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	報告內容摘要
	在一片組織精實、人力調節的聲浪下，民用航空局必須
不斷提升人力素質，才能維持飛航服務的安全及品質。 如何培育人才使其符合職能需求，成為刻不容緩之課 題。
「訓練」為強化及建立人員職能的主要途徑與工具。為
強化我國民航人員訓練之規劃與執行能力，民用航空局 派員赴瑞士日內瓦參加國際航空運輸協會訓練中心籌 辦之「訓練管理」（Management of Training）課程，經
由為期 5 日互動式討論教學課程，與其他國家民航相關 訓練機構交流分享過往經驗及作法，做為提昇本區整體
飛航服務品質及訓練成效之具體參考。



 (
1
)
目次





壹、目的 ....................................................................................................3 貳、行程 ....................................................................................................4 參、訓練過程 ............................................................................................4 一、概要 ............................................................................................4 二、內容 ............................................................................................5 肆、心得及建議 ......................................................................................16 伍、附錄 ..................................................................................................19

壹、 目的

面對環境的瞬息萬變，技術裝備之進步，形成不同以往的工作 型態與需求，衝擊了人力資源之運用與規劃。在一片組織精實、人 力調節的聲浪下，民用航空局必須藉著人力素質的不斷提升，才能 保持競爭力，維持飛航服務的安全及品質。

近來，我飛航情報區飛航服務能量持續增加及擴充，飛航人為 因素為當前重要課題，如何經由訓練提升人力素質，精進本區服務 品質及飛航安全，實刻不容緩。

為強化我國民航人員訓練之規劃與執行能力，民用航空局派員 赴先進國家學習有關訓練管理之步驟及具體做法，並瞭解各國民航 及飛航服務發展之現況，提升我國際能見度；學習並探討訓練本質， 如何進行符合組織需求之訓練規劃，分析並設計出有效訓練之步驟 與技巧。受訓期間經由互動式討論教學，觀摩分享其他國家民航相 關訓練機構之具體作法及過往經驗，做為提昇本區整體飛航服務品 質及訓練成效之具體參考。

本項訓練由國際航空運輸協會(IATA)主辦，為期 5 天，完成訓 練並通過考核者，可取得結業證明。

貳、 行程

日	期	內	容	地	點



99 年 12 月 4〜5 日	往	程	臺北─德國法蘭克福─瑞士日內瓦




99 年 12 月 6〜10 日	訓練管理課程	瑞士日內瓦




99 年 12 月 11〜12 日	返	程	瑞士日內瓦─英國希斯羅─臺北





參、 訓練過程

一、 概要

本項訓練課程為期 5 天，共有 17 位學員，分別來自俄 羅斯航空公司（Airbridge Cargo Airlines LLC）、盧森堡航空 公司（Cargolux  Airlines International S.A.）、瑞士航空公司
（Jet Aviation Basel 及 Swiss International Air lines Ltd）、敘 利亞航空公司（Syrianair ）、愛沙尼亞航空公司（Tallinn Airport GH LTD）等 8 位學員，與象牙海岸顧問公司（Sayna Consulting）、國際航空運輸協會日內瓦訓練中心（Geneva Training  Center）等 2 位學員，及來自於挪威、埃及、奈及 利亞、肯亞等任職於政府機關如民航局及學校等 6 位學員。 訓練紀要如下：

1. 	訓練名稱：訓練管理（Management of Training）

2. 	訓練日期：99 年 12 月 6 日至 12 月 10 日

3. 	訓練單位：IATA 訓練暨發展機構

（IATA Training& Development Institute）

4. 	訓練地點：IATA 日內瓦訓練中心

（IATA Geneva Training Center）

5. 	課程主題：

第1天： 策略性思惟（Strategy Thinking） 第2天： 規劃技巧（Planning Skills） 第3天： 建置學習環境（Creating a Learning
Environment）

第4天： 整合技巧（Integrating Skills） 第5天： 實戰演練（Skills Application）



二、 內容

訓練進行的方式以互動式教學為主，學員需要不斷參與 各種討論、分組發表及腦力激盪，本訓練講師 Marie F. Teixeira 藉由各學員個人及工作經驗分享或提問，引領大家 在「訓練管理」這項訓練程中，逐一釐清課程重點及方向。

課程首日，在進行倆倆一組破冰自我介紹後，講師即與

學員進行以溝通的方式，約定了上課守則並了解所有學員對 課程及自我學習的期待，始進入訓練課程。以下依課程講授 主題，將訓練內容分為四大部份，分別為策略性思惟、訓練 規劃、學習型組織及實戰演練：

(一) 策略性思惟

1. 	組織使命的意義及重要性。 人活著，常會問自己一些根本性的問題：「我

是誰？我的理想是什麼？我應該成為什麼樣的 人？」以釐清自我存在的價值及目的。組織和人一 樣，也需要不斷追尋、思考類似的問題。在思考的 過程中，建立的生存理念，定位出存在的使命及價 值。

組織的使命係對外闡述：我們是誰？我們在做 什麼？也激勵組織中每一位成員一起向這份承諾 努力邁進，共同肩負起達成使命的責任。

最好的例子是眾所週知的迪士尼（The Walt Disney Company），它的使命是讓人們快樂（We create    happiness    by    providing    the    finest    in

entertainment for people of all ages, everywhere.）。因

此，迪士尼並沒有限定公司業務是建設公園或拍攝 卡通影片，因為它更著眼於是否達到「為人們帶來 歡樂」的組織使命。
同時，使命也是組織內遇有重大決策時的圭皋， 為業務或服務內容界定的指標。因此，一個成功的 組織必須建立出自身的使命，並讓組織中每一個單 位乃至個人在達成組織使命的前提下，衍定出各自 的使命。

逐級建立組織使命能使組織整體職責更加明 確、有序。藉由此建立機制，並可讓組織內的全數 成員參與其中進而產生認同感。

2. 	組織文化的重要性及對訓練的影響 講師首先藉由互動式問答引導出一公式來說

明文化的意義，即  文化＝  行為 ＋  信念

（Culture = Behavior  ＋ Belief） 此處所稱的行為又可分為外顯（Explicit）及內
隱（Implicit）二種類型。外顯行為如公司規章及規 定，內隱行為如慣性加班以示工作繁忙或模仿領導

（重要）人物行為作法等。

藉由腦力激盪，我們發現組織文化與行為及信 念並無正相關：行為的表現與背後的信念可以不同 時存在，然而，這樣的行為模式往往對組織有負向 衝擊或影響的，更甚者，將會降低組織績效。因此 講師接著指出，「賦予意義」（Giving Meaning）是 一個能有效讓行為與信念的結合有立竿見影效果 的關鍵，可以經由組織的變革管理、員工激勵或辦 理符合組織需要的訓練等來達到正向的目的。

3. 	訓練在組織中所扮演的角色 訓練部門需要與組織內其他單位密切合作，主

動積極培訓及人力資源的開發，閉門造車將導致所 辦理的訓練無法切合組織真正的需求。

因此，訓練部門在組織中所扮演的角色，從傳 統被動型態跳脫為先驅者角度，轉變為一個以熱忱 創新的態度，提供組織所需專業培訓服務，並隨時 保有調整的彈性（可隨時因應需求調整方向），肩 負起推動組織未來發展的責任，走在組織發展的前 端。

(二) 訓練規劃

身為組織內部的學習推手，除須確保成員均擁有 合適的技能與能力，以達到最佳工作效率外，也要確 定花費的訓練投資，的確能改變整個企業組織氣候與 競爭能力。

1. 	目標、行動方案及策略的定義 講師利用範例講解，讓學員了解目標、行動方

案及策略等不同層次作為的差異。在建立組織的使 命任務（Vision and Mission）後，組織前進即有了 目標（Goal），再因應產生許多較小且可量化的目 標（Objectives），依據這些期待值，組織則會有相 對應的行動方案（Action Plans）及策略（Strategy）。
藉由分組討論，學員即刻利用課堂所學的規劃 方法，為自己量身規劃目標及行動方案。組織在訂 定較小的目標（Objectives）時，需檢視是否符合 SMART 原則：
Specific 	明確
Measurable 	可量測
Achievable 	可達成
Related to a goal 	與組織目標契合
Time line 	時間

2. 	善用分析工具―平衡計分卡

平衡計分卡（The Balanced ScoreCard，簡稱 BSC）是近來一重要的組織管理工具。藉由檢視組 織使命建立具體（可量化）的指標，這些指標組合 成一份「計分卡」，分屬顧客、內部流程、財務、 人力資源四大構面。因其考量的面向有別於傳統著 重於財務指標上，而是全面性納入影響組織績效所 有要素，而稱之「平衡」。





BSC 使組織能夠明確自己的目標和策略，且訂 定成可量測的指標，以量化數據來檢視組織全貌， 並實際推動執行及檢視改進，確保組織努力的方向 是否與使命結合。

 (
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3. 	除平衡計分卡外，尚有其他訓練規劃工具，如產出

投入之計算、規劃週期理論等，然因課程時間有限， 講師僅介紹及推薦使用平衡計分卡。

(三) 學習型組織 由於目前大環境正快速變動著，在充滿不確定因

子的前提下，組織不再像過去只需被動的適應環境改 變，而是主動的學習、知覺外在環境的可能趨勢，甚 至主導組織內外環境的變動與改革，才不至先被環境 淘汰。

「學習型組織」係經由組織成員共同的理念與意 願，為組織未來發展的需要而相互學習，使組織成為 一個能自我學習、成長的有機體。此時，組織的責任

（訓練部門的責任），即在提供所有學習資源、工具及 機會，始能確保一個學習型組織的運轉順暢。

學習型組織對於一般民間組織講求利潤最大化 的前提下，無疑的將成為當前一重要的管理組織，但 是，值得駐足思考的是，此一組織型態的出現係因應 現今快速變遷的社會環境，及組織生存的需要而思突 破的解決之道，然就建立在權威基礎上的政府機關是

否適用，則仍有探討的空間。

講師另提出學者 Eric  Berne  的溝通分析理論

（Transactional Analysis），在 TA 理論系統中有四個主 要部份：（參考書籍: gains people play by Berne）
	結構分析（Structure Analysis）：人格結構分 析，以 PAC  為基本架構的人格理論系統。
	交流分析（Transactional Analysis）：人與人 之間如何溝通的分析。

	遊戲分析（Game Analysis）：此指之遊戲， 係為人與人之間在互動過程中，透過潛意識， 在不知不覺中，所玩的一種心理遊戲。

	腳本分析（Script Analysis）：分析一個人成 長的背景及歷史。



課程中，講師摘述 PAC 架構，以分組討論的方 式，引導學員了解如何建立有效的溝通。此架構認為 個體的個性是由三種比重不同的心理狀態構成，分別 是“父母”(Parent)、“成人”(Adult)、“兒童”(Child) 狀態，PAC 係取這三個間的第一個英文字母，故簡稱

人格結構的 PAC 架構。

這三種狀態在每個人身上都交互存在，也就是說 這三者是構成人類多重天性的三部份：

1.	父母（Parent, P） 權威和優越感掛帥，通常表現為統治、訓斥、責罵 等作風。行為表現上多半憑主觀印象辦事，獨斷獨 行，濫用權威等特性。

2.	成人自我（Audlt, A） 表現為注重事實根據和善於進行客觀理智的分析。 這種人能從過去的經驗中，分析各種可能性，然後 作出決策。行為表現上多半有待人接物冷靜，慎思 明斷，尊重別人等特性。

3.	兒童自我（Child, C） 像嬰幼兒的衝動，表現為服從和任人擺佈。一會兒 逗人可愛，一會兒亂發脾氣。行為表現多半遇事畏 縮，感情用事，喜怒無常，不加考慮等特性。

上述為一個人的三種自我狀態，舉凡各個年齡層 的人都同時有這三部份，精確的來說，它可在分秒間 隨時轉換。

至溝通型態，根據 PAC 架構，可分為二種，說

明如下：

1. 	平行溝通（Parallel Transaction） 指一方的刺激行為（stimulus）和對方的反應行為
（response）相互平行。




2. 	交錯溝通（Crossed Transaction）






一般而言，人際溝通不外以上二種情形，其實在 PAC 架構下，並沒有一定 A 優於 P 及 C，而是在合適 的時機，變換三種不同的狀態中，以達到最佳溝通效 果。

講師舉了生活上的例子，夫妻之間的相處，前一

刻丈夫扮演著父母的角色，關懷著身體微恙的妻子， 下一秒中則轉變為妻子扮演著父母的角色打理丈夫著 裝時選領帶的不知所措。短短的時間內角色悄悄的互 換，然而相處及溝通上卻是毫無障礙，印證了 PAC 架 構下，並無絕對好的自我，而是視最合適的刺激及相 對應的反應而定。

組織內由於不同階層各司其職，更應善用溝通技 巧，使部門間合作愉快、共同為組織目標盡心。

(四) 實戰演練 講師於訓練首日即強調，課程進行中，學員需逐

日逐項將課堂上所學技巧，應用個案研討上，以實作 來發展策略管理的技巧與概念。

全班共分為四組，作業設定各組分屬不同公司內 部訓練部門經理，學員學習由組織使命任務之介定， 進而決定業務範疇，乃至問題的發掘與對策研擬，並 於課程第 5 日以一體式報告方式展現成果，讓每位學 員都能參與其中。

肆、 心得及建議

一、 講師利用互動式教學，讓來自各個領域的學員，踴躍分享討 論工作上所遇之狀況及難題，並以其豐富經歷，引導並予總 結，釐清學員思緒及學習方向。另於課程其中 3 日安排各
30 分鐘的 kick-off，徵求 3 位自願學員，與大家分享經驗（不 限於工作範疇）作為一日課程的開場，除提供學員間互動的 機會，並學習到課程外的知識，提昇學習趣味。

二、 課程設定利用個案研討以實務演練課堂中所學技巧及方法， 因此每日安排至少 1 小時讓學員分組持續進行研討，使學員 在每一日的學習終末，都有即刻發揮的舞台。也深刻的感受 到，實務上應用與理論的瞭解實有落差，透過與同儕間交流 分享，著實對於課程內容的吸收有極大的幫助。

三、 本次課程第 3 日，主辦單位邀請所有訓練中學員參加午餐雞 尾酒會，與於日內瓦訓練中心及鄰近分區任職之所有訓練經 理及輔導員一同用餐。據了解，當週計有 5 班次訓練同時進 行，此聚餐主為使參訓學員與訓練規劃者及執行者面對面溝 通的機會，以期了解服務品質及顧客需求，持續精進服務。 此可做為我辦理訓練之參考。

四、 近來，國際民航業務持續成長，除各項軟、硬體設施的規劃

與建置外，最重要的仍是如何提昇服務人員之素質，以維持

並精進飛航服務品質。因此，除需積極主動檢視修訂各相關 法規規定，使法規面與作業面確符合國際水準，最快也最直 接的途逕則是透過「訓練」，藉由契合所需的訓練規劃與執 行，正確的對象及明確的目標，持續努力，才能確保飛航安 全及飛航服務品質。

五、 參加本課程後，學習到組織內所有成員需認同組織使命，才 能將其付諸實現。否則工作將僅止於完成交辦的單一事項， 而為何而忙、為何而戰則無明確的答案及方向。因此，誠如 課堂中所學，民用航空局已就顧客及市場需要，訂定出「飛 航安全、世界一流，民航服務、顧客滿意」的願景，所屬各 單位應齊向此一願景共同努力，據以設定單位使命，民航人 員訓練所之「落實民航訓練，提昇民航服務，增進飛航效率」 提供成員努力的目標、進而規劃行動方案及策略。

六、 身為專責訓練機構，於規劃訓練時，需與業務部門充份溝通， 除了要瞭解提出訓練需求單位的業務內容外，也需要考量訓 練的原因及目的，才能使訓練切合實際需求。辦理訓練教育 人員，更應利用所學專業，作為業務單位提昇業務績效的推 手，協助減少人員職能與標準之落差，提供合宜的訓練態樣

及模式。經過此次訓練，自我期許平時除了確實執行訓練業

務外，更應主動蒐集參訓人員及送訓單位之回饋，以適時適 度調整訓練腳步及方向；也需積極瞭解民航局暨各業務單位 的業務內容，進而於未來審查年度訓練需求時，協助各業務 單位研訂切合所需之訓練計畫。

七、 此次訓練除了學習訓練管理技巧及工具外，也藉此機會認識 不同國家從事民航訓練相關人員，經由彼此交流，經驗分享 並交換資訊，延伸溝通觸角及管道。參與本次訓練除有助於 訓練業務之熟稔，亦增加我國之國際能見度，建議後續仍能 持續派員與訓。

伍、 附錄
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蹦晶ri體   F. Te融體 ira

如arie F. T母ixeira is an experienc思d organization development professional.  She is  Canadian， based  in  PO吋ugal. 付 er  background includes teaching to  post


graduate leve，l

training and consulting in the corporate environment. She has held

senior management positions in HR Development and Training Departments.


Ms.  Teixeira has  worked  with  a  number  of organizations across a range of

industries， including  Rio Tinto Alcan， AXA， Whirlpoo，l

Governmen1 of Canada，

National 8ank of Canada， 8ank of Montrea，l

CN Railway， Exxon Mobi，l

Kautex團

Textron. The  nature  of  her  work  has  focused on management developmen，t strategy planning and global leadership. She has been able to structure training
and development 10 impact where it matters most: periormance.


At the strategic lev剖， Ms. Teixeira has worked with executive teams，helping them translate corporate vision， mission and values into practical actionable objectives. She  has  accomplished  this  through  leadership  coaching  and  by  facilitating change implementation. Marie is an associate of Niagara Institute (member of
Centre for Creative Leadership) and in this capacity she does executive feedback and assessment.

Prior to her career  in consulting， she held Management positions wi1h Domta，r 如cKesson， Ottawa Board of Education， and the Business Development 8ank of Canada.

Marie is flu告ntly trilingual (English，French， Portuguese) and functional in Spanish. Her credentials include a graduate degree in Business Administration from McGill University. She al50 holds an associate teacher position at Univers控告  du Québec
à   1\如此時剖，   MBA   Programme，  for   the   course
Organ泣iza甘tior口15".
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附件二

學員名單


MANAGEMENT  OF TRAINING (TAPH-04)
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NAME/TITLE
C
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IPANY
TELEPHONE
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Mr.
 
George
 
A
m
boso
KEN
Y
A
 
U
T
ALII
+25
4
 
(0)
 
20
 
856354
/
6
 
+25
4
 
(0)
 
20
maringog@yahoo.com
P.O.
 
Bo
x
 
31052
Teacher
COLLEGE
8560514
Ngara
jmaina@utalii.co.ke
Nairobi
00600
Kenya
Mr.
 
Abdulhamid
NATIONAL
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nihotournig@yahoo.co.uk
PO
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X
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Mohamme
d
 
Sheriff
INSTITUTE
 
FOR
Kano
Directo
r
 
ofTourism
HOSPI
T
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Y
 
AND
700001
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l
SM
Nigeria
Mr.
 
Ah
m
e
d
 
Oyeramni
NATIONAL
+2348037877705
nihotoumig@yahoo.co.uk
PO
 
BO
X
 
12813
Ojuolape
INSTITUTEFOR
Kano
Coordinator
HOSPI
T
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Y
 
AND
700001
TO
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l
SM
Nigeria
M
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s
 
A
n
gaman
Director
SAYNA
 
CONSULTING
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20
 
320724
+22520320724
infos@sayna-ci.com
20
 
B
P
 
617
 
Abidja
n
 
20
Abidjan
Cote
 
d'lvoire
M
r.
 
Franz
 
Achermann
S
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rISS
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1
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s
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X
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/
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UERNATIONAL
Zurich
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Switzerland
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l
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Manager
S
Y
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l
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963
 
11
 
625
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963
 
11
 
540
 
0634
abdallah.alayobi@syriaair.c
口
1
o
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Bo
x
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Y
ousse
f
 
A
1
azme
h
 
Square
Damascus
Syria
Mr.
 
Adel
 
Nouman
 
ChiefExtemal
 
 
Training
 
Department
SYRIANAIR
963
 
11
 
2386195
963
 
11
 
540
 
0627
ad
e
l
.
nouman@syriaair.com
PO
 
Bo
x
 
417
Damascus
Syria
Mrs.
 
Tuuli
 
Perolainen
 
Personnel
 
Development
 
Manager
TAL
L
l}仆
 
 
AIRPORT
 
GHLTD.
372
 
605
 
8460
372
 
6058333
tuuli.perolainen@tll.aero
Lennujaama
 
2
PO
 
Bo
x
 
1
11
1
0
1
 
T
allinn
Estonia
)Geneva，12/6/10 - 12/10/10
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MANAGEMENT  OF TRAINING (TAPH圈4。)
Geneva，12/6/10 - 12/10/10


	NAME/TITLE
	COMPANY
	TELEPHONE
	FAX/TTY
	EMAIL
	ADDRESS
	GRADE

	Ms. Dinara Botskina
	AIRBRIDGECARGO
	74957862613
	74957556581
	dbotskina@yahoo.com;
	1611 Malaya Pizogovsaya Str.
	

	Customer Servic巴，
	AIRLINES LLC
	
	
	dinara.botskina@airbridgeca
	Moscow

	Manage，r  Standards &
	
	
	
	rgo.com
	119435

	Trainings
	
	
	
	
	Russian Federation

	Ms. Heidi Einarson
Security Inspecto，r   Senior
	CAANORWAY
	+4798261702
	+41 75585005
	hei@caa.no
	CAANorway
P.O. Box 243 NO-8001 Bodo

	Adviser
	
	
	
	
	8009

	
	
	
	
	
	Norway

	Mrs. Carole Milani
	CARGOLUX
	+35242113381
	+35242113987
	carole.mi
	

	Assistant Manager
	AIRLINES
	
	
	
	Luxembourg

	Corporate Trainíng
	INTERNATIONAL
	
	
	
	2990

	
	S.A.
	
	
	
	Luxembourg

	Mr. Marc Arendt
	CARGOLUX
	3524211 3015
	3524211 3849
	marc.arendt@cargolux.com
	Luxembourg A呻ort

	Assistant Manager
	AIRLINES
	
	
	
	Luxembourg

	Technical Training
	INTERNATIONAL
	
	
	
	2990

	
	S.A
	
	
	
	Luxembourg

	Mrs. Shiang Jiun Cheng
	CIVIL AERONAUTICS
	+886287702636
	
	jiuncc@gmail.com
	362 Bing-Jiang Street
	

	Executive Officer
	ADMINISTRATION 值
	
	
	
	Taipei City
	

	
	TAIWANROC
	
	
	
	105
	

	
	
	
	
	
	Taiwan
	

	Mahmoud Abd AIlah
	EGYPTIAN
	2739402
	
	
	Building 4， Block 1
	

	Civil Engineer
	AIRPORTS
	
	
	
	El-Sefarat Zone
	

	
	COMPANY
	
	
	
	Nasr City，Cairo
	

	
	
	
	
	
	Egypt
	

	Mr. Tarek Elbahrawy
	EGYPTIAN
	+02 22679082
	+0222683763
	t甘ra位1ll血19.hq@eac赴叫irports.∞co
	Na訂sr City，EL-Sefarat Zone
	

	Training Coordinator
	AIRPORTS
	
	
	口1
	Block 1，Building No. 4
	

	
	COMPANY
	
	
	
	Cairo
	

	
	
	
	
	
	Egypt
	

	Mrs. Anna Luczkiewicz
	IATAGENEVA 側的4
	41227702864
	41227702681
	LuczkiewiA@iata.org
	Route de L'Aéroport 33
	

	Training Assistant
	LLGO14CHO1)
	
	
	
	PO Box 416
	

	
	
	
	
	
	CH-1215 Geneva 15 Airport
	

	
	
	
	
	
	Switzerland
	

	Mr. Basil Erath
	JET AVIATION
	41581584376
	4158 1584465
	basil.erath@jetaviation.ch;
	P.O. Box 214
	

	Technicallnstructor
	BASEL
	
	
	erath@hispeed.ch
	CH-4030 Basel Airport
	

	
	
	
	
	
	Switzerland
	




















附件三

課程表


Management of Training in Aviation

	Còurse Schedule

	
SCHEDULE
	
theme:SDtarayteOgnyTe hinktng
	Oay "T:wo theme:Plànnlng Sklllll
	Day τhree theme:Creatlng a Leamlng Envlronment
	
DayFour theme:Integratlng skills
	
DayFi鴨
theme: Skllls Application

	

09:00 	09:30
	

Introduction
	

kick-off  •
	

kick-off  •
	
kick-off ﹒
	

Criterla revlew



。9:30	10:35 	Partlclpant networklng 	Planning objectives 	Leaming Organization	RMyR Trainlng Department 	Presentations


10:35 - 10:50 Break


10:50 	11:50 	Program overvlew，personal 	Balanced Scorecard Tool 	Leaming Organlzation	Managlng Quallty •	Presentatlons objectlves
11:50 -13:00 Lunch	
可 3:00 	14:00 	Role of tralnlng	Balanced Scorecard Tool 	Leamlng Organlzation	Casestudy 	Group feedback






14:00 	15:00 	Role of training	Flnance Conslderatlons	I Tralnlng Manager Competency 	Case study wrap-up 	Personal actlon plan


15:00 - 15:15 Break




15:15 	16:30 	Casestudy

Casestudy

Casestudy 	Preparation of presentations







Ma吋e F. Teixeí用

* by team member
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教材摘錄頁
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Management of Training in Aviation


Participant Manual






























IATA  Traìning &  Developmefìt Instîtute
皇宮室甜LE串串E • E草 PE!Ht需Cf﹒當H\'iOnKI挂息  . nu、s .. 員fsum






















幫鍋a

過拷問




$會ssi臨的 1:



i純 tro咽口ction






























4
IATA Traìning & Uevelopment Institute
E控告 WtE控告言         t草 P t!u 苦苦cr    諾rn在 3位在nm.. 草草 ItLS 、自E V吹草









Inìroducíion


The purpose of this session  is to clarify  the course content and its overall objectives，

allow participants to get to know each other and to identify personal expectations. Schedule and administrative arrangements will be reviewed.
封隔


Objective

每叫開

Provide an environment for active pa付icipation and successful learning.
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COURSE OBJECTIVE:



Develop   strategic   managerial    skills   and   concepts   which   enhance   the   Training

Department in 剖ignment with organization  goals and priorities.



METHODOLOGY:	dM
齡相
Participatory  exercises  and indívidual presentations  wíll be used to transfer theory ínto

practical applications.


A case  study，  whích will  be developed  throughout the week， offers an oppo此unìty to apply learned concepts.   This case study will also be the basis for the requíred course evaluation.

ßased on group needs， we will focus on selected topics withín the context of the course objectives.
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Session 2:


The Role of Training
in Organizational Success
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The Role of Training in Organizational Success



Introduction


 (
d
M
)The training  department  does  not operate  in isolation.  It needs to impact the overall objectives of the organization.



Apart from hiring and staffing， training is one of the most powerful HR tools to secure the  organization  with  competent   resourcesB‘.  nThe  past  15  years  have  proven  that

employee competency is a key factor in the success of efficient organizations.



Objective



ldentify the role of the training unit within the framework of the organizational system by
c1early identifying organization  priorities and defining the Training Department “mission statement".
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pd
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The Training Planning Process



Introduction

Training  is  proactive.  An  effective  planning  process  is  essential  to  ensure  a  clear direction and optimum management of resources required to meet defined objectives.


曾捕
Objective
Identify the strategic direction of the training d‘e』p宙a間rtment and develop specific objectives.
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臨anaging Traini白宮 Finances


“For traíning to become  fully accepted as an integralpa役 of the organÎzation's operating p/an， ít must  be recognízed as a functíon  which makes a positíve  contríbution to the success  of  the  organization， within  its  cost  limitations.  To  achíeve  this  go剖，cost
effectíveness must become  a  vítalpart  of  the design and development  of the training plan，an ，in turn，sound budgeting and controlof costs become a vitalresponsibility of the traíning director and sta任“
across to top management: the traíning department Îs concerned with making a financÎal



contribution to the enterprise in terms of

指當服
profit

s or savíng，s


and every e:宵。rt  will be made

to calculate (realistícally)  the financialbenefitas fBrom each training program planned for
the coming year."
John S. Jenness



Introduction



Good financial management is fundamental  to the success of the trainìng unit. As more training units undertake  the transition from cost centers suppo付ed by the organization to
quasi哺 independent  profit闖seeking business  centers， the training manager  must become

as proficient with financial management  as s/he may be with instructional design or ATC

training.



Objective

Idenìify and explore ídeas of creating income and manage costs more e仔éctively.
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Session 5:


Learning in Organizations
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Learning in Organizations



Infroduction

Through	its  various 	activities，   the 	training	unit  promotes  human	performance improvement as a way of helpíng organizations achieve their objectives. Since learning

is at the root of performance improvement  and given the fundameníal changes that have taken place in organizations ov哥er 蝸time， it has become essential to re-think how
 (
每
叫
咱
)learning occurs in organízations and how best to suppo此  it.  This sessíon reviews the changes that have íaken place in the work place general旬， their impact on training and how best to promote learning in organizations.



Objective

Identify various approaches to promote continuous learning and to create an adult environment within training activities.
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The  Training 臨anager


Inîroduction



The training Manager is responsible for the overall results and the competencies of the training department.





Objective

甜悶悶

Identify areas for increased visibility and area‘s 甘of甜key competencies.
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Quality in τraining



Inîroduction


More and more organizations  worldwide are concerned with demonstratìng a strong commitment  to  quaiity   that  translates  into  beUer  customer   service  and  therefore increased revenues.  Organizations  realize  that it is no longer  possible  to simply  talk about quality. They must daily endeavor to meet increasingly  high customer síandards
and expectations.  Achievìng  quality， however， requires  not only  a strong commitment but  also  implementing   tools  and  pr吋oc曹es蝸ases that  continually  suppo付   doing  the  right
things right.	接關

Training is not exception  to the rule. Although quality in training has often been limited to  course  participation   reaction  as  recorded  on  course  evaluation  sheets，  training
rnanagers are increasingly aware that quality in training  must match the standards of quality applied in other areas of the organization.


This session explores  how quality in training can be defined  and implemented. While quality can be achieved  in many different ways， it must be central to the mission and objectives of the training unit.



Objective


Identify quality  indicators  and  Return on Investment  in  the  services  provided  by  my training unit.
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Section 9


Daily Journal: 	Key learning












rt---h
A



















IATA Training &DevelopmentInstîtute
E草rr且也fOGf  ﹒EtPERIE If Cf  ﹒鞋HI'lCUKWS ' :;百 iiJS ﹒里($吾 m

120

















附件五

個案研討資料







Course Evaluation



Day  5

A  team   0resentation  (Training  Manager)   addresses   a  simulated  audience:   the organization's senior management.
This presentation will include the key elements  of the course.
The intent  is to identify  factors  critical to the success of the Training  Depa吋ment.


Context:  Senior   Management   will   be  having   a  Strategic   Planning   Meeting  to redefine   direction  of  the  organization國It  has  chosen  to  meet   each  Depa吋ment
Manager  to acquire input  that  will assist in their  decision-making.

Purpose: To  persuade   Senior   Management  of  the  importance  of  the  Training

Department: demonstrate  how  it will impact the overall pe吋ormance and the goals of the organization. As well ，offer recommendations.

There is an opportunity at the end of each day to develop  the content  of your presentatio凡


臣VALUATION


The quality  of the case study  presentation (evaluation by participants) will be based on:
ability to convince  the audience
link  with organization strategy course  content  knowledge

揖 nd (for  overall  course)

Personal contribution within  the  case team 盈nd within  the group  throughout the week

PRESENTATION CRITERIA Future-oriented
Creative，dynamic，keeps audience  interested
Ability  to create  audience interaction at the end of the presentation
Involves every  member of the team  to present
Maximum 20 minutes  to present
•	an additional 10  minutes  with audience  discussion  (maximum 30  minutes total)




Training 品  Develop前 ent Institute


轟轟




Evaluation Criteria


Ability  to convince  audience 	200/0

./  dynamic presentation style (use of varying media，structure，flow)
./  active  pa問icipation from  audience  following presentation




Li nk with  organization strategy 	200/0


./  define  clear organization priorities
./  clear mission  and objectives for the Training department
./  link to organization needs and priorities is clearly  stated



Course Content  knowledge	20Q句


./  identify the  key  elements  of  the  course  that  have  the  most  impact for  the case
./  quality of insights provided
•	creative solutions，innovative  ideas
• 	recommendations
•	demonstrate how training will impact performance





Personal contribution within  the team AND/or  to the group  during  the week 	400/0


shared  fairly  the work load and pa 	吋icipated in activities contributed ideas and knowledge
open and respect  to others' point  of view
applied  decision 	國 making，problem國 solving  skills
./  kept  agreed-to commitments in team  and with  whole group
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KNOWLEOGE  •  EXPERIENCE   ﹒NETWDRKI起 G   • SKILlS  • RESULTS
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REFLECTION ON CASE STUDY

CASE STUDY DEVELOPMENT Exploring the System
These questions can help you better understand the system in which you work. More questions can be added as needed to achieve the necessary level detail. These questions
help define the mission statement I role. The training unit's mandate and mission needs to
be clear in order to define its objectives and priorities.

What resources are available to the training unit (human， material and financial)? How much control does it have over its resources?
What is the environment of the training unit? For example， in which section or
department is the unit located? Does the organization culture cause it to succeed or fail? What actions must be taken to successfully interact with this environment?


What are the essential inputs (e.g，.

information， assistance， money， materials or

equipment)? What does the training unit do that can be called its process (e.g，. develop and deliver training， provide consultation)? What does it produce that can be called its output (e.g. trained employees，new programs， different approaches)?
What are the essential conditions. constraints and limitations that determine how effective it can be? What seems to work well and what are the problem areas? How should the training unit change to be more effective?
Clearly define issues/priorities to be addressed.
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December 6, 2010	noted by Jiun
Slogan of our organization
Your knowledge and skills serve our company


	Select case study: type of business, fictitious name
Name: Superjets Airline
Type of Business: Airlines


	Give case study meaning by defining its context
Superjets provides air transportation service, which is in short distance, for local customers and concerning high safety qualities.


	Identify organization needs and priorities
 Highly qualified employees
 On time performance
 Low internal cost
	Increased efficiency in customer care


The Company Mission Statement
To provide efficient, safe and on time air transportation services at lowest price.


The Training Mission Statement
To develop knowledge and skills of the entire workforce to assist in serving our company best



December 7, 2010	noted by Jiun


Using Balanced Score Card tool to set up Training department¡s objectives
Customer objective
By 15th January we will provide training to improve the employees¡ skills in customer service.


.




Internal process objective
Every 6 month we will analyze trainee feedback to improve our course quality.


HR resources objective
On yearly basis, we will maintain and develop team knowledge and skills to standard level.


Financial objective
We will offer 10% of available seats on courses in 2011 to external customers.




Training Needs
Basic Training
Continuous Training (refreshing)
New skills (IT, language, Management, Personal development¡  etc.) Specialize training ( DG, Emergency, security safe¡ )


The customer feedback indicates negative attitude from the ground staff



December 8th


Recommendations:


We would like to recommend:
1.   All departments to supply survey results to training department to adapt our training offer to each department¡s training needs
Ex: Following a survey on customer care, we identified the need to review and
modify the CRM (Crew resource management) training


	
	Flight Operations
	Ground Operations
	

	
	Crew Resource
Management
	Human Factors Customer Care Airside safety
Awareness
	




2.   Remodel existing learning environment
We suggest inviting a Manager or Senior Manager relevant to the course topic to launch the course with a testimony.
We will increase the use of manual forms in the practical part of the courses. We will issue to every participant a welcome letter including all necessary
information to make a pleasant and safe stay in our facilities.


Awarding by offering stay in hotel or dinner.












SuperJets



Our mission
Provide efficient, safe and on time air transportation services at lowest price.




















Organization Needs


• Highly qualified employees
• On time performance
• Low internal cost
 (
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Training Department

Our mission
Develop knowledge and skills of the entire workforce to assist in serving our company best









“Your knowledge and skills serve our company”











Objectives



Customer





Human
Resources


Vision

Internal
Process





Financial



“Your knowledge and skills serve our company”







Customer Objective
•	During first half of 2011, provide training to disseminate personalized culture and improve the employees’ skills .

	
Objectives	Action Plan 	KPI	Target	Review

	Disseminate personalized culture


Develop employees skills
	Training xx pilot – cabin	No. of /safety	xx	Every 3 crew member on CRM 	report		months

	
	Training xx staff of ground	No .of /	xx	Every 3 handling on human factor	report		months

	
	
Training xx staff on airside	No. of	xx	Every 3 incident/
safety awareness 	months
accident

	
	No. of	Every 3
Customer care	xx
complaints	months


“Your knowledge and skills serve our company”












Quality Indicators


– Improved job performance
– More bonding
– Positive customers’ feedback
– Number of reports incidents









“Your knowledge and skills serve our company”







ROI

– Improved job performance
– Improved cooperation
– Improved collaboration
– Reduced time spent on task
– Reduced number of incidents
– Achieve a high safety standard







“Your knowledge and skills serve our company”











Training Forecast for 2011

	Area of Training 	QTY Participants	Days 	Budget

	Crew	xxx	xxx	xxx

	Technical 	xxx	xxx	xxx

	Health and Safety	xxx	xxx	xxx

	Security	xxx	xxx	xxx

	Cargo 	xxx	xxx	xxx

	Personal Development	xxx	xxx	xxx

	Train the trainer	xxx	xxx	xxx



“Your knowledge and skills serve our company”







Internal Process Objective


•  During 2011, review and implement changes to meet the requirements for approval  as IATA Authorized Training Center.



Human Resources Objective


•  By 2013, complete the IATA Diploma in Professional
Training for xxx field specialized instructors.



“Your knowledge and skills serve our company”











Financial Objective


•  We will offer 10% of available seats on courses in
2011 to external customers.

	Area of Training 	Available Seats	Cost Recovery

	Crew	xxx	xxx

	Technical 	xxx	xxx

	Cargo 	xxx	xxx







“Your knowledge and skills serve our company”







Recommendations

• All departments to supply survey results to training department to adapt our training offer to each department’s training needs.



– Following a survey on customer care, we
identified the need to review and modify the Crew resource management (CRM) training.





“Your knowledge and skills serve our company”











Recommendations

• Remodel existing learning environment:
– A Manager or Senior Manager relevant to the course topic to launch the course with a testimony.
– Provide better accessibility for the physically disabled participants.









“Your knowledge and skills serve our company”
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