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Abstract 
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Today’s dynamic world and globalization brought constant changes for organizations to 

perform their activities.  These continued needs for individual and organizational 

development can be traced to numerous demands, competitiveness, increased productivity 

and employees’ development.   The first thing that comes in the minds of the management is 

productivity.  That’s why management of any firm is so focused to improving their 

employees’ productivity.  Training is one of the most pervasive methods for enhancing the 

productivity of individuals and communicating organizational goals to new personnel.   

The focus of this study is on on-the-job Training (OJT) of employees.  How OJT training 

program is being executed in the Swedish manufacturing firm Alfa Laval in Ronneby and 

what are the effects of OJT have on the productivity of employees at that Swedish firm 

under the lights of literature review.  Literature about OJT suggests that different authors 

perceive OJT has its effects on employees’; performance, productivity in terms of units 

produced or increases in sales and increase in wages.  Literature also highlights steps for the 

conducting OJT programs i.e. needs assessment, planning, developing, execution and 

evaluation.  

The analysis of the case study show that OJT program is executed within Alfa Laval as 

depicted in the literature review.  While the analysis of first research question show different 

results from the literature review.  Though OJT has effect on the wages of employees at Alfa 

Laval but at the same time the management of the Alfa Laval sees productivity from 

different angle.   The management perceives productivity as operational efficiency, low 

stress level of workers during job, product quality, maintenance reduction of machines. 

 



4 
 

Table of Contents 
INTRODUCTION ………………………………………………....................................................….……………………7 

CHAPTER 1: History of On-the-Job training ………………………………………….………………………..…………..10 

1.1 History of On-the-Job training …………………………………….……..................…………..…..10 

 1.1.1 International influence On-the-job Training……..………….……………..……..……..11 

1.2 European Social Fund……………..………………………………………………….……………….…..….13 

 1.2.1 Sweden’s Priorities for ESF 2007-2013…………………………….………….………..…..14 

1.3 History employees’ training in Swedish context….………………………..……..………………15 

 1.3.1 Vocational Training in Sweden ………………….………………………………………..…....16 

1.3.2 Incentives on on-the-job training in Sweden……..………………………..........…….17 

CHAPTER 2: Literature Review ………………….……………………………………….………………………..…………..19 

2.1 Effects of on-the-job training on wages and employability…………..……..………………19 

2.2 Effect of on-the-job training on productivity…………………………………………....…………21 

2.3 Conducting on-the-job training program…………………..…………………………….………….24 

2.4 Assessing on-the-job training needs ……………………………….………………………………….25 

2.5 Barriers to OJT ………………………………………..…………………………………………………………28 

CHAPTER 3: Case Study (Alfa Laval)……………….……………………………………………..…………………………30 

 3.1 Introduction to Alfa Laval Group………...…………………………………………………….………30 

 3.2 History of Alfa Laval Group Ronneby…………………………………………..…….……………...32 

 3.3 Alfa Laval Ronneby manufacturing unit ………………………………………...………………….33 

 3.4 Production Process at Alfa Laval (BHES)……………………..…………………….……….........34 

 3.5 On-the-job training in Alfa Laval……………………………………………………..……..............35 

 3.6 Analysis ……………………………………………………………………………………………..……..........36 

Conclusion……………………….…………………………………………………………………...…...…………..40 

REFERENCES ……………………………………..…………………………………………………………….….…...…………..42 

 

 



5 
 

LIST OF FIGURES 

Figure 3.1 Structure of Alfa Laval group.………………………..……………………....…………………………31 

Figure 3.2 Structure of Alfa Laval Ronneby ……………………………………….……………..……………….33 

Table 3.1  Training Bonus for workers……….……………………………………..……..………………………..37 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



6 
 

Introduction 

Today’s dynamic business world and globalization brought constant changes for 

organizations.  The impact of globalization and changing technologies made organizations to 

adopt innovative methods. This impact directly on the continued needs for a tied connection 

between individual professional education and organizational development. Professional 

education can be traced to numerous demands, including maintaining competitively in the 

marketplace, increasing productivity and enhancing employee skills and knowledge. Training 

is one of the most pervasive methods for enhancing the productivity of individuals and 

communicating organizational goals to new personnel (Arthur et al., 2003). 

One of the first thing management concerned with is productivity. Therefore the problem of 

organization regarding employees is also a matter that concerns the production process. The 

management’s focused interest is on the improvement of employees’ productivity in the 

areas that are keys to the development of the company. One can assume safely that every 

organization wants to have the best return from their employees’ production output. The 

huge investment by employers in new work processes and technology expect workers to 

produce error-free output. Theoretically, the employer wants from their workers to try to 

produce maximum output with minimum level of input. Practically, there is more need for 

“on-the-job training” in organizations than before even though competitive pressures put 

constrains on training budgets (Liu and Batt, 2005). Due to increased international 

competition, technological change, and high customer expectations, requires improving 

skills of the workers for the achievement of desired goals (Cappelli et al., 1997). 

One of the key meeting points between managerial concern for smooth production 

scheduling and employee’s productivity is to be found in “on-the-job training”. Therefore 

On-the-job training is one of the oldest forms of training to make employees able to perform 

change on how to perform their jobs through guided as well as self-education.  OJT has its 

roots in the apprentice systems of ancient cultures. But in the industrial domain, it has its 

own history of instructional methodologies.  Though OJT is rather an old method of 

employee training, but it is still very much of used among organizations where the 

development of employee skills at workplaces is a key to the production process.  On this 

account, it covers all manufacturing processes. Today OJT is often associated with training in 
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the crafts demanding high or continuous technical skill.  On-the-job training is used to train 

both novice and experienced employees in organizations (Piskurich et al., 2000). 

During the last three decades, there have been much technological changes and new 

innovations happened in the production processes and, thereof in the organization of work. 

The skills of workers become obsolete more rapidly than before. Then both workers and 

employers find it better to invest in “on-the-site training” in order to match the specific 

requirements of production goals. Due to technological changes, the management of the 

organizations has to invest in human capital. Technological changes bring also uncertainty in 

the organizations concerning providing on-the-job training to their workers (Bartel and 

Sicherman, 1998).  

The purpose of this study is to understand the effects of employer-provided training (OJT) on 

employees’ productivity. It will enable us to observe the impact of on-the-job training on 

employees’ productivity. According to Black and Lynch (2001) investment in human capital is 

becoming an important issue for management in organization. Employers want to invest on 

employees’ training but they fear unpredictable results. They have little means to verify if 

the investment on training will be fruitful or not.  In this work, we will review what are on-

the-job training and employees’ productivity. It supposes to consider a large quantity of OJT 

literature and empirical studies regarding its impact on employees’ productivity.  From the 

literature review we have found that many authors have written about to measuring the 

effect of employer-provided training on productivity using firm-level data.  (Barrett, 1999; 

Holzer et al. 1993; Black and Lynch, 1996).  According to Barrett and O’Conell (1999) the 

researchers’ difficulties come from the lack of reliable/complete data.  

In this thesis, the case study provides the information and the use of existing data necessary 

to assess the impact of on-the-job training provided by the employer on employees’ 

productivity. Therefore the objective of this study is also to see how on-the-job training 

takes place in the industrial context of manufacturing in Sweden.  A case study of a firm (Alfa 

Laval) presents a manufacturing example of on-the-job training program and observes the 

impact on employees’ productivity; has been done to understand how OJT has impact on 

employees’ productivity.  

It seeks to answer them by focusing on the execution of on-the-job training and sees the 

impact of on-the-job training on employees’ productivity at Alfa Laval Heat Exchangers. Case 
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study has been done to understand practical case of employer-provided on-the-job training 

in a firm for achieving increasing employees’ productivity.  

The analysis is made of a combination of materials. It starts with a literature review was 

carried out to completely understand the execution of on-the-job training program and 

resulting impact on employees’ productivity.  Then, the case study allows perceiving the 

effects of on the job training on employees’ productivity. The study of Alfa Laval 

manufacturing allows to understand practically, how the plant’s management perceives the 

conducting the on-the-job training and its impacts on employees’ productivity. Analysis 

showed in Alfa Laval that employees’ productivity is considered very important regarding 

their production process. It has an impact on following dimensions which are considered as 

productive e.g. operational efficiency, low stress level, product quality, maintenance 

reduction of machineries and increase in employee’ wages. Secondly, on-the-job training 

conducted by a trainer to educate the employees about how to work on different machines 

that is used in the production of their products.   But there were some shortcomings in the 

economic evaluation of the productivity of on-the-job employees since the company was 

reluctant to provide any quantitative evaluation of their on-the-job training program.   
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Chapter 1: History of On-the-job Training 

On-the-job Training 

Training is important to improve employees’ skills, knowledge and ability to do more 

complex tasks or complete tasks better and faster. Because during the training, the trainees 

are able to learn new and important things, which they were not using as before for the 

completion of their tasks. Organizations consider training a very important factor for the 

production and innovation of their production lines. Organizations’ interest is to control the 

quality of their products. One way to achieve this goal is pay special attention to the training 

of their workforce (Laplagne et al., 1999).  

If we look at the literature on on-the-job training, different authors and researchers have 

defined OJT.  Here we will use the definition of DeJong (1997). 

DeJong has defined (1997: 449) on-the-job training in following words; ‘On-the-job training 

can be defined as the enhancement of job competence acquisition, involving one or more of 

the following elements: (I) the actual work processes, (ii) the physical work environment, 

and (iii) the social work environment’.   

There is further classification of on-the-job training: un-structured and structured on-the-job 

training (Rothwell, 1994:1).  The first category of on-the-job training is a “shadowing” or 

“sink or swim” approach in which one employee follows another around, in hopes of the 

“trainee” learning what the “trainer” is doing. This type of unstructured on-the-job training 

is an “approach in which learners ‘thrown into’ the work,” and the training “is based on daily 

work events rather than the learner/ worker needs” (Rothwell, 1997; cited in Galindo, 

1999:22).  The second category is structured on-the-job training.  Structured on-the-job 

training is defined as “planned on-the-job training that occurs on the job and in real time.  It 

is based on a job breakdown so that work requirements are systematically reviewed with 

newcomers (newly-hired workers or those who are new to a position or work duty) based on 

effective principles of instruction rather than the logic of the subject matter or the 

convenience or availability of the trainer” (Rothwell, 1997; cited in Galindo, 1999:22). 

 OJT provides employees/trainees both general skills which are transferable from one job to 

another and specific skills as well that are unique to a particular job these skills are non-

transferable (Barron et al., 1997).    
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1.1 History of On-the-job training 

On-the-job training is one of the oldest forms of training.  It has its roots in the apprentice 

systems of ancient cultures.  This provides OJT a distinguished history among industrial 

methodologies (Piskurich, et al., 2000: 121).  Kjellberg et al (1998) state the history of 

training and development in Sweden.  They state that Sweden was not developed as it is 

now. After 1875 manufacturing needs expanded rapidly. A new infrastructure was 

developed and a number of successful manufacturing companies were established.  These 

changing trends in Swedish economy and increased manufacturing firms created the need 

for more skilled labor.  To fulfill the needs of skilled labor Swedish government put their 

attention to educate and train the Swedish people.  Swedish government has decided with 

the help of regional vocational training centers to provide technical and professional 

education to those who are not studying, jobless, immigrants and female vocational 

education (Kjellberg et al., 1998). Forslund et al (1994) say that the government of the 

Sweden invests a lot of money for the development of its labor market through different 

programs.  These programs include extensive job training of employees, public sector relief 

work and recruitment etc... 

1.1.1 International Influence on on-the-job Training 

History shows (Kucera, 2007) that Japanese production and management techniques had a 

large influence in the American workplace during 1980s and 1990s.  Increased use of 

statistical control techniques and quality circles was the one element of this influence, which 

required more sophisticated on-the-job training for production workers.  Firms like Victor 

Products Division of the Dana Corporation, the First Chicago Corporation, Nestle Foods Corp 

and Motorola Inc. are examples of using on-the-job training to provide their employees basic 

skills and production skills to be performed on the job.   

Many commentators (Limprecht et all 1982 cited in Bishop H. J 1989; Kucera, 2007) on the 

issue of training have argued that supporting employer sponsored training is an important 

part of any nation’s competitiveness.  They argued that American employers devoted less 

time to train their employees.  They (US firms) rely mainly on the formal management 

training rather focusing on on-the-job training. On the other hand, Japanese managers often 

begin their careers by doing production work (i.e. OJT) themselves. They are trained by being 

rotated through a broad range of firm’s operations. Until they become top-level managers, 
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they have acquired an understanding of the skills and demands of the production process. 

They are sensitive to the needs and the effect of the production worker on the whole chain 

of production and the performance of the company itself (Kucera, 2007).  There is less 

training in the US, than in Germany or Japan (Limprecht et all 1982 cited in Bishop H. J 1989).  

 “If the Germans had any secret weapon in the post-1973 economic difficulties, it is the 

technical competence of their work force, which is in turn the product of their 

apprenticeship system” (Limprecht et all 1982 cited in Bishop H. J 1989:1).  In the same kind 

of remarks, Yutaka Kosai, President, Japan Center for Economic Research, 1989 said:  “I think 

that the Japanese education system is not very good. Employer training is much more 

effective” (Kosai, Y, (1989) cited in T John H. Bishop, 1989:1). 

Apart from this, Forslund et al., (1994) state that expenditures of the Swedish government 

for the development of its labor market are too high.   To become a competitive labor 

market in the region Sweden spends its 3% of the Gross National Product (GNP). It is more 

compared to Germany 2% and the USA with only .05% of their GNPs. 

Joint Training Programs (JTP) 

 In United States during 1980s and 1990s due to the rapid change in the US manufacturing 

“industry joint union-management” training programs were introduced.  These programs 

were in the automotive, communications, steel and constructions industries.   These joint 

training programs offer general worker education and as well on-the-job training.  In JTP 

workers are required to perform a greater number of tasks than with traditional mass 

production techniques. Unlike the German government U.S. government took huge interest 

on on-the-job of workers to fulfill the requirements of increased manufacturing industries’ 

labour force. In 1972 the U.S. Department of Labor allocated a grant to the International 

Union of Operating Engineers to establish a joint training program with institutions of higher 

education.  These programs typically give college credits to apprentices engaged in on-the-

job training, and these apprentices enroll in college courses for related education (Kucera, 

2007).   
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1.2 European Social Fund (ESF) 

In Europe, Sweden belongs to the European Social Fund (Thunberg, 2008). It was created in 

1957, through ESF ‘the European Union’s main tool to help both young and older workers 

and job seekers’ (Thunberg, 2008). 

The objective of this fund is to support employment and provide help regarding finding jobs, 

providing training for the enhancement of their skills and knowledge.  The aim of this 

program within the Sweden is “to build more adaptable workforce that is open to learning 

the new skills needed to keep Sweden’s high-technology industries at the forefront of world 

markets” (ESF: website, n.d.).  In addition, this program provides the opportunities to learn 

newly adaptive and changing technologies and methods of performing jobs to those who are 

young, people on sick leave and even to those who are currently outside the labor market 

and are immigrants(ESF: website, n.d.).  

EU has devised five priorities1 of ESF funding, which are depicted below: 

1. Helping workers and enterprises adapt to changing circumstances in the economy 

2. Enhancing access to employment and participation in the workforce 

3. Improving training and skills, both for individuals, and through better education and 

training systems 

4. Promoting partnerships between actors such as employer, trade unions and non-

governmental organizations, for reform in the fields of employment and inclusion in 

the labour market 

5. Reinforcing the social inclusion of disadvantaged people and combating 

discrimination in the labour market (ESF: website, n.d.).  

 

 

                                                           
1
 EU has set a list of priorities for spending the funds provided by ESF to each member state and regions.  Under 

the light of these priorities each member state has developed its own ESF Operational Programs in order to 

respond to its real needs.  EU has planned to spend over 10 billion euro in the form of ESF from 2007-2013 per 

year across all member states. 
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1.2.1 The Swedish ESF Council 

The Swedish ESF Council is the authority responsible for the implementation of the Social 

Fund (2007-2013) in Sweden (Thunberg, 2008).  The purpose of this Council is to contribute 

towards increased employment and growth of Swedish people by strengthening their 

positions in their working life.  The council has a central office in Stockholm and 8 regional 

offices in Luleå, Östersund, Gälve, Stockholm, Örebro, Göteborg, Jönköping and Malmö in 

the administrative provinces of Sweden. The regional partners conduct programs with the 

collaboration of representatives of the labour market.  This helps regional partners to 

influence, monitor and to enhance the effects of the program.    The regional partnership 

participates for developing regional plans, the implementation of these plans and in the end 

evaluation of accomplished work. Apart from the regional partners there are partners at 

national level as well.  Partners at national level are; organizations of the labour market, 

public authorities and other interested social partners.  They all are the part of the 

Monitoring Committee.  The task of the Committee is to support regional partners, provide 

them information, facilities and the approval of regional plans.  The Committee also 

assesses the programs implemented by different regional partners (Thunberg, 2008).   

 Sweden’s Priorities for ESF 2007-2013 

Sweden has set up some comprehensive national priorities and policies.  The Swedish ESF 

Council is responsible to achieve these priorities.  These priorities are the part of the ESF 

2007-2013 program in the areas of employment, education and training’ (ESF: website, n.d.).  

The Council will spend the funds provided by the ESF.  These funds will be spent for the 

training of employees to gain the skills needed on the labor market, to bring more people 

into work, people who are facing difficulties in finding jobs and helping young people into 

the workforce.  Around 300,000 people will benefit from these funds within Sweden from 

2007-2013 (ESF: website, n.d.). There are two priorities in the Swedish ESF Operational 

Program i.e. skills supply and increased labor supply. 

Swedish government will focus as first priority on employees and entrepreneurs.  Both in the 

public and private sectors and the social economy.  “Support will be offered to develop 

relevant skills, comprising a careful analysis of needs followed by appropriate training” (ESF: 

website, n.d.).  This will help employees’ to improve the adaptability and employability.  It 
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also allows workers to meet new challenges and a changing environment.  In addition, the 

program will also focus “at preventing long-term sickness leave and combating 

discrimination in getting and advancing in a job (ESF: website, n.d.).  

The second priority is to focus on the people who are not working currently or are outside 

the labor market.  This mainly will focus on young and immigrants (ESF: website, n.d.).  

1.3 History of employees’ training in Swedish context  

Geers (1986) a Swedish training consultant reminds, in his article “Labour Market Training in 

Sweden-A Reflection of Swedish Society” that the origin of the training in Swedish labor 

market starts immediately after the Second World War. It increased considerably until 1958.  

It rapidly expanded during the second half of the 60s.  In 1964 the number of employees 

who completed their training was 40,000. The figure triples by 1972 with 143,000 employees 

completing their training.  After a period of short fall in the number of trainees a sudden rise 

was seen in the statistics of the labor market’s number of people who completed their 

training during the period of 1973-1976.  The rapid increase in the number of trainees was 

due to state training subsidies provided to the corporations in order to jugulate 

unemployment in the country.  For example, in 1977, these incentives brought a 245,000 

people to take training. In subsequent years this trend declined. For example, in 1983 

employees completed training were 128, 313.   

According to Geers (1986), initially refugees and handicapped/disabled persons were the 

major part of the trained people. But when training incentives introduced, training was 

extended to anyone that needs which was not the case before within the Swedish society.  

The vocational training in Sweden encompasses training of; in-plant training, in-plant 

training to avoid lay-offs, other labor market training, temporary job training, community 

enterprises training, assessment of capacity and work training etc…  

Geers (1986) states that, economic growth of Sweden brought changes in the training needs 

of the employees to gain knowledge about the technicalities of the jobs and to become 

better skilled labor force.  In 1975 a law was passed in Sweden for the purposes of labor 

market oriented vocational training with three goals; (i) stabilization: that the vocational 

training will overcome the problems of unemployment and make easier for firms to find 

skilled labor force (ii) Distribution of means: that vocational training shall contribute to 
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create equal opportunities to various groups of workers and (iii) economic growth: with 

respect to social aspects covered by first two aims, vocational training must meet the 

demands for better skilled labor.  The third aim of the labor law proposed that many years 

ago in-plant training i.e. on-the-job training was used to overcome the increased lack of 

skilled workers since as Geers (1986: 25) said “that would have put the firms’ production at 

risk”.  These goals of productivity were confirmed in the 1984 budget legislation. 

Kjellberg et al., (1998: 212) state, while commenting on the current and future situation of 

the Sweden with respect to training and development of Swedish workforce, that learning 

and training has significantly changed in terms of thinking and concepts as well.  Now in-

company training, or learning at work is pointed out as the main area for learning.  They 

concluded that with respect to adult education and training, a strategic shift took place. That 

includes; (i) educational approach will be replaced by learning approach; (ii) funding for 

training has been transferred from public to private; (iii) school system has been changed 

from formal to informal especially in terms of in-company training and learning.   

Kjellberg et al., (1998) claimed that in future like other northern European countries, 

employment patterns in Sweden will change. Older people will be educated and trained 

specially in relation to declining manufacturing sector. The changing trends of employment 

show that young Swedish generation seem to be better prepared for service and knowledge-

based work in an international context.  Depending on the organizational structure and 

businesses; employees, employers and companies as well will require several kinds of 

competences in the future (Kjellberg et al., 1998).  

1.3.1 Vocational Training in Sweden 

Until December, 1985 there were two national bodies in Sweden, responsible for the 

vocational of the people in Sweden (Geers, 1986:25).  These two bodies are: the Labour 

Market Board (Arbetsförmedlingen) works under the Ministry of Employment, and a 

department of Board of Education that works under the Ministry of Education.    

The Labour Market Board (AMS) performs its functions with the help of its local job centers.  

These job centers select and decide who is eligible for training. They work to coordinate 

between the offer of skills and the demand of skills needed.  It further decides about the 



16 
 

training grants to the trainees and, theoretically, helps employees to find their relevant jobs 

once they complete their training.   

On the other hand the Sö is responsible for conducting the vocational training. It 

concentrates on the administrative, educational, technical and financial management for the 

courses, needed for vocational training.     

In January 1986, a new organizational structure was created and Labour Market Board 

separated from the National Labour Market Board and the National Board of Education. The 

new organization was created to enhance flexibility, make better use of resources and to 

achieve decentralization of the organization.  The decentralized structure of Labour Market 

Board provided a commissioned authority in each county of Sweden. Each of them is headed 

by a board.  The local authority also supports the ESF Council to spend the funds for the 

development of Swedish workforce.  The board includes both representatives of both the 

employers and the trade unions.    

1.3.2 Incentives on on-the-job training in Sweden 

Employers have to provide their employees training facilities, training materials, time for 

training session, times for arrangements with outsider trainers.  It is an added cost for an 

employer while providing in-plant training (OJT) to his/her employees.  For this purpose, the 

Swedish government gives incentives to the employers to keep providing on-the-job training 

to their employees according to their needs.  Each employer receives subsidies from 

government for giving in-house training e.g. (Geers, 1986:26) “maximum SEK 35 per trainee 

per hour for a period up to but not more than six months”.  These incentives make 

employers to keep up to date their organizations with new developments in industry which 

is also an incentive for the government that the labor force of the country seeks new 

technologies with the changing trends of the world.      

Kjellberg et al. (1998) state since 1970s training and development of employees in Sweden 

has considerably increased.  Three different government commissions (1977; 1983; 1991) 

mainly focused on the participation and distribution of training and development among 

different vocational groups in terms of sex, age and educational background.  They state that 

the volume of in-company training has been significantly increased from 1993 to 1994. They 

used the data from Cranet-E survey (1995) in their study, that show the Swedish 
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organizations invest more than other European standards in training and development of 

their work force. “More than 4% of the total salary sum is used for the development and 

training of the employees by the Swedish organizations.  This amount has increased rapidly 

during last decade and surprisingly the increase in the on-the-job training is more than 70% 

which is also more from all types of training provided in Swedish organizations” (Kjellberg et 

al., 1998: 211).   According to the survey of Cranet on average a Swedish employee spends 

2.6 percent of his/her working hours in training.  

On-the-job training is still used today. In fact, it is probably the most popular method of 

training because at its minimal level it requires only a person who knows how to do the task, 

and the tools the person uses to do the task. The company doesn't have to arrange for 

special training other than to assign an experienced worker to train an inexperienced one 

(Sleight, 1993).  
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Chapter 2: Literature Review 

 Many studies resulted that on-the-job training has its impact on different factors.  These 

factors are; wages, performance, employability, and productivity.   In this chapter we will 

discuss the impact of OJT on different dimensions.    

2.1 Effects of on-the-job training on wages and employability  

Regnér (2002) did his research to find out the effects of on-the-job training on the wages of 

employees in Sweden.  He states that most of the studies done in this area are from US data 

(Brown, 1989; Lynch, 1992; Lillard and Tan, 1992; Levine, 1993; Bartel, 1995; Krueger and 

Rouse, 1998). He finds a significant positive relationship between formal and informal OJT 

and wages.  While on the other hand he states that studies to see the effects of OJT on 

wages outside US are few. For example Barth (1997; cited in Regnér 2002) conducted his 

research on a small sample of Norwegian private sector employees to see the impact of OJT 

on wages of these employees. Goux and Maurin (2000; cited in Regnér, 2002) find the same 

effects on wages of French employees.  Both studies showed positive wage affects of OJT 

same as the case with US employees.  In his study Regnér (2002) used to find out the effects 

of training on employees wages, he followed the Becker’s (1964) Human Capital Theory. In 

his study Regnér (2002) investigates the effects of two types of OJT i.e. general and specific 

on wages.  According to Regnér (2002: 327), employees who receive specific OJT few of 

them change their jobs. They stay longer with the same employer who provides them 

training and vice versa those who receive general OJT.  The results of Regnér’s (2002) study 

show that OJT has large positive effects on individual wages in Sweden”.  Apart from the 

results of Regnér (2002) study, Forslund et al. (1994) state that job training programs have 

small effects on wages in Sweden. 

Bartel (1995) in her study in a large manufacturing organization examines the relationships 

between formal on-the-job training and wages and performance.  She used the personnel 

records of that firm covering a five years period from 1986-90. It deals with all employees 

from all the departments of the manufacturing firm.  The company offers a wide range of 

training programs for its employees to keep up to date its work force within the company.  

These training programs are conducted with the help of training courses; (i) Core Program: 

the program contains courses designed for individual employees whose job involve 
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supervising other employee(s), course includes how to; evaluate and improve employee 

performance, effectively manage time, be an effective leader and implement change.  (ii) 

Corporate Employee Development course that includes; learning problem solving skills, 

decision making, written and oral communication, job improvement and time management.  

(iii) Computer related skills.  All training programs offered on a full-day or half-day basis.  

Analysis of Bartel’s study show that firm provided “formal training does indeed increase 

wage growth and job performance, even when selection bias in assignment to training 

programs is eliminated”( Bartel, 1995: 424).    

Wholey  (1990) in his article “The Effects of Formal and Informal Training on the Tenure and 

Mobility” analyzed the effects of employer provided formal and informal OJT on job tenure 

and mobility of male and female workers.  To test the results of his study he selected a 

sample of male and female workers, male supervisors and managers.  He drew up three 

hypotheses to test the effectiveness of formal and informal OJT on job tenure and mobility 

of workers.  For this purpose he gathered data for his study from 140 large manufacturing 

firms, each firm employed more than 2,000 employees, 52 (37%) of these firms provided 

relevant data for this study.  In total 4,567 employees were responded.   

Wholey (1990) says, formal and informal OJT to employee may also affect the mobility of the 

employee within the firm. Employers use mobility as a component in formal OJT. It 

motivates employees to informally train other employees.  He says that formal OJT is 

important at all levels in the firm to preparing employees to move into tasks and jobs. He 

states his arguments by referring to previous studies (Weber 1978; Williamson et al. 1975; 

cited in Wholey, 1990: 39) saying that “informal OJT is positively associated with employee 

mobility”.  Employer entices employees by offering them job promotions and other benefits 

i.e. job security to informally train the other employees who are unskilled or less skilled in 

the firm to enhance their productivity skills.  His study is based on two studies mentioned 

above.  Williamson et al., (1975; cited in Wholey, 1990: 37) state that formal OJT is positively 

associated with employee mobility, while on the other hand informal OJT positively affects 

employee security.   

He concluded, results support the formal OJT arguments of Williamson et al., (1975 cited in 

Wholey, 1990). But in case of informal OJT training, results of his study don’t support the 

arguments.  He stated that formal OJT positively affects employee tenure in the firm from 
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where they got training. But informal OJT has its effects only on male managers.  Because 

informal OJT is less apparent and salient to employers than is formal.  Secondly “it implies 

that managers, would be least likely to have a relationship between informal OJT and 

security.  The fact that the only effect for informal OJT across categories was positive and on 

managerial firm tenure belies this argument” of Williamson et al., (Wholey, 1990:18).   

2.2 Effect of on-the-job Training on productivity 

Let us now review the studies showing that OJT training has an impact on the productivity of 

employees and organizations. It will bring us to consider OJT in relation to the number of 

units produced, increase in profits, increase in the skills of the employees or increase in the 

knowledge for doing jobs.   

In terms of the theory on employer-sponsored training (OJT), Becker (1962) in his book 

‘Investment in Human Capital’ states that firm behavior theories have ignored the 

productive process on employee productivity.  He says that ‘many workers increase their 

productivity by learning new skills and perfecting old ones while on the job’ (Becker, 

1962:17).  So according to Becker, on-the-job training has significantly affected employee 

productivity. Individual productivity can be increased or at least enables employees to bring 

perfection towards their jobs through OJT.  Becker asserts that employers invest in their 

employees’ on-the-job training with the expectation that upgrading their employees’ skills 

will contribute to the firm’s productivity, quality of its products, and competitiveness. 

(Becker, 1962) 

John (2003) claims that the training function is becoming an increasing part of organizational 

and individual employee’s success. There is no organization’s size limit for providing training 

in order to improve their employees’ productivity. Even in the large organization, the 

production process is continuously changing demanding more “on the job training”.  It is also 

required for smaller, more traditional organization (John, 2003). 

Wilson (2005) states the skills that are directly related to the job and are learned in the 

workplace are assimilated faster, retained longer, and result in greater productivity than 

those learned in the classroom. “One-on-one instruction” or “on-job-training” can be a 

powerful training tool if used correctly (Wilson, 2005). 
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According to Arthur et al. (2003) training is one of the most important methods for 

enhancing employees’ productivity. The constant need for individual and organizational 

development can be traced to many important demands, including maintaining superiority 

in the competitive marketplace, improving employee skills and knowledge, and increasing 

productivity. (Arthur et al., 2003). 

Many studies are on the productivity of employees having been done in the United States; 

they have seen impact of human-capital- investment on productivity. Black et al. (1996) can 

provide education and training for maximizing the employees’ productivity. In their study 

the authors examined the relationship between training and productivity.  The results of 

their study show that the off-the-job training has a positive impact on employee productivity 

for manufacturing firms.  While for non manufacturing firms OJT has positive impact.  An 

investment in human capital for the development of the employees’ productivity has much 

effect on organization success in the competitive market 

Bryan (2006: 635) seems to confirm Black’s et al. (1986) study saying that “Evidence from 

the field of labor economics suggests a positive relationship between training and firm 

productivity”. Why should firm give training to their employees? There are lots of reasons. 

From a macro perspective, the accumulation of human capital drives economic growth. 

From the micro level perspective, the human capital of employees is considered to 

participate to sustained competitive advantage.  Lin, Z, et al., (2003) argue that the 

acquisition of training by employees and providing training by employers usually follow 

some benefits. The employers provide training to their employees for the sake of improving 

employees’ productivity. The employees get training for getting some skills and incentives.  

But the firms have much interest to provide training than their employees. Since they may 

expect increases in the productivity of workers, it may increase in their wages.  Wholey 

(1990) says that “As employees perform jobs they make idiosyncratic adjustments that 

increase productivity”.     

Sepulveda (2005) in his research investigated the role of formal training programs in 

productivity growth. He conducted research on US manufacturing industries from 1988 to 

1997 to investigate the effects of formal training OJT on productivity.  He claimed that many 

studies have been conducted to find out the effects of the formal training programs on 

workers’ future wages. But there is very few evidence that training has any effects on firm or 



22 
 

industry level performance in terms of productivity or profits.  He argued that small 

literature based on US firms’ data show productivity effects of training with very limited 

success.  He validated his arguments by saying that some researchers (Bartel, 1994; Black 

and Lynch, 1995) found that training has no distinct effects on labor productivity. Only firms 

that implemented new training programs have a significant effect of that training on the 

productivity of their employees. 

On the other hand he also pointed out previously researches (Lowenstein et al., 1998; 

Barron et al. 1989; & Bishop, 1994) showing that training has positive and significant effects 

on individual productivity. They said it is a difficult job to measure and interpret the effects 

of individual productivity because it requires quantitative data from the firms before and 

after the training to see its effects on the productivity of employees.   In their investigation 

to the effects of training on productivity of employees they found the evidence of positive 

and decreasing effects of current on-the-job training on current productivity growth.  In the 

cross section, training has larger productivity effects in industries with higher levels of 

human capital.  Finally they concluded that on-the-job training has effects on productivity 

(Sepulveda, 2005).   

Maglen et al. (2001) conducted their research in Australia on the impact of training on 

employee productivity.  They focused on four different dimensions of businesses which 

include: footwear manufacture, wire products manufacture, hotel industry and finally 

supermarkets.  Each type of industry business include with between five and eight firms. In 

relation to our topic on manufacturing, they notice that workers with more training 

appeared to maintain their machinery better. They have less down-time using production 

tools.  They were more skilled in using computer based technologies as well as traditional 

production methods. Their views are that there is a relationship between investment in 

human capital and its return. Reference work in this domain is done by Blundell et at., (1999; 

cited in Maglen et al., 2001: 3) report that: “Employers fully or partially fund the training of 

workers in the hope of gaining a return on this investment in terms of being a more 

productive, competitive, and consequently more profitable firm in the future.”   

As other studies quoted above, Blundell et al., (1999) confirm that it is very difficult to 

measure this return. On the other hand they portrayed training results in workers receiving 

higher wages. Higher wages are the results of higher productivity after getting training.  
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In the part above, different authors have shown that on-the-job training has direct effects on 

the productivity of employees.  This also affects the productivity at the firm level. In the 

coming part we will see with the help of literature how to conduct OJT program and what 

are the steps involved in conducting OJT program.   

2.3 Conducting On-the-job training Program 

The purpose of conducting on-the-job training program is to provide the employee with 

task-specific knowledge and skills in his or her job/work area.  The knowledge and skills 

presented during on-the-job training are directly related to those they will perform on the 

job. 

Bryan (2006) says that the rapid changes in the functions of business activities either 

business is big or small.  There is need to conduct training programs for the maintaining of 

the employees’ skills because the knowledge becomes outdated. One more important thing 

is that competition also forces for the conducting training for the survival of the 

organizations in such tough completion.  Technological innovations in product and business 

functions also create the need for training in organizations (Bryan, 2006).  

DeJong (1993) did his research in a large steel works company in Netherlands.  The research 

was a descriptive study of two job training programs at Hoogovens Ijmuiden and raised 

three dimensions of his study; (a) how training programmes are conducted in Hoogovens, (b) 

conditions for conducting OJT programs, and finally (c) the effects of the training. Dejong 

states that there is a growing interest in structured on-the-job training because both 

classroom/off-the-job training and unstructured on-the-job training have major drawbacks 

when firms provide training to their personnel for their jobs.  It provided a third route for the 

development of employees and towards their competence. Dejong (1993) found four phases 

as a result from the study of structured OJT program (i) import phase; in this phase new 

employees are trained by way of unstructured OJT. (ii) development phase; a handbook is 

written in this phase how tasks will be performed in the training program.  Handbooks are 

written by operating staff and training manager. (iii) execution phase; trainees undertake a 

theoretical explanation of the training program for two to three days and are told on site 

how to perform the specified tasks.(iv) Export phase; it is compulsory for employees at 

Hoogovens Ijmuiden to get OJT before operating at their jobs.  He stated that without OJT 

employees even not in a position to handle material with care, they treat, wrap up and 
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materials carelessly which in not acceptable and shame for the material, answered by one of 

the mentors at Hoogovens.  In the end he reported that OJT program is very necessary and a 

natural event to affect the functioning of individuals and organization as well.  

Dejong stated that there are many other authors who reported evaluation studies on 

structured OJT e.g. (Belbin et al; Cullen et al; Jacobs; Jacobs & McGiffin; Kolkhuis-Tanke) and 

most of them claimed that structured on-the-job training is more effective than the other 

two types of training.  The DeJong’s article relevant to our current study for two main 

reasons; (i) it is about a manufacturing organization, and (ii) he focused about the execution 

of OJT program in that firm.   

First conducting OJT program it is important to assess the needs of the firm for training.  

That makes the management of any organization to understand which department needs 

training, which type (on-the-job, off-the-job) of training is to be conducted.  Which 

employees would be the part of the training program and what are the criteria for selecting 

and providing training to the employees.  The assessment of the training needs of any 

organization guides the management to find out the objective of the training to be 

conducted for their workforce. 

So, for conducting a training program many authors have written how to assess the training 

needs of any organization.  Here we will discuss the assessing needs of training. 

2.4 Assessing On-the-job Training Needs  

According to Arthur et al. (2003) needs assessment or needs analysis is the process that 

determines the organizational needs to seek training. It seeks to answer the questions 

whether the organizational needs, objectives and problems can be met or addressed by 

training.  Arthur et al. (2003) described the needs assessment process in their article 

“Effectiveness of Training in Organizations: A Meta-Analysis of Design and Evaluation 

Features”.  The process consists of three steps to analyze the training needs of any 

organization.  Studies (Kjellberg et al., 1998) show that the Swedish companies use different 

kinds of measures e.g. (analysis project plan, training audits, line management requests, and 

performance appraisal and employee requests) to analyze training needs in their 

organizations. 
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Black et al. (1994) analyzed the relationship between employer characteristics, training 

practices and human capital in their survey.  From the analysis they found certain 

characteristics i.e. establishment (employer) and employee characteristics that raise the 

probability of formal training.  Black et al. (1994) claimed, characteristics with respect to 

establishment that raise the probability of formal training are large size, high capital/labor 

ratio and total quality management or benchmarking and characteristics with respect to 

employee vary in different ways like major or small industry sector for example they stated 

that in manufacturing firms high average education of employees regarding their jobs, 

proportion of female employees, increased skills requirements and proportion of workers 

with relation to production, technical, clerical/sales occupations raise the possibilities of 

providing training. Only increased skills requirements raise the chances of the training in 

nonmanufacturing firms they stated.   Black et al. (1994) concluded that while providing 

training offered by the employers there are many differences with the organization and 

industry as well not only in terms of training, but what type of training and how much 

training is provided. In the end they suggested that training is “a complement rather than a 

substitute to investments in physical and human capital” because the firms or employers 

who hire more educated workers and invest in their physical capital for their organizations 

are more likely to provide training.  The manufacturing part of this article is relevant to our 

case study because we also are conducting our research on manufacturing company and on 

those employees who are working in the production department in Alfa Laval. 

According to Arthur et al. (2003) in the first step of assessing needs of an organization. 

Organizational analyses are conducted to seek to know what the organization’s needs to 

conduct on-the-job training.  And in which part of the organization needs training.  The first 

step of the process of analyzing the needs for training depicts the objectives behind starting 

training program and at which particular department needs that OJT. Second step for 

assessing the needs of an organization to conduct an OJT program is to analyze the tasks 

that mean which tasks or jobs will be demonstrated through training program.  

In this step the analysis shows what kind of job training is needed to the employee to 

perform his or her job effectively for this purpose. Shultz (n.d.) described that employees 

and supervisor are involved in developing this very type of analysis. The supervisor settles it 

on low, medium, high or critical priority based on importance and frequency of the task.  
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After identifying the priorities supervisor/trainer together with employee(s)/trainee(s) 

specify the schedule and timings to carry out the OJT. 

As described, employees are assessed to decide who needs training.  These analyses are 

conducted through observations of the trainer/supervisor relation.  Assessing needs for 

training is a crucial initiative towards designing and implementing training program.  

When on the job training is needed 

Rothwell et al. (1994: 43) describe some conditions.  They say under these conditions OJT 

program is appropriate.  These conditions are; (i) when employee is new to the post, 

domestic office or the job; (ii) employee lacks knowledge essential for job; (iii) job functions 

have changed, or are about to change; (iv) other obstacles in the work place e.g. lack of 

tools, equipment.  

In the part above we have seen from literature review how different authors demonstrated 

the assessing needs of training before starting OJT training program.  The next part will let us 

know the remaining steps of OJT program i.e. planning, developing, executing and 

evaluation.  These steps are explained as under;    

Planning OJT Program: During planning trainer or supervisor identifies the employees who 

need training. They (trainer and trainees) establish timeframes for implementing OJT 

program.  They set goals for learning outcomes and instructional objectives. In other words 

they develop strategies for OJT program.  Generally these strategies include selection criteria 

of employees for training, period of training, number of employees and frequency of 

training, etc… (Shultz, n.d.).  Developing: The trainer and employees prepare a task sheet for 

training program. In developing they translate design decisions into training material.  

Training material include course material for trainer and trainees, workbooks, visual aids, 

demonstration props.  Execution: The Execution of training program involves instructor 

providing procedural rules, emphasizing the steps and sequence for correctly performing the 

tasks (Rothwell et al., 1994).Evaluation: The outcomes of the training program seeks to 

depict how effective was the training. The question is to know if the results are in accord to 

the desired outcomes or not.  It also considers whether training program was conducted or 

implemented according to plan. Evaluation helps trainer to seek if any employee needs 

further training to perform his/her job.  
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Kirkpatrick (2005) has proposed a four level model to evaluate effectiveness of training. His 

model has been used widely among firms throughout the world.  This model helps firms to 

see how effective their training was. And what could be the results of that particular training 

provided by the firms to their employees.  These four levels (Kirkpatrick, 2005:21) are; (i) 

Reactions: represent trainees’ affective and attitudinal responses to the training program.  

This level answers the following questions, how trainees feel about training, whether they 

like it; (ii) learning: measures learning outcomes of training.  What trainees have learnt from 

the training program and what are the outcomes of the learning; (iii) behavioral: the third 

level measures the behaviors of employees in a sense how they are performing in actual 

after getting training; (iv) results: the final ‘results’ or the outcomes of the training in the 

form of productivity and organizational goals and objectives.  

2.5 Barriers to OJT?  

Apart from the benefits of OJT there are many barriers to the implementation of such 

educative program.   These barriers vary in many aspects e.g. firm size, business to business, 

organizational structure, execution method. 

Barriers for small firms in implementing OJT program 

Lin et al. (2003) suggested that smaller firms are particularly subject to issues regarding 

training as compared to bigger firms.  Lin et al. (2003) argued by referring to Workplace and 

Employee Survey (WES) 1999 ”the participation rates of employees in employer-sponsored 

training (classroom and on-the- job) range from 45 percent and 53 percent in small and 

medium firms respectively to 62 percent and 67 percent in large and very large firms, 

respectively” (Lin et al., 2003:3). Another survey, the 1998 Adult Education and Training 

Survey (AETS) shows ‘the likelihood of an employee participating in employer-sponsored 

formal training is about twice as high when employed by a firm of 100 employees or more 

than when employed by a firm of less than 100 employees., probabilities must be adjusted 

for industry, occupation, type of job, ownership, age and sex. There are several potential 

explanations to account for this pattern. For example, small firms may face more serious 

financing constraints, they may be unable to take advantage of economies of scale in 

training, they may have lower skill requirements because of a lower rate of technology 

adoption, they may train less because of risk aversion by managers, etc’ (Lin, et al., 2003:3). 
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We have seen from the literature review that the policies at government level and 

institution level as well both support OJT in Sweden.  Government provides incentives to 

employers who provide training to their employees within their organizations.  These 

incentives are help employees, employers and government as well.  In the next part i.e. case 

study, we will analyze our research questions under the light of literature review.    
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Chapter 3: The OJT in the Manufacturing Industry in Sweden: The Case of an 

Alfa Laval Heat Exchanger Manufacturing Unit 

In this section, the Case Study explains how OJT program is being executed in Alfa Laval.  In 

conclusion, we will consider the difference between the different researches done on “on 

the job education” and productivity and its implementation in Alfa Laval.   

The case study focused on the execution of on-the-job training in manufacturing in Sweden. 

One seeks to assess the impact of on-the-job training on employees’ productivity at Alfa 

Laval in one of its Heat Exchangers production unit in the South of Sweden. On-the-job 

training is an important component in the operation of Alfa Laval because it is used by 

Production managers to ensure that employees are qualified and are performing jobs as 

efficiently as possibly.  

3.1 Introduction to Alfa Laval  

Alfa Laval is a company that employs 11500 employees in 26 large and small manufacturing 

units in all over the world. Alfa Laval was founded in 1883 in Stockholm, started in the dairy 

field. Alfa Laval has continuously extended its business to cover many different industries. 

Alfa Laval products and solutions are used to heat, cool, separate and transport products in 

industries that produce foods and beverages, chemicals and petrochemicals, 

pharmaceuticals, starch, sugar and bio fuels. Alfa Laval currently consists of three main 

divisions: 



30 
 

 

Figure 3.1 Structure of Alfa Laval group 

1. Equipment Division: This equipment division’s customers impose well-defined, regular 

and recurrent demands on Alfa Laval products.  

2.  Process Technology Division: This division serves customers that require specially 

adapted solutions to boost the efficiency of their process. 

3. Operations Division: one that produces and supplies the company’s products and 

solutions. The operations division is further broken down into three key technologies 

divisions.  Each production unit uses different key technologies (not all key technologies). 

Each key technology divisions produces line of products which are as follows:  

I. Separation Equipments/Separator: This technology is used to separate liquids 

from other liquids and solid particles from liquids.  

II. Fluid Handling Equipment: This is used for fluid handling equipment such as 

pumps, valves and installation material. 
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III. Heat Transfer systems:  In this division different Heat transfer systems are 

manufactured in all manufacturing units of Alfa Laval these are Air heat 

exchanger, Plate heat exchangers, scraped-surface heat exchangers, shell and 

tube Heat exchangers, spiral Heat exchangers.  

Our research focus on the production of on Heat Exchangers (HEs) in one of the 

manufacturing units of Alfa Laval based in Ronneby.  Heat Exchangers are manufactured by 

using the Heat Transfer system technology i.e. one of three key technologies used by Alfa 

Laval Group.  Heat exchangers are the component of “Heat Exchanger Systems” which are 

produced in other department of the company which is also in Ronneby.  So we will discuss 

only information in our study that is relevant to the training of employees who engaged in 

the production Heat Exchangers. 

3.2 History of Alfa Laval Ronneby 

In 1964 a factory was built for the production of Heat Exchangers Systems.  The factory was 

build to fulfill the needs of local (Swedish) building industry CTC held it for ten years but the 

acquisition of CTC Ronneby AB by AGA named it AGA-CTC.  In 1983 SAAB Scania’s acquisition 

of AGA-CTC formed a new company ‘Euroheat AB’ but after fourteen years Alfa Laval 

acquired it.  After the acquisition by Alfa Laval Group Euroheat AB named Cetetherm AB. It 

produces welded heat exchangers, heat exchanger systems and water heaters. In Ronneby, 

the company employs 300 peoples which 200 employees are employed in the production 

process directly. Recently, 100 employees from production department and 50 employees 

from administration department have moved toward other production facility building. 

Currently Alfa Laval is engaged in the manufacturing of two products: (i) Brazed Heat 

Exchangers; and (ii) Fusion-Bonded Alfa Nova Plate Heat Exchangers (Alfa Laval, 1964). 
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Figure 3.2 Structure Of Alfa Laval Ronneby 

3.3 Alfa Laval Ronneby Manufacturing Unit 

Alfa Laval has its own manufacturing units in Ronneby.  The manufacturing unit is engaged in 

the production of Heat Exchangers e.g. Brazed plate heat exchangers and fusion bonded Alfa 

Nova plate heat exchangers. This unit is currently manufacturing two products; brazed heat 

exchangers (used for domestic hot water, radiator heating etc.) and fusion bonded plated 

heat exchangers (used for Domestic hot water, Radiator heating, Floor Heating, Heat pumps 

and District cooling).  

This manufacturing Unit employs 150 employees in total.  The employees are divided into 

two groups, white-collar and blue-collar employees, from which 50 employees are in 

administrative staff (white-collar). The remaining 100 employees is a mixture of those who 

directly work or produce units and their helpers in the production department/on the 

shopfloor.  There are no specified designations to those who work in the production 

department; they are just called “workers” according to production leader.  In total 16 
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persons were interviewed; they include; 1) HR Manager, 2) Production Manager, 3) 

Production Leader, 4) Trainer/Project Leader, 5) Workers 

Here are some terms which are used in the production department of Alfa Laval. Blue-collar 

employees/Workers: Our study is focusing is mainly on the blue-collar employees (workers).  

Especially those who work in production department, notably on the production of Heat 

exchangers. Flow Group: Flow group is a team of blue-collar workers in production 

department, the minimum range of a flow group is four employees.  The employees we have 

interviewed were working in a team of 12 persons.  Standard Operating Process: Standard 

operating process (SOP) is a set of formal rules, instructions and methods on how to do a 

specific job. Operation Responsible: Operation Responsible (OPR) is a skilled employee hold 

a certificate.  This certificate is awarded after six months of intensive training at Alfa larval 

during the job.  Before certification the OPR is interviewed by the HR manager, production 

manager and trainer/supervisor.  During interview the skills and competencies of the 

potential OPR are assessed.   

3.4 Production Process at Alfa Laval (BHEs) 

Our study took place in a plant where Brazed Heat Exchangers are manufactured. The 

workers are divided into seven Flow Groups (FG).  Each flow group is composed of a 

minimum of five employees.  Employees at the production department work normally in 3 

shifts per 24 hours. During the peak season or in the times of large order intakes, workers 

have been working in 5 shifts. The 5 shifts are composed of 3 daily shifts and two during 

weekends (i.e. one on Saturday and the other is on Sunday).  The role of flow group is to 

work on one product at a time. It means that the group is responsible of the production of 

one unit from its basic components to the final product.   

All the workers are supposed to learn the whole process of production from cutting to 

testing of HEs.  But still there is some kind of expertise or special training needed to operate 

the pressing machine in a right manner as prescribed in the SOP; more details about the 

education of this and other machines that are used in production will come in the part of OJT 

at Alfa Laval.   

There are five types of machines that are used to produce these Heat exchangers in the 

plant; Press Machines (4 in total); Stacking Machines; (4) Vacuum Oven (4); Testing machine 
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(1) and Packing Machines (2).  Steel sheets are cut and pressed into the shapes by pressing 

machine according to the required size of the plate/unit. The process of pressing sheets 

takes approximately one hour. Then brazed sheets (copper or nickel) are cut from coil and 

formed to fit the plates. These brazing sheets act as seal and to retain pressure, that handle 

is used to handle high pressures and temperatures.  In the next step brazing sheets are 

assembled together by being stack on top of each other to form a “plate pack”. The plate 

pack building process takes 20 minutes to be ready.  This plate pack is then fitted with frame 

plate and connected with contact points (combines the sheets).  Workers put those framed 

packs into a vacuum oven at high temperature. The processing time in the vacuum oven is 

approximately 8-14 hours.  In this process brazing material melts together and collects in the 

contact points. When the units are cooled down there is a strong bond is put in every 

contact point, which makes the unit very strong. After the completion of whole production 

process the final units/products i.e. Heat exchangers are individually leak and pressure 

tested on testing machine to ensure first-class quality.  Production leader is the responsible 

for the whole production process. 

3.5 On-the-job Training in Alfa Laval 

In this context, Alfa Laval considers “on-the-job training” a very important factor for the 

production and the innovation of their production lines. Alfa Laval’s interest is to control the 

quality of their products. One way to achieve this goal is to pay special attention to the 

training of their workforce.  Training at Alfa Laval is done in both ways mainly internally i.e. 

on-the-job training and externally i.e. is off-the-job training.  In Sweden Alfa Laval has it’s 

headquarter in Lund, where it has a training center called “central university”.  The 

employees of Alfa Laval who need off-the-job training are supposed to go to the central 

university.  Our research focuses on planned/ structured “On-the-job training” at Alfa Laval. 

Training is being tailored for the need of production. Alfa Laval offers, in Ronneby, a mix of 

practical and theoretical training.  Theoretical training covers include the guidelines, 

methods and the specific set of rules specified in the SOP.  Since Alfa Laval introduced new 

products e.g. BHEs and Alfa Nova HEs; so every employee is required to get education about 

their specific production process. They also receive education on how to operate different 

types of production machines used in the production of Heat exchangers.   On-the-job 

training in Alfa Laval is provided bi-annually to all the employees. It is performed over 2           
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days (16 hours) and in special cases training can last up to 10 days (eighty hours). If 

employees (not sure: feel difficulties depend of the degree of complexity of machines) to 

learn the task or to operate the machines.    There is no specified rule within the company to 

pick some or selected employees to take part in the training program.  In fact the production 

leader confirms that education of employees at Alfa Laval is rather a continuous process.   

Production leader mentioned that more technical job demand employees’ extra training. For 

example, pressing and cutting steel sheets and brazed sheets required much expertise than 

the other machines.  Only the employees considered fully skilled can operate the pressing 

machines.  The workers who are unskilled or less skilled to operate that machine work 

together with those who are skilled (senior workers).  The Production Leader is the person 

who certifies employee’s skills. He also picks up who needs more training to become skilled 

employee.       

3.6 Analysis  

In this section we will analyze the two research questions of this study which we asked to 

the to employees at different positions in Alfa Laval.  Below is the first research question; 

What is the effect of On-the-job Training on employees’ productivity at Alfa Laval?  

The intensions of the management of Alfa Laval find ways how to improve their employees’ 

productivity at all times.  The analyses show that training has its effects on the productivity 

of the workers in Alfa Laval in a number of ways.  Those are; on-the-job training increases 

productivity, but not as an increase of produced units.  According to managers, productivity 

takes other forms that are product driven.   Notably, managers focus on 1) operational 

efficiency, 2) low worker’s stress, 3) product quality, 4) maintenance reduction 5) increase in 

wages. 

In terms of (1) operational efficiency, workers in the production department must know how 

to operate the machines in routine and unusual production cases.  Knowing the operational 

process is not enough. The workers are asked to operate the machines according to SOP. It 

demands from them to be cost effective and time efficient in the decision they take to 

produce the unit. To increase operational efficiency of their employees Alfa Laval during on-

the-job training sessions ensures that employees learn and understand the SOP and 

implement it in their real life. At Alfa Laval for example new employees face difficulties to 
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operate pressing machine. On-the-job training provides those employees the opportunity to 

learn how to operate pressing machines. Production leader mentioned that workers feel 

pain in their shoulders while picking up the Heat exchangers in wrong way from stacking 

machine.  He told us that training session include this kind of advices that enable workers to 

avoid these types of physical damages. They are told techniques to pick up heat exchangers 

in the right way. In terms of (2) Stress level, product leader demonstrated that newly hired 

workers hesitates and feel pressured while working on the machines. This is mainly due to 

the fact that they don’t know how to operate it.  With the help of on-the-job training they 

minimize the pressure of operating the machines. In terms of (3) Improved quality, the 

trainer indicated that on-the-job training is an occasion for employees to improve their 

professional skills.  This serves the production process and the unit production since quality 

is controlled in such a way.  For example he told us that on cutting machine there are 

chances of wastage of steel sheets. Employees having OJT are told how to use minimum 

resources in a better way.  In terms of (4) Reduction in maintenance, it is another form of 

increase in productivity of the employees of the Alfa Laval resulted from OJT.  According to 

the production leader they have invested a huge amount in the production department 

(machines).  Sometimes worker’s mishandling of these machines may cause damage to 

employees and machines. He said, more training employees get the lesser the chances of 

damages of the operating machines.  This also adds in the productivity of the employees and 

also in the proper functioning of machines.  5) In terms of (5) Increase in wages, on-the-job 

training also has an impact on the wages of the employees and their career policy. This can 

be explained with the help of table 3.1 below; 

Machine Scale Bonus (SEK) 

Pressing 3 500 

Stacking 2 400 

Testing 1 300 

Table 3.1 
2
 Training Bonus for workers 

                                                           
2
 These figures are provided by Production Leader (regarding workers’ competence) for the sake of 

understanding. 
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The production leader explained that he has a scale system developed from 1-3 to assess the 

competency of the employees, 1 means low, while 3 means higher competency  to operate 

machines which are used in the production of Heat exchangers.  Let’s suppose if employee 

“X” is skilled enough and got scale 3 for the operation of all the machines in the production 

department (i.e. 5 machines in total) it means he/she will get 2,500 extra for in his/her salary 

which also means But if worker get lower scale than the wages will be affected accordingly.    

The second research question of this study is:  

How on-the-job training program is being executed in Alfa Laval? 

In this section, we will discuss about training needs in Alfa Laval.  From our interviews with 

managers of Alfa Laval we have found some reasons for conducting on-the-job training to 

their workers. These reasons are; 1) On-the-job training for new hires in Alfa Laval, 2) 

Change in production function and, 3) continuous process. 

Training Needs in Alfa Laval, according to HR Manager, “All the employees have a 

competence matrix where we register needed training and ongoing training and we have set 

levels for the required competence, to be decided by the manager if the employee has 

reached this level. If so, it will be marked on the competence matrix”. According to 

Production leader and Project leader; workers of Alfa Laval are take part in OJT sessions in 

the following ways. 1) On-the-job training for new hires in Alfa Laval, in Alfa Laval generally 

there is six months of on-the-job training for new hires.  During these six months the new 

employed workers are educated by the Project Leader and senior workers about the all the 

machines used within the plant.  These new hires are combined with the one of flow groups.  

Under the supervision of project leader and other senior employees, the new hires get 

opportunities to learn and work directly on the machines.  Their work is watched by the 

senior employees working with them.  These senior employees also report to the Production 

leader about the current situation of the new hires whether they need more training are 

they are skilled enough to work by their own.  After the period of six months the Production 

leader assesses the performance of new hires.  For this purpose newly appointed 

workers/workers under training are asked to perform any task specified by the Production 

Leader and a questionnaire is also given to the employees to get the feed back regarding the 

training they got.  This helps production leader to assess the competences and skills to 

perform his/her job or if he/she is needed further on-the-job training. 2) Change in 
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Production Function, the workers of Alfa Laval are also required education if there is any 

change in the production function or new machinery installed in the company.  The training 

sessions for this purpose last for 2 days (16 hours). The training is given to workers about the 

best and safe use of these machines (i.e. how it works and how will they operate) in this 

training session.  If the trainer feels that any employee is facing problem to understand the 

functions and handling of the machine than he/she is entitled to take training for 10 days.    

3)  New Product, on-the-training is also needed when Alfa Laval launches new product.  New 

product brings new methods of manufacturing and new technologies as well.  According to 

project leader this type of training need occurred in recent year. When they introduced a 

new product named “Fusion-bonded Alfa Nova Heat Exchangers” in the family of Heat 

exchangers, introduced in 1997. Almost every employee has to participate in training in 

order to learn all new methods and techniques for the production of new product.                 

4) Continuous Process, in Alfa Laval case study, all the employees is supposed to participate 

in the training program.  The training is given to each of the worker working in different flow 

groups.  Trainees/workers are required to learn and implement the Standard Operating 

Process (SOP) during their job.  Once the trainees learnt the SOP they will know what their 

role is and how they have to perform their tasks assigned to them. Planning is done about 

how to initiate and implement effectively the desired OJT training program. Participation of 

workers/trainees is given importance in Alfa Laval during OJT program because they have to 

do their routine work no doubt the training is the part of their job but it enhances the work 

load of employees. This trainer and production leader gets information flows going between 

them and the workers. This is done in order to keep workers’ interest in training program. Of 

course, it is useful to implement the training program. The project leader develops a training 

manual with the help of local shift production Manager. The training manual is a document 

that contains the step-by-step procedures involved in performing a job. It is also contains an 

outlines of the machines and product parameter and specifications. It also used as a 

reference to assist in training and also as job aid for the project leader. The plant production 

manager authorizes all the training material. The production manager tries to keep update 

this training material due to continuous technology and procedures changes in production 

processes. Before one week of OJT session all the employees are provided briefly an 

introduction about the training session by the trainer and tasks are discussed which will be 
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performed during training session.  In the training session trainer first tell the employees 

what tasks they will perform today during the training session.  

For this purpose a qualified trainer is appointed to train the employees during OJT 

sessions/programs.  Currently project leader is appointed as a trainer.  In the future Alfa 

Laval is planning to give this responsibility to OPRs.  There will be four OPRs to train the 

workers.  All these trainers will be specialized in their specific area e.g. Mr. Z has his genera 

(the overall production process of Alfa Laval) and specialized expertise for pressing machine 

for this first he will get training for six months at central university of Alfa Laval i.e. in Lund 

and than will come to educate the workers within in the plant at Ronneby. In Alfa Laval, they 

are not using Kirkpatrick’s model of evaluation of training (as depicted in literature review). 

They use their own methods of evaluation for providing “On-the-job training” to their 

workers. HR manager reminds that, they evaluate on-the-job training with help of employee 

competence matrix.  According to project leader/ trainer, he evaluates training results with 

the help of questionnaires. These questionnaires are given to the workers who participated 

in training program after the one week of the training session.  Project leader evaluates the 

competency of workers participating in training program by asking him/her to perform any 

specific task on the shop floor of the manufacturing plant.   

Conclusion 

According to the literature review there is no unique definition of the “productivity 

phenomenon”, Rather it varies from one author to another according to the kind of 

information they gather and the focus of their study (national level, firm level, and workers’ 

studies). For example, some authors see productivity as rise in number of units produced, 

others view productivity as increase in wages. In our case study interviews with managers 

allows us to understand that operational efficiency, low worker’s stress, product quality, 

maintenance reduction and increase in wages was the standard assessment of productivity 

on the manufacturing shopfloor.  Apart from getting acquaintance with a number of 

definitions of productivity, we show that productivity as a social phenomenon occurs within 

a specific industrial context. We have review the nature of training in Sweden recalling the 

main institutions that provide the support and the legal frame in which private industries as 

well as public organization are dealing with the work force. In a last assessment of on-the job 

training program, we have selected the following five steps i.e. analysis of the training needs, 
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planning, developing, execution and evaluation of training as an analytical framework of our 

study. We have searched to assess how it could be employed by private companies such as 

Alfa Laval to inspire productivity in relation to a balance employee development. During the 

collection of information necessary to the understanding of the case study in Alfa Laval it 

confirmed that the company was working continuously within the frame of the 

aforementioned on-the job training program. 
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