
Advice to a Rookie 
Develop a new workshop and teach 
it—tomorrow? Welcome to the world 

of training, kid! Sounds like you could use some help. 
Trainer 

By STEVEN K. ELLSON 

It's your first day on the job. You're the 
new trainer and you sit at your desk , 

very pleased with yourself, and look 
forward to the first s teps of an exciting 
career. Right off the bat you begin review-

ing managemen t development programs 
for first-line supervisors and technical 

training for equ ipmen t operators . O p -
timism carries the day, but apprehens ion 

lurks in the background. 
Your company seems headed for hard 

t imes. T h e y just announced that shifting 
demographics and market upheavals may 
require employee layoffs. Managers and 

staff alike dread the painful prospect of 

t r imming qualified personnel f rom the 

payroll. You wonder how these changes 

will affect your dut ies—and your own job. 
But at the s ame time, you recognize that 

t imes of flux place your skills in d e m a n d . 
You'll be training and retraining, analyzing 

what's already in place and predicting what 
ought to happen next . M a y b e throw in a 

little organization deve lopment on the 
side. 

Ellson is manager of educational 
services at Memorial Hospital in 
South Bend, Indiana. 

Welcome to the world of training. T h e s e 

first few mon ths of your rookie year will 

alternately thrill and scare you. Ge t a head 
start by unders tanding some of the basic 

issues and prob lems you might face. 
• How will you determine your role in the 

company? 
• How do your bosses define a rookie 

trainer's success? How do you def ine it? 
• H o w will new business realities affect, 

say, tha t recent ly p r o m o t e d qual i ty 
assurance manager? Remember , she's a 

line instructor now too. How will her per-
fo rmance affect yours? 
• How might an unprofi table quar ter or 

how your 

fiscal year affect training on a com-

panywide basis? What will happen to your 
depa r tmen t? 

Make your mark 
W h e n top management focuses on in-

creased productivity, cost reductions, and 
staff cuts, rookie trainers must learn to sur-
vive, and that m e a n s developing tech-
niques that make you and your job 
necessary to the company's well-being. In-

deed , staff deve lopment personnel like 
yourself must either adopt proactive train-

ing approaches or face the possibility of job 

reduction or ext inct ion. 'Io demons t ra t e 

your worth, recognize and resolve issues 
before they b e c o m e problems. If you con-

tinually prove that you provide a vital ser-

vice to your employer, you'll be on your 
way to ensuring that you keep your job. 

Today—your first day—you want to dive 

right in! You're conf ident , you've worked 
hard to sharpen your subject -mat ter and 

training skills, and you want to make a 

good first impression. You are eager to 

develop and teach your first successful 
program. 

C u r b that eagerness, but not your en-

thusiasm, for just a minute. Before you 

leap, look. Recognize some of the realities 
that affect every new kid on the block. 

T h e people with w h o m you work will 
compare you to the trainer you replace. 
Your bosses may sing your predecessor 's 
praises, or they may warn you not to make 
the same mistakes he or she made. Ignore 

the compar i sons and establish your own 
s tandards of educational excellence. T h i s 
d e c i s i o n s h o w s c o l l e a g u e s y o u r 
conf idence—you can solve prob lems and 

be productive. 

But what about other depar tments— 
your internal clients? You must prove 
yourself to t hem too. T h e y may not know 

how valuable you can be. You must 
demons t ra t e to managers and staff that 
you, and you alone, know how to help 
solve problems. T h i s skill is more valuable 

than teaching ability. R e m e m b e r that you 
are the educational expert. You are a credit 

to your profession. 

On your first day, start recording statistics that show 
services contribute to productivity and profit 
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Market yourself 

rhis confidence building prepares you 
to market your services. You can market 
programs in one of several ways. 

You can develop a program at the re-
quest of another department . Garner sup-
port by including someone from the 
department as a cotrainer. T h e cotrainer 
won't want to fail, nor will he or she want 
to appear unenthusiastic about the pro-
gram. T h e cotrainer will have to support 
the program to save face. 

A second marketing approach is to 
develop a program for one of the com-
pany's VIPs or vice presidents. Design a 
program that solves a problem and then let 
this person proclaim your educational 
talents. It matters little whether or not you 
actually teach the program; just be certain 
you receive the credit for developing it! Your 
problem-solving skills may be the key 
necessary to help the depar tment suc-
cessfully solve its own problem. 

When the word circulates on the 
grapevine that you are responsible for 
these successes, your position will become 
secure. Line presenters will ask you for ad-
vice and tricks of the trade; this represents 
an invaluable opportunity. First, you will 
tap into resources helpful to your own pro-

grams. Line presenters have the subject-
matter expertise staff trainers need. Sec-
ond, you will develop presenters who 
model your own effective training style. 
And finally, the presenter who is now com-
fortable because of your help will un-
doubtedly support your future educational 
program efforts. Th i s support solidifies 
and validates your posi t ion in the 
organization. 

Keep traek 
lop management doesn't care about the 

nuts and bolts of what you do. T h e y don't 
worry whether you develop a program, 
stand up and teach a class, coordinate an 
entire curriculum, or consult with other 
departments. Ins tead, administrators 
favorably respond to increased productivi-
ty and profit. 

On your first day start recording 
statistics that show how your services con-
tribute to those increases. Keep monthly 
records detailing 
• the amount of time you spend develop-
ing new programs, noting all research time, 
meetings, and other activities by program; 
• the n u m b e r of hours you s p e n d 
teaching programs; 

• how many people attend each program 
you develop or teach; 

• programs you coordinate with other 
depar tments ; 

• the depar tments with whom you coor-
dinate, noting how frequently you coor-
dinate. how much time you spend at it, 
and who participates in the resulting 
programs; 

• consultations—educational, manage-
ment development , career development , 
and so forth—with other departments, the 

frequency with which you consult each 
depar tment , t ime spent on each, and the 
results you achieve; 

• problem-solving sessions in which you 
take part , including depar tment names 
and number of participants; 
• tangible results of your p r o g r a m s -
problems solved, behaviors changed—and 
all notes of praise you have received from 
company VIPs. 

At the end of each quarter and year, total 
the figures and prepare for your bosses 
concrete evidence of your financial worth 
to the company. If you really want to make 
an impression, compare the hourly cost of 
vour salarv and benefits to an outside con-

prove things. Your confidant can help you 
vent your emotions. He or she can help 
you share your confidence and successes 
or provide a sounding board for secret feel-
ings of inadequacy. T h e role of the confi-
dant is to befriend you. So don't pick your 
supervisor; this person will be a frequent 
source of irritation and consternation. 

Your confidant can also help you under-
stand the organization and its personnel . 
Learn to use a reliable but informal 
grapevine to stay on top of company hap-
penings. Most such news-gathering net-
works include people from all departments 
and all levels. Make a point of speaking 
with managers, professional staff, and 
clerical employees. They can let you know 
the latest gossip, fill you in on hirings and 
firings, and warn you about upset VIPs. 
T h e grapevine will help you monitor the 
success of your educational programs and 
keep you informed of office politics that 
could sabotage your efforts. 

T h e quality of your work doesn't always 
determine your success. Somet imes it 
comes down to the quality of the rolls, cof-

To demonstrate your worth, recognize and resolve issues 
before they bccomc problems 

sultant's comparable rate. T h e savings will 
stand out clearly, but be sure to note that 
your ready availability to handle everyday 
training needs counts for a lot too. You may 
not need this data early in your career, but 
calculating these data and comparing Year 
One to Year Two will benefit you and your 
company. 

Get support 
Rookie trainers need a professional and 

personal support system. In large staff-
development depar tments , you will need 
collegial support as well as your super-
visor's encouragement. If rumors of layoffs 
or staff reductions circulate you'll need to 
know what's happening. In smaller depart-
ments where only one instructor provides 
educational programs to numerous depart-
ments , you need support too. Develop a 
network of colleagues who can critique 
your educational programs, help you 
brainstorm ideas, and teach programs for 
you, if necessary. 

Also seek out a personal confidant. 
Training pressures can overwhelm, but 
throwing coffee cups or s c r e a m i n g -
prevalent coping techniques—won't im-

fee, and soft drinks you serve to learners. 
Somet imes your success depends on the 
amount of support , credibility, and in-
fluence your supervisor enjoys. Under-
standing politics and how things get done 
will help you do your job and help you get 
a handle on the organizational mood and 
personality. In many cases your first crisis 
will be omitting Mr. X as a "cc" on a 
memo—bad move, for offending Mr. X 
could hinder future training programs. 
Keep your ear to the ground and listen for 
the rumblings that affect your work. 

Trust your supervisor 
You need to be aware of your new super-

visor's plans for working you into the 
departmental team. Your first assignments 
can give you a good idea of what to expect. 
O n e rookie recalls her first training mis-
sion: develop a conflict management 
workshop —and teach it the next day. 
Another trainer reports that two weeks 
after he was hired, his boss asked him to 
submit the following year's budget without 
reviewing the company's training needs. 

Expect your supervisor to throw you an 
early curve. You may get 30-minutes ' 
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no t i ce to teach a two-hour p rog ram on a 

sub jec t a b o u t w hich you know very little. 

T h e b o s s isn't t ry ing to limit your ef fec-

t iveness . It's mere ly a test of your ability 

to c o p e with the s t resses that plague train-

ing d e p a r t m e n t s . In addi t ion s o m e super -

visors mainta in they m u s t "unfreeze" old 

habi ts and loyalties to previous employers 

and "refreeze" new no rms . If you f ind your 

head sp inn ing or f ind yourself c o n f u s e d 

a b o u t how the organizat ion f u n c t i o n s in 

t h e first f ew m o n t h s , d e p e n d u p o n your 

supervisor for d i rect ion. T h e "unfreezing-

refreezing" t e c h n i q u e also he lps you learn 

w ho you can t rus t—your superv i so r—and 

w h o you can' t . 

Some closing thoughts 
D o the p rob lems identified above sound 

overs ta ted? I lave you e n c o u n t e r e d p rob-

lems ha rde r to handle? C a n a rook ie real-

ly survive the first few m o n t h s ? W h a t 

a b o u t e c o n o m i c turmoi l? 

Learn to use a reliable but 
informal grapevine to stay 

on top of company 
happenings 

In spi te of t h e diff icult ies, you can c o p e 

w ith t h e s e p r o b l e m s by cont inual ly and 

percep t ive ly assess ing t h e company , your 

d e p a r t m e n t ' s political pos i t ion , and t h e 

p e r c e p t i o n o t h e r s have of your skills. You 

mus t learn to act proactively, ra ther t han 

respond negatively or hesitantly. You mus t 

believe you are t h e m o s t c o m p e t e n t in-

dividual your emp loye r could have hired 

for t h e job. 

It may take t h r e e m o n t h s , six m o n t h s , 

even a year or m o r e to b e c o m e c o m f o r t -

able in your pos i t ion . D u r i n g the ad jus t -

m e n t period you may have many sleepless 

n ights and rough days. O n Tuesday m o r n -

ing you may feel conf iden t you unders t and 

t h e company , only to realize on Tuesday-

a f t e r n o o n you don' t u n d e r s t a n d how your 

d e p a r t m e n t opera tes , let a lone t h e who le 

organiza t ion . 
The b o t t o m line for you , t h e rookie 

trainer, is con f idence , perseverance , and 

flexibility. U n d e r s t a n d t h e mul t i face ted 

na tu re of your job. T he p r o b l e m s may 

s e e m insurmountable , but you can find the 

rewards in p r e s e n t i n g quali ty educa t iona l 

p rog rams or facili tating a g roup p r o b l e m -

solving session that brings positive change. 

And later you may achieve t h e grea tes t 

reward: m e n t o r i n g o t h e r rookies . You w ill 

he lp t h e m b e c o m e mature , c o m p e t e n t , 

and successful professionals. Just like you. 
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A GUARANTEED way for leaders to tap the full 
potential of employees and beat the competition !! 

W H Y BUY T H I S B O O K ? 

• First research based book on the subject in 

9 years 

• Based on 10 years research and observation 

of effective coaches 

• A more in-depth model and training 

design 

• Specific/clear definitions of effective leader 

behaviors 

• Exposes the current myths of 

leadership: 

- One Minute Management 

- Behavioral modeling or mimicing actors 

is effective for skill development 

- Coaching is a simple process 

- Overreliance on problem solving skills 

during a disussion 

CoacH 
C r e a t i n g P a r t n e r s h i p s 

f o r a 
C o m p e t i t i v e E d g e 

S l e v e n J . M a l t M . 
S l o w e l l P h . D . S l a r c e v i c h P h . D . 

1st . e d i t i o n 
so ld o u t in 
4 m o n t h s !! 

T O P I C S I N C L U D E : 

• Coaching: a commitment to leadership 

• A vision of leader-employee partnerships 

• The 8 Steps of Coaching 
• Get your act together before you meet 

• Courage and the agony of coaching 

• Avoiding the flagrant errors 
• The art of being confrontive/ and caring 

• Excuses: the harsh realities of change 

• The highest forms of leader support 

• Get better results and be less controlling 

• Give yourself permission to do the positive 

things you already know 

• The 10 underlying values and beliefs 

• Your role after the talking is done 

• When coaching and prayers aren't working 

• Coaching and inspiring the motivated 

employee 

C O N T A C T C M O E : 

P . O . B o x 2 5 0 5 

Bar t lesv i l l e , O k l a 7 4 0 0 6 

( 9 1 8 ) 3 3 3 - 6 6 0 9 

P . O . B o x 2 1 1 0 3 

Sa l t L a k e C i t y , U t a h 8 4 1 2 1 

( 8 0 1 ) 9 4 3 - 6 3 1 0 

O N E D A Y W O R K S H O P S 
( V A R I O U S D A T E S A N D L O C A T I O N S ) 

E x p e r i e n c e the c o m p l e t e t ra in ing p r o g r a m (cases , v ideos , 

m a n a g e r / e m p l o y e e su rveys , w o r k b o o k s , l ive d e m o n s t r a t i o n s , 

a n d ins t ruc tor m a n u a l s ) that has i m p r o v e d o v e r 10 ,000 manage r ' s 

e f fec t iveness . C A L L T O D A Y F O R T H E S C H E D U L E 
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