high-profile 
sites being managed by an affiliate of the company. 
 
In addition to cover these different types of businesses, they also 
handle different types of security within each industry. For 
example, they handle loss-prevention for fashion retailer H&M both 
internally and externally. That means they not only take care of 
protecting against burglars and shoplifters, but also protect against 
theft from their own employees. This leads to security officers 
needing competence for many different aspects of security.  
 
Cypress Security has a clearly defined career path for officers to 
advance within the company. This also implies that ensuring that 
the core competence of the company is enhanced and developed. 
One big part of this is that they usually recruit people from the 
inside rather than externally. By doing this, it is ensured that the 
person already has extensive knowledge of security. In particular, it 
is important that the project managers have experience from 
security duties on field, since management from their part often 
involve dealing with field related issues.   

5.1.2 Mission statement and vision 
Cypress Security tries to profile themselves as a security service 
provider with a more “personal touch” as one of the employees 
stated. The focus is to pay attention specifically to dealing with 
customers. Put into a mission statement: 
                                          
1 The information in this chapter, unless explicitly stated, is collected from 
a Security Service Proposal provided by Cypress Security, or directly from 
members of the management staff. 
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“Provide best-in-class security services, delivered with excellent 
customer service for quality clients.” – Cypress Security Mission 
Statement 
 
Furthermore, the company has stated several company goals which 
they intend to fulfill: 
 
“By means of well designed and proven processes; integrating and 
the use of technology; strong leadership and management; well 
trained employees, be a leader in each security market served. “ – 
Company Objectives 
 
From here, we can conclude that the company also wishes to grow 
with its fullest potential. It has been growing quickly lately which is 
also one of the reasons for the ambition to implement the 
management-training program.  

5.1.3 A relatively Small Player 
Cypress Security has, according to the managers themselves, a 
distinctive advantage against the bigger and more established 
security service providers in the Bay Area. This has to do with how 
customer accounts are handled. In this case, the CEO and DOO 
(Director of Operations) are usually responsible for handling new 
prospect customers, whilst specific sales people at bigger 
companies carry out this kind of sales work.  

5.1.4 Small or mediumsized company? 
Cypress Security, and other security-service providers of similar 
size for that matter, we believe share one thing in common. When 
measured for size in how many employees they have, they would be 
on the upper limit of the “medium-sized” scale. However, when 
looking closer at the organization, they are more reminiscent of 
small-sized company. The reason for this is that the company has 
two “layers” in its organization. The first layer is what we will call 
the “management-layer” which consists of the CEO and different 
types of managers (personnel development, project and scheduling 
managers).  These types of position are the traditional “managerial” 
layer in the company. But underneath it is what we could call a 
“field-management” layer, with field supervisors in the top of the 
layer.  
 
The interesting thing here is that the upper management level of 
the firm is quite similar to a management office in a relatively small 
company. In small companies, such an office could probably 
possess more than the 9-10 managers in Cypress Security. 
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Therefore, we believe that this company could be likened to a small-
sized company, at least in terms of how management work is 
conducted at a medium to upper level.  

5.1.5 Organization 
Cypress Security’s organization is briefly described below; 
descriptions of every position will follow. The organization scheme 
focuses on the organization of the managerial positions since these 
are the one of focus in this study. Therefore, we will omit the 
detailed organization for the field supervisors and downwards in 
this presentation.  
 

 
Figure 6: Cypress Security’s organization (Cypress Security internal 
document, 2007) 

5.1.6 Positions 

5.1.6.1 CEO (Chief Executive Officer) 
The CEO is of course the overall responsible person for operations, 
overseeing daily and long-range planning, operations and 
personnel. He also acts as a sales person for the company, 
generating new customer accounts together with the DOO.   

5.1.6.2 Director of Operations 
The DOO is the person next under the CEO; he ensures that daily 
operations run smoothly each day, for example taking care of 
purchasing and maintenance of security equipment and vehicles. 
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He also is the person responsible for security and field operations, 
customer service and management related issues for all Cypress 
Security assignments.  

5.1.6.3 Scheduling Manager 
The Scheduling Manager is the person responsible for the overall 
schedule for security officers at Cypress Security. The main duties 
include preparing schedules for customer sites, assigning trained 
people by site requirements, providing accounting with all the 
information on hours worked by employees and ensuring that each 
shift is covered with a qualified officer.  

5.1.6.4 Personnel Development Manager 
Responsible for recruitment and training within Cypress Security. 
The recruitment and training aspect is of great importance to 
Cypress, making the Personnel Development Manager a key factor 
in ensuring that Cypress continues to hire the best officer in the 
industry. The Personnel Development Manager also takes 
responsibility in conducting the in-house training of new security 
officers.  

5.1.6.5 Project Manager 
The Project Manager is the overall responsible person for each 
customer accounts, and thus, shall ensure that the customer for 
each account is satisfied at all times. These are vital for the 
company; since this is the person the customer talks to if there are 
any problems. This customer account responsibility is something 
that goes on 24/7.  
 
The project manager is also responsible for developing training 
programs for security officers within the company. These training 
programs differ in the sense that each project manager often 
handles different types, and therefore, the training programs will 
differ between the different types of accounts. Some accounts 
require a lot more experience and knowledge than others do.  
 
Project Managers also take part in the recruiting process of new 
potential security officers, oversees scheduling for security officers 
and taking care of evaluation of security officers, as well as invoice 
and payroll processing. Furthermore they assist in disciplinary 
actions and terminations against security officers and the 
documentation and tracking of incident reports and incident 
investigations. 
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5.1.7 Background of Managers 
As we have seen in the previous descriptions, the duties that 
different managers have vary greatly from each other. While the 
Project Managers often work directly with the clients, the 
Scheduling manager works mainly with the other managers and 
with the security officers, and the Human Resource Manager and 
Personnel Development Manager mostly work with the security 
officers. What links them all together is that they all work in the 
same office and communicate directly with each other. They are 
also all above the security officers and field supervisors in rank and 
communicate directly with the CEO of the company.  
 
The role of the Project Manager is interesting in the sense that they 
are in direct contact with the clients of the firm. Each Project 
Manager is responsible for at least one account, where an account 
is a customer with a specific site to watch over. The Project 
Managers work independently with each client, but have also hand 
in hand with each other. As one of the PMs put it, they are:  
 
“Working independently with clients, and we are the face of 
Cypress Security to them since we work directly with them. 
When they have issues with officers or something else, they 
turn to us. But at the same time, in order to learn from each 
other, we also work hand in hand with each other.” (Project 
Manager) 
 
Most of the PMs come from military or law enforcement 
background, which has given them a special sense of leadership 
style and way of seeing things. As one of them put it: 
 
“When I look at [one of the Project Managers], I see someone 
that just doesn’t know how to stop. He’s gonna attack the 
problem until the problem goes away. And that comes from the 
military training where’s there’s no such thing as ‘can’t’”. 
(Project Manager) 
 
Looking at the experience that different managers have, most of the 
managers (including all Project Managers) have extensive 
background in security and leadership, either in the form of 
military training or private sector work, and previous studies. 
However, few of them have business-related background and 
experience. 
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There are eight managers in the office, and four of them are Project 
Managers. All respondents but one of the Project Managers was 
interviewed. 

5.2 Motivation 
The first research questions deal with how to motivate trainees to 
participate in the training program. In the following chapters, the 
different aspects of this question, following the model in the 
synthesis, will be presented. 

5.2.1 Managers’ motivation to train  
‐ What increase in satisfaction and what decrease in 

dissatisfaction can the training provide for the 
trainees? 

‐ What motivates the trainees? 
 
The project managers often view training as necessary to be able to 
get more responsibilities: 
 
“I’m never gonna stay and be happy where I am right now. I 
want to go to the next level. I want to learn everything that I 
can until I can even do my bosses job. That’s the only way this 
firm’s going to grow, because without managers being capable, 
the growth possibilities of the firm are crippled. If I’m not 
struggling for learning more and more, I’m not doing my job.” 
(Project Manager) 
 
They think that this type of thought in managers is very important 
for any firm and for themselves. Another example that is illustrative 
for the opinions of most respondents is this: 
 
“I would never turn down any training. It is because it can 
increase my satisfaction with work, but also my confidence 
level and how much I know about the work that I am doing.” 
(Project Manager) 
 
Most of the respondents are therefore motivated to go through the 
training and have a very positive view on training in general. 
However, the opinions on why the training is important and what 
they should be trained in vary greatly. One respondent, for 
example, is very negative towards “soft” subjects such as leadership 
and communication, since that kind of training is not in line with 
the work that this respondent is doing. However, he is positive to 
training that can be directly applied to his work, and says that he 
would be motivated to train if the training could be tailor-made 



5 Developing the Training Plan 
 

Page | 70 
 

after his needs. Much of this skepticism about training in subjects 
that are not directly applicable to the work stem from the workload: 
 
“Right now, I’m trying to stay away from everything that would 
cut down on my hours that I can spend on what I do. A lot of 
the knowledge the other respondents need does not attain to 
what I do. And I wouldn’t want to spend and waste time on 
something I’ll not use, such as studying law on how to detain 
people and stuff like that.” (Scheduling Manager) 
 
Another point important to note is that, while not explicitly 
expressed, the general feeling that we got from the interviews was 
that the project managers see the training mostly as an opportunity 
to grow, while the other managers saw the training as a means of 
doing their current duties more effectively. For example, while the 
project managers talked about the growth of the firm and 
increasing responsibilities, the other managers mentioned things 
like being able to write more accurate reports, working more 
effectively with different programs such as Microsoft Office 
applications, and making it possible to find and train security 
officers more effectively. 
 
For the project managers, therefore, the increase of satisfaction 
comes from being an important part of the growth of the firm, and 
from getting increased responsibilities, and this is also what 
motivates them. For the other managers, however, the increase in 
satisfaction and motivation comes from being able to do their duties 
better and more effectively. 

5.2.2 Increasing motivation 
‐ How can the training plan be aligned with what 

motivates the trainees? 
‐ What increase in satisfaction and decrease in 

dissatisfaction can be emphasized in order to motivate 
the trainees? 

 
Since the trainees’ own needs are one of the factors weighing in 
when deciding the content of the training program is, the content of 
the training is, at least partially, already aligned with what the 
managers want to learn. An important conclusion from the 
discussion in the previous chapter is that for the training to be 
motivating to the managers, it has to be aligned with their 
respective goals with the training. For the project managers, this 
has to do with their growth in the firm, while for the other 
managers; it has to do with making them better at their respective 
jobs. 
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For this reason, something that could potentially ruin the 
motivation of the trainees is if the training is too “general”, with 
some of the trainees going through modules that they are not 
motivated to go through. Since their needs are varying so much, 
one has to consider the motivation of each manager, or at least, 
each type of manager (project manager or other type of manager). 
 
One way of solving this is to include modules that are specifically 
designed for each trainee and that can help that trainee to directly 
apply the knowledge at his or her work. Another way of solving the 
problem is making some of the modules of the training voluntarily. 
When given a choice, the trainees will feel that the training is more 
aligned with what makes them motivated. 
 
From the discussion above, we can also conclude that what 
increase in satisfaction to emphasize depends on each trainee, as 
everyone has different reasons for wanting to go through the 
training. For example, when marketing the training towards the 
project managers, it has to be emphasized that the training may 
provide them with tools that can help them grow in their roles and 
get more responsibilities. Another way of emphasizing this is to 
make the training a necessary step towards promotion that gives 
more responsibilities and freedom. As mentioned in the previous 
chapter however, since the motivation for the other managers 
mostly come from making them better at their current duties, this 
should be stressed when marketing the training to them. 
 
One thing that should be taken into consideration and handled 
with care regarding the motivation of the employees is that many 
employees are stressed by a lot of work. If they get the feeling that 
the training will obstruct with the time they have to put at finishing 
their work, the motivation may go down. One of the employees, as 
seen above, even said that he was purposely staying away from 
everything that would cut down on the hours that he could spend 
on the work he had to do since he wanted to finish that first before 
engaging in anything else. 

5.2.3 Training framing and making it mandatory 
‐  How do the future trainees perceive the training with 

regards to importance to the firm? 
‐ Should the training be mandatory or not? 

 
Most of the employees are positive towards training and think that 
it is important for the firm, and some of them consider training to 
be indispensable for the growth of the firm since  
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“You cannot expect a company such as this to have the growth 
perspective that this company has without developing your 
frontline managers”. (Project Manager) 
 
According to another of the project managers,  
 
“A manager has to understand that they are the ones who are 
gonna make this company grow.” (Project Manager) 
 
However, at the same time, there are some managers that had no 
idea that a training for managers was being considered and 
developed, and therefore did not perceive the training as important. 
One of the managers thought that as long as he could do his 
duties, training was not so important for him personally. Training 
could be able to increase his effectiveness at work, but wasn’t 
crucial for the growth of the firm.  
 
However, he thought, it could be important for the firm to train the 
other managers, especially the project managers. Most managers 
thought that, as one of them put it, “management based training is 
always good, whether it’s supervisory, or in new things coming out 
in the field of security”. 
 
All in all, most of the managers find the training to be important for 
the firm, and those managers who do not think it is important for 
them at least think that it’s important for the project managers. 
Therefore, we believe that if the training was made mandatory, it 
would be perceived in a positive light by the managers in that it 
would be seen as mandatory because it is important for the firm. 
Based on this, we believe that mandatory training is a good choice.  

5.3 Deciding Content 
The second research questions deal with what content should be 
included in the training program. Following the model in the 
synthesis, to decide on the content of the training plan, we will 
follow the four-step process described in the model in the 
synthesis. Each of the steps will be followed, answering the 
questions in the synthesis, below: 

5.3.1 Sorting out, listing and categorizing possible skills 
‐ How can the necessary skills be sorted out, listed and 

categorized for the specific case? 
 
To make this listing and categorization, we have used expert 
opinions by looking at the skills that MSC and Kirkpatrick have 
listed. They are focused on categorizing skills according to what 
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they lead to in terms of behavior, which makes it easier to compare 
them to the objectives later on. We have used a slightly modified 
version of MSC’s framework to categorize these skills. According to 
the model provided by MSC, several behaviors can be improved, 
and the ones that we believe are applicable to SMEs are: 
 

 
 
In order to reach the behavioral results listed above, MSC has made 
a comprehensive list of skills for managers to possess in each 
behavior. When creating our own list of possible skills, we 
discarded the skills that we believe are not important or not worth 
investigating in the case of managing education for middle-
managers in SMEs. The process of discarding skills will not be 
discussed since it was only based on our beliefs and common 
sense, and did not follow a specific process. The remaining skills 
are the ones that we believe can be useful for managers at SMEs, 
and are placed in the above categories in the following way: 
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5.3.2 Objectives of the training plan 
‐ What are the results that the training program should 

accomplish? 
 
There are two main objectives that the training plan should 
accomplish, according to Nils Welin. The first objective is that the 
managers should get a better understanding of the whole company, 
how different decisions that they make affect other parts of the 
company, and how all the processes in the company are tied 
together in the end. The second objective is that the managers 
should be better able to handle the customers and communicate 
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with them in a way that nurtures the relationship. Both of these 
objectives will be further discussed below. 

5.3.2.1 Getting the bigger picture 
The CEO wants his managers to be able to see the bigger picture 
and ask themselves “how will my task affect the company?” He also 
wants the employees to have the understanding what it is that 
makes a company being a company. He states that an important 
part of this understanding is an understanding of finance. For 
example, he mentions that the managers sometimes have 
difficulties estimating the amount of money that the company can 
afford to put on different projects. He mentions that, for example, 
the managers can see reports where, without a better 
understanding of finance, it is easy to misjudge the amount of 
money that the firm has at its disposal. For example, the firm may 
have huge gross margins and based on that, the managers believe 
that the firm has a lot of money, but where they fail to see how 
much of this money goes to for examples payrolls and insurances. 
 
Another illustrative example of how a better understanding of the 
whole can help the manager improve their decisions is the question 
about whether to spend money on overtime or not. The overtime-
question is important to Cypress Security since the money spent on 
payrolls to the security officers are a big part of the budget. 
Therefore, when a lot of overtime occurs, there is a big impact on 
the budget. Overtime is reduced by good planning, for example 
making sure that there are always extra security officers available 
at all sites, and making sure that there are always enough security 
officers with the right training available. However, sometimes it is 
still impossible to avoid overtime since there may be a general lack 
of security officers available, or some officers may call in and report 
that they are sick and will not be able to make it to work. This 
planning also takes a lot of money. The CEO says that while 
preventing overtime costs a lot of money, and it is very important to 
bring down the amount of money spent on paying officers working 
overtime, there are also other, more long-term costs that not 
spending money on the overtime-issue may bring. For example, the 
firm may get angry customers if Cypress Security is unable to fulfill 
its duties, which could mean that in the long-term, the firm’s name 
and budget can be affected negatively. As the CEO puts it, the 
managers should be able to make these cost-benefit analyses, 
looking at both the short-term and the long-term effects that their 
decisions have on the company. 

5.3.2.2 Superior customer communication  
According to Nils, the managers have the basic understanding of 
clients’ needs and how to communicate with them. But he believes 
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that there is a “next level” of understanding and communicating 
that can be reached with the proper training. Specifically, the CEO 
mentions two main problems that occur when dealing with clients. 
 
The first of these problems has to do with confidence and stress 
when talking with clients. According to the CEO, sometimes the 
managers get stressed and don’t tell the clients what they need to 
hear or what is really happening. As he puts it himself,  
 
“They have to be able to tell the customers, in a good way, 
what the scenario is really”. (CEO) 
 
He mentions an example where one of the managers was talking to 
a client about a problem that had occurred. The client was in the 
belief that one of the uniformed officers in his site was supposed to 
be an undercover officer. The client complained that it was obvious 
that this guy couldn’t be just a normal customer at his store since, 
as he put it himself,  
 
“This guy is big and bulky; we don’t even have clothes that fit 
him in my store”. (CEO)  
 
Instead of telling the client the truth and saying that the officer 
wasn’t even supposed to be undercover, however, the manager got 
stressed and didn’t say anything, leaving the client with the belief 
that Cypress Security was doing a bad job. Being able to handle 
situations like this is very important, according to the CEO, and 
one of the objectives what the training should accomplish. 
 
The other problem with dealing with clients has to do with co-
operation with the client when solving problems instead of tackling 
the problems alone. As the CEO puts it: 
 
”I see the lack of making a solution together with the customer, 
where the customer is included in the process of creating this 
solution, instead of US creating a solution FOR the customer. 
It’s a type of communication where you bring good concerns to 
the customer, and you communicate in a good way to create a 
solution together.” (CEO) 
 
According to the CEO, the problems alone are general and not 
something that just some individuals have. He believes that the real 
problem behind it all,  
 
“The bulk of the problem is the ability to build trust and 
confidence with the customer. It all goes back to confidence in 
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yourself so that you look confident when talking to the 
customer and present what you want to present in a good way 
and include the customer into the process.” (CEO) 

5.3.3 Behaviors and skills 
‐ What behaviors and skills are needed to accomplish the 

desired results? 
 
By using our modified version of MSC’s framework, we can analyze 
how each “bubble” or behavior fit into the above presented goals. To 
do this, we use our own interpretation of what each behavior 
means. 

5.3.3.1 Managing self and personal skills 
Managing self and personal skills is about making sure you have 
the personal resources to undertake your work. This includes 
managing your own resources and professional development, as 
well as developing your own network to ensure you get the most out 
of your own resources. 
 
“Understanding your role in the organization and what drives you 
in your career development” is an essential skill to posses in order 
to get the bigger picture of the company and its organization. 
Therefore, it would be important to include such training. 
 
“Developing your personal networks” can be seen as a vital tool to 
reach the goal of improving customer communication. Perhaps not 
in the meaning of the sentence itself, but the underlying concepts 
such as “communicating” and “influencing”. 

5.3.3.2 Providing direction 
By providing direction, it is meant the ability to undertake 
leadership of all the areas under management of the individual. 
This is however a broad behavior, since it includes both 
competencies directly related to leadership, but also the ability to 
understand the environment in which you operate. This includes 
both knowledge about your surrounding market as well as knowing 
your immediate surrounding such as existing clients and 
customers. 
 
To be able to get the big picture, it is essential to understand the 
environment in which you work, and therefore “Knowing your 
environment” is an absolute necessary skill in this context. This is 
also something that will help the managers in their relationships 
with clients, in the sense that they will have a better understanding 
of the different kinds of customers, and their needs.  
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“Providing leadership for your team and your area of responsibility” 
we believe is also an important skill concerning being able to 
manage conflicts, something which will come in handy when 
dealing with customers, from the project managers point-of-view. 

5.3.3.3 Working with people 
Working with people can be interpreted in many ways, but the 
meaning in this context is how you work with people and especially 
how work in your organization is carried out. Apart from the 
relationship with current and prospect employees (e.g. recruiting), 
this also includes your ability to develop and sustain productive 
relationships with all kinds of stakeholders. 
 
“Customer Communication” is with no doubt a necessary skill in 
order to be able to increase the satisfaction from customers 
regarding relationships with the company. 

5.3.3.4 Using resources and tools 
This is a combination of MSC’s classification of “using resources” 
which we have added the skills of “using tools” (applications). The 
meaning of this behavior is the ability to use the company 
resources in your own work to achieve success for the company. 
This includes managing a budget and financing in your own 
project. 
 
“Creating and managing a budget” is essential to reach the goal of 
getting the bigger picture in this context; this is because it provides 
a deeper understanding of how the company deals with its limited 
financial resources.  

5.3.3.5 Summary  
From this analysis, we can conclude that the following modules of 
behaviors and skills are necessary to achieve the desired objectives. 
 

• Understanding your role in the organization and what drives 
you in your career development 

• Developing your personal networks 
• Knowing your environment 
• Providing leadership for your team and your area of 

responsibility 
• Customer communication 
• Creating and managing a budget 
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5.3.4 Employees opinions on training needs 
‐ Which of the remaining skills do the future trainees 

think are important to learn? 
 
In this chapter, we will discuss the empirical data and look at what 
specific skills that the managers themselves think that they need to 
learn more about in order to improve their job performance. The 
data comes mainly from the interviews, but the answers will be 
compared to and categorized according to the questionnaire that 
was handed out at the end of each interview. The summary of the 
answers to the questionnaire will also be presented. 
 
There are four main areas in the questionnaire, and each of these 
areas corresponds to a chapter below. Finally, there is an additional 
chapter for answers that fall outside of the frame that was set up in 
the questionnaire. 

5.3.4.1 Managing self and personal skills  
 

  
No 
need 

Some 
need 

Great 
need 

1.      Managing your own resources, for example 
planning, time-management 1 4 2 
2.      Understanding your role in the 
organization and what drives you in your 
career development (for example prioritizing, 
setting objectives, self-assessment) 4 3 0 
3.      Developing your personal networks (for 
example communicating, presenting 
information, influencing) 3 3 1 
Table 4: Questionnaire answers on managing self and personal skills 

Many of the respondents mentioned that they were would like to get 
a new perspective on time-management. This is also obvious when 
looking at the questionnaire, since 6 of 7 respondents marked 
“some need” or “great need” on “managing your own resources, for 
example planning, time-management”. 
 
Some of the managers expressed that they have problems with 
organizing their work properly so that they could, as one of the 
Project Managers expressed it, “work smarter, not harder”. 
According to this Project Manager, a lot of the times, the problems 
with organizing and prioritizing work properly led to work overload 
and a lot of personal overtime. One of the managers also expressed 
that, even though he does a decent job of organizing and planning 
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his work today, it is always interesting to see how others do it since 
that could lead to new ideas: 
 
“I do a pretty ok job of managing my time, but still, looking at 
time-management is neat because maybe somebody will come 
along and say ‘at this company, we did it this way’. In that 
way, you could take people’s best practices and implement 
them. I do a lot of stuff between the Blackberry and Outlook, 
trying to work my calendar in there so I’m constantly aware of 
what’s going on, and I’m trying to keep organized 
electronically, but it’s nice to be able to hear how other people 
do it and see if I’m doing it the best way.” (Project Manager) 
 
Another need that came up in this area was that one of the 
respondents mentioned that his work could benefit from training in 
public speaking so that he can hold more interesting and engaging 
classes. This corresponds to the third question in the 
questionnaire, which received a moderate score, but none of the 
other managers mentioned this as a need in the interviews. 

5.3.4.2 Providing direction 
 

  
No 
need 

Some 
need 

Great 
need 

4.      Developing and implementing operational 
plans (for example planning, delegating, 
monitoring, evaluating and setting objectives) 2 5 0 
5.      Knowing your environment, for example 
customers and their needs, market trends and 
new technologies (for example thinking 
strategically, analyzing environment and 
scenario building) 0 6 1 
6.      Providing leadership for your team and 
your area of responsibility, for example team 
building, motivating, managing conflicts 4 3 0 
Table 5: Questionnaire answers on providing direction 

One of the Project Managers expressed that looking at market 
trends and understanding the security industry could help him 
since it is important in order to understand the direction of the 
company. Specifically, he mentioned interest in local trends: 
 
“I understand the overall trends in the whole industry, but I’m 
not as up to speed on specific market trend, sales, customers 
and relationships in San Francisco, knowing how that applies 
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here locally, who’s doing what, those kind of things.” (Project 
Manager) 
 
Other Project Managers expressed that this is an important area 
since the security industry changes rapidly, especially since 9/11. 
He said that due to these rapid changes, it is important to 
understand the changes in the environment so that one is able to 
know what is going on, the problems of potential and current 
customers, and what solutions the competitors provide. According 
to several respondents, it is also important to understand the 
overall growth of the industry and the direction that it is going 
towards. 
 
In the questionnaire, this knowledge relates to the skill “Knowing 
your environment”. Accordingly to the answers, this skill got 
relatively high interest, with none of the respondents stating “No 
need”, one stating “High need” and the rest stating “Some need”. 
 
The other skills in this area in the questionnaire received low to 
moderate scores, and could not be linked to anything that the 
respondents talked about during the interviews.  

5.3.4.3 Working with people 
 

  
No 
need 

Some 
need 

Great 
need 

7.      Developing productive working 
relationships with colleagues, for example 
managing conflict, providing and obtaining 
feedback, and involving others 2 5 0 
8.      Customer communication (for example 
managing conflict, providing and obtaining 
feedback, and empathizing) 2 4 1 
9.      Recruiting and selecting (for example 
interviewing, negotiating, team building) 4 2 1 
10.     Coaching, mentoring and training 3 3 1 
Table 6: Questionnaire answers on working with people 

One of the Project Managers mentioned that training in regards to 
handling different kind of people and diversity-based 
communication is important. The reason for this, according to him, 
is that the clients of the firm are very diverse, which makes it 
important to have the understanding of how to handle different 
kinds of people and different cultures. 
 



5 Developing the Training Plan 
 

Page | 82 
 

“We’ve all been trained from childhood to treat people the way 
we want to be treated. But I’m gonna take it one step further. I 
don’t wanna live by the currently governing rule. Instead, let’s 
treat people the way they wanna be treated. This is where 
diversity comes in. Everybody wants to be treated differently”. 
(Project Manager) 
 
This relates to customer communication, which according to 
another Project Manager, is very important for Cypress Security, 
since the firm is very much dependent on every customer that it 
has. The Project Managers generally feel that customer excellence is 
an important issue and therefore training in customer relations and 
customer communication is important for them. These results are 
also visible in the questionnaire, where five respondents expressed 
some or great need in training in “customer communication”. 
 
One of the Project Managers expressed that some of the problems 
with time-management (discussed above in chapter 6.2.1) arise 
from the fact that he is unwilling to delegate work, and instead does 
everything himself. He told us that he feels that since he is 
responsible for the outcome, he is unwilling to trust anybody else to 
finish the job. This often leads to work overload and stress. He 
mentioned that training in coaching and supervising others, so that 
he can delegate work to them, could help him with this and at the 
same time, solve some of his time-management issues. Another 
Project Manager mentioned the same thing and added that this has 
to do with training your subordinates so that they can one day do 
what you do. Looking at this, there seems to be need for training in 
“Coaching, mentoring, training” in the questionnaire. This skill got 
a high score on the questionnaire, but at the same time, several 
managers marked that they are not in need for training in this skill. 
Since only the project managers mentioned the need for this skill in 
the interviews, one can take an estimated guess that it is the 
project managers that have stated that they have need for training 
in this area. 
 
The area “developing productive working relationships with 
colleagues” received some interest in the questionnaire, with five of 
the seven respondents stating “some need” for training in the area. 
However, only one of the respondents mentioned this area in the 
interviews. He said that it would be good to have training in how to 
handle small conflicts and how to talk to someone if there is a 
problem that needs to be resolved with that person.  
 
“Recruiting and selecting” received least interest, with more than 
half of the respondents stating that no need for training in this 
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area. Even though one of the respondents stated that this was a 
“great need” in the questionnaire, none of them talked about 
anything relating to this area in the interviews. 

5.3.4.4 Using resources and tools  
 

  
No 
need 

Some 
need 

Great 
need 

11.      Creating and managing a budget (for 
example assessing costs, prioritizing and 
contingency planning) 1 2 4 
12.      Ensuring that health and safety 
requirements are met (for example reporting, 
monitoring) 4 3 0 
13.      Basic accounting skills 4 3 0 

14.      Basic administrative tools, for example 
Microsoft Office and scheduling applications 3 2 2 
Table 7: Questionnaire answers on using resources and tools 

In the questionnaire, it is clear that two of the skills in this area are 
interesting while the other two are not. This was also obvious in the 
interviews, since the answers could only be related to the two 
interesting skills above. The interesting skills are “creating and 
managing a budget” and “basic administrative tools”. 
 
In “creating and managing a budget”, some respondents stated that 
they have no previous education in business and economics, and 
that therefore it would be helpful to learn more about finance and 
budgeting to get a better picture of the company. One of the 
respondents stated that a better understanding of finance could 
help him for a clearer picture about what is happening in the firm. 
One of the Project Managers stated that an understanding in 
finance is important in order to be able to communicate with 
clients. Finally, another respondent wanted a better understanding 
of finance and basic economical knowledge so that he could have a 
better grasp on what is economically efficient and what is not and 
how to better manage the firm to increase profit.  
 
Regarding the second area, basic administrative tools, one of the 
respondents wanted to have a better understanding of what it is 
possible to do with Microsoft Excel, and what kinds of reports it is 
possible to build. This would help him doing the practical day-to-
day duties like building reports on how the employees are being 
managed and how the profitability of the firm is looking. There was 
also interest expressed in better knowledge about other programs 
that could be used to organize and manage the workforce, for 
example a program that gives better control over employee 
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positions, duties, schedules, ranks, knowledge and training 
degrees. Another respondent stated that his work basically consists 
of sitting in front of the computer and working with Microsoft 
Office, and that a better knowledge of what you can do with for 
example Excel and Project would help him make his work more 
efficient. This respondent also expressed that it would be helpful to 
get training in some of the programs that could help in organizing 
the daily, weekly and monthly work for him. A third respondent 
stated that he could use more knowledge about for example Adobe 
and PowerPoint, so that he could make more interesting 
presentations. 

5.3.4.5 Other needs 
One of the Project Managers and one other employee expressed that 
sales training is needed, since they believe that most of the 
personnel have some contact with potential clients. 
 
“I think that everyone that’s in management here knows of 
leads that could get accounts, and teaching them how to 
develop these leads into something more tangible could be 
useful.” (Project Manager) 
 
Another form of training that was mentioned by one of the 
respondents was that it would be useful to have training in areas 
that was specific to the security industry. He mentioned that there 
are many different certificates and training courses available to 
managers in this industry, and the process of looking through what 
is available is difficult and demands a lot of time. Furthermore, the 
certificates are expensive, and it is difficult for a firm of this size to 
finance the costs. Therefore, he thinks that it would be good if one 
could develop training programs and courses that could be handled 
internally by the company, for its own employees. Some examples 
of these types of certificates could be property protection specialist, 
security management specialist, and training in how to do internal 
investigations, how to do loss prevention, and how to put up 
camera systems.  

5.3.5 Analysis of employees opinions 
We have in the preceding analysis concluded which skills are 
important when looking at the desired objectives of the training 
plan. The second important factor to take into consideration when 
deciding the content is the opinions of the employees; what we are 
looking for here is specifically skills that we have already found 
important when analyzing objectives. If we can find such skills, 
they would certainly need to be prioritized in the training plan. 
Also, we need to find skills that are specifically requested by the 
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trainees, but were not found to be important when analyzing the 
objectives.  

5.3.5.1 Skills found to be needed from both objectives and 
employees point of view 

The skill “Creating and managing a budget” was found to be a very 
important skill when looking at the employees opinions. It is 
interesting that the employees even stated that this skill would help 
them to get a better picture of the company finance and what is 
going on in the firm, this correlates perfectly with the objective of 
“getting the bigger picture”. 
 
The other skill found to be needed from both employees and 
objectives point of view was “Customer communication”. 
Apparently, the employees, specifically the project managers, found 
that handling clients was essential for the success of the company, 
and therefore needs to be improved further. This skill should 
therefore be emphasized further in the training program.  

5.3.5.2 Skills that need to be added to the skills found from 
the objectives 

Several employees stated that they needed more knowledge about 
using software applications, specifically Microsoft Office and 
Scheduling applications, therefore this skill should be added to the 
program content.  
 
Another skill that should be included from the employees’ point of 
view we believe is “Managing your own resources”. We believe this 
have to do with the current high work-load that many of the 
managers experience at the moment. By being able to manage time 
more efficiently, this work-load can hopefully be reduced. 
 
The last skill to be included when looking at the employee opinions 
is “Coaching, mentoring and training”. This is because it is 
something that the project managers mentioned several times, and 
since the project managers are the breed and bulk for the 
continued growth of the company, it is important to listen to what 
they say.  

5.3.5.3 Skills to be included after looking at objectives and 
employee opinions 

After this step, we can conclude that 2 skills need to be added to 
the list of potential skills, and 2 other skills should be emphasized 
even more; the list now looks like this: 
 

• Understanding your role in the organization and what drives 
you in your career development 
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• Developing your personal networks 
• Knowing your environment 
• Providing leadership for your team and your area of 

responsibility 
• Customer communication 
• Creating and managing a budget 
• Basic administrative tools 
• Managing your own resources 
• Coaching, mentoring, training 

5.3.6 Deciding limitations 
‐ What time, personnel and financial resource limitations 

are there to the training? 
 
Personnel and financial limitations confine the training to be in-
house, and with no outside-trainer to be hired. Nils doesn’t believe 
that spending more money on the actual training, by for example 
going to conferences, will make the training better. However, money 
can be spent on books and other resources that can be re-used 
several times. 
 
Regarding time, according to Nils Welin, time is always too short 
and there are always more jobs waiting to be done. The question is 
not about if there is enough time to train, but instead about 
prioritizing what the training can give in the long term and 
weighing in that against what has to be done right now. If the 
training is done in the right way, for example by giving the trainees 
a lot of flexibility on when they can study by limiting the classroom-
hours and maximizing self-study time, more hours can be put away 
for training. How long the training should be is a question about 
balance, and according to Nils, it is important that the training is 
neither too extensive nor too shallow. An estimate made was that 
the training should be 32-64 hours in total, including home-
studies. 

5.3.7 Abstraction level of skills 
‐ Looking at the abstraction level of the skills, is it 

reasonable to include them in the training plan within 
the set limitations? 

 
In the frame of reference, we discussed the paradox of importance 
and learning ability between different skills. Our source (Korsten) 
was of the meaning that learning ability declined with increased 
difficulty, and vice versa. The conclusion we got from that 
discussion was that it is not feasible to include skills from just the 
top or the bottom of the triangle. 
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By looking at the above limitations, we can decide if a skill is to 
“difficult” to include when comparing against limitations, or if it is 
so “important” that it should be included anyway.  
 
In order to make a training plan that is possible to realize, from this 
company’s viewpoint, we need to take the above limitations and 
look if some skills should be removed from the list. We can 
conclude that the following 3 subjects are so called “hard subjects” 
which often is significantly cheaper and easier to teach: 
 

• Knowing your environment (market research etc.) 
• Creating and managing a budget 
• Basic administrative tools 

 
These skills should not be subject to resource limitations since they 
can all be potential self-study courses or courses with study-
material and simple lectures. Teaching “Understanding your role in 
the organization and what drives you in your career development” 
should also be feasible to teach, at least regarding the 
understanding of roles in the organization. Furthermore, “Managing 
your own resources” should be quite easy to comprehend. 
 
There are now 4 skills left that require attention for which ones to 
decide, concerning that they are more abstract and difficult to 
learn: 
 

• Developing your personal networks 
• Customer Communication 
• Providing leadership for your team and your area of 

responsibility 
• Coaching, mentoring and training 

 
The question is which of these skills are worth keeping, when 
comparing the benefits against costs.  
 
In our opinion, the skill “Developing your personal networks” will 
be too hard to teach the trainees, in comparison against what they 
will benefit from it. Also, taking into consideration that it is a skill 
related to other “communication skills”, motivates that it should 
not be included in the training plan.  
 
“Providing leadership for your team and area of responsibility”, 
combined with “Coaching, mentoring and training” will remain in 
the training program, of the simple reason that it was highly 
requested by the project managers.  
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Concerning the other big objective of the training program, 
customer communication is of course an important skill to teach 
regardless of its difficulty. This course can be simplified by putting 
it into smaller pieces, for example training in different cultures and 
businesses. By doing this, it would be easier to comprehend such a 
skill in an in-house learning environment. 

5.4 Design 
‐ Considering the limitations on the training, how should 

the training program be designed regarding the format, 
site, instructor and instructional method? 

 
The choices made in the four design factors are largely dependent 
on two general assumptions that are made about learning. The first 
assumption is that learning occurs best when training incorporates 
real-life experience, and the second assumption is that learning is 
most effective when it requires the trainees to be active instead of 
passive. The general design principles of how to incorporate this 
knowledge into the training were that the training should use real-
life problems as a vehicle to learn, encourage collegial 
communication and create an organization that allows for change 
in behavior. When designing the training program, the choices 
should be in line with these assumptions and principles. 
 
The format of the training plan is decided by the availability of 
coaching instructors, and will require a longer-term and less 
“visible” form of training than the usual “letting the trainees read 
material” type of training. As seen in chapter 6.2.3, some of the 
project managers already have expressed interest in receiving 
training in how to coach others. Therefore, a good idea would be to 
use the project managers as coaches. For example, an atmosphere 
where the project managers actively help each other can be 
encouraged. An instructional method that fits with the coaching 
philosophy is to engage in classroom experiences with Q&A 
sessions and where different issues and problems that have arisen 
with for example clients are brought up and discussed by the 
project managers. This is a good way of transferring tacit knowledge 
and creating a learning environment. However, this type of training 
is not aimed at training managers at specific skills, and should 
therefore be complemented by traditional written texts for study. By 
combining these two approaches, the format of the training plan 
encourages different types of learning and knowledge, and bypasses 
the restrictions and limitations put on the training by only using 
internal resources and material. 
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Regarding the site and the instructor, the training is restricted by 
previously set budgetary limitations. Therefore, the site of the 
training program will be internal facilities, and the instructor will 
be someone from the firm, for example the Director of Operations or 
the CEO when teaching the project managers and depending on the 
subject being taught. 
 
Finally, it is important to note that the actual training procedure 
must keep motivating trainees to continue with the training, 
instead of deflating their motivation. In the frame of reference, we 
wrote about Torrence’s six factors that will keep the training 
motivating. The training has to use positive reinforcement, 
eliminate threats and punishment, have a flexible trainer, set 
personal goals, have interesting instructions and break 
psychological and physical barriers. These factors are general 
factors that have to be kept in mind by the training designer and 
instructor. 
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6  THE TRAINING PLAN 
This chapter provides the conclusion to the study and will directly 
correspond to the purpose by answering the research questions 
presented in the background chapter. It will describe how the 
training program should be constructed regarding motivation, 
content, design and evaluation. Each research question is 
answered in their respective sections below. 
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6.1 How should the trainees be motivated to go through 
the training? 

To increase the motivation of the managers, it is important to note 
that different managers are driven by different things. Generally, 
the project managers are driven by being an important part of the 
growth of the firm and getting more responsibilities, while the other 
managers are driven by getting better at performing at their current 
duties and working more effectively.  
 
Therefore, the training should, if possible, not be the same for every 
manager. Instead, it should be customized as much as possible 
according to the motivational factors mentioned above. Specifically, 
the content of the training and the marketing of the training should 
be customized to fit with the motivational factor of the respective 
manager. 
 
For the project managers, the training should focus on areas that 
can make them better able at standing on their own legs and taking 
on more responsibilities. The marketing for the project managers 
should focus on their growth and the importance of training in 
order for them to be a part of the growth of the firm. For the other 
managers, the training should focus on areas that can make them 
better able to perform at their current duties. Since the duties of 
each manager vary, the training should then be customized 
according to each manager’s needs. Another way of solving the 
problem with different motivational factors for different types of 
managers is to give the managers choice in deciding some of the 
modules that they can take.  
 
In order to not lower the motivation of the managers to go through 
with the training, it is important to take into consideration that 
most of them are under a lot of pressure. Therefore, the training 
should be marketed and designed in such a way that the managers 
don’t feel that it is taking their time from other duties. 
 
Finally, we can conclude that the training is perceived as important 
for the firm, at least for the project managers. Therefore, if the 
training would be made mandatory, the managers would perceive 
that it is mandatory because of its importance. Mandatory training, 
therefore, would be motivational for the trainees. 

6.2 What content should be included in the training 
program? 

As we have said before, the skills that should be included in the 
training program are based on the classification conducted by MSC. 
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It is therefore our intent to adjust these skills to fit the specific 
company. Out of the analysis, we found the following skills to be 
included in the training plan: 
 

• Knowing your environment  
• Creating and managing a budget 
• Basic administrative tools 
• Understanding your role in the organization 
• Providing leadership for your team and area of responsibility 
• Coaching, mentoring and training. 
• Managing your own resources 
• Customer Communication 

 
It is now time to lift our perspective a step higher and determine 
what these skills really should be about when applying them to this 
specific company. For example, are the names of the skills really 
applicable to what the firm is doing? We are now looking if we can 
compose the above found skills into specific modules. Based on the 
conclusions in the analysis about motivation, stating that it is 
better if different types of managers go through different modules, 
the modules have been designed to fit different types of managers 
in the firm.  

6.2.1 Module 1: Market Research & Customer 
Communications 

Being able to understand your market (customers, competitors, 
market trends etc.) is necessary to gain an understanding of the 
bigger picture. Furthermore, understanding different types of 
clients and how to effectively communicate with these are related to 
this, therefore these subjects will compose this module. 
 
Goal 1. To provide the trainees with 

the knowledge for how to gain 
superior market knowledge. 
2. To give the trainees insight in 
different types of customers, their 
behavior, and how to effectively 
communicate with these. 

Content ‐ Overview of macro and 
micro environment. 

‐ Customer communication 
Participants This module should especially be 

emphasized for the project 
managers.  

Table 8: Training Module 1 
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6.2.2 Module 2: Budgeting & Accounting, Corporate Finance 
and Applications 

We have concluded that there is a strong need for the ability to 
understand and manage a budget. Since accounting and finance 
are nearly related to this subject, they will together compose this 
module. Since computer tools such as Microsoft Excel often are 
used when creating and managing budgets, such tools should be 
included in the training program. 
 
Goal To provide the trainees with the 

necessary understanding of 
budgeting, accounting and 
finance in order to gain a better 
understanding of the company 
and its limited resources. 

Content ‐ Budgeting 
‐ Accounting 
‐ Corporate Finance 
‐ Desktop Applications & 

accounting software 
Participants This module is intended for all 

prospective managers since they 
all will benefit from such training. 

Table 9: Training Module 2 

6.2.3 Module 3: Leadership 
From the project managers’ point-of-view, there have come special 
requests of training in the skills of leading and mentoring a team. 
This module is all about such things. 
 
Goal To give the trainees the tools for 

how to effectively delegate and 
motivate subordinates in project 
work. 

Content ‐ Team-building 
‐ Motivating 
‐ Conflict management 

Participants Mainly intended for the project 
managers 

Table 10: Training Module 3 

6.2.4 Module 4: Managing your personal resources & 
Organizational theory 

The main objective of the last module is to teach the employees how 
to manage their time and resources more effectively, this is crucial 
since the managers experience a very high workload at the 
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moment. Together with training in organizational theory, it will 
make up for the last module in the training program. 
 
GOAL 1.To help the trainees understand 

their role in the organization 
2.To give them the knowledge for 
how to make more out of available 
time 

CONTENT ‐ Organizational theory 
‐ Time-management 
‐ Planning 
‐ Prioritizing 

PARTICIPANTS This module is of immediate 
interest for every manager within 
the firm. 

Table 11: Training Module 4 

6.3 How should the training program be designed to 
transfer the content to the trainees and change their 
behavior? 

The design of the training plan should include methods such as 
classroom sessions where different problems are discussed. In this 
way, the positive atmosphere where managers ask each other for 
help and learn from each other is developed. One way of doing this 
is to develop or buy case-studies that are discussed together by the 
managers and the CEO of the firm.  
 
This should also be complemented by written material for self 
study. Some of the material can for example be about specific 
subjects that can be read prior to the case studies. The case 
studies can then give a possibility to apply the material learned by 
reading and discussing them. 
 
This is a good way of transferring the content material into the 
heads of the trainees and changing their behavior, because not only 
is the material read, but also discussed and applied to specific 
situations by discussing the case studies and problems that have 
been brought up in the classroom sessions. 
 
The site of the training program can be the internal facilities of the 
firm, since the budgetary limitations restrict them from being 
elsewhere. This should, however, not be a problem since it is close 
to the managers and their work which makes it easier for them to 
participate in the training. Looking at the instructor, however, 
another problem arises, since all the personnel in the firm are to be 
trained. However, this should still not be a problem since the only 
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time an instructor is needed is during the classroom sessions with 
the discussions and case studies. In these cases, the instructor’s 
job is not to teach anything, but rather to set the agenda of the day. 
Therefore, the instructor can be for example the CEO of the 
company, who can then also participate in the discussions and 
take part in the training.  
 
Having the instructor being for example the CEO, who is also 
taking part of the training, should increase the motivation due to 
several reasons. First of all, it frames the training as important, 
which directly increases motivation. Secondly, since the instructor 
is also a participant, it automatically eliminates some threats and 
punishment. Finally, the training becomes more flexible since the 
instructor now has to adapt according to the discussion since he is 
a part of it.  
 
Making these design choices, the training follows the principles of 
learning. Firstly, it incorporates real-life experience, since the 
managers taking part in the discussion are given chance to discuss 
real problems that they face and tell about real stories that they 
have experienced. Secondly, it requires the trainees to be active in 
the discussions. It also allows for change in behavior, since all 
employees are participating in the discussions together, 
encouraging each other to learn and to take on new behavior. 

6.4 How should the training program be evaluated? 
The evaluation method that we have chosen is asking the 
participants, since this is the most reasonable means of evaluating 
considering the limitations that have been set. The evaluation will 
consist of three parts: an evaluation of the content, an evaluation of 
the design, and an overall evaluation of the satisfaction of the 
trainees. 
 
The purpose of evaluating content is to discard content areas that 
are no longer useful for the trainees, and to find new areas that can 
be useful for future inclusion. The content has to be aligned with 
the trainees’ needs, and the objectives of the training. The tool that 
will be used is Ford et al.’s model presented in the frame of 
reference. 
 
The first step of evaluating actual content is to put up each of the 
skills that are included in the training plan in Ford et al.’s model. 
The questions that are to be asked to the participants in this area 
are therefore, for each of the skills included in the training 
program: 
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‐ Their need for training in the particular area. 
‐ The emphasis that the training program actually put on the 

particular area. 
 
Each skill will then be placed in the Ford model for further 
analysis. In order to incorporate the objectives of the training, the 
person responsible for the training (for example the CEO of the 
company) will then decide what to do with the skills depending on 
their placement in the matrix and depending on what he wishes to 
accomplish with the training. The choices are to either increase or 
decrease the emphasis of some of the training content, or to even 
incorporate new training content in the future.  
 
The design evaluation should also assess how much the trainees 
have learned and if their actual behavior has changed, since this is 
the purpose of creating a good design. By comparing these answers 
with the four design choices that have been made, one can find 
areas that should be improved. 
 
Finally, in order to measure the training programs ability to keep 
the trainees motivated, questions regarding design choices that 
keep the training motivating should be asked. These are taken from 
Torrence’s six factors discussed in the frame of reference, and are 
questions in how satisfied the trainee is in the following areas: 
 

‐ How positive reinforcement is used 
‐ If the training succeeds in eliminating fears and punishment 
‐ The flexibility of the training program  
‐ The degree of personalization in setting goals for each trainee 
‐ The interestingness of the instructions used 
‐ The comfort of the training location 
‐ The level of understanding that the trainee has in the 

training agenda 
 
Finally, the evaluation will be tied up by asking questions about the 
overall satisfactions of the trainees with the content, the design and 
the whole training. Doing this final part of the evaluation may give 
clues to what factors are most important in order to increase the 
overall satisfaction with the training plan and to reaching the 
objectives.  
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7  DISCUSSION 
We have reached the goal of this study in the preceding chapter, 
to use the collected theory about Management Training and 
applying it on a single case company. In this chapter we will reflect 
on what the results really mean, in the bigger picture. For 
example, what implications can this have on other companies 
discussed in the background? Will it solve the problems 
discussed? The reader should note however, that this is not hard 
results, but rather the authors reflection of what this can mean in 
the bigger picture. The topics here can also be interpreted as 
suggestions for further research within the subject area.  
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7.1 Can the results be applied to large firms? 
The purpose of the study has all the time been to create a model for 
constructing management training plans for SMEs. However, can it 
be that this model can be applied to bigger firms as well? Firstly, 
let’s look at some of the problems that were discussed in the 
background to see if they apply to bigger firms as well. 
 
Small and big firms operate in the same basic assumptions that the 
environment’s complexity has increased, and therefore the need to 
develop their own leaders should be in bigger firms as well. 
However, while the small firms often go through changes in the 
managerial role within the company, bigger firms have all 
structures in place, and the managerial role within the company is 
not new and untested. The need for management training, thus, 
does not come from the managers being forced to tackle new and 
unseen problems, but instead, management training should come 
in handy when, for example, the company wants to make their 
managers grow within the company structure. The basic training 
needs, however, should not be affected by this, since in both cases, 
people are learning new behavior and knowledge that they 
previously did not have. So, while the actual context in which the 
management training is conducted, this should not affect the 
actual training needs for individual managers. This should make it 
possible to use the same model for creating management training 
programs, with the four different areas of motivation, content, 
design and evaluation, also for creating training programs for 
bigger firms. 
 
However, within the framework that the model sets, there can still 
be many differences between large and small firms. For example, 
the objectives of the training program can be different, making the 
content different than for SMEs. The most apparent differences, 
however, should be the limitations that are put up, since the larger 
firm should be able to put out more resources to the training. This 
can affect the design choices, for example by not limiting the choice 
of location, trainer and instructional methods. For example, 
interactive programs or videos can be bought for training purposes, 
and special conference trips can be made. 
 
Still, the similarities between developing training programs for 
small compared to large firms are striking, and the framework from 
which to develop the program should still be the same. This is 
perhaps the most surprising finding, since this implies that the 
delimitation put up on the study that it should only look at SMEs 
could have been discarded, and still the same results would have 
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been found. An interesting area to study would be to look at how to 
create management training programs for larger firms, and 
comparing the results to see if the same results were found. 

7.2 Were the objectives of the training program put up in 
the background reached? 

There were three objectives put up in the background. The first was 
that the training program should increase the managers’ ability to 
see the bigger picture. The second was that the training program 
should become more confident in their roles. And the third was that 
the managers should be better at customer communication. 
 
Interesting to note is that the specific objectives set up by the case 
study firm were very similar, if not exactly the same. Those 
objectives were to increase the understanding of the bigger picture 
in the firm, and to increase the quality of the customer 
communication. Included in the second objective was to increase 
the managers’ confidence so that they had the courage to talk to 
the clients in the right way. 
 
The similarity of these objectives suggests that the general 
objectives set up in the problem background were reached. The 
similarity of the objectives is interesting since it suggests that these 
are most often the reasons why SMEs need management training. 
However, still we do not recommend discarding that part of the 
analysis when deciding content, since during interviews and 
questioning about objectives, small nuances are discovered which 
slightly changes the direction of the training program. For example, 
in our case, it was important to note that finance was a big part of 
understanding the bigger picture. In the end, small nuances like 
this could make some subject content change. 

7.3 Do the four areas cover all aspects of creating a 
training plan? 

The four areas of motivation, content, design and evaluation were 
found doing extensive research of previously written material. When 
looking back at the areas, however, we can notice that there is one 
missing area. This is the area of some form of examination from the 
training. It is surprising that this was not emphasized more in the 
theory we found. Looking back at the articles that we found, it is 
rare to even see the word examination being mentioned. 
 
The reason for this can be that there is an assumption that, with 
grown people and managers, the thought of examination seems to 
take the trainees back to the classroom. In a firm, managers should 
be serious enough so that the need for examination does not exist. 
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Also, having an examination may be interpreted as the firm not 
trusting its employees to be serious about their work. Whatever the 
case, it could be interesting to conduct further studies in this area 
to see if these assumptions that we made are correct. 
 
Another area that was missing from the training plan was training 
in areas that are specifically connected to the core competence of 
the firm. In our case, one of the managers mentioned that he would 
like to include training in the area of security. The reason that this 
is missing from our model is that it looks at general management 
needs, and the skills that we have listed are general skills that can 
be applied to managers in all SMEs. Still, it may be possible to 
include another category, where skills relating to the core 
competence of the case company are listed. 
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Appendix 1 
Interview Guide 

 
 
Introduction 
“We’re looking at Cypress Security’s managers’ needs for a 
management training program.  
Your answers will be used to help us identify important areas of 
development and how the training plan should be designed. The 
results will be presented in a report which will be published at 
Linköping University and internally at the company.” 
 
 
General Questions 

1. Position 
2. How long have you had this position? 
3. Previous training or education 

 
 

Opinions 
4. Duties and how well it works 
5. How do you think that training increase your job 

satisfaction? 
6. Are there any specific areas where you would like training? 

 
 

Other 
7. After this review (the questionnaire), is there anything you 

would like to add to the list? 
8. Is there anything else you would like to address? 
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Appendix 2 
Questionnaire 

 

Below are areas that are common to receive training in. In each of 
the areas, we would like you to estimate your need for training.  

No 
need 

Some 
need 

Great 
need 

Managing self and personal skills:       
1.      Managing your own resources, for example planning, time-
management       
2.      Understanding your role in the organization and what drives 
you in your career development (for example prioritizing, setting 
objectives, self-assessment)       
3.      Developing your personal networks (for example 
communicating, presenting information, influencing)       

Providing direction:       
4.      Developing and implementing operational plans (for example 
planning, delegating, monitoring, evaluating and setting 
objectives)       
5.      Knowing your environment, for example customers and their 
needs, market trends and new technologies (for example thinking 
strategically, analyzing environment and scenario building)       
6.      Providing leadership for your team and your area of 
responsibility, for example team building, motivating, managing 
conflicts       

Working with people:       
7.      Developing productive working relationships with colleagues, 
for example managing conflict, providing and obtaining feedback, 
and involving others       
8.      Customer communication (for example managing conflict, 
providing and obtaining feedback, and empathizing)       
9.      Recruiting and selecting (for example interviewing, 
negotiating, team building)       

10.     Coaching, mentoring and training       

Using resources and tools:       
11.      Creating and managing a budget (for example assessing 
costs, prioritizing and contingency planning)       
12.      Ensuring that health and safety requirements are met (for 
example reporting, monitoring)       

13.      Basic accounting skills       
14.      Basic administrative tools, for example Microsoft Office and 
scheduling applications       
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