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1 INTRODUCTION 

“In the long run, the only sustainable source of competitive edge is your organization’s ability to 
learn faster than its competitors” (Senge, 1990, p. cover). Loermans (2002) describe that there is a 
relationship between training, learning, acquisition of knowledge and skill, resulting in a change in 
behavior. Through thoughtful implementation, this change will lead to increased organizational 
competitiveness. Continuous learning within organizations has been a trend since the mid 90’s but 
is an investigated topic yet today and the need for flexible, effective training within organizations is 
more urgent than ever (Boselie, Paauwe, & Jansen, 2001; Gronhaug & Stone, 2012; D. Pollitt, 2007). 

1.1 BACKGROUND 

Comparing knowledge within an organization with a physical robot, it is possible to say that for an 
organization in continuous learning, it is just as important to take care of the training needs of the 
organization’s employees, as it is to provide service to a robot (Singh, 2016). Rowley (2000) 
describe learning as acquiring knowledge or skill through an educating or training process. As 
described by Becker (1994), with the perspective of an employee’s value to an organization, 
training is considered to be the most important investment.  

According to Huq (1999), educating employees about the organization’s products and processes, 
such as its functionalities and worth, is called internal training. Organizations want their employees 
to perform effectively in the workplace and a measure to achieve that is implementation of internal 
training. Training is a process of development, whereas the development primarily includes skills 
and knowledge relevant to the work performed by individuals in an organization (Denby, 2010; 
Rowley, 2000). A change in perspective have, however increased the focus on business strategy, 
rather than technical skill and knowledge about one product alone (Sharma & Garg, 2016). Modern 
training aims to ensure an understanding of the organization’s strategic goals and objectives and 
should be considered as a continually ongoing process with set objectives and outcomes to ensure a 
long term advantage to the organization (Denby, 2010; D. Pollitt, 2010).  

Huq (1999) describe internal training as a process to achieve a competitive advantage. An 
introduction of a training department could help the organization increase in flexibility, reduce 
errors and adjust to new conditions. Sharma & Garg (2016) describe a constantly developing 
market, where training is considered a key to stay competitive and remain a productive and 
effective organization. Training could also help simplify sharing of information, implementation of 
best practice and communication between employees (M. Pollitt, 2012). It is common for large 
organizations to implement an internal training department, and not outsource the process, to 
ensure that the training requisite relevant skills and knowledge for a specific situation (Singh, 
2016). Implementation of an internal training department often require a structuration of the 
training process, which could consist of a clear training design, a reliable training delivery and a 
strong management (M. Pollitt, 2012).  

Using internal training to provide the organization’s employees with required skill and knowledge 
will not only increase the effectiveness of the organization but will also have effect on character 
(Ferraz & Gallardo-Vázquez, 2016). The need for both technical and non-technical training to make 
the employees understand the organization’s strategy, feel confident in their work and feel like a 
part of the organization are described as prominent (D. Pollitt, 2010). 
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1.1.1 CASE STUDY 

As a core of this thesis, a main case study has been performed at the department for internal 
training at ABB Robotics in Västerås, which both produces, coordinates and provide training to all 
employees. The trainings are currently provided through shapes of e-learnings, webinars and 
simulations and the target is, besides for providing all employees with fundamental knowledge, to 
provide sales personnel and field service technicians with necessary knowledge and skill. 

Due to recent changes in management, the department is undergoing a shift in workflow, causing a 
need for structuration of the training department and its activities. The current issues were 
expressed by the training manager (2017) as: “We need a broader portfolio of training material, 
there is a lack of structure and we need to be more objective oriented”. 

From the pre-study conducted at ABB Robotics, prominent needs and gaps were identified as lack 
of incentives to utilize existing training and its low priority compared to other activities in the 
organization. There was an expressed need for conducting a study to find best practice internal 
training and investigate suitable media for internal training activities. From these needs, a problem 
definition was formulated to reflect the needs and gaps represented in the main case.  

1.2 PROBLEM DEFINITION 

Little (2014) explain that there is a need and interest amongst both employers and employees to 
develop their competence, but a common challenge is to apply the achieved knowledge or skill at 
the work setting or attaining an organizational change. Rock & Donde (2008) explain that 
organizational change implies effort, determination and focus, which emphasize the need for having 
clear incentives when deciding whether to invest in training. Internal training should be used to 
increase the efficiency and productivity of the organization (Sharma & Garg, 2016). However, the 
challenge lies in determining how internal training affects the actual business performance and 
how to determine best practice (Little, 2014).  

A key topic within the area of internal training is the determination of the result and the aim is to 
“do more with less”, which in turn increases the return on investment. To motivate training, the 
investment should generate maximized return, but there are several difficulties when measuring 
the results of training (Little, 2014). It was determined by Hansson (2007) that internal training has 
a positive effect on organizational performance in general, as well as on profitability and 
productivity. Assuming the result of the study is correct – how come there are lacking incentives for 
providing and conducting training? T. T. Baldwin & Ford (1988) describe a problem with the 
transfer of training and there are estimations that only 10 % of the training is transferred to the 
work setting and according to empirical findings, transfer of training is a problem that is existing 
yet today.  

The evaluation of training should be used to show the results of conducted training, which would 
enable measurements of the organizational performance effect from training. Due to the complexity 
of measuring the effects of training, a proper evaluation method should be identified, according to 
Little (2014). 
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1.3 PURPOSE 

The purpose of this study is to explore if there is a best practice for implementing internal 
training in daily operations. Too meet the purpose, following study questions has been 
formulated: 
 
Study questions  

 What is best practice internal training? 

 Factors for implementing internal training in daily operations? 
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2 METHODOLOGY  

Following chapter describes and motivates the methodological choices that contributed to the 
result of this study. Initially, a brief compilation of the structure of the thesis’ work processes is 
presented and followed up by a detailed description of the methodology in each step.  

TABLE 1 - COMPILATION OF THE DIFFERENT STAGES WHICH FORMS THE STRUCTURE OF THIS THESIS 
(OWN CONSTRUCTION, 2017) 

Stage Description 

Pre-study A pre-study was conducted to achieve an initial understanding 
about the concept of internal training and its challenges and 
opportunities. The pre-study was conducted through semi-
structured interviews as a part of the main case study 
presented in this thesis and operated as the basis for the 
initially formulated problem definition and further the study 
questions. 
 

Empirical findings Through a multiple case study, where semi-structured 
interviews and observations were used as the main source for 
data, a collection of empirical findings was presented. Using a 
settled framework of topics when interviewing training 
managers in other organizations, comparable data was 
gathered and enabled an analysis of recurrently mentioned 
issues. 
 

Literature study A literature study was conducted to find complementary data 
to the empirical findings. Frequently mentioned topics and 
issues during the interviews were, according to a thematic 
analysis, considered as relevant for the study’s result. 
 

Analysis The analysis was used to compare and discuss the empirical 
findings with literature according to the study questions. A 
thematic analysis was performed to find patterns in the 
empirical data, which were further used as the basis for 
conducting the literature study.  
 

Conclusion and 
recommendation 

From the analysis, a result in form of answers to the study 
questions was presented. The conclusion further operated as 
the basis for recommendations presented to the main case and 
interested parties. 
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2.1 STRATEGY 

The choice of method for scientific studies depends on the purpose and specified objective of a 
study. Due to the character of this thesis, which explores a complex issue that requires a broad 
understanding, it was chosen to apply, in accordance with theory described by Baxter & Jack 
(2008), a qualitative strategy. Empirical data that was complemented by a literature study, 
contributed to an analysis of commonly mentioned subjects and further operated as the basis for a 
conclusion and recommendations. To answer the study questions in this thesis, in accordance with 
the description by Blomkvist & Hallin (2015), text and experiences were considered, hence the 
choice of a qualitative strategy. In accordance with Taylor, Bogdan, & DeVault (2015), a qualitative 
strategy was considered preferable when using observation and interviews as techniques for 
finding descriptive data to answer the study questions. A qualitative strategy also allowed a flexible 
study design, where the study questions initially were vaguely formulated. However, with time as 
the study proceeded, they became more specific.  

If a quantitative strategy had been chosen instead of a qualitative, it would have increased the risks 
of missing the complexity of the considered issue (Blomkvist & Hallin, 2015). Although, there are 
researchers who consider qualitative research as a simplistic way of interpreting quantitative 
research (Ritchie, Lewis, McNaughton Nicholls, & Ormston, 2014). However, Taylor et al. (2015) 
separates qualitative and quantitative strategies by the difference in emphasis, which in the case of 
a qualitative strategy is validity and for quantitative strategy is reliability and transferability. This 
does not imply that a qualitative study is inaccurate, but its success depends on the ability of the 
investigating author and its evaluations could consist of errors caused by human judgements. In the 
section 2.5, the trustworthiness of the study has been discussed according to five criteria presented 
by (E. Guba, 1981). 

2.2 APPROACH 

Traditionally, qualitative research is performed inductively, since the approach is to gather in-
sights and understanding from recognized patterns in the collected data, rather than using data to 
assess initially stated theories or hypothesizes (Taylor et al., 2015). However, as stated by Ritchie et 
al. (2014), no study can be purely inductive and qualitative studies are often approached with a set 
goal or theoretical framework. By keeping the theoretical framework broad, it enables theory to 
complement the data and not the other way around (Taylor et al., 2015). Collis & Hussey (2014) 
explains inductive research as “[…] moving from individual observation to statements of general 
patterns or laws, […] moving from the specific to the general” (p.7). In this thesis, the study was 
approached by initially considering a main case at ABB Robotics and by combining the empirically 
collected data from the main case through a pre-study, with the results from a multiple case study 
and relevant literature, conclusions were drawn. In accordance with the definition of a multiple 
case study described by Haddawy, Hassan, Abbey, & Lee (2017), it was chosen to perform a 
multiple case study. Since the empirical findings were collected from specific, individual actors and 
organizations and then further combined with a literature study to achieve a broader perspective of 
the cases, the study was, in accordance with how Collis & Hussey (2014) describe it, considered 
prominently inductive.  

The opposite to an inductive approach is called deductive and starts with a general approach and a 
theory about a phenomenon or hypothesis and is tested against empirical data (Blomkvist & Hallin, 
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2015). As described by Bryman (2011), the difference between a deductive and an inductive 
approach can be visualized as:  

Deductive: theory  observations & findings 

Inductive: observations & findings  theory 

A deductive approach is often considered a linear process, with logical steps between the different 
phases of a study, which according to Bryman (2011) decreases the flexibility of the framework and 
is not preferable in this study due to its nature. Since the objective was to let the results from the 
empirically collected data “lead” the study and operate as the basis for the literature study, a 
flexible framework was considered a necessity. By having an inductive approach, the theoretical 
framework could be adjusted according to the result from the empirical data collection. It also 
entails possibilities of finding new media and organizational strategies, not yet fully explored in 
literature. However, Eisenhardt (1989) describe that there is a risk with the inductive approach of 
becoming personally characterized, since it is mainly based on empirical studies. To avoid the 
personal characterization, continuous contact and discussion with supervisors and opponents, 
helped keeping an objective approach. 

2.3 STRUCTURE OF THE WORK PROCESS 

The methodology structure in this study was inspired by the “process of analytic induction” model, 
presented by Bryman (2011). The modified process and its steps are described in Figure 1 below 
and is further described respectively for each phase. 

 

FIGURE 1 - "THE PROCESS OF ANALYTIC INDUCTION” BY BRYMAN  (2011) (MODIFIED) 
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Rough definition of study question: During the conduction of the pre-study, preliminary and 
roughly defined study questions were formulated, to reflect the challenges expressed by employees 
at the department for internal training in the main case. The questions were used as the basis when 
settling a framework of subjects, from which the semi-structured interviews evolved in the 
following part of the pre-study and in the multiple case study. 

Hypothetical evaluation of relevant subjects: Along the conduction of the pre-study, a continuous 
evaluation process was performed to assure the relevance of the roughly defined study questions. 
As a second part of the pre-study, recipients of training in the main case were interviewed and the 
empirical findings were cross-checked with the findings from the training department interviews. 
Commonly mentioned subjects and keywords were identified through an evaluation of the 
empirical findings and the framework of subjects was tweaked before initiating the multiple case 
study. 

Examination of cases: The examination of the included cases in the multiple case study was 
performed using semi-structured interviews. The interviews were held with training managers and 
consultants from different organizations, representing different cases. During the pre-study and the 
multiple case study, observations of behavior, expressions and attitudes were performed and 
gathered as a result which further contributed to the thematic analysis. By conducting a multiple 
case study, it was possible to confirm or challenge the presumptions made from the main case and 
increase the generalizability of the thesis.  

Analysis of the examination: From the examination of both the main case and the multiple case 
study, a thematic analysis was performed. With the empirical findings, it was possible to identify 
common issues and topics which were assumed to be of relevance according to the purpose of this 
thesis. To increase the credibility and strengthen the result of this study, the assumptions from the 
analysis were complemented with theory. Together, the empirical data and literature determined 
some important factors which were cross-checked with the hypothetical evaluation of relevant 
subjects. If the analysis did not confirm the initial evaluation, the relevant subjects were 
reevaluated and the problem definition was redefined, which in turn led to a revision of purpose 
and study questions. With confirmed relevant subjects according to the analysis, the data collection 
was assumed to be accurate.  

End of examination of cases, data collection ceases: With a conducted data collection and analysis 
of empirical findings and literature, it was possible to formulate conclusions which answered to the 
stated study questions. Further, the results operated as the basis when providing recommendations 
to interested parties in the main case. 

2.3.1 CASE STUDY DESIGN  

This thesis is the result from an assignment given by the training department at ABB Robotics, 
which naturally became the main case in the study. The main case operated as the basis from which 
the pre-study was conducted to achieve an initial understanding about the concept of internal 
training and its challenges and opportunities. According to Tellis (1997), a case study is designed to 
reveal details and specific empirical data from the perspectives and experiences of individuals 
within the considered case. There are different types of case studies, including for example 
exploratory, explanatory or descriptive. Case studies could also be intrinsic, instrumental or 
multiple and it is not impossible for a case study to be characterized as a combination between two 
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or more types (Tellis, 1997). The considered case study in this thesis was considered exploratory 
and multiple. The reasons for that consideration was due to the choice of including several 
organizations representing different cases, to increase the possibility of finding best practice.  

By applying an exploratory and multiple case study design, Baxter & Jack (2008) describe that there 
are differences both within cases as well as between different cases that can be explored. It was of 
importance that the objective was clear when choosing what cases to consider in the multiple case 
study. For example, whether the aim is to gather as much experiences and perspectives as possible 
to enable an identification of best practice, or whether the aim is to gather data of high quality. Yin 
(2014) enhance the importance of considering whether the cases complement or replicate each 
other, to make the examination of the case studies more effective and a multiple case study design 
enables an understanding of similarities and differences. This type of case study design was 
considered reliable and robust, but could be time consuming (Baxter & Jack, 2008). In Figure 2 
below, the case study design used in this study is presented, which is a modification from a 
traditional multiple case study design described by Yin (2014).  

 

 

 

Design: The first step when conducting the case studies was to determine what character the 
purpose should apply, i.e. whether it was an exploratory, explanatory or descriptive study. Due to 
the character of the problem definition, the purpose and study questions were chosen to keep an 
exploratory approach. To find best practice, it was determined as beneficial to explore perceptions 
of best practice internal training from several perspectives and hence perform a study with a 
multiple case study design. 

FIGURE 2 - “MULTIPLE CASE STUDY  DESIGN” BY YIN (2014) (MODIFIED)  
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Prepare: As preparation for the case studies, a pre-study was conducted in the main case to identify 
an initial perception of challenges and subjects related to internal training which further operated 
as the basis for the problem definition. From the problem definition, and defined purpose and study 
questions, suitable cases with the ability to compliment or replicate the perceptions from the main 
case were identified. The reason for involving cases from different industries was to gather data 
from several perspectives and explore whether there were any differences in the perception of 
training depending on industry. However, it was chosen to mainly include large organizations in the 
study due to the organizational size of the main case, which enable a more suitable comparison. A 
framework of presumed relevant subjects and objectives was set up to enable an across case 
analysis. 

Case study (1-n): Since the cases involves organizations from different industries, the set up for the 
respective case study was customized with respect to a settled framework. When interviewing 
training managers and consultants within different organizations, the objective was to gather 
comparable data. The framework had four main topics from which the interviews evolved. The 
topics were: 

(i) Incentives for training 
(ii) Determinants of training 
(iii) Internal training approaches 
(iv) Evaluation of training 

The data collection from each case was mainly gathered through face-to-face, semi-structured 
interviews according to the framework of topics for each case. When possible, observations of 
behavior and attitudes regarding internal training was performed and used in combination with the 
result from the interviews to conduct an analysis. 

Within case analysis (1-n): For every case involved in this thesis, a thematic analysis of the 
collected data was performed. The intention of the within case analyses was to identify what 
experiences within each case that were of most relevance to the second study question, i.e. what 
factors that are of most importance when implementing training in daily operations. The analyses 
were performed shortly after each interview was conducted, to capture the authenticity and in turn 
increase the quality of the result. The results from the within case analyses were further used to 
perform an across case analysis. At this stage, a literature study was initiated to enable an analysis 
between empirical finings and literature within the case studies.  

 Analysis across cases: When analyzing the empirical findings and other collected data across the 
cases, a thematic analysis was applied to identify common issues and patterns between the within 
case analyses. In chapter 5, tables were set up where the result representing commonly mentioned 
issues or subjects. From the result achieved from the multiple case study in accordance with the 
study questions, it was possible to identify what subjects that were of most relevance in this thesis. 
The relevant subjects were explored in a literature study to strengthen the analysis.  

Conclusion: From the across case analysis, combined with literature, conclusions about 
significantly relevant subjects could be drawn. In context with the main case and study questions, 
the result from the multiple case study operated as the base for the conclusion which led to the 
result of this study.  
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2.4 DATA COLLECTION AND ANALYSIS 

Yin (2014) describe that there are six main sources for data collection when performing a case 
study and these are:  

(i) Documents  
(ii) Archival records 
(iii) Interviews 
(iv) Direct observation 
(v) Participant observation 
(vi) Physical artifacts.  

In this study, it has been chosen to collect the empirical data from interviews and direct 
observation. The participants and interview objects are selected through purposeful sampling, 
which according to Lapan (2011) leads to more accuracy in the case study.  

Due to the character of the study questions of this thesis and the complexity of the identified 
challenges, empirical data is a necessity. The multiple case study provides this thesis an extra 
dimension with nuances that are interesting to consider, but hard to identify through literature, 
which was another aspect contributing to the decision to base the study on empirically collected 
data. The empirical data was complemented by a literature study, which was the result from a data 
collection through documents, primarily from journal articles. The literature study emphasizes 
subjects and terms which have been recurrent in the empirical data collection.  

The intention with a data analysis was to determine, through observation, interviews and literature, 
best practice internal training. Braun & Clarke (2008) describe a method for data analysis called 
thematic analysis, which is defined as “a method for identifying, analyzing and reporting patterns 
(themes) within data” (p. 79) and is a commonly used method for qualitative analysis. Bryman 
(2015) describe data analysis as a way of making sense to large portions of collected data and 
refers to thematic analysis to approach data and refine it into core themes. In this thesis, thematic 
analysis has been the most currently used analytic method, due to the amount of empirical findings 
gathered in the multiple case study. However, since the interviews were not recorded, a fully 
applied thematic analysis was not possible, but was yet considered suitable. The process of data 
collection and data analysis have been performed by utilizing a benchmarking-inspired method 
presented by Andersen (1999) and Camp (1992). The work process was conducted as follows 
according to a modified benchmarking wheel: 
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FIGURE 3 – THE BENCHMARKING WHEEL (ANDERSEN, 1999; CAMP, 1992) (MODIFIED) 

(i) Plan: This phase implies an identification of what to benchmark, whom to benchmark 
and collecting information about the area that has been benchmarked. As this study 
began, the question of what to benchmark was already determined - benchmarking best 
practice for internal training. As the collection of data began, a pre-study containing a 
situation analysis was performed, which led to the next step in the benchmarking wheel 
– internal analysis. 

(ii) Internal analysis: To identify the needs and gaps in the main case, a pre-study was 
performed. The pre-study consisted of semi-structured interviews with the employees 
at the department and concerned the current workflow and assessment of the 
departments’ strength and weaknesses. Interviews with the recipients of the product, 
i.e. sales personnel, were also conducted to establish how the products are received, 
used and what they expect from training. As the understanding of the internal business 
evolve, the needs and gaps were identified and documented. 

(iii) Integrate: Throughout the interviews and the observational study, the employees were 
updated about the study and crosschecks the information about needs and gaps and 
revises the objectives to fit the same. Since this study is of an inductive character, there 
were no initial understanding of the issues regarding training management in the main 
case. Due to this characteristic, it was chosen to backtrack in the benchmarking wheel to 
phase one and adapt the objectives of the benchmarking study according to the 
recommendations from employees and wishes from management.  

(iv) Observe: To asses benchmarking partners’ processes, partner visits were conducted for 
semi-structured interviews. The qualitative approach enabled an understanding of the 
whole process of training management. It did not only imply the tools used, but the 
methods of making internal training a natural part of the daily operations.  

(v) External analysis: The analysis of the data collected from interviews at other 
organizations, started by assembling all data and sorting it after relevance and quality. 
Using the compilation of the interviews and comparing partners’ internal training 
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processes and methods with the analysis of the main case, common needs and gaps 
were identified. Andersen (1999) explain that the most important part of a 
benchmarking process is to find the source of the gap, rather than the gap itself and 
expresses it as follows: “The gap itself is of less help when it comes to identifying 
improvement actions. The purpose of the gap is to prove that the partners do something 
that renders them able to perform better than ourselves. The presence of a gap is thus 
more a signal that there is something worth examining more closely” (p. 292). 

(vi) Adapt: Needs and gaps were described to the client and suggestions for improvement 
strategies for the department for the main case were provided. Targets for 
improvements were presented and a development plan was suggested. 

2.4.1  OBSERVATION 

Yin (2014) describe how observations are performed when studying a case in its real-world setting. 
The observation type that was used in this thesis was direct observation, which according to 
Bryman (2011) are, together with qualitative interviews, influential in management and business 
studies. The level of structure in an observational study varies depending on the purpose of the 
study. The intention with observations is to identify details and context like the physical and social 
setting (Lapan, 2011). However, Blomkvist & Hallin (2015) describe a risk of making the observed 
objects feel uncomfortable and thereby change its behavior, which increases the risk of reducing 
the credibility of the observation.  

In this thesis, observations of how the department for internal training in the main case works and 
acts in different situations have been performed. Complementing observations of how recipients of 
training in the main case have been performed to emphasize the analysis of the main case. Lapan 
(2011) describe the importance of noting impressions, questions and issues that arises in the 
natural working environment. Since the main case study has been conducted at ABB Robotics in its 
natural setting, observations have, in accordance with department interviews, led to an overall 
understanding of the local issue in its context. The observation has been a passive process, with the 
aim of not letting the observed objects feel observed and consequently keep its natural behavior. 
Observations of complaints, concerns and ambitions have operated as the base for the 
recommendations and guidelines for the considered case, given in the end of this thesis.  

2.4.2  INTERVIEWS 

When performing a case study, the most traditional method to gather relevant data is through 
interviews, since case studies often considers human actions (Yin, 2014). When performing 
interviews, three interview techniques are mainly mentioned in literature; structured, semi-
structured and unstructured interviews (Blomkvist & Hallin, 2015). Blomkvist & Hallin, (2015) and 
Cohen & Crabtree (2006) describe the following three techniques: 

Structured interview: A structured interview follows a pre-set framework and the 
interviewer walk through the questionnaire with the interviewee.  

Semi-structured interview: The semi-structured interview is based on a framework of 
questions and the interviewer do not need to follow it step by step, but keeps the 
conversation fluent and ensures that all objectives are met. 
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Unstructured interview: The unstructured interview is more of a conversation and is usually 
based on just an overall topic for the interview with the benefit of letting the interviewee 
lead the interview, unaffected by the interviewer.  

According to Bryman (2011), interviews in qualitative studies tend to be flexible which gives the 
interviewer a possibility of directing the interview according to its interests, which furthermore 
affects the emphases of the study.  

To understand the complexity of the problem, development opportunities, as well as gaining an 
understanding regarding the workflow, a semi-structured interview approach was selected. Semi-
structured interviews were considered beneficial, due to the possibility of letting the interviewee 
express their opinion subjectively and unaffected by the interviewer, just by setting a framework. 
The framework intended to keep the topic and discussions relevant for the study. The interviews 
were conducted by two interviewers, where one led the interview while the other took notes. This 
method was selected in hope of making the interviewee feel comfortable expressing opinions 
without being recorded, but still obtaining a reliable data collection. The interviews went on for 60-
120 minutes and were all conducted during the spring of 2017. After the interviews, the notes were 
compiled and sent to the interviewee for confirmation and for possible additions or modifications.  

Semi-structured interviews were conducted with the employees of the training department in the 
main case and then compiled to get an assessment of the current situation. These initial interviews 
were then used as the basis for the purpose and study questions, which set the character for the 
thesis. The overall framework for the interviews was to let the interviewee describe their work 
function and to assess the department according to a SWOT (Strength, Weakness, Opportunity and 
Threat) analysis. The SWOT analysis was considered a suitable method due to its ability to analyze 
the department both internally and externally, as well as its advantage of being a well-known 
concept among the interviewees. It was also chosen due to its general nature, since the aim with the 
pre-study was to get a general perception of the current work process. The employees were asked 
to express their expectations for the study and address what measures they considered most 
urgent. The result from the interviews was compiled in a SWOT matrix and presented to the head of 
the department to crosscheck opinions and management.  

To understand what needs and expectations the recipients of training have on the training 
department, semi-structured interviews were held with two account managers at ABB Robotics. 
These interviews intended to explore gaps in current training management and to identify where in 
the training process they were in most need for development. The framework for the interviews 
was based on the result and perceptions from the initial interviews and the interview questions 
were adjusted accordingly. The data collected from these interviews were, together with the data 
from the initial interviews, used as the basis for determining the purpose and study questions. 

2.4.3  MULTIPLE CASE STUDY 

Andersen (1999) describe that a training department in various stages of maturity, depending on 
what area of expertise it manages, is not necessarily in need of a total reengineering process. Rather 
than examining how to re-engineer a training department, a multiple case study design was 
selected to find best practice internal training. Using a multiple case study to benefit from the 
experience of other organizations, different routines, processes and tools for internal training were 
discovered. The multiple case study was also chosen due to its opportunities of examining 
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organizations through a qualitative empirical study and it also implies an opportunity to gain 
insight into how other organizations are working, gain an understanding of their prominent 
characteristics as well as the negative ones (Camp, 1989; David A Garvin, 1994; David A. Garvin, 
1994). This provides the possibility of selecting prominent qualities from different organizations 
and thereby finding best practice internal training.  

The focus in this thesis has been on gaining understanding for a variety of cases, rather than in-
depth understanding of a few specific cases. The intention was to find recipients with similar work 
assignments, but with different experiences to enable, as described by Tong, Sainsbury & Craig 
(2007), an assessment of a diversity of perspectives suitable to the main case.  

2.5 METHODOLOGY DISCUSSION  

Performing a qualitative study, the quality of the data must be ensured and gathered to answer the 
study questions (E. G. Guba & Lincoln, 1994). The indicators used to describe the trustworthiness 
and quality differ between a qualitative and quantitative study, but there are relatabilities. For 
a quantitative study, concepts as transferability and reliability are used to describe the 
trustworthiness, which in qualitative studies are described with partially other terms (Graneheim & 
Lundman, 2004; E. G. Guba & Lincoln, 1994; Sinkovics, Pens, & Ghauri, 2008). E. Guba (1981) 
presented four indicators of a trustworthy study; credibility, dependability, confirmability and 
transferability. These four indicators were later complemented with a fifth indicator; authenticity 
(Cope, 2014). 
 

Credibility: The concept of case studies has been discussed in literature repeatedly, whether it is a 
reliable and credible source of data or not (Dubois & Gadde, 2002; Yin, 2014). However, using 
systematic combining as an approach to fairly conduct the study with a complementary case study, 
will justify the use of a case study and bring a positive contribution to the study. Systematic 
combining implies the use of empirical findings, literature, case studies and framework in 
symbiosis to guide the study thenceforth (Dubois & Gadde, 2002).  

 
In this study, a systematic combining approach have been used and empirical findings, literature 
and case study related data according to a set framework, have been gathered. This study 
was considered a multiple case study, through which it was possible to avoid the risk of becoming 
too case-oriented, which could have been a risk if the study only considered one case. However, the 
problematics with internal training was detected within the main case, from which the framework 
was later developed and operated as the basis for the empirical data collection and literature study. 
Interviews conducted within the multiple case study were held with training managers from 
different organizations, who often had a complementing coordinating role as well. Problematics 
with receiving only one perspective from each organization have been considered, but due to the 
limited time frame, several less thorough case analyses were considered preferable rather than a 
few thorough case analyses. With this consideration, training managers were determined to be 
most likely to provide qualitative and accurate data. In accordance with the procedures described 
by Corbin (2008), identified keywords and other experienced gaps were then investigated and 
analyzed with complementary literature. This approach and procedure helped increase the 
credibility of the study. 
 
Dependability: When referring to the dependability of a study, E. Guba (1981) describe the 
indicator as: “seeks means for taking into account both factors of instability and factors of 
phenomenal or design induced changes" (p.299). Neither the choice of a pure inductive study, or a 
pure deductive study was favorable. A pure inductive approach would have implied risks of 
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overlooking information or data, not considered by the investigated cases, and making the study 
more personalized (Eisenhardt, 1989). According to Taylor et al. (2015), a purely deductive study 
would instead imply risks of excluding important information gathered from experiences within the 
different cases, since theory does not always work well practically. 

 
It has been chosen to increase the dependability of this study by using a framework, which was 
identical in the specific case studies. This helped increasing possibilities of finding common 
or occasional issues and experiences between cases. The empirical data was used to identify 
reliable keywords, which were then used in the continued work with the thesis. All through the 
work with this thesis, it was assured that the purpose was met and that the findings aimed to 
answer the study questions. When conducting the result from the empirical findings, a summary 
and extracted quotes and keywords were sent to the interviewees for validation. Risks of forgetting 
or misunderstanding relevant information from interviews were existing, but considered negligible 
due to precautions taken when performing the interviews with two interviewers and validating the 
compilations with the interviewee. 
 

Confirmability: Performing a qualitative, inductive study, there was a challenge to keep complete 
objectivity all through the study and a personal characterization was a known  common risk 
(Eisenhardt, 1989). The personal characterization was avoided through 
continual observation, reflection and conversation with supervisors and opponents. This enabled 
interpretation of data that was validated from several perspectives. 
  

Transferability: The transferability quality indicator implies the possibility of finding data that 
could increase the external validity (Sinkovics et al., 2008). When choosing the strategy for the 
study, an exploratory approach with a multiple case study design was considered, with the aim of 
finding data that is applicable for a variety of organizations. The multiple case study was performed 
with training managers, or similar, from different sectors to enable a diversity in experiences. 

 
Due to the increased utilization of digital elements in today’s work setting (Dzakiria, Mustafa, & 
Bakar, 2006), it was chosen to prominently consider digital training tools and approaches in this 
study. Although, when considering evaluation and determination of the effects of training, non-
digital methods were included. The intention was to present an analysis and a result which was 
transferable on organizations today, which will increase the relevance of the study. 
 

Authenticity: The fifth criteria, authenticity, refers to the observers’ or interviewers’ ability to 
express the emotions of the interviewee's experience and perceptions (Cope, 2014). This is also a 
way of reducing the risk of letting the study become personally characterized. In this thesis, 
the authenticity indicator was met by securing that the interviewers' perceptions from interviews 
are correspondent. This was performed through a summary and analysis short after the performed 
interview and the interviews were always performed by two interviewers. 
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3 INTERNAL TRAINING 

There is a close relationship between internal training, learning and organizational acquisition of 
knowledge and skill. Knowledge implies a theoretical or practical understanding of a subject or 
process and skill is the ability to adapt knowledge or experience into performance. The following 
step is to gather feedback from those performances and use them as the base for future training 
processes and that closes the loop (Loermans, 2002; Rowley, 2000). Through this loop, which is 
shown in , it is possible to determine that training leads to either tacit or explicit knowledge 
(Rowley, 2000). 

 

FIGURE 4 - THE RELATION BETWEEN TRAINING AND LEARNING, INSPIRED BY ROWLEY (2000) 

It is important to know how to turn tacit knowledge into explicit knowledge, since an 
understanding of how to use the employees’ expertise could lead to a competitive advantage 
(Nonaka & Takeuchi, 1995). Knowledge and skill will help an organization, or an individual within 
an organization, support decisions, behavior and actions. However, there are challenges with 
creating conditions to support the trainee with implementing the acquired knowledge and skill in  
their daily work (Rowley, 2000). Boselie et al. (2001) also describe that a competitive advantage 
can be created through people and their competence.  

Tacit knowledge was described by Polanyi (1966) as knowledge combined personal values and 
traditions, which together is the foundation for innovation. The transition from tacit to explicit is, 
however explained to be performed by acquisition and sharing of knowledge, which will help to 
understand the innovational behaviors of the individual employee. Nonaka & Takeuchi (1995) 
describe how socialization, externalization, combination and internalization are key to the 
transition. The explicit knowledge can then be used to affect the organization and promoting 
innovational behavior (Scully, Buttigieg, Fullard, Shaw, & Gregson, 2013). 

3.1 INCENTIVES FOR INTERNAL TRAINING 

To justify the use of internal training and to make sure that the training is utilized, the positive 
effects of employee utilization of training products needs to be established. Munoz Castellanos & 
Saliners Martín (2011) have investigated the economic results for investing in training and found 
that organizations with internal training were more profitable than those who did not invest in 
internal training. This conclusion was also supported by Aragón-Sánchez, Barba-Aragón, & Sanz-
Valle (2003) and Bartel (1994), who especially highlights the positive productivity effects from 
training, more than the profitability effects. From studies performed within this area, it was also 
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possible to determine, considering the positive effects from internal training, that organizations 
have more to gain from general training than specific training. The results were based on 
observations of organizations’ increasing productivity and profitability when conducting general 
training as the main training activity (Hansson, 2007). Stolovitch & Maurice (1998) exemplifies the 
effect of training by presenting a national survey of major businesses by the American Management 
Association, which explores the relationship between training budgets and profits. The survey 
shows that organizations with larger training budgets had a greater profit than other organizations 
when downsizing. As the world today shrinks through the usage of internet, and organizations do 
not longer compete with price or location as the most important factors, a well-developed 
workforce is important. Both Huselid & Becker (2011) and Salas, Tannenbaum, Kraiger, & Smith-
Jentsch (2012) states that to be competitive, a trained workforce is one of the most important 
success factors. Adding to this statement, Bartel (1994) concluded that there is a connection 
between training and productivity, but also recommends an examination of how much time and 
money that should be spend on training, i.e. results and return on investment. It has been expressed 
that training might be too expensive and that it might not improve the profitability.  

It is a common challenge to measure the effects of internal training, since it is a complex process to 
identify the source of the effect (Boselie et al., 2001). Through evaluation of training, the most 
suitable and profitable method for receiving knowledge or skill could be determined and the 
determinants of training can be found. The evaluation will also be used to present results from 
conducted training and help supporting the learning culture in the organization (Boselie et al., 
2001; Hansson, 2007). 

3.2 DETERMINANTS OF TRAINING 

“Is it that profitable firms can afford training, or that training generates profitability?” (Hansson, 
2007, p. 315). There are several aspects that determine the effects from training and the 
determinants of training are dependent on the individual situation for each organization. J. R. 
Baldwin & Johnson (1996) explain how innovative organizations in general are more disposed to 
provide internal training, since it will have effect on the innovations’ contribution on the 
competitive success. Other aspects affecting the organizational performance connected to training 
are the number of employees and the number of university graduates. Studies show that 
organizations with higher educated employees in larger organizations are more likely to utilize 
internal training (Frazis, Gittleman, Horrigan, & Joyce, 1998; Hansson, 2007). Another aspect, 
described by Hansson (2007), were the cause for staff turnovers and its correlation with internal 
training. With a high rate of staff turnovers, organizations must spend resources on introduction 
courses and similar, to support newly hired employees. These investments are necessary to replace 
the lost knowledge and skill when loosing employees, but will reduce the return on training 
investment. Staff turnovers could be reduced with an internal promotion system, but will also 
reduce the incitements for training. However, Boselie et al. (2001) estimate that the utilization of 
internal training will decrease the degree of turnovers. Hansson (2007) describe how an internal 
promotion system would gain seniority and the pay levels would be depending on position, rather 
than on knowledge and skill, which will decrease the incitements for investing in training.   
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3.3 INTERNAL TRAINING APPROACHES 

In this study, the approaches to internal training have been divided into two parts, according to 
availability, time and funding. When conducting training, the trainee can either be present “in the 
room” (non-digital) with trainings like classic classroom seminars, with roleplay for example. They 
could also undertake the training on their own via internet-based modules (digital) such as a 
gamification platform, e-learning, webinars or applications on personal devices. Due to previously 
presented constraints, digital methods are prominently handle in this thesis. 

The evolution of information and communication technology (ICT) has opened for possibilities 
regarding different methods for training. E-learning is one commonly used method due to its ability 
to optimize the training process (Sharma & Garg, 2016), along with webinars, e-mail etc.. According 
to Nonaka & Takeuchi (1995), an organizations’ ability to manage innovation and implementation 
of new process well, to increase the learning capacity of its employees, is considered a source to a 
competitive advantage. Critical issues to address when examining the adoption level of new 
methods or processes in the organization are the available training, available competence, technical 
expertise and knowledge level. The issues are part of the training process in organizations, which is 
described to be key when managing the rapid rate of technological innovations. The ability to 
accumulate, apply and share knowledge within the organization are considered as crucial factors 
(Lin & Lee, 2005). Methods of sharing knowledge and skill can be communicated through different 
types of media, which are suitable for different situations. Little (2014) describe the importance of 
including a multi-media approach when providing training, which should include a mix of audio, 
text, images and video. 

Keeping a multimedia approach was described by Little (2014) as key when attempting to provide 
suitable training material depending on individual preferences. When deciding whether to utilize a 
digital or non-digital approach, Dzakiria et al. (2006) explain that two certain questions needs to be 
answered: do the trainees use digital tools on daily basis and do they have easy access to them? If 
the answer is yes, a digital approach should be utilized when providing training. Vargas & Tian 
(2013) also explain how a multimedia approach could make the training process more engaging 
and effective, since an exploration of different training methods would be necessary and the most 
appropriate method could be identified. The training material should contain a mix of medias and 
to meet these preferences, appropriate medias are e-learnings, applications and gamification 
inspired learning (Little, 2014). 

3.3.1 E-LEARNING 

“[…] instructions delivered on a digital device (such as a desktop computer, laptop computer, tablet, 
or smart phone) that is intended to support learning” (Clark & Mayer, 2016, p. 8). E-learnings are 
courses delivered on digital devices that include text, animations, video, pictures and/or audio (A. 
W. Bates, 2005; Clark & Mayer, 2016; Garrison, 2011). The method has the advantage of letting the 
trainee be mobile, unlike physical classroom training, which enables utilization of training when it 
is suitable for the trainee. Another advantage of e-learnings, in comparison with traditional 
classroom training, is the decreased training costs. As the trainings can be standardized and reused, 
the course does not need to be monitored every time it is conducted, this will in turn decrease the 
costs of training (Garrison, 2011). However, there are two common problems with e-learning; 
completion rate and transfer of training. Many courses have a high dropout rate (Sun, Tsai, Finger, 
Chen, & Yeh, 2008) and issues with the transfer of training, from the acquisition of skill or 
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knowledge to the workplace (Clark & Mayer, 2016). To address these common problems, further 
examination of e-learning variations was conducted in following sections. 

3.3.2 MICRO-LEARNING 

To further explore the possibilities with e-learnings and its benefits due to the high mobility, the 
concept of dividing traditional training activities into smaller parts over a longer period was 
considered. The concept is known as module-based training, bite sized training or micro-learning 
(Yang, 2013), as it will be referred to further in this thesis. Buchem & Hamelmann (2010) describe 
micro-learning as a process of short training activities, which can be assigned in a way that enables 
employees to organize their individual training needs and constructing a learning path. Learning 
paths are personalized processes which describe what training activities that needs to be 
conducted to reach desired goals. The need for creating an individual learning path is prominent, 
since no path is appropriate for all trainees (Chen, 2008). The divided units can also be utilized 
when one special knowledge is needed in the every-day work, as Armstrong & Sadler-Smith (2008) 
describe it “[…] where learning is distributed in the time of need, embedded into work context, and 
delivered in rapid ‘bite-sized pieces’, which aim to meet participants’ in terms of depth of 
information coverage, timeliness of delivery, and on job relatedness” (p. 571). This approach to e-
learning has the benefit of letting the trainees apply the acquired knowledges directly on the job, 
which according to Kauffeld & Lehmann-Willenbrock (2010) will increase the transfer of training 
and decrease the skill decay. Buchem & Hamelmann (2010) also emphasize the need for keeping 
the content in training activities concise and coherent to benefit from the micro-learning approach. 
Another positive factor with shorter learning courses is that it will increase the participation of the 
courses (Yang, 2013). The idea of dividing processes is not new and has been utilized in project 
management. By breaking down projects in smaller modules, they are easier to handle and possibly 
revise a specific part of the process and it does not need to concern the whole process (Clarke, 
1999). Applying this project management technique into a training development course can 
simplify the correction process and thereby decrease the back-log workload, which in turn could 
decrease the cost of training management. 

3.3.3 GAMIFICATION 

Gamification influenced training is a relatively new training approach, which have increased in 
relevance as new generations are more familiar with the digitalized environment (Yang, 2013). 
Muntean (2011) describe how application of a gamification inspired approach in e-learnings for 
example, could increase the user engagement and motivation. Gamification can further be utilized 
to increase the extrinsic motivation, where an integrated point or certification system could trigger 
the user to achieve its goals, advance a level and to follow its learning path. Muntean (2011) explain 
the increased interest in gamification as a result from an increased usage of technologically 
influenced learning methods combined with its motivational effects, which is a necessity when 
giving the user control of its own learning path. Vargas & Tian (2013) also emphasize the 
advantages with instant presentation of results, which is possible through gamification, since 
conducted training will result in points, badges or advancement of a level.  
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3.3.4 APPLICATIONS 

The younger generation is raised in a digitalized environment and the use of digital tools and social 
media is a natural part of their everyday life (Muntean, 2011). Yang (2013) explain that the use of 
social media increases and involves users in all generations, which emphasize the relevance for 
using social media as a part of the learning process. Utilization of applications, which can provide 
learning material “anywhere, anytime and just-in-time”, could increase the usage of internal 
training and make it a natural part of the daily operations. Muntean (2011) also describe how 
gamification can be applied in e-learnings provided through mobile applications. Lau, Yen, Li, & 
Wah (2014) describe how access to e-learnings and other training material through mobile devices 
will help the user decide its own learning style and pace, which in turn also will increase the 
utilization of training. Vargas & Tian (2013) supports this statement and emphasize the 
sustainability factor of increased use of digitalized training activities and refers to the exponential 
development of mobile technologies and the users’ acceptance of these products.   

to  

3.4 KIRKPATRICK MODEL – EVALUATING THE TRAINING PROGRAMS 

Internal training is a tool for developing employees’ skills or knowledge, but to justify the benefits 
for the utilization of training, an evaluation process is needed. Professor Donald Kirkpatrick has 
developed a four-level model for evaluating training programs and it has become one of the most 
commonly used tool for the evaluation process (R. Bates, 2004). The model was first developed in 
1959 and consists of four levels of evaluation; reaction, learning, behavior and results. The reason 
why it is so commonly used was explained as. “It’s simple and practical. Many trainers aren’t much 
interested in a scholarly, complex approach. They want something they can understand and use.” 
(D. Kirkpatrick, 1996, p. 55). Below, the four levels of evaluation are described according to D. L. 
Kirkpatrick (2009). 

Reaction: As the title suggests, this measures the participants’ reactions to the training. It is a direct 

feedback which ensures that the participants are motivated and puts effort into learning. D. 

Kirkpatrick (1996) compares it to customer satisfaction. 

Learning: Depending on the topic of the training, this level measures what the participants have 

learned.  

Behavior: Kirkpatrick describes this level as “transfer of training”, i.e. to what extent the training is 

applied in the working environment. 

Results: This is a measure on the results of the training in terms of e.g. productivity, cost reduction 

or profits. Preferably a before and after measure when sufficiently long time has passed so that the 

training effects can be seen. 

Many of the interviewees from the multiple case study highlighted the difficulties with level three 
and four in Kirkpatrick’s model. It was explained that the reason for this was the difficulty to 
measure how the training effects behavior and results, as well as the difficulty to argue that it is 
precisely training that has generated the change in behavior and result. D. Kirkpatrick's (1996) 
suggestion for evaluating level three and four, is to use a control group and to wait a sufficient time 
to allow change. Furthermore, for behavior evaluation he recommends surveys or interviews with 
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employees and superiors as well as several evaluations. For result evaluation, he recommends a 
repeated before and after comparison. 

3.4.1 BEHAVIOR 

A common problem that has emerged in the empirical study was why internal training should be 
prioritized and supported in organizations. To justify the implementation and utilization of internal 
training, studies emphasize the importance of supervisory support (Ford, Quiñones, Sego, & Sorra, 
1992). The importance of internal training, as well as the need for it, is generally accepted by 
managers in organizations, but the actual utilization of the training material is not as implemented 
(Salas et al., 2012). The goal of reaching high productivity and remaining competitive by increasing 
the employees’ skills and knowledge is important and a key ingredient for this is supervisory 
support. Due to the leaders’ impact on training, and to enhance the effectiveness of training 
products, Salas et al. (2012) suggests that managers should be introduced early in the training 
process to influence the employees in a positive manner. To facilitate the transfer of training, i.e. 
use the acquired skill or knowledge on the job, Ford & Weissbein (1997) stresses the importance of 
trainee characteristics and work environment characteristics. To encourage the use of training 
tasks on the job, the supervisory support is as important as the trainees own drive to implement 
the transformation. Rock & Donde (2008) emphasize the importance for superiors to have a 
coaching approach against its employees to support the behavioral change, which in turn could lead 
to an organization cultural change. With managers attaining a coaching function, possibilities of 
saving costs and resources will arise from avoiding outsourcing. When attempting to evaluate the 
behavior change, Ford & Weissbein (1997) recommends both a self-rating as well as a supervisory 
rating of skill, but emphasizes that the self-rating usually overestimates comparing to the 
supervisory rating of skills. Burke & Hutchins (2008) have evaluated best practice for transfer of 
training from trainers’ perspective. Based on the result of what strategies trainers value most, 
following strategies for transfer were considered most important:  

1. Supervisory support and reinforcement: recognize and reinforce use of new knowledge and 

skills on the job 

2. Coaching and opportunities to practice: time to practice skills immediately when returning 

from training 

3. Use of interactive activities to encourage participation: collaborative activities, role plays, 

small group exercises 

4. Post-training evaluation of skills: tracking and measuring transfer of training 

5. Making the content relevant to the actual job duties: activities that resemble behaviors, 

challenges, and scenarios 

The leadership problem with uninvolved managers could lead to investment problems. Aragón-
Sánchez et al. (2003) concludes that “the significant role of training in the company is not 
supported by an adequate level of investment, mainly due to the ignorance of the contribution of 
this activity to goal achievement” (p.975). Stating the importance of training for the organization, 
and finding funding for the same, is significant. Furthermore, when evaluating the effectiveness of 
training, Salas et al. (2012) states the problem with “skill decay”, where the importance of an 
employees’ opportunity to apply their recently acquired skills or knowledge on the job, is essential 
to counteract the same. According to this view, newly acquired skill and knowledge should be 
utilized shortly after training. As the knowledge or skills are being used just after they are acquired, 
positively supported on the job by superiors and coworkers, the increased profits and productivity 
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will be considerably higher as a result from training (T. T. Baldwin & Ford, 1988; Ford & Weissbein, 
1997; Rouiller & Goldstein, 1993; Yamnill & McLean, 2001).  

3.4.2 RESULTS 

With studies showing that there are connections between internal training, productivity and 
profitability, there are also studies that show a connection between internal training and increased 
organizational performance (Boselie et al., 2001; Hansson, 2007). Two commonly used methods for 
measuring training are intensity (wage bills spent on training) and incidence (employees trained 
each year). In themselves, they do not necessarily indicate what organizational effects training have 
resulted in, but the correlation between the indicators are prominent (Hansson, 2007). However, 
the measurable and variable indicators could enable an analysis of the determinants of training, i.e. 
what affects the utilization of internal training. Compared with measurable profitability and 
productivity, the effects of internal training can be determined. In his study, Hansson (2007) 
describe the management’s responsibility when providing training and mentions two internal 
measures that are connected to employee development; training policies and training needs. These 
measures consider the organization’s written policies regarding training and whether the 
organization analyses the employees’ need for internal training, which both show a positive effect 
on organizational performance. Other measurable dimensions of performance which receive an 
increased positive result from training are product quality, product development, market shares 
and sales growth (Boselie et al., 2001). From the study conducted by Hansson (2007), the results 
show that written training policies are more likely to promote usage of internal training, as well as 
defined training needs. More training courses are produced and offered and more employees 
conduct training, causing the intensity and incidence to increase. Through this study, it was 
determined that the amount of training provided was not the main reason for profitability, but the 
number of employees trained. Considering the profitability of an organization, this implies that it is 
preferable to measure incidence, rather than intensity. 
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4 PRE-STUDY 

Internal training as a concept was determined as important by both the training coordinators and 
training recipient in the main case. Throughout the pre-study though, some challenges were 
recurrently expressed and those considered most important were identified and further used to 
formulate the problem definition of the thesis. The pre-study contained interviews with employees 
at the training department and two of its recipients. In Table 2, the interviewees are compiled, their 
working positions are described and their in-text titles are presented. 

TABLE 2 - COMPILATION OF THE PRE-STUDY INTERVIEWEES (OWN CONSTRUCTION, 2017) 

IN-TEXT TITLE POSITION NUMBER OF 
INTERVIEWEES 

TRAINING 
MANAGER 
 

Training manager  1 
 

TRAINING 
COORDINATOR 
 

Training 
coordinator  

2 
 

TRAINING 
COORDINATOR 
 

Global training 
coordinator  

2 
 

TRAINING 
COORDINATOR 
 

3D Simulation 
Engineer 

1 

TRAININIG 
COORDINATOR 
 

Training 
consultant 

1 

SALES 
PERSONELL 
 

Account Manager  1 
 

SALES 
PERSONELL 

Sales Manager  1 
 

 

Currently there are seven coworkers at the department for internal training, who produces, 
coordinates, and provide training to all employees. In their portfolio of training, traditional e-
learnings, webinars and simulations, have been the mainly used media for training. The current 
function of the internal training department is to create training for both newly released and 
existing products. When a new product is released, the organization follows a structured process 
called the “gate model”, in which the department for internal training are involved from the 
beginning. They are introduced to the development project in its earliest step and before 
determining the target release of the project, they are also involved in the project planning process 
together with the product owner who is responsible for the project. Further, the internal training 
department is a part of the continuous work with the project until the project closes. The aim is to 
create an opportunity to develop training material relevant to the product development and to 
enable launching of the training product simultaneously with the sale-release of the product. The 
perception by all employees at the department for internal training is that the concept with “gate 
model” is useful, but that a development of training material is of low priority in the project 
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management. Most of the employees expresses that there are current issues with communication 
between departments and the product owner. 

During the interviews with the training department, following issues presented in Table 3 were 
most recurrently mentioned. The numbers represent how many of the six training coordinators and 
the training manager (2017) expressed each issue as relevant. Below the table, the issues are 
described more thoroughly. 

TABLE 3 – COMPILATION OF THE EMPLOYEES’ PERCEPTIONS  OF THE CURRENT SITUATION (OWN 
CONSTRUCTION, 2017) 

 ORGANIZATIONAL 
POSITION 

UNCLEAR 
STRUCTURE 

LACK OF LONG- 
AND SHORT TERM 
GOALS 

LACK OF 
INTERNAL 
MARKETING 

TRAINING 
MANAGER 

 1 1 1 

TRAINING 
COORDINATORS 

3 4 4 4 

 

Change in organizational position: Half of the training coordinators (2017) expressed that 
another position in the organization would be preferable. The reason for that consideration 
was expressed to be the possibility of generating more mandate and leverage for 
implementation of their work, and consequently produce products that are more utilized in 
the organization. With another position in the organization, it was expressed that internal 
training could become a more natural part of the daily operations, which also would 
simplify a monitoring process of the training products. The training manager (2017) agreed 
with the challenge of having low priority in the organization. However, he considered a 
change in organizational position a waste of time and energy and instead expressed an 
opportunity of a more structured workflow to reach a more influential role in the 
organization.   

Need for structure: The need for situation based training, adapted to specific requirements for 

different learning paths, was expressed as evident, and the effects from having a lacking 

structure and an unclear objective within the department, as prominent. Thoughts of having a 

more structured workflow, to increase both productivity and efficiency, were recurrent in 
most of the conducted interviews. One training coordinator (2017), with responsibility for 
the service unit at ABB Robotics, which was described as the most successful section in the 
department, explained their work as: “The reason for the success at the service unit is due 
to a distinct structure of the development process […] and close cooperation with product 
owners”.  

The development process at the service unit is an iterative process, which implies a 
standardized process for development, which will generate a customized training course for 
each product, created in cooperation between trainer and product owner. The training 
coordinator constructs a suggestion for training, which is sent to the product owner, who 
adjusts it, and is responsible for content provision. The training coordinator then make 
further alterations if necessary, before outsourcing the final production of the training 
product. In cases when outsourcing is not possible, the training coordinator must take 
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responsibility for the training production. By structuring all work and setting long- and short-

term goals for the department, the interviewees believes that an increased priority of internal 

training is possible. 

Lack of long- and short-term goals: The importance of defining clear long- and short-term 
goals was expressed repeatedly, as well as allowing the training product to develop 
simultaneously with the product development. It was expressed that the lack of clear 
defined goals could be the source of poor efficiency and productivity of the workflow. It was 
expressed by one of the training coordinators (2017) that the success of internal training 
may depend on an understanding of the recipients’ needs. To achieve an understanding, it 
was expressed that well defined goals and objectives must be communicated, and 
information from the training department could be communicated through internal 
marketing.  

Need for internal marketing: To achieve a more utilized training department, one training 
coordinator (2017) described an opportunity using internal marketing: “We have an 

opportunity to use internal marketing to enhance our priority in the organization”. 

It was expressed that, by expanding and utilizing the training department’s internal 
network, the exchange process could be improved, and possibilities of gaining access to 
showcase training products to the product owners would thereby increase. Internal 
marketing would bring clarity about what needs and expectations sales personnel and other 
coworkers have on training, thereby enable adoption of suitable training for specific 
purposes, according to the interviewees, who also emphasized the lack of a scientific basis 
when promoting training.  

When asked about what improvement opportunities that was most current, following 
opportunities, presented in Table 4, was most repeatedly mentioned. The numbers consider how 
many of the interviewees that mentioned and considered each opportunity.  

TABLE 4 - COMPILATION OF OPPORTUNITIES EXPRESSED BY AN INTERNAL TRAINING DEPARTMENT (OWN 
CONSTRUCTION, 2017) 

 EVALUATION NEW MEDIA  MANAGERIAL 
SUPPORT 

INTERNAL 
MARKETING 

TRAINING 
MANAGER 

1  1 1 1 

TRAINING 
COORDINATORS 

4 2 5 5 

 

From the table, it was possible to determine that the most important opportunities to consider from 
a training department perspective, were evaluation, managerial support and internal marketing.  
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4.1 CURRENT SITUATION ACCORDING TO THE RECIPIENTS OF TRAINING 

To expand the pre-study, two representatives from the recipients of training at ABB Robotics were 
interviewed. Working as sales personnel, the interviewees expressed that the need for training is of 
most relevance, and confirmed that the use of internal training has low priority. The need for 
internal training most commonly arises when hiring new employees, but also when updates or 
developments of existing products and releases of new products are launched. There is a certain 
need for understanding the customer value of a development, and further, a need of knowledge 
about value-based training in a sales situation, one account manager (2017) expressed the need as: 
“A sales person does not need to have too much knowledge about specific, technical details, but 
must learn how to add value in a sale situation”. 

Due to the limited time the sales personnel spend at the office, training must be accessible and 
time-efficient, to increase the utilization of the training products. Other than that, it is expressed 
that the recipients must understand the need of training, the purpose of training, and the incentives 
of training must be clearly expressed by managers. Through a compilation of the collected data 
from representatives for the recipients of training at ABB Robotics, the following issues were 
expressed as most urgent by both:  

Limited use of training: When asked about the need for training, the interviewees answered 
affirmatively, but when asked if they utilize existing training, both expressed that it was not 
utilized. A mentioned reason expressed by both was that the training was too time-consuming 
compared with asking coworkers for information. It takes time to find existing training, with 
the correct content, and further, the execution takes time, which enhances the limited use of 
internal training. Also, when the interviewees consider what kind of training is most relevant, it 
was determined that a thorough understanding about a product’s technical details is not of as 
much relevance as the understanding of a product’s value to the customer. Further needs, 
expressed by sales-personnel, is to have the information easily accessible in compact format for 
usage prior sales-situations.  

Currently lack of accessible and relevant training: It was expressed by both, that if training 
should be included in the sales personnel’s daily operation, it must be easily accessed and the 
content must be relevant, short and concise. A broad bank of training products provided 
through different media was determined to be of great interest, since it would also allow on-
demand training. In other words, available training which can be utilized whenever it is needed. 
Another important aspect mentioned by the interviewees was the possibility of accessing 
training in offline mode through downloads or similar. With the right, relevant content 
provided by the training department, the next challenge is to make the sales personnel 
understand the importance of training and find the right incentives to make them value the 
benefits that comes with training. One sale personnel (2017) explained it as: “We must identify 
what it means to be a ‘good sales person’ and we must find the value of training and express it”. 

No incentives for training: According to the sales personnel (2017), the incentives for 
conducting training was something that must be demanded from the management. Otherwise, 
training will continue to be of low priority, and it will be difficult to emphasize the importance 
of training. It was expressed that, for internal training to become a part of the daily operation, 
the need and purpose of training must be understood by the managers, whom have further 
leverage to implement an increased use of training.   
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5 PERCEPTIONS OF INTERNAL TRAINING 

To enable an analysis, and possible generalization, a multiple case study was performed. The 
multiple case study included interviews with training manager representatives from organizations 
within different industries. From the challenges and gaps repeatedly expressed in the pre-study, the 
multiple case study was performed using a settled framework. The framework for the interviews 
included: (i) incentives for training, (ii) determinants of training (iii) internal training approaches 
and (iv) evaluation of training. 

Ten interviews were conducted with representatives from following industries and with following 
positions. The size of the organizations was clustered according to the categorization by 
("European Commission," 2014) and is presented in Table 5. 

TABLE 5 - ORGANIZATIONAL SIZE, TABLE INSPIRED BY EUROPEAN COMMISSION (2014) 

Organization category Abbreviation Employees 
Large-sized Enterprise LE >250 
Medium-sized Enterprise ME ≤250 

Small-sized Enterprise SE ≤50 

 

Following table describe the represented industry, organizational size and the in-text title of which 
the interviewees will be referred to further in this thesis.  

TABLE 6 – COMPILATION OF THE MULTIPLE CASE STUDY INTERVIEWS (OWN CONSTRUCTION, 2017) 

IN-TEXT TITLE INDUSTRY LARGE-, MEDIUM-, 
SMALL ENTERPRISE 

TRAINING MANAGER 
 

Consulting  LE 

TRAINING CONSULTANT 
 

Software  LE 

TRAINING CONSULTANT 
 

Business development  SE 

TRAINING MANAGER 
 

Producing/Automotive LE 

TRAINING MANAGER 
 

Logistics LE 

TRAINING MANAGER  
 

Financial services LE 

TRAINING MANAGER  
 

Automation  SE 

TRAINING MANAGER  
 

Producing LE 

TRAINING MANAGER  
 

Producing LE 

TRAINING MANAGER  
 

Engineering/Consulting LE 
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5.1 INCENTIVES FOR INTERNAL TRAINING 

One training manager (2017) expressed that historically, internal training was considered as 
something that the employee had earned due to well performed work and was rewarded a 
“vacation”. Nowadays, internal training is commonly considered a continual process where most of 
the training should be performed in the employees’ every day work. It was frequently speculated 
during the multiple case study, whether the changed perception of training has depended on an 
increased need for training, due to the fast market development and the entrance of digitalization.  

The idea of implementing internal training in the daily operations was expressed as something 
desirable, but the challenges that arises when restructuring an internal training process in a large 
organization were described as prevailing. The importance of considering and communicate the 
value of training, rather than focusing on which type of training to provide its employees, were 
mentioned in all interviews. A training manager (2017) in the producing industry expressed how 
they work when determining training as follows: “We work a lot with conveying the value of 
training rather than different types of training, e.g. you need to understand how you learn and what 
is of value to you”.  

It was expressed as equally important to emphasize the purpose of training and making it easy to 
understand why a specific training activity should be performed. With accurate training material, 
which is based on the expressed needs of the employees, the incentives were believed to come 
naturally. It was however suggested by one training manager (2017) that the specific purpose for 
each training activity should be expressed in the beginning of each training session.  

The problem of finding incentives for training was a subject that divided the interviewees, where 
some expressed training as a natural part of the organizational culture and some as a problem. In 
Table 7, the current perceptions of the existence of incentives for training are compiled. 
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TABLE 7 - COMPILATION OF THE CURRENT PERCEPTION OF INCENTIVES FOR INTERNAL TRAINING (OWN 
CONSTRUCTION, 2017) 

INDUSTRY  ORG. SIZE PROBLEMS WITH 
INCENTIVES 

INCENTIVES A NATURAL 
PART OF THE 
ORGANIZATION 

CONSULTING  
 

LE X   

SOFTWARE 
 

LE  X  

BUSINESS 
DEVELOPMENT 

SE - - 

PRODUCING 
 

LE X  

LOGISTICS 
 

LE X  

FINANCIAL SERVICES 
 

LE  X 

PRODUCING 
 

LE  X 

AUTOMATION 
 

SE X  

PRODUCING 
 

LE X  

CONSULTING 
 

LE  X 

 

Some interviewees describe a work situation where training has a natural part in their daily 
operations and the incentives for training have never really been discussed, since they are 
considered obvious. In other organizations, there are no clear incentives for conducting training 
and it becomes a low priority in the daily operation. One training manager (2017) suggested that it 
could depend on the organizational culture.  

It was expressed by those with no problems with incentives that training is a natural part of the 
organization, both because of the employees that the industry attracts, but also due to the 
organizational culture. It was expressed by all representatives from these organizations that 
training is requested, in some cases demanded, by management. Due to managerial influences, 
training has become a natural part in organizations, as clear career and learning paths have been 
established for each employee and training has become a part of the employees’ performance 
appraisal. Having training as a consistent part of the performance appraisal process, was 
considered to have a positive effect on managerial influence in both organizations with and without 
issues with training incentives. The organizations that expressed issues with incentive described 
situations where management is not involved in training and expressed that to achieve change, 
managerial support is one of the most important factor to increase training incentives. 
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5.2 DETERMINANTS OF TRAINING  

Another way of providing the employees with incentive for conducting training are structured 
carrier levels and individual learning paths through which the employees can follow to advance in 
the organization. This way of applying gamification in a non-obvious way could be preferable when 
the managers want to benefit from the employee’s competitive spirit, as expressed by a training 
manager (2017) from the financial industry. Together with the manager, the employee should 
identify its individual need, and how to meet that need, through e.g. training, according to a 
personal development plan or similar. Using that plan as a basis, a customized learning path could 
be evolved with the included training necessary to meet the individual goals and ambitions. It was 
also stated that training should be a continuous process, where small doses of knowledge should be 
delegated over a longer period. Since a change in behavior takes time, it was stated by a training 
consultant (2017) in the business development industry: “Learning is not an event, it is a process”. 

One training consultant (2017), from the software industry, described its organization as being 
built on the employees’ individual development through training. As the employees learning paths 
are established in the performance appraisals, the organizations internal training courses are 
designed with paths that fits different individual development-wishes. The paths are developed 
through a gamification mindset, “the content should be fun”, and each completed training course is 
rewarded with a batch. As the whole organization is built on this mindset, it was expressed that 
they have developed an organizational culture where the incentives for conducting training comes 
naturally, thereby not considered a problem. 

Most of the interviewees mentioned a changed learning process, where training is delivered to the 
employees instead of letting the employees seek training. Although, they would also like to see a 
behavioral change, going from a “push-to-pull” attitude, where the employees request training 
instead of managers forcing them to conduct training. Training departments must consider the fact 
that every employee has individual means, and it was stated by a training manager (2017) in the 
consulting industry that: “It is our obligation to offer different types of training, since everyone 
learn in different ways”.  

Further, the interview revealed that it was considered quite easy to determine what the employees 
need to learn for different assignments within the organization. The challenge lies in transferring 
the knowledge and make the employees use the acquired knowledge and the same training 
manager (2017) expressed following statement: “Competence development is not the answer to 
everything, but the transfer of competence is key”. 

Due to the repeatedly mentioned interest in learning paths, Table 8 was constructed to show the 
difference in opinion regarding the concept of implementing training through a learning path. 

TABLE 8 – COMPILATION OF THE OPINION OF LEARNING PATHS (OWN CONSTRUCTION, 2017) 

Opinion of learning 
paths 

Important  Not considered Not interesting 

 6 3 1 
 

From the table, it was shown that most of the interviewees considered learning paths as important 
and one training consultant (2017) explained it as a necessity to consider internal training a 
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learning process, in which the involvement of individual learning paths, with different training 
approaches, operates as an important part.  

5.3 INTERNAL TRAINING APPROACHES 

One training manager (2017) mentioned the importance of performing training activities with high 
quality and accuracy to secure their competitive position on a fast-changing market. Technical 
developments enable adjustable and flexible training methods to match individual needs and it 
saves resources. Furthermore, training needs to become more available and less time-consuming. 
With easy accessed training material that can be utilized in situations that fits the individual 
employee, the incentives could, according to a training manager (2017), increase.  

During the multiple case study, several methods for training were mentioned and the most 
recurrent method are compiled in Table 9. Some interviewees mentioned training approaches that 
had been tested and are referred to as “trial basis” in the table below.  

TABLE 9 - COMPILATION OF COMMONLY USED TRAINING APPROACHES (OWN CONSTRUCTION, 2017) 

INDUSTRY ORG. 
SIZE 

CLASSROOM E-LEARNING MICRO-
LEARNING  
 

GAMIFICATION APPLICATION 

CONSULTING 
 

LE X X    

SOFTWARE 
 

LE  X X  X X  

BUSINESS 
DEVELOPMENT 

SE  X Producer   

PRODUCING  
 

LE X X    

LOGISTICS 
 

LE X X     

FINANCIAL 
SERVICES 

LE X X  Trial basis Trial basis 

AUTOMATION 
 

SE  X    

PRODUCING 
 

LE X X    

PRODUCING 
 

LE X X Trial basis Trial basis Trial basis 

CONSULTING 
 

LE X X Trial basis   

 

Many of the interviewees described the use a variety of approaches to provide training to its 
employees, which was referred to in literature as a multimedia approach. To explore the challenges 
and opportunities with different medias further, following section intends to describe the opinions 
of the approaches; e-learning, micro-learning, gamification and applications more thoroughly.  
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5.3.1 MULTIMEDIA APPROACH 

The most commonly used media for training, no matter the industry, are live classrooms with face-
to-face learning, common e-learnings and other web-based courses containing informative text, 
audio or movies. Digital training tools could be preferable when considering knowledge, but when 
considering skills, an interviewed training manager (2017) recommends physical meetings and 
practical training. It was expressed that the trainee must be provided with the possibility to 
perform training whenever there is time for it. A way to enable that is through utilization of digital 
training tools and parting training packages into smaller modules. Training must be mobile and 
preferably be available in offline mode, regardless of the media through downloads or similar, 
which was specifically expressed by a couple of training managers (2017). 

All organizations included in the multiple case study utilize e-learnings in some parts of the internal 
training. Either as a pure information distribution or as a training tool. E-learnings was considered 
a good tool for training due to its user simplicity, accessibility and its revisability. It was expressed 
that e-learning is a versatile training tool and can be used in different manners, as for example, 
through module-based training, gamification and applications. 

Module-based training were mentioned repeatedly, where a common e-learning had been divided 
into smaller units, which enabled a training process that could be adapted to the specific user. 
During the multiple case study, the concept of micro-learning was identified. The concept was 
known by most of the interviewees and has been established or tested by four. All who were known 
to the concept has a positive attitude towards the method, and all who had tried or use the method 
thought of it as an evolvement of e-learnings. 

A recurrent topic during the interviews was the perception of gamification features in internal 
training. Risks about losing the objective of internal training when producing gamification-
influenced training material were frequently mentioned. It was expressed by a training manager 
(2017) from the financial services industry that the use of gamification to increase motivation 
could, however, have a positive effect on the use of training. The concept of gamification should be 
used to increase the interest in training, rather than a way to compete with coworkers. “If 
gamification can be used to motivate one’s own learning and not to compete with others, it can be 
used successfully as a ‘trigger’ for training” (Training manager, financial service industry, 2017). 

Opinions about gamification implementation and its possibilities to motivate employees through 
“level-ups” as in games, divided the interviewees. Some asserted that every chance of competition 
between coworkers should be avoided, while other thought that the reward system within 
gamification could be beneficial when motivating internal training.  

Many mentioned applications as a convenient method to access training material and three had 
tried it. The utilization of applications was low though, as it was considered a compliment and often 
just implemented on trial basis. One interviewee described an application that was implemented on 
trial basis and was used more as a forum than a training portal that provided material.   
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5.4 THE EVALUATION OF TRAINING  

To be able to show the effects of training, most of the interviews emphasized the possibility of 
evaluating the training activities. It was recurrently mentioned that evaluation of training is the 
most difficult part of training to conduct. One method which was mentioned repeatedly when 
conducting training-evaluation was Kirkpatrick’s four-step evaluation model. A common issue with 
this method was described to be the conduction of step three and four, due to the difficulty of 
measuring change in behavior (transfer of training) and the results that comes from training. 

During the interviews, the conduction of each step of Kirkpatrick’s four-step evaluation model was 
described and the result is presented in Table 10. From the result, each step was discussed and the 
perceptions are described below.  

TABLE 10 - DESCRIPTION OF THE ORGANIZATIONAL USE OF KIRKPATRICK'S EVALUATION MODEL (OWN 
CONSTRUCTION, 2017) 

INDUSTRY 
 

ORG. SIZE REACTION LEARNING BEHAVIOR RESULTS 

CONSULTING LE Have Desired Desired Not 
considered 

SOFTWARE LE Have Have  Have Not 
Considered 

BUSINESS 
DEVELOPMENT  

SE Have Have Have Not 
Considered 

PRODUCING 
 

LE Have Have Desired Desired 

LOGISTICS LE Have Have Desired Not 
considered 

FINANCIAL SERVICES LE Have Have Have Not 
considered 

AUTOMATION SE Not 
considered 

Not 
considered 

Not 
considered 

Not 
considered 

PRODUCING 
 

LE Have Have Have Have 

PRODUCING 
 

LE Have Desired Desired Desired 

CONSULTING 
 

LE Have Have Desired Desired 

 

5.4.1 REACTION 

This part of Kirkpatrick’s four-step valuation model was the most commonly conducted according 
to the interviews done for this thesis. All interviewees described that evaluations of the reactions to 
conducted training are done on a regular basis, or at least in some of the training activities. No one 
mentioned that this was hard to implicate, but some implied that it was not always meaningful. This 
evaluation is conducted after the training activity and is used to get the trainees opinion on 
conducted trainings to possibly change and improve it for future training activities. 
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5.4.2 LEARNING 

One training manager (2017) from the consulting industry mentioned an evaluation method where 
a pre-analysis was sent out before the training was conducted. Afterwards, the same questions 
included in the pre-analysis were sent out, which showed what effect training has had on the 
employees’ knowledge. Problems about these evaluations was mentioned though, regarding the 
self-evaluation questionnaire, that the participants evaluated themselves before and after the 
training and the questionnaire results revealed a lower self-evaluation after conducted training. It 
was mentioned that this was due to a better understanding of the training topics, but emphasized 
the problem with using the questionnaire to justify training budgets. Overall in the interviews 
though, this type of before/after, level-two evaluation, was considered favorable and a good way of 
evaluating training.  

5.4.3 BEHAVIOR 

During the interviews, most of the interviewees described the importance of supervisory support to 
positively influence the behavioral change, also called transfer of training. To include the managers 
early in the training process was described as having a direct impact on transfer of training, 
acceptance of training, and overall the organizational culture. Many of the interviewees described 
that managers should be involved in whole process, and problems that have occurred when this has 
not been the case were; lack of time to conduct training, to apply training “on-the-job”, opposition 
from colleagues and managers as well as unreasonable resources for training. All interviewees 
expressed that the individual development, which includes the use of training, should be part of the 
performance appraisal where a clear path of trainings is structured and the importance of 
conducting the training courses are emphasized. To further express the importance of managerial 
support, and the importance of transferring the experiences from training to the everyday work, 
one interviewee described that if the training is not applied 1-2 days after conducted training, 70% 
of the learning will be forgotten.  

Most of the interviewees also emphasizes the importance of applying newly achieved knowledge or 
skill early in the natural working environment, after conducted training. Training designs which 
includes support to avoid so called performance barriers were described and should come from 
managers continually before, during, and after training. Some performance barriers could for 
example be lack of time and inadequate resources, which could be avoided through good leadership 
and management. It was also expressed by a couple of interviewees that if a training department 
could provide a training design that avoids these performance barriers, the incentives for 
conducting internal training could increase. All interviewees were united, however, in the question 
about not considering training as a reward, but as an opportunity to develop knowledge and skill. 
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From the interviews, following aspects presented in Table 11 were considered most important to 
support the transfer of training and avoid the performance barriers. 

TABLE 11 - COMPILATION OF ASPECTS CONSIDERED MOST IMPORTANT TO AVOID PERFORMANCE 
BARRIERS (OWN CONSTRUCTION, 2017) 

INDUSTRY ORG. 
SIZE 

MANAGERIAL 
SUPPORT 

TIME COWORKER 
SUPPORT 

TRANSFER OF 
TRAINING 

CONSULTING 
 

LE X  X   X  

SOFTWARE 
 

LE X  X    X  

BUSINESS 
DEVELOPMENT 

SE  X   X  

PRODUCING 
 

LE X  X   X  

LOGISTICS 
 

LE X    X  

FINANCIAL 
SERVICES 

LE X  X  X  X  

AUTOMATION 
 

SE X     

PRODUCING 
 

LE X  X  X  X  

PRODUCING 
 

LE X  X   X  

CONSULTING 
 

LE X    X  

 

One training manager (2017) in the logistics industry expressed that if all leaders or managers 
realize their leading role in the organization, it is possible that they will understand their need for 
training, since it is a complex role that implies both leading and coaching. With support from 
managers, the employees could feel inspired to conduct internal training. Some training manager 
(2017) expressed that there lies responsibility on managers to secure the conduction of training 
through securing the incentives. A training manager (2017) must be determined and engaged if 
they want to include internal training as a part of the daily operations. The expectations and 
demands of the employees should be clearly expressed, as well as the value conducted training 
would provide. Some of the interviewees describes that their organizations have successfully 
managed to include, and have the managers and management invested in internal training. 
However, all interviewees describe that managerial investment is one of the main success factors 
for internal training. Considering managerial support, which current perception is presented in   
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Table 12, all except one of the interviewees has or desires managerial support.  
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TABLE 12 - COMPILATION OF THE CURRENT PERCEPTION OF MANAGERIAL SUPPORT (OWN 
CONSTRUCTION, 2017) 

INDUSTRY ORG. SIZE HAS 
MANAGERIAL 
SUPPORT 

DESIRE 
MANAGERIAL 
SUPPORT 

MANAGERIAL 
SUPPORT NOT 
IMPORTANT 

CONSULTING 
 

LE  X   

SOFTWARE 
 

LE X    

BUSINESS 
DEVELOPMENT 

SE   X  

PRODUCING 
 

LE  X   

LOGISTICS 
 

LE X X   

FINANCIAL 
SERVICES 

LE X    

AUTOMATION 
 

SE  X   

PRODUCING 
 

LE X    

PRODUCING 
 

LE  X   

CONSULTING 
 

LE X  X   

 

It was repeatedly referred to training as a two-part process, where the intention is to make the 
employees both perform better. Training should provide both competence development as well as 
personal development. “Competence can be defined as the result from knowledge, will and ability, 
an increased competence would therefor lead to a change in behavior” (Training manager, financial 
service industry, 2017). 

A change in behavior was described repeatedly during the interviews, as an aspect that have a 
direct effect on the daily operations. When describing what challenges the interviewees experiences 
in their daily operation, most describe the difficulty of measuring the effects of conducted training 
at level three. Through evaluation of the change in behavior, possibilities of measuring the results of 
conducted training would arise. 

5.4.4 RESULT 

All interviewees considered an evaluation process that visualized the effects in terms of increased 
profitability as hard, due to the complexity of that evaluation process. If an evaluation of results 
should be conducted, a before and after “screenshot” of economic key figures are described as 
preferable but to claim that the positive change comes from the conducted training alone was 
described as hard since it could depend on many other reasons. However, a majority expressed that 
measurable results from training in business figures would lead to increased organizational 
incentives for utilizing training, which would simplify for management to prioritize training. There 
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were organizational effects mentioned during the conducted interviews, not just in terms of 
increased knowledge and higher productivity. The interviews reviled only one case when an 
organization has successfully managed to evaluate the results of training in terms of business 
results on a regular basis. The training manager (2017) in this producing industry mentioned 
possibilities with creating training with the aim of reducing delays, rather than simply increasing 
the employee’s knowledge. In this scenario, the result of training would be the capital saved by 
avoiding delays and could, in turn, be used to calculate the profits of conducted training or the 
return on investment. The reduction of delays would also have a positive impact on the workflow, 
which in turn could lead to improvement of other effects, like higher productivity and less stress. A 
highly competent stab of employees and a consistent workflow have shown effects on the wellbeing 
of the employees in the whole organization. The importance of securing the knowledge through the 
whole organization was emphasized and a learning influenced organizational culture will not be 
created simply by great leaders, but through a continually learning staff. “Every little helps” and the 
evaluation of training should focus on the organization in its big picture and not solely on individual 
training activities. 
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6 ANALYSIS  

In the pre-study, the most recurrently mentioned issues by the employees were:  

 Change in organizational position 

 Need for structure 

 Lack of short- and long- term goals 

 Need for internal marketing 

These issues were crosschecked with shortcomings and desires expressed by training recipients in 
the main case study, where following issues were identified: 

 Limited use of training 

 Current lack of accessible and relevant training 

 No incentives for training 

From the pre-study, one of the factors that was mentioned as an issue, was chosen not to be 
included because it could not be affected and that was a change in organizational position. It was 
deselected since it could not be affected, according to the training manager (2017). The need of 
structure and lack of short- and long- term goals were included as an overall concept of the 
analysis. 

From the result of the multiple case-study however, the most important aspects of training were 
identified using a thematic analysis which resulted in four factors: 

 Incentives 

 Training approaches 

 Measurements of the results and effects from training  

 Evaluation of training 

The factors were divided into three groups in chronological order; pre-training, during training and 
post-training, which in turn forms a loop of training shown in Figure 5 and corresponds to  
described in section 3.  

 

FIGURE 5 - THE LOOP OF TRAINING, PRESENTED IN CHRONOLOGICAL ORDER (OWN CONSTRUCTION, 2017) 

When performing the thematic analysis, the loop was considered backwards, since the empirical 
findings showed a common challenge with the evaluation process, which was expressed to be a 
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good tool to increase the incentives. From an analysis of the evaluation process, further analyzes 
about measurements, approaches and incentives were performed.  

6.1 EVALUATION  

Some of the interview objects mentioned Kirkpatrick’s four step model as a method for evaluation, 
but most the interviewees were familiar with the concept and works accordingly, not specifically, to 
all or some of the four steps. The parts of Kirkpatrick’s evaluation steps that were considered 
hardest to evaluate were step three and four and these were also the steps that were considered 
most valuable. Literature describes ways of conducting step three by; self-evaluation, supervisory-
evaluation and coworker-evaluation, conducted both before and after a training activity. For 
evaluation of the results of training, most the interviewees claim that a clear method for measuring 
the result in business figures would be preferable, but emphasizes that the effect could depend on 
several factors and not just purely on the training course.  

The challenges with conducting step three and four in Kirkpatrick’s evaluation model were 
confirmed by literature, which e.g. emphasizes the need for managerial support and conceived 
transfer of training to be considered key factors when attempting a behavioral change through 
internal training. In the multiple case study, the importance of managerial support was repeatedly 
mentioned as important and was considered a crucial factor to achieve effective training. One 
recurrently mentioned challenge was the ability to influence managers to prioritize internal 
training in their daily operation, and one suggestion was to consider internal marketing. The 
concept of internal marketing was also supported by literature, where managerial support was not 
only considered important for the conduction of training courses, but equally important to support 
the transfer of training. To achieve effects of conducted training, it was repeatedly mentioned in 
both interviews and literature that knowledge and skills acquired through training needs to be 
applied on the job shortly after the training activity.  

When evaluating the change in behavior and result from a conducted training course, it was 
described as preferable to include performance appraisals regularly over the year. These appraisals 
between the manager and the employee would have the objective of letting them evaluate the 
impact of conducted training and what desires they have on future training. Through this 
evaluation, it would be possible to construct an individual learning path with the intention of 
developing the knowledge and skill of the employee. Most of the interviewees in the multiple case 
study considered implementation of individual learning paths as important and connects it with the 
concepts of considering training as a process rather than an event. With regular performance 
appraisals, it was considered easier to support the transfer of training, enable evaluation 
opportunities and the effects from managerial support would be more prominent. The evaluation 
also intends to determine the results that were achieved from training, which could be performed 
through measurement of training. 

For the evaluation of behavior, the factor that was considered most important is managerial 
support, preferably through performance appraisals. 
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6.2 MEASUREMENT OF TRAINING  

From the study conducted by Hansson (2007), it was possible to determine that with a higher 
proportion of employees utilizing training, it gives greater incentives for organizations to analyze 
the needs of the employees. In turn, this will lead to a higher number of employees utilizing training 
and a higher number of provided training courses, i.e. higher intensity and incidence. These two 
factors are measurable organizational factors, which both contributes to increased organizational 
performance. Training must be existing and it must be relevant for it to have an impact on 
organizational performance. Considering the empirical data from the multiple case study, 
organizations which keep continuous communication with its employees about their needs and 
challenges, have more of a learning influenced organizational culture within the organization with 
employees familiar with training. 

Considering the result from the study conducted by Hansson (2007), profitability should preferably 
be measured through incidence, rather than intensity. The result implies that there is more to win 
from focusing on training each employee, than from providing several advanced and expensive 
training courses, which was also a conclusion by some of the interviewees from the multiple case 
study. It is therefore possible to say that it would be preferable for organizations to provide a 
smaller amount of non-complicated and easily accessed training courses with a content that is 
relevant to the employees. With relevant and easily accessed courses, the incentives to conduct 
training will increase, which will lead to a higher proportion of employees with the right knowledge 
and skills and money does not have to be wasted on expensive training material. Hence, the 
organization will increase its profitability and in time create a learning culture without having to 
invest unnecessary resources. Through this reasoning, it is possible to argue that training generates 
profitability and it is not only profitable organizations that can afford training. Considering the 
evaluation of training, literature as well as some of the interviewees mentioned that not all 
conducted training needs to be evaluated. This is due to the return on investment factor, where 
evaluation of all trainings will be too expensive and thereby counterproductive. 

For measurement of training, the factor that is considered most important was intensity and 
evaluation of some selected trainings  

6.3 TRAINING APPROACHES 

Most of the interviewees, from both the pre-study as well as from the multiple case study, described 
situations where time-shortage was a factor causing the low conduction rate of training. The reason 
was described as partly due to a high workload, but mainly due to a low priority in their 
organization. It was considered that to achieve a raise in priority, directions need to come from 
management. A measure to achieve a cultural change and to challenge the time-shortage could be a 
change in perception, from considering internal training as an event to an ongoing process. Most of 
the interviewees considered a changed mindset, towards process thinking, as an important aspect. 
Recurrently mentioned examples to raise the priority of internal training in organizations was to 
divide training courses and activities into smaller units delivered during a longer period, to reach a 
process-inspired training approach. Literature confirms that divided training courses does not only 
have the advantage of distributing training over time, but also that the acquired knowledge and 
skill will be more easily applicable “on-the-job”, which in turn will decrease the skill decay. The 
concept of divided training, was in the literature and empirical findings referred to as “bite sized 
training” or “micro-learning”. The advantages of micro-learning were not only described as 
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possibilities of providing shorter units of training and decrease of skill decay as mentioned above, 
but also a higher conduction rate, possibilities of constructing individual learning paths and an 
individual training pace.  

For the training approaches, the factors that was considered most important was, time and 
learning paths 

6.4 INCENTIVES FOR TRAINING  

One of the most important factors of incentives for training mentioned in both the empirical study 
and in literature, was an evaluation that shows the effects from training. An evaluation process 
would increase the incentives for management to prioritize internal training according to the 
empirical findings. With managerial support, results from both empirical findings and literature 
emphasize that it is an important factor to increase the trainee’s incentives for conducting training. 
Managers that show higher engagement in its employees’ training process, through a process 
including support and regular performance appraisals and clearly defined learning and carrier 
paths, the employees’ commitment to training would increase.  

For the incentives for training, the factor that is considered most important was evaluation, 
managerial support, preferably through performance appraisals and learning paths. 
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7 CONCLUSIONS 

When exploring the concept of internal training, no best practice was found. However, from the 
analysis, four key factors were found and three ways to meet these factors have been found for 
implementing internal training by combining empirical findings and literature, resulting in a 
conclusion. 

 

 

FIGURE 6 - THE LOOP OF TRAINING, INCLUDING IMPORTANT FACTORS FOR IMPLEMENTATION (OWN 
CONSTRUCTION, 2017) 

 

The most important factor to achieve an effective training department is managerial support. As 
management and managers are part of the pre-training phase, by providing the trainees with 
incentives for training and being a part of training approach decisions, and supporting/coaching the 
trainees during the training process, the effects of training will increase.  

Throughout the empirical study, a process-based training approach was considered best practice 
internal training, where module-based training was a repeatedly mentioned new approach. As the 
trainings are divided into parts, each bit is easier to apply on-the-job, enhancing the transfer of 
training along with the advantage of revisions. The module-based training concept also supports 
the view of having learning paths, which in turn will simplify having training as a part of 
performance appraisals.  

In the post-training phase, an evaluation method is a great tool not only to evaluate and improve 
the training activities, but also for internal marketing and gaining managerial support. Level one 
and two in the Kirkpatrick model was not considered as hard to perform and level three as the level 
to start with. Level three’s main aspect is managerial support to enhance behavior change, i.e. 
transfer of training. Self-rating as well as supervisor rating surveys should be part of this 
evaluation. For level four, a result evaluation that includes measurement of business results would 
be preferable and best practice found for this level is considering delay-decreases in the workflow. 
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8 RECOMMENDATIONS 

From the analysis and conclusions, recommendations to ABB Robotics future work with internal 
training have been developed. The recommendation contains important factors that needs to be 
addressed to achieve a higher utilization of existing training products, as well as proposed 
approaches to further develop the department’s training catalogue.  

Process-based training  

A process minded, micro-learning influenced training catalogue would lead to a much clearer 
training environment. Micro-learnings are developed as short training session, performed over a 
longer period, which in turn increases the opportunity of performing the newly acquired 
knowledge and/or skill on the job. The ability of performing what has been learned on-the-job, 
shortly after it is acquired, will increase the transfer of training and thereby increasing the 
effectiveness of training. Having the training catalogue divided into smaller parts, simplifies 
revisions and enables the opportunity for developing learning paths for each employee in 
association with managers, preferably during performance appraisals. Having training as a part of 
performance appraisals will also involve managers which in turn will increase trainee incentives 
and enable an evaluation opportunity. 

Due to an expressed perception of time-lacking in the daily operation to perform internal training, a 
process-based training would be preferable. The advantages with the approach are for example the 
ability to perform training whenever there is time and each activity can be designed to only take a 
short amount of time. 

An evaluation process  

Establishing an evaluation method is important for internal marketing, training development and 
managerial support. By utilizing Kirkpatrick’s four level evaluation method, ABB Robotics will have 
a well-known system that is easy to understand. Starting by evaluating chosen training activities 
with level 1 and 2, to be able to develop the activities further, the next step will be an evaluation of 
behavior, i.e. transfer of training. To evaluate the transfer of training, a self-evaluation as well as a 
supervisory evaluation would be a good method. For evaluation of level 4, result, best practice 
found was delay-decrease evaluation which can be applied where suitable.  

Managerial support  

The most important aspect to achieve for successful training is managerial support. Demands must 
come from management or at least from managers, and to achieve this, internal marketing, 
evaluation and a good training product are key factors. As an evaluation process is in place 
combined with process-based training with clear training paths, the department will have a product 
that is easier to market, and training can become a natural part in the organizational culture.  
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9 DISCUSSION AND SUGGESTION FOR FURTHER RESEARCH 

After conducting this thesis, discussion about the quality of the study was performed and is 
presented below together with suggestions for further research. 

Fulfillment of the aim 

According to study question 1 in this thesis, the intention was to find best practice internal training, 
but due to the inadequately developed utilization of internal training in both the main case and 
other cases from the multiple case study, only the second question was answered and presented in 
the conclusion. Through application of the concluded key factors for implementation, it is believed 
that the internal training process will be more effective and as they are applied, they will lead to 
better utilized resources. In other words, it is possible to conclude that a suggestion for 
implementing best practice internal training is presented in the conclusion, rather than findings of 
best practice internal training, which fulfils the purpose.  

Methodology evaluation 

To achieve a more credible result from the multiple case study, each case could have been extended 
with further interviews with recipients of training in each organization, as performed in the main 
case study. Due to the lack of time to conduct the study, it was determined as most efficient to only 
interview one interested party per case and in all cases, managers or coordinators for internal 
training were interviewed. Since they were considered as parties with most insight in the subject.  

The choice to keep an inductive approach, rather than an abductive or deductive, was due to the 
complexity and width of the investigated subject. Since there was a limited understanding about the 
concept initially, there was a risk of determining the purpose and focus of the study too early, 
before the gathering of empirical findings. Through the empirical study, it was possible to 
determine which topics in the subject of internal training that was of most importance to the 
producers and recipients in different industries and hence determine the focus of the study. 
However, it is possible to discuss whether the study has an inductive or abductive approach, since 
literature have been used to confirm or explore recurrently mentioned topics along the conduction 
of the empirical study. From literature, it was determined that no study can be purely inductive, nor 
deductive, and since the study was led by empirical findings, it was determined as prominently 
inductive.  

Generalizability  

From the conduction of the study, and findings from both interviews and literature, it is possible to 
determine that internal training plays a more significant role in organizations today than before. 
The development of technology solutions and digitalization, have led to decreased significance of 
geographical distances and hence increased the role of internal training to assure the 
organizational competitiveness. However, even if the importance of internal training is known and 
considered, it has shown during the conduction of the multiple case study that implementation of 
such activities was hard to motivate management and perform in daily operations. This study 
contributes to highlighting these issues and presents suggestions to meet the same.  
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Suggestion for further research 

To find best practice internal training, further research needs to be performed. In this thesis, 
suggestions of important factors for implementation of internal training are presented. Further 
studies should contain more influences of behavioral science and pedagogical perspectives to 
increase the quality of training courses and thereby finding best practice internal training. 
Managerial support, process-based training and evaluations are necessary factors to support 
training rather than suggestions for how to conduct training. 

From the empirical study, the organizational size was noted and included in tables. Since the 
intention was to find cases similar to the main case, most included cases were categorized as large 
enterprises. In further studies, the impact on internal training could be analyzed from an 
organizational size perspective.   
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A T T A C H M E N T  1  –  I N T E R V I E W  G U I D E  

Background 
Describe your current position and work assignment 
 
Over the years, how has internal training developed in your organization? 
 
How has the view on training changed/not changed?  
  

Framework  
How is internal training utilized today? How much effort does your organization invest in training? 
 The target group for training 
 Incentives for training 
 Acceptance of training 
 Training approaches 
 Evaluation 
 
How do you identify the need for new training and how is it developed? 
 
What effects have training had on your organization? 
 
Feedback from training? 
 
How do you handle skill decay? 
 
Results of training? 
 Profitability  
 Efficiency 
 
Most important factors regarding training? 
 
New training approaches? 
 
Is there anything of importance that you want to share, which we have not brought up in our 
questions?  


