
内部培训师团队的激励和培养 



★  人力资源智享会新浪官方微博 

在新浪微博搜索：人力资源智享会HREC 

在浏览器键入链接：e.weibo.com/hrec 

★  人力资源智享会微信公众账号 

在微信查找微信公众账号：HRECChina 

右侧二维码：扫一扫+关注 
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轨道交通基础设施 

四大主营业务在全球范围内位列行业前三甲 

热力发电 
阿尔斯通为全球发电总装机量的25%提供主要设备 全球每四辆地铁列车/有轨电车中就有一辆由阿尔斯通制造 

输电基础设施 
在关键市场及技术方面表现强劲 （隔离开关、气体绝缘组合电器、高压直流输电等） 

 可再生能源  
占有25%的水电市场 
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学习方案和阿尔斯通大学 
愿景和使命  

5  Regional Campuses 

Headquarters in Levallois, FR 

我们的愿景 

为建立统合综效的阿尔斯通和员工技能的发展提供合适的学习方案，从而帮助达成业务目标 

我们的使命 

 根据集团目标，制定和确保实
施统一的全球学习发展策略 

 支持培训需求识别（从战略制
订，从业务 + 个人培训需求） 

 建立和管理全球学习方案  

 设计和提供学习方案为建立统
合综效的阿尔斯通和发展员工
技能做出贡献 
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内容 

项目介绍 – 全球 + 本地 

背景：我面临到的障碍 

效果分享 



© ALSTOM 2013. All rights reserved. Information contained in this document is indicative only. No representation or warranty is given or should be relied on that it is complete or 
correct or will apply to any particular project. This will depend on the technical and commercial circumstances. It is provided without liability and is subject to change without notice. 

Reproduction, use or disclosure to third parties, without express written authority, is strictly prohibited.  

Presentation title - 24/07/2015 – P 5 

我是 

马耘 
 
 
中国区经理| 学习方案 & 阿尔斯通大学 
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背景：我面临的障碍 背景：我的纠结…… 

To Be  

or  

Not To Be? 
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内容 

项目介绍 — 全球 + 本地 

效果分享 

背景：我面临到的障碍 
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What is the problem? 

Lack of policies and process to attract, retain, develop and motivate the internal trainers. 

„ Lack of Senior 
Management/line managers buy 
in/commitment 

„ No clear policy of internal 
trainers 

„ No integration in PMC 

„ Costs are absorbed by the cost 
center of internal trainer 

„ Lack of communication to 
motivate the volunteers 

„ Lack of process of selection, 
development, reward and etc. 

„ Existing resources but no 
consistent approach 

„ This mission is not formalized 
on PMC 

„ Lack of different courses to use 
internal trainers 

„ Lack of reward to actual 
internal trainers 

From Management From Internal Trainers From Process From Communication 

Root Causes 
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Project Objectives and Plan 

Have clear policies, processes and toolbox for developing more internal trainers and develop them in Alstom.  

Understanding the impact 
of lack of internal trainers 

Present the draft version to 
L&D Sectors 

Present to Sector Talent 
VPs for validation 

Study and clear the topics of 
policies /processes/toolbox and 
action plan of working groups 

Propose and dedicate Internal 
trainers policies/ 

processes/toolbox by working 
groups 

Consolidate and finalize the 
policies, processes and 

toolbox 

Communication pack 
preparation 

Communication with Talent 
Community 

Distribute communication 
pack 

March 19, 2014 

April 18, 2014 

May 9, 2014 

May 16, 2014 

May 30, 2014 

June 12, 2014 

June 20, 2014 

July 4, 2014 

July 18, 2014 

Present to Committee on 
rewards and toolbox for 

validation 

June 6, 2014 
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Topics Covered 

Topic IV:  
Internal Trainers 
Management 
Cost, Performance, KPI 

Topic V:  
Internal Trainers 
Development 

Topic III: Internal 
Trainer’s Charter 

Topic II: Application & 
Certification Process 

Topic VI: Motivation and Reward 
to Individuals/Line 
Managers/Businesses 

Topic VII: 
Process & Documentation 
Management  

Internal Trainers 
Management 

Topic I: Expected 
Profile 
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Clear Policy, Process & Commitment 
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Internal Trainer Development 

Support internal trainers to have a successful performance in programs delivery and improving training/facilitating 
skills through proper tasks assignment and different development activities: 

Associate Trainer 

Trainer 

Lead Trainer 

„ Task Assignment 

‟ Deliver part of program with other 
trainers 

„ Development Measures 
‟ Attending TTT 
‟ Feedbacks from Trainers 
‟ Internal trainer workshops 
‟ Receiving coaching 

Master Trainer 

„ Task Assignment 
‟ Lead the session delivery 
‟ Interact with Internal customers to 

understand real needs & expectation 
‟ Customize existing course 
‟ Coach & train other trainers 

„ Development Measures 
‟ Training on “Coaching Skills” 
‟ Training and/or seminars on Subject 

Matters 
‟ Internal trainer workshops 

„ Task Assignment 
‟ Could deliver whole session 
‟ Experience sharing with associate trainer 

„ Development Measures 
‟ Attending TTT  
‟ Observing session delivered by 

Lead/Master trainer 
‟ Internal trainer workshops 

„ Task Assignment 
‟ Lead the session delivery 
‟ Interact with Internal customers to 

understand real needs & expectation 
‟ Customize existing course 
‟ Assist and support trainers. 

„ Development Measures 
‟ Training on “Course Design” 
‟ Training on “Consultation Skills” 
‟ Internal trainer workshops 
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Motivation to Individuals/Line Managers/Businesses 

Recognition of individuals/managers/businesses who make contribution towards knowledge sharing by imparting training in the area of their expertise/resources. 

Internal Trainer 

Line Managers Business Units 

Share the hot 

evaluation & 

appreciate the 

contribution! 

 

AU training seat 

Rewards 

http://www.google.com.hk/url?url=http://www.wordstream.com/blog/ws/2011/02/08/google-adwords-code-promotional-free&rct=j&frm=1&q=&esrc=s&sa=U&ei=otCzU7_JDcjh8AX36YGgAw&ved=0CCsQ9QEwCw&usg=AFQjCNF61WrquVI0QBWoADOfeClaTWtsyg
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Motivation to Internal Trainers and Business Units (China Practice) 

Contribution on man hours 

Host BU Training Recipients 

Training Fee 

Internal Trainers Contribution 

Return with 

low-cost & 

good quality 

training 

program 

Return 

with Free 

Seat 

Internal Trainer Fund 
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内容 

效果分享 

项目介绍：全球 + 本地 

背景：我面临到的障碍 
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效果分享 

培训成本降低 内部培训师队伍壮大 
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客户满意
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Struggle 
is a 

prelude 
to 

success 


