


I
t's a universal frustration: how 
to get management support for 
t r a i n i n g . I h e a r a b o u t it f re -
quently from instructors. Usual-
ly, the m a n a g e m e n t level just 

above their t ra inees gives them the 
most trouble. 

Here are some typical complaints 
from training professionals: 
» "The people who need the training 
most aren't sent." 
» " M a n a g e m e n t o f t e n a s k s us to 
shorten a course to less time than is 
needed to meet the objectives." 
I "Sometimes, supervisors pull a par-
ticipant out of the training for a crash 
project, and the participant rarely gets 
to return to class." 
» "Managers don ' t fol low up. They 
don't recognize or reinforce new be-
havior when their people return from 
training." 
I "Some m a n a g e r s u n d e r m i n e our 
e f f o r t s by te l l ing t r a inees , 'I d o n ' t 

know what they taught you in class, 
but here's how I want things done.'" 

Sound familiar? Such c o m m e n t s 
h igh l igh t t he p r o b l e m of w i n n i n g 
senior managers ' buy-in for training. 
Of cou r se , t h e r e can be p r o b l e m s 
with the training itself involving the 
design and delivery, instructor's cred-
ibility. relevance of the content and 
goals , and t iming. But e v e n w h e n 
you have your house in order on all 
of those elements, you may still face 
a lack of management support. Man-
a g e r s o f t e n v i e w t i m e s p e n t in 
training as nonproductive, especially 
in a downsized organization in which 
employees are already stretched, in 
such cases, training is seen as a cost 
rather than an investment . And be-
c a u s e m a n y m a n a g e r s h a v e h a d 
w o r k s h o p s on soft skills, they may 
view training as warm and fuzzy— 
nice to know, but not essential and 
perhaps a waste of time. 

At last!-—some specific 

actions for getting the 

support you need from 

senior managers for 

your training programs. 

You 7/ also improve 

training transfer. 

Go for it! To Get 
Management Buy-In 

Ten a c t i o n s 
There are several things you can do to 
get m a n a g e r s o n b o a r d . T h e y a r e 
based on two assumptions: One, re-
sponsibility for training can't be dele-
g a t e d ; it must e i t h e r be s h a r e d or 
abdicated. Two. the training and devel-
opment of a manager's staff, team, or 
work group is too important to be left 
to people other than training profes-
sionals. An instructor can help a man-
ager. but only if their par tnership is 
recognized, formalized, and strength-
ened throughout a training program. 

My definition of training includes 
behavior c h a n g e — p e r f o r m a n c e im-
p rovemen t back on the job. That ' s 
why training can't be delegated. Im-
parting information can be delegated, 
but training involves more than im-
parting information. If it doesn't, one 
can hardly b lame manage r s for not 
supporting it. 

He re a re 10 a c t i o n s for g a i n i n g 
management 's support for training. 
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1Start at the top 
Link t raining to your c o m p a n y ' s 
b u s i n e s s p lan . He re a r e severa l 

ways to do that. 
I Make su re each c o u r s e is s p o n -
sored by a senior manager responsi-
ble for ensuring that it relates directly 
to company goals. 
> Conduct a feasibility analysis be-
fore launching a new course and be-
fore estimating the size of the training 
aud i ence over t ime, the n u m b e r of 
cycles offered, and the cost and bene-
fits. Express the benef i t s in dollars 
and tie them to the business plan. 
I Have a training advisory commit-
tee of managers review each program 
to ensure its link to company goals. 
I Check the purpose statement and 
course objectives of each program to 
make sure they descr ibe workp lace 
behavior (per formance criteria) and 
not just the acquisition of knowledge. 

2Conduct a needs 
analysis 
Involve participants' managers. 

Get t h e m to a r t i cu la te the des i r ed 
training outcome. Use surveys, simula-
tions, paper-and-pencil assessments, 
and records of present performance to 
get managers interested. Their input 
can make a course more relevant and 
inc rease their buy- in b e c a u s e they 
were asked to participate early on. 

3Repor t the results 
S u m m a r i z e the resu l t s of the 
needs analysis, and send out the 

proposed course objectives for man-
agers to review. If you have conducted 
a feasibili ty analysis, you may also 
share those results showing how the 
dollar value of the potential benefits 
exceeds the cost. 

4Brief par t ic ipants ' 
managers 
C o n d u c t a o n e - h o u r b r i e f ing 

severa l w e e k s b e f o r e l a u n c h i n g a 
course. Prepare an agreement between 
trainees, their managers, and the in-
structor that outlines their individual 
responsibilities. Distribute the schedule 
of topics and meetings, and a checklist 
of what managers should do to follow 
up the training and reinforce new skills 
and behavior on the job. If possible, 
get a senior manager to co-host the 
briefing and send the invitations. 

5Brin^ the workplace 
into the workshop 
Encourage participants to dis-

cuss problems and situations they face 
on the job. Participants and their man-
agers should complete pre-course as-
sessments and self-inventories prior to 
a course. Use critical incident reports to 
generate case studies and workshop 
exercises on key learning points. Di-
vide the class into subgroups of three 
to four people so they have the oppor-
tunity to exchange work-related chal-
lenges and ways to handle them. 

6Have managers 
instruct 
Invite some managers who have 

been actively supportive of the training 
to work with the instructor and provide 
team teach ing . Dif ferent m a n a g e r s 
should teach different sessions. If pos-
sible, run the managers through the 
course first. You can also conduct a 
brief train-the-trainer session to explain 
and illustrate the managers' role as fa-
cilitator and to distinguish be tween 
your role and theirs. 

7Take the workshop 
back to the workplace 
If you're teaching an entire job 

to new employees, provide them with 
a job description and give them time 
to make notes af ter you cover each 
major task or responsibility. They can 
take those items back to their supervi-
s o r s to r e v i e w t o g e t h e r . W h e n 
t ra inees a re i n c u m b e n t e m p l o y e e s 
a n d you ' r e t each ing n e w c o n c e p t s 
and skills so they can become more 
effective, have them prepa re action 
plans that outl ine the new behavior 
they will use on the job. They should 
share their plans with their managers. 
You c a n a l s o d i s t r i b u t e job a ids , 
checklists, and procedure guidelines 
for use back on the job. 

8Schedule Alumni Day 
Bring participants together three 
to six weeks after they complete 

a course. Each should report for a few 
minutes on the cost and benef i ts of 
imp lemen t ing their act ion plans to 
da te . Invite their managers , w h o s e 
agreement to the follow-up meeting 
should be obtained prior to training at 
the manager s ' br ief ing ( n u m b e r 4). 
B e s t o w cer t i f ica tes , and c e l e b r a t e 

with f o o d and beve rages . Because 
managers will want their staffs to re-
port success with the act ion plans, 
they're more likely to support partici-
p a n t s ' n e w b e h a v i o r in t he work -
place. 

9Write your 
success story 
Collect data on participants' suc-

cess using interviews, post-training 
questionnaires, and the Alumni Day 
reports. Obtain quotes f rom partici-
pants and managers. Publish the in-
formation in the company newsletter, 
a local newspaper, or industry publi-
cations. Send copies to senior man-
agers, the participants' managers, and 
the training advisory committee. In-
clude the cost-benefit data obtained 
f rom act ion plan repor t s or a cost-
benefit analysis. 

i | Conduct a cost-
V benefit analysis 

— V - / Tally all of the expenses 
and benef i t s of a course , projected 
over the full payback period to prove 
that ef fect ive training doesn ' t cost; 
it pays . The r e t u r n - o n - i n v e s t m e n t 
can exceed the cost by an impressive 
ratio. 

Last, think of one of your key train-
ing programs. Choose a course you 
are familiar with. Suppose you were 
to go into the workplace one month 
af ter delivering that course and ob-
serve every situation in which partici-
pants had to apply what they learned. 
What percentage do you think you'd 
see being applied correctly? 

When I ask an audience of training 
professionals that question, most an-
s w e r a b o u t 20 p e r c e n t — w h e t h e r 
they ' re in the United States, Singa-
pore, Kuwait, or Mexico City. Yet, I 
suspect that actual data would pro-
duce a higher number. 

It is now in your hands: 10 ideas for 
s t rengthening m a n a g e m e n t ' s active 
support of training. You're probably 
using some of them already. Even if 
you use only three or four new ones, 
you can significantly increase their 
support and the transfer of training. • 
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