THE APPROACH TO TRAINING DETAILED HERE HAS BECOME A ROADMAP
AND GUIDE THROUGHOUT THE GENERAL FOODS ORGANIZATION.

TRAINING IN PLANTS:
A REALISTIC
APPROACH

BY R.I. LAZER,
A.W. OLKEWICZ
AND J.W. BEVANS

Over the past decade, many com-
panies have been critically reas-
sessing their organizational ability
to identify and respond to chang-
ing conditions. To a large extent,
thisevaluation has been prompted
by the changing social values and
economic climate within our so-
ciety and the world. As we emerge
fromthis decade of change, Gener-
d Foods (GF) — like many other
organizations — no longer is ask-
ing the question of whether it
should change, or even what
should change. The question is
simply, "How do we make the
change?' In GF, the answer is
training. Training is the means by
which people acquire the skills and
knowledge they need to perform
the work. For many people, this
means learning new behaviors like
group problem solving, feedback
sills, setting shared objectives,
etc.

The history dof training in GF isa
long one and continues today to be
actively supported throughout the

corporation, and, like al compan-
ies, GF needs to maintain training
and development activities in or-
der to function at its optimum level
o productivity. GF, as a corpora-
tion, encourages and supports
training and development at al
levels of the organization and has
developed philosophical and policy
positions which articulate beliefs
and guide the corporation's ap-
proach to training. Key points in-
clude:

* GF believes people want and
should be given an opportunity for
individual growth and develop-
ment, and should be encouraged to
increase their knowledge and im-
prove their skills.

* Training and development
goals should address performance-
related business and personal
needs.

» Training and development is
the responsibility of each employee
and his/her manager.

» Training needs and goals are
established through Management
Process* discussions.

» The training program and the
results of the training, not the em-
ployee, are evaluated.

In order to maximize the intent
o these statements, to optimize
use o human resources and im-
prove cost effectiveness, it was felt
that arealistic, corporate-wide ap-
proach to training was needed.
The following approach outlines
what General Foods feels is the
best strategy, and isthe result of a
participative effort by 40 manufac-
turing managers and personnel
professionals from across the cor-
poration.

As training within GF was de-
fined and clarified, it became clear
that "training needs" was at the
hub of the whole process, and dl
other pieces o training revolved
around the "needs." This concept
has become the foundation for GF's
approach to training in plants. The
individual elements of training —
the identification of training needs,
the conversion of these needs into
training options, development and
implementation of training, and
the evaluation of the training
results are detailed in the follow-
ing.

Training is disruptive to an or-
ganization's functioning. It is aso
expensive, requiring untold hours
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o preparation and time away from
the job for trainees, facility and
equipment costs, and lost produc-
tion. To minimize these issues
General Foods approaches training
as awork focused activity, that is,
looking to specific areas of work
where important performance dis-
crepancies can be clearly identi-
fied, a need specified, and an
objectiveto meet that need spelled
out. Training islooked to as a way
to close specific performance gaps
between what is and what should
be. Training is not seen as an end
ontoitself but as one method of im-
proving individual, and as aresult
organizational, effectiveness and
productivity.
Step 1:

Identification of Training Needs

The determination that training
is needed to solve, or head off a
problem requires a careful and
systematic analysis of the organi-
zation. The questions "who needs
training?' and "what training is
needed?" are easy; it's getting
good answers which is the hard

part. In fact, the identification of
training needs is the most difficult
and important aspect o the total
training process.

The diagnosis of an organization
to assess the need for training is
the first step. The purpose is to
collect qualitative and quantitative
data and to articulate the gap in
terms of skills between where we
are and where we want to be.

The diagnosis process is con-
ducted at two levels — organiza-
tional and individual — separately
or concurrently. In the first case
the whole or large segments of a
manufacturing plant are analyzed,
while the individual approach fo-
cuses on the employee (or small
group of employees) or a particular
job (or group of jobs). Again, the
objective is to determine where
gaps are between what is expected
and what exists. As Figure 1
states, this is a cooperative effort
by staff, management and em-
ployees. Experience indicates that
this involvement is critical to get-
ting the commitment and owner-
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ship required to develop and im-
plement recommended solutions.
The degree of success that a train-
ing effort enjoys is often depen-
dent on the degree of involvement
achieved.

In one recent case, where the
plant manager had conducted his
own organization analysis, before
calling for help to develop and im-
plement supervisory skill training,
his initiative, motivation and com-
mitment to training resulted in a
very positive training experience
for his supervisors. In fact, initial
evaluations indicate significant be-
havior change on the part o the
trainees.

During an organizational anal-
ysis, astudy or audit of the entire
plant is conducted. The organiza-
tion's short- and long-term objec-
tives are compared against actual
results, government regulations
and licensing requirements are
studied, consumer complaints ex-
amined, resource allocations are
guestioned, and the level of man-
agement skill, technological status,
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Figure 1
TRAINING NEEDS IDENTIFICATION

Determine plant objectives and activities necessary for an efficient operation to accomplish those objectives.

Based on

A. Asking—

I. Analysis of
Organizational
Problems and
Conditions

and

Il. Analysis of
Employees’
Performance,
Problems, &
Potential

C. Studying— <

As discovered by.
Employees

Questionnaire
Interview

I Supervisors
Top Management
Staff offices

Surveys

Employees
TheFi)r vgork

Work flow
Relationships

Records & Reports

Public reaction to
service

Jobs (Job analysis)

Organization
structure

Program plans

Organization Policies

To determine ...

1. What is the problem
or situation that
makes us want to do
something?

2. What causes this
problem or situation?

3. Exactly what do we
really want?

4. What do we have now?

5. What do we lack?

6. Which of these lacks
(needs) have greatest
priority?

7. What can we do about
them?

8. How shall we go about
doing it?

A COOPERATIVE EFFORT OF EMPLOYEES, SUPERVISORS

and organization and work design
are reviewed. Data is gathered
through discussions with plant
management, discussions with em-
ployees (individually or in groups,
including hourly workers and union
representatives), attitude surveys,
or operating records, detailing:

Yields
Efficiencies
Cost
Quality
Waste
Housekeeping
Safety
Attendance
Turnover
Downtime
Grievances
Etc.

The organizational analysis for
training needs should also help
define the overall management
philosophy in the plant. It is im-
portant that the attitudes and
behavior of the plant management
be consistent with what is trained
and how the material is presented,
especialy for supervisory training.
The definition of the plant's man-

MANAGEMENT AND TRAINING STAFF.

agement philosophy should also
identify "ongoing" training needs;
those programs which provide
basic skills or information neces-
sary to successin aparticular plant
environment. For example, team
building and group problem-solv-
ing skills are basic to the operation
of GF's Topeka Pet Food facility,
best known for its practice of team
management.

Procedures for assessing train-
ing needs on an individual basis
range from personal interviews
with the prospective trainee to the
observation of the person or group
on the job. The goa here is to
identify specific training needs for
an individual or group of em-
ployees so that training can be
tailored to these needs. Likewise,
job analysis — systematic, de-
tailed collection of data on a job's
purpose, tasks, how tasks are per-
formed, and skills needed to per-
formthe job — can be conducted to
define specific training content. An
example, of course, is a new line
start-up or new equipment instal-
lation.

Clearly, the identification of
the need for training is primar-
ily the responsibility of the line
manager in the area where a need
exists.

Because each manager is re-
sponsible for the performance of
his or her organization, line man-
agement must be responsible for
determining when training is need-
ed to close a gap between actual
and expected performance. Fur-
ther, it is the line manager's
responsibility to support and re-
ward the employee for training
participation and subsequent be-
havior changes on-the-job.

It is, however, the responsi-
bility of personnel to act as con-
sultants once the manufacturing
managers assess their needs. Per-
sonnel must question and distill
each perceived need, until a clear
picture of what kind of training is
needed develops. Personnel also
has the role' of identifying and
anticipating plant-wide training
needs in their area of functional
expertise, and to initiate action
resolving the needs.
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Step 2: Conversion

of Needs into Training Options

The conversion of identified
needs into actual training pro-
grams is neither simple, nor a one-
step process. Because training can
be expensive and disruptive to
production, the personnel function
in GF has the responsibility for
evaluating all potential training
needs to determine if any other
option, e.g. job redesign, would be
more effective.

According to Mager and Pipe, in
order to determine if a perform-
ance discrepancy or need is
“worth” a training effort the dis-
crepancy must be important
enough to warrant further action.2
Additionally, there hasto be atrue
gap in the skill or knowledge level
o trainees to justify training. If
the skill is present, but not being
exhibited on the job, something
other than training is required,
e.g. better feedback.

Once the need for training is
agreed to by personnel and line
managers, a formal proposal for
recommending training, and re-
questing plant resources to assure
that appropriate training is devel-
oped, implemented, and evaluated
iswritten by personnel and agreed
to by plant management. The pro-
posal should detail:

1. Specific need.

2. Proposed method to meet the

need.

3. Suggested timetable for im-

plementation.

4. Expected outcomesor results.

5. Proposed budget and needed

resources.

In one of our plants, the analysis
of needs for total supervisory
training was, in part, accomplished
by using published texts and arti-
cles to identify relevant areas of
the supervisor's job. These identi-
fied responsibilities were reviewed
by top management and only those
seen as most relevant for this par-
ticular division were retained.
Next, plant middle management
was brought into the analysis.
Each department head was as-
signed one or more modules in
their area of expertise and given
the charge of forming a committee
to broadly outline the content of
each of those modules. The depart-



ment head group then met and re-
viewed the proposed content for all
modules. Thisreview identified
areas where the content signifi-
cantly overlapped and, in some
cases, the material was combined.
Twelve training modules ultimate-
ly emerged from this analysis.
Resources were not available to
develop the 12 modules at once and
department heads placed priorities
on the modules. From this, a de-

EVERYTHING
YOU NEED
TO ESTAOUSH

A

SELF
PERPETUATING
TRAINING

PROCESS

Here's an opportunity to introduce
the tried-and-proven J. F. Beardsley
Quality Circles process that har-
nesses the resources of your peo-
ple to initiate and reinforce train-
ing continuously self-monitor
performance when and where nec-
essary. This unique productivity and
quality improvement process can
perpetuate itself in your company.
All your management has to do is
provide the desire to make it work.
J. F. Beardsley and Associates can
show you exactly how at one of its
conveniently located workshops.
Whether you want to train new facil-
itators for active Quality Circles or
introduce Quality Circles in your
company, you'll get everything you
need at a J. F. Beardsley Facili-
tator Training Workshop, ... train-
ina philosophy, theory, simulated
hands-on experience plus training
manuals, slides, audio-cassettes,
a text book and workbook to take
home. You'll discover why more
companies in the western hemi-
sphere-cait upon J. F. Beardsley
to implement Quality Circles
than any other manage-

ment consulting firm.

velopment plan was completed.
Finally, a department head and a
personnel resource head were put
in charge of the development of
each module. The basic outlines
were expanded, reviewed and
assignment for developing ma-
terial was made. Timetables for
completion of the materials were
organized and development o the
program started.

We have discovered, through
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the analysis of unsuccessful train-
ing efforts, that line-management
participation is critical. Where a
valid training need exists and a
practical and realistic program is
designed to meet that need the
training will sell itself, especially
where managers and employees
have participated. Plants that
operate under a "Thou shalt train"
directive invariably find little or no
participation, commitment, or suc-
cess for their training dollars,
when the other elements are not
present or when the needs have
not been properly analyzed.

Step 3: Development
and Implementation of Training

Once the need for training has
been identified and agreed to, the
decision becomes exactly what
training program content will meet
the need, how it will be presented
or taught, and by whom. Does the
line manager conduct a four-hour
lecture or do we design a five-day
retreat run by consultants? What-
ever the program content or mode
of presentation, it must meet
needs and desired outcomes which
were identified during the diag-
nostic stages of the process. Addi-
tionally, to create a good learning
environment, the following tradi-
tional training criteria must be
met:

1. Provide active involvement
and participation for trainees.

2. Provide feedback on learning
progress.

3. Facilitate transfer of learning
back to the job.

4. Reinforce desired behavior or
correct responses.

5. Provide time to practice and
repeat new behavior.

6. Create an atmosphere where
trainees are motivated to learn.

In GF, personnel is responsible
for the design, developmient and
implementation of training. The
knowledge, expertise, and avail-
able resource information to con-
duct a successful program is within
their functional area. However, all
available technical experts are
involved to assist in developing
specific content areas and in imple-
mentation, as co-trainers. Other
resources including corporate
training programs and people, col-
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leges or university resources, pro-
fessional societies, and consultants
are also available to the trainer.
Step 4:
Evaluation of Training

Determing how well a training
program met its objectives is the
essence of evaluation; did it do
what it was designed to do? Typi-
cally, evaluation is not an easy
thing to do, especially with the
limited resources available in the
plants, but it is something which is
critical to the ongoing success of
any training. The feedback that is
received from carrying out an
evaluation is invaluable in improv-
ing future programs.

Evaluation starts with the orig-
inal, identified need for training. If
evaluation starts with the original
training objectives then results
can more easily be tied back to
needs.

There are a number of ways to
collect data for evaluation, includ-
ing asking the trainee (self-percep-
tion), asking the supervisor, or
observing changes in knowledge or

- Circle No; 104 on:Reader Serviée Card

behavior. For instance, in GF, col-
lecting information on immediate
reaction consists of measuring the
feelings or reactions of the train-
ees, on a number of variables,
usually by questionnaire immed-
iately after the session or within a
short time period after training.
Soliciting reactions for what was
most helpful/least helpful, physi-
cal facilities, subject matter and its
presentation, and performance of
trainers are typical. Though this
type of evaluation does not mea-
sure learning or results, it does
provide valuable information for
improving future programs.

The measurement of actual
learning — in terms of knowledge
or training content — is more
difficult; again, the evaluation is
tied to the original training objec-
tives. For example, several of our
plants indicate that they use some
form of testing procedure or
checklist to measure operator
training to insure that the trainee
learned the material. In other in-
stances, knowledge gain or learn-
ing is assessed through asking the
individual or the supervisor for
their perception or judgments.

Measuring actual behavior
change, the key to improved per-
formance, is a third evaluation
procedure. The objective here is to
assess if anything has, in fact,
changed as a result of the training.
It has been found that even if a
trainee loves the program and
learns and understands all the con-
cepts and principles, a change in
behavior still may not occur. In
other words, how has the learning
translated into behavior change
and improved results?

The ultimate test of a program’s
value is the result it produces, as
results are directly tied back to the
original need for training. The
objectives of training programs
should be stated in terms of results
— reduced grievances, increased
quality, less absenteeism, etc. —
and the evaluation is in terms of
these objectives or sought for
results.

Obviously, certain typesof train-
ing are easier to evaluate for
results than others; boxes out-the-
door can be counted before and
after training, as can the number
of damaged jars. It is harder to
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evaluate the effectivenessof an in-
terviewing-skills workshop or the
effect of group problem solving on
the quality of solutions. Also,
whenever results are measured, it
has to be at some period, e.g., six
months, after training, and other
factors such as new equipment or
procedures can influence the re-
sults. These other influences have
to be identified and taken into con-
sideration when assessing the ulti-
mate value of the training.

Whatever evaluation strategy is
considered and implemented, it
should be planned at the same time
as the training program is devel-
oped and should be an integral part
of the total package. Evaluation
should also be a continuous process
permitting the program to con-
stantly improve and be responsive
to changing needs.

Conclusion

The approach to training in
plants detailed here has become a
roadmap and guide throughout the
General Foods organization. The
participative process by which the
approach was developed greatly
increased the ease with which the
organization accepted and began to
practice it. This approach has con-
tributed to a “rebirth” of training
as training became better focused
on the needs of the organization
and the people. The acceptance
and commitment to training is in-
creasing, as the results begin to
show positive outcomes as a result
of meeting specific needs.
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