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5

b) Theoretical framework: 
Program planning

• The act of program planning is considered the heart of 
professional activity in adult education (cf. Gieseke 2000; 
Tietgens 1998).

• „Angleichungshandeln“ (Gieseke 2006)

• Planning processes are not linear, but rather complex and 
affected by conflicting interests and antinomies (Weber et 
al., 1994; Neuberger, 1991; Käpplinger, 2009; von Hippel 
2011, Dollhausen 2008). 

• Program planning can be defined as „a social activity in 
which adult educators negotiate interests in organizational 
contexts structured by power relations” (Mills et al., 1995, p. 
4). 
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b) State of research

• Program planning, different aspects/ perspectives
(cf. Gieseke 2003, 2008; Schlutz 2006; Cervero/Wilson 1994; von Hippel 
2011; Dollhausen 2008)

• Workplace learning: Program planning, educational
controlling, participation
(cf. Schiersmann 2007; Dehnbostel 2008; Stender 2009; 
Dobischat/Düsseldorff 2010; Harteis 2000; Gassner 1980; Mader 1980; 
Schlutz 2006; Grünewald et al. 2003; Bäumer 1999; Weber et al. 1994; 
Heuer 2010; Käpplinger 2009)

• Educational Governance
(cf. Altrichter 2007; Hartz/Schrader 2008; 
Altrichter/Brü semeister/Wissinger 2007; Kussau/Brü semeister 2007; 
Mayntz 2004; Schimank 2007)

• Cooperation between different stakeholders: action 
coordination, negotiation and interdependence

(cf. Schrader 2001, 2003; Schäffter 2003; Baethge-Kinsky/Holm/Tullius

2004; Hartz/Schrader 2008; Geißler 1998) 
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b) Academic void

• Empirical based description of program planning in 
enterprises (cf. Käpplinger 2015)

• Analysis of the planning of workplace learning that takes the
different stakeholders and their interests into account (cf. 
von Hippel 2011, Schrader 2001, 2003; Käpplinger 2012)

• Detailed analysis of program planning linked with program
analysis
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b) Workplace learning - definition

• German term: „betriebliche Weiterbildung“

• Learning activities that take place during paid working-hours
and/ or are paid for by the employer.

• This includes:
• On-the-job training

• Off-the-job training

• Coaching, team-building, health classes, …

• Continuing vocational training

• It does not include:
• Apprenticeship/ related activities
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b) Research questions

• 1) How do different stakeholders influence the program 
planning and training design (targeted audiences, objectives, 
contents)? 

 Description of the stakeholders, their influence and the resulting 

training programs.

• 2) What are the links between process (program planning) 
and output (training program)? Which forms of program 
planning and coordination of action deliver what kinds of 
results and benefits?

 Description of typical forms of management and coordination of 
action resulting in typical training programs.



c) design of the study
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c) Work plan

A Literature review

D Case studies

B Selection of
enterprises

C Development of tools
and pretest

E Analysis

F Final Report, publication, 
presentations

Expert interviews

Problem centered
interviews

Discussions are being
included

Final interview

Program analysis
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c) Data collection

• 3 Case Studies in different enterprises, all >5000 
employees

• Health sector

• Retail sector

• Utility sector

• In each case 9 to 12 interviews, in total 34 hours 
recorded

• Expert interviews (Meuser&Nagel 1997, Bogner&Menz
2002)

• Problem-centered interviews (Witzel 2000)

• Training programs with 52 to 257 trainings, in total 
478 trainings
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c) Data analysis

• All interviews recorded and fully transcripted

• Open and axial coding using the coding paradigm as
described in grounded theory (Strauss/ Corbin 1996) using
maxqda for the first phase

• Analysis of training programs (Nolda 2009, Käpplinger 2009)



d) selected results
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d) Selected results: overview

• first draft grounded theory

• context/ conditions: stakeholders

• phenomenon:functions ascribed to workplace learning

• consequences: program areas

• interactional strategies
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d) Draft of a Grounded Theory

Interactional strategies

Focus on process of program planning, can be described by:
- „Angleichungshandeln“ (Gieseke)
- Involvement of stakeholders („Planungspartizipation“; 

Robak/Pohlmann/Heidemann))
- Power/ interest (Cervero/ Wilson)
- Planning culture (Dollhausen)

Phenomenon

Functions ascribed to
workplace learning by the

stakeholders involved

Context/ Conditions

- Typology of Workplace
learning

- Size of enterprise, 
industry

- Philosophy of enterprise
- Professional 

background of
stakeholders

- Budget
- Stakeholder 

constellation

Consequences

- Diversified program
areas

- Differences regarding
transferability of
learning and focus on 
current task vs. 
employability
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d) Stakeholders

• Stakeholders that were relevant in all three cases:

• Training department

• Managers

• Employees

• Workers‘ council

• Management board

• Stakeholders that were only mentionend in one or two cases:

• Regional head of HR (A)

• Local training officers (B)

• HR business partner (C)

• Talent management staff unit (C)

• Procurement (A, C)

• External stakeholders:

• Customers (A, B)

• Legislation (A, C)
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d) Phenomenon: Ascribed Functions

• It is not assumed that workplace learning has certain 
functions, but that different functions are being ascribed.

• Function is the link the different stakeholders assume 
between workplace learning and other objectives.

• Other objectives can be both organizational goals or relate to 
stakeholder interests.

• State-of-the-art in theory and research: focus on objective 
function without differentiation of different acteurs (cf. 
Diedrich 1988, Weber 1985, Geißler/Orthey 1990; Faulstich 
1998; Rodehuth 1999; Quenzler 2008; Heuer 2010; 
Dewe/Feistel 2013; Seyda/Werner 2014).
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d) Phenomenon: Ascribed functions
Overview

Functions with high relevance

given to learning results (9)
Description Source

Supply and qualification function
Supplies the enterprise with all relevant 

qualifications/ qualified employees
deductive

Coping function
Allows to cope with technical and organizational

changes
deductive

Rationalization of social

processes
Supports the rationaliziation of social interactions deductive

Flexibility function
Promotes the flexibility of the employees, ensures the

ability to innovate for the enterprise
deductive

Identification/ Integration and 

control function (regulatory 

training)

Allows for discussion and identification with the

corporate culture

inductive/ 

deductive

Preservation function Ensures the employability of older employees deductive

Protective function Protects the health of the employees inductive

Personal development function
Supports the personal development of the individual 

employee, promotes the process of learning to learn
inductive

Reflexive function

(reconstructive training)

Allows for the employees to reflect their personal 

biography
deductive
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d) Phenomenon: Ascribed functions
Overview

Functions with little relevance 

given to learning results (8)
Description Source

Fulfilment of regulations function Ensures the fulfilment of regulations inductive

Image- and acquisition function
Increases the attraction of the enterprise for clients 

and potential employees
deductive

Reward, motivation and 

employee retention function

Rewards and incentivises employees, increases 

loyalty towards enterprise
deductive

Selection and legitimizing 

function, social reproduction 

function

Legitimizes hierarchical/ career decisions within the 

enterprise, reproduces social power relations within 

the context of the enterprise

deductive

Recognition function
Upgrades a vocational group against others 

(example: nursing staff)
inductive

Frustration relief function

Distracts employees from other issues such as 

increasing work load (perspective of the workers 

council)

inductive

Profiling/ Self-staging function
Enhances the value of the contribution of the training 

department/ its employees within the enterprise
inductive

Power function Ensures a bigger number of staff for the HR team deductive
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d) Phenomenon: Ascribed functions
target perspectives

Employees
Enterprise

Society Training department

Ascribed
functions

Personal development function

Frustration relief function

Recognition function

Supply and qualification function

Preservation function

Reward, motivation and employee 
retention function

Image- and acquisition function

Power function

Rationalization of social processes

Reflexive function (reconstructive training)

Protective function

Profiling/ Self-staging function

Identification/ Integration and 
control function (regulatory training)

Selection and legitimizing function, 

social reproduction function

Coping function

Flexibility function

Fulfilment of regulations function
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d) Interactional strategies

• Understanding of program planning as „Angleichungshandeln“, 
„adjusting actions“ (Gieseke 2003)

• Both process of „adjusting actions“ as well as program as a a result
of those actions offer creative leeways

• Program planning as interactional strategy can be analysed and
described with regard to the following perspectives:

• Involvement of stakeholders („Planungspartizipation“; Robak et 
al.)

• Power/ interest (Cervero/ Wilson)

• Planning culture (Dollhausen)
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d) Consequences: Five program areas

• Training catalog

• Department-internal offers

• External offers

• Tailor-made offers

• Additional offers
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d) Consequences: Five program areas

Training

catalog

Department

internal

Offers

External

offers

Tailor-made

offers

Additional 

offers

Occurence Case A, B, C Case A, B, C Case A, B, C Case A, C Case A, B, C

Planning

perspective

Long-term Short- and mid-

term

Short- and mid-

term

Short-term Short-, mid- and

long-term

Content Technical, social,

methodological

and personal

Mainly technical Not much

information in 

the data

Technical as well

as social and

methodological

Depends on 

occasion (A), 

learning to learn

(B), leadership

(C)

Target 

groups

All employees,

more offers for

employee in 

„core business“ 

than in 

administrative 

functions

Employees of

specific region/

team/ part of

specific

voactional group

(such as nursing

staff)

Individual 

employees

All employees of

the perspective

department/

team/ location

or specific

groups such as

young managers

Diverse (A), all

employess in the

branches (B), 

managers (C)
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d) Consequences: Five program areas

Training 

catalog

Department

internal

Offers

External

offers

Tailor-made

offers

Additional 

offers

Stakeholders

involved in 

planning

Training team

(A, B, C).

In addtion: 

representatives

of vocational

groups (A), 

regional training

responsibles and

branch manager

(B), head of

subsidiary (C) 

Mangers on 

different levels

(A, B, C)

Regional training

responsibles (B)

Line managers. 

Tranining team

involved in 

parts. A, B, C)

Training team, in 

partly

departments

heads/ head of

subsidiaries/ 

locations

Training team

(A, B), 

international 

staff function

„talent

development“ 

(C)

Financing Central budget

(A), internal 

transfer of

participation fee

(B), internal

accounting, in 

part global, in 

part for

individual 

participation (C)

Budget of

initiating

manager

Budget of

initiating

manager

Budget of

initiating

manager

(A, C)

No information
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d) Grounded Theory
Example from Case A

Interactional strategies

- Needs assessment mainly done by quantitative evaluation of previous 
year  training department with little involvement of other stakeholders

- Success defined as „if we get 100 registrations for 20 spots“
- Training department gives part of training budget to location heads
- Programs are planned without training department (nursing staff)

Phenomenon

Training department mainly 
ascribes image/ acquisition/ 

reward/ motivation/ retention 
function to training catalog

Context/ Conditions

- Health sector
- Over 5000 employees
- Central department 

„HR development“
- Heterogeneous 

workforce (vocational 
groups, training)

- Business 
reorganization, low 
training budget

Consequences

 Tranining catalog 
sorted by vocational 
groups, contains 
„goodies“ & offers 
mentioned several 
times 

 Stronger focus on 
current task than B, C 
(38% vs. 4% / 20%)

 More offers outside the 
training catalog



e) implications for adult education research
and practice
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e) Implications for AE research

Theorization of workplace learning

 More accurate representation of the reality in enterprises.

 Empirical-based understanding of program planning that 
takes the  political dimensions of the context into account.

 Suggestion of a grounded theory of cultures of program 
planning.

 Understanding of different program areas.

 Empirical-based description of “ascribed functions”.

 Description of relevant stakeholders and their perspective.

 Description of the impact of certain constellations of
stakeholders and program planning on the programs planned
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e) Implications for AE practice

Practice of adult education within enterprises

 Framework for critical reflection

For example: What is the internal mandate?

 Can be developed into suggestions how to design the 
planning process.



Thank you for your attention.

We are looking forward to your questions and thoughts.

aiga.von.hippel@hu-berlin.de

tina.roebel@hu-berlin.de
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