
A GREAT DEAL OF PROGRESS CAN BE MADE 
BY FOLLOWING FOUR PRACTICAL STEPS . . . 

BUILDING TRAINING 
DEPARTMENT 
CREDIBILITY 

BY JOHN H. 
DOBBS 

As he closed the door to his boss's 
office and began walking down the 
hall, Roger could hardly believe 
what he had just been told. 
"Things are t igh t , " isn't much 
justification for being asked to cut 
two people from your staff and 
chop 30 percent from next year's 
budget, he thought. 

"Heck, we've made some real 
progress in the training depart-
ment in the past yea r , " Roger 
attempted to point out to his boss. 
"You've seen some of the feedback 
questionnaires from people who've 
gone through the new middle-
management program we design-
ed. Wasn't that considered?" 

"Sure it was," his boss retorded, 
"and I know you've made some real 
progress this year. But, these cut-
backs aren ' t affect ing just the 
training department, you know. 
Other parts of the company will be 
cutting back too. The decision's 
been made — my hands are tied." 

Roger stopped at the drinking 
fountain, not really wanting to go 
back to his office. He just stood 

there for a moment mulling over 
again and again the meeting with 
his boss. "Oh, I can understand the 
need to t ighten our belt, ' ' ' he 
thought, "but what really burns 
me is that I wasn't consulted on 
how all this would affect my de-
partment. I didn't even have a 
chance to make a case for what I 
think should be done. I guess it's 
too late to worry about that now. I 
wonder how I'm going to tell the 
people I decide to let go?" 

The situation Roger found him-
self in did not happen all of a sud-
den. It evolved over a considerable 
period of time, and Roger is right. 
The fact that he did not know what 
was going on is probably more sig-
nificant than the cutback he was 
asked to make. In short, Roger 
was feeling the effects of a lack of 
credibility. 

Credibility is not something we 
spend a great deal of time thinking 
about. First of all; it's hard to de-
cide when you have it and when 
you don't. When you need it the 
most, it's probably too late to start 
building it. It's elusive, too. Hav-
ing credibility today does not 
necessarily mean it will be there a 

year from now. 
The dictionary defines a "credi-

ble" person as one who is capable 
of being believed or one who is 
worthy of c o n f i d e n c e ; " t r u s t -
worthy" is also a word attached to 
the term credibility. What the dic-
tionary doesn't say is that credibil-
ity can't be demanded, bought or 
even given. It must be earned! The 
purpose of this article is to offer a 
few practical suggestions for in-
creasing the credibility of training 
managers and their departments. 

Spotting the Symptoms 
Like many other ills, lack of 

credibility is often manifested by 
various symptoms which, when 
properly diagnosed, can give the 
training manager some important 
clues as to what kinds of credibility 
problems exist and how severe the 
problems really are. Check your 
t ra in ing d e p a r t m e n t for these 
symptoms (Figure 1) of low train-
ing department credibility. 

While none of the listed symp-
toms by itself is a clear indication 
of sagging credibility, a combina-
tion of severa l may indicate a 
serious problem. If your depart-
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ment's score on the exercise totals 
15 points or more, some serious 
soul-searching may be in order. 

If lack of credibility does appear 
to be a problem, there are two 
critical points to keep in mind. 
First, the ultimate source of credi-
bility is line management. It mat-
ters little how well instructors are 
doing in the classroom or how posi-
tive the participant evaluations are 
of your training programs, if line 
managers do not have generally 
positive feelings toward the train-
ing department. (Your answers to 
symptom numbers 3, 5, 6, 7, 14, 
18, and 23 will give you an indica-
tion of where you stand in this 
respect.) 

Secondly, you needn't look very 
far outside of the training depart-
ment to identify most causes of in-
sufficient credibility. Much of the 
damage is self-inflicted. In fact, 
almost all the credibility symptoms 
pointed out thus far are well within 
the capability of the training de-
partment's management to rectify. 

It is true that many training 
managers are quick to adopt the 
latest fads in training. Programs 
come and go without leaving be-
hind any hard evidence that they 
have really helped supervisors, 
managers, or other employees be-
come more skillful or have con-
tributed in any meaningful way to 
the effectiveness of the organiza-
tion. A 1976 survey of more than 
3,000 ASTD members revealed 
that less than 25 percent of the re-
spondents attempt to measure on-
the-job performance change re-
sulting from the m a n a g e m e n t 
training they conduct — this, in 
spite of the fact that as few as one 
percent of the t raining profes-
sionals surveyed felt that on-the-
job performance change could not 
be measured. The ability of the 
training depar tment to improve 
on-the-job performance of super-
visors and managers will be sus-
pect as long as this trend contin-
ues. The issue is not so much being 
able to prove that the bottom line 
was affected by the training effort, 
as it is to demonstrate that some-
thing changed as a result of the 
training. 

Zemke and Isachsen have identi-
fied 10 ways to blunt human-

Figure 1. 

Symptoms 
1. There are many no-shows or last-minute cancellations for 

in-house training programs. 

2. Participants express dissatisfaction with training sessions. 

3. Insufficient budget is approved to conduct training properly. 
4. Training programs are frequently interrupted by trainees 

popping in and out of sessions. 

5. Training department budgets are seldom approved as submitted. 

6. Insufficient training time is permitted to accomplish stated 
objectives. 

7. The training department plays no role in the organization's 
long-range planning. 

8. Training activities not involving the training department are 
taking place in the organization. 

9. The training manager and his/her superior occupy low 
positions in the organization's reporting structure. 

10. Training clients (line managers) dictate the content of programs 
to the training department. 

11. The training manager is excluded from most high-level meetings. 

12. Training department staff members are infrequently used as 
internal consultants. 

13. Management insists that all training programs be developed 
internally. 

14. High-level managers seldom participate in internal training 
programs. 

15. Training delivered is primarily theoretical and conceptual 
rather than skill-oriented. 

16. Activity in the training department has frequent lulls. 

17. Instructor morale is low. 
18. Training manager has little access to top management. 

19. Training programs are not accomplishing stated objectives. 

20. Training department budget is first to be cut. 

21. Evaluation of training consists of participant feedback only. 

22. Department is usually first or last to adopt new training 
techniques and methodology. 

23. Training department can't respond to special requests for 
training from key managers. 

TOTAL POINTS 

Points 

1 
3 

3 

resource-development effective-
ness. 1 Nine of the 10 problems de-
scribed in their article are directly 
or indirectly controllable by the 
training department. 

The fact of the matter is that the 
training department has earned 
the reputation it has by virtue of 
the activities it has engaged in, the 
relationships it has established 
within the organization, and by the 
results (as opposed to the number 
of training sessions) it has been 
able to deliver. 

Sometimes the cure is worse 
than the disease. This is fortunate-
ly not the case when it comes to 
the actions required to build train-
ing department credibility. It can 

be a healthy, exciting and reward-
ing experience once you've set 
your mind to it and go about it in a 
systematic manner. A great deal of 
progress can be made by following 
four practical steps. Let's discuss 
each of them in turn. 

Find Out Where You Are 
Assessing the current level of 

credibility of your training depart-
ment can be an enlightening, but 
not necessarily painless experi-
ence. It is akin to a needs analysis 
and can be accomplished in two 
phases through the creation and 
administration of relatively simple 
pat terned interviews. The two 
phases are: 

1. Survey training department 
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staff. It is vital to determine how 
training depar tment staff mem-
bers feel about themselves, their 
jobs and the training department. 
The responsibilities of a training 
professional can be difficult and 
frustrating at times. It is impor-
tant to acknowledge and consider 
these frustrations as you attempt 
to uncover reasons for low credi-
bility. Staff members might be 
asked to give their thoughts on: 

• Their ability to get manage-
ment cooperation; 

• Whether or not training de-
par tment objectives are being 
met; 

• Whether they have earned the 
respect they need from manage-
ment to do their jobs effectively; 

• Their department's ability to 
get the funds it needs to produce 
results expected by management; 

• What percentage of requests 
for training made by management 
the department is able to fulfill; 

• The criteria used to determine 
which training requests will be ful-
filled; 

• Whether their efforts are pro-

ducing tangible results; 
• The "quality of education" be-

ing offered by the department; 
• What the mission of the train-

ing department is; 
• Where the training depart-

ment will be in five years; and 
• How well the training function 

is being managed. 
2. Survey important managers. 

Managers included in the survey 
should come from various depart-
ments and levels within the organ-
ization. The more important they 
are within the organization, the 
more important their responses 
become to questions such as: 

• What do they see as the mis-
sion of the training department? 

• How do they regard the train-
ing department and its staff? 

• How pleased have they been 
with training efforts in the past? 

• How do they prefer to mea-
sure training program results? 

• Have resul ts from previous 
programs been sustained? 

• Have the training needs of the 
manager's department been ade-
quately considered? 

ES 
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• Under what circumstances 
would they turn to the training de-
partment for assistance? 

• Would they rather send sub-
ordinates to outside seminars than 
use internal resources? If so, why? 

• How does the training depart-
ment's contribution to the organi-
zation compare with that of other 
departments? 

• What changes would they like 
to see take place in the way train-
ing programs are designed or con-
ducted? 

Frank answers to questions such 
as those suggested for the two pat-
terned interviews can add tre-
mendously to the training man-
ager's understanding of reasons 
behind lack of credibility. Because 
of this, interviews should be con-
ducted face-to-face ra the r than 
through the use of questionnaires. 
Conducting the interviews in per-
son assures opportunity to check 
for understanding, clarify meaning 
of responses, and probe for addi-
tional details. 

Line managers and training de-
partment staff members are typi-
cally more than willing to provide 
the type of feedback requested in 
the questions suggested for the 
patterned interviews if they are 
asked. The structured approach 
will yield substant ial data that 
would otherwise not have been 
available. Not to be overlooked is 
the fact that conducting such a 
survey with training department 
staff members and line managers 
will, in and of itself, start the ball 
rolling toward an increase in credi-
bility. 

What you do with data gathered 
through this survey must, of 
course, depend upon the types of 
problems it reveals. But assuming 
that managers are willing to share 
their opinions, you will at least 
have a fresh and data-based under-
standing of how severe the prob-
lem really is. Armed with this in-
formation, you can begin taking 
the necessary steps to remedy the 
situation. 

Involve Managers in Training 
One of the more common com-

plaints of training professionals is 
lack of management support for 

I training. Lack of management sup-
port often becomes a "Catch-22 or 

TRAINING 
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"self-fulfilling prophecy" situation. 
Lack of credibility makes it diffi-
cult for the training department to 
get management involved in train-
ing; the re fo re , t ra in ing resu l t s 
suffer; therefore, training depart-
ment credibility suffers further. 

Something must be done to in-
terrupt this cycle and get man-
agers more involved in the training 
they would like their subordinates 
to have. Naturally, this is easier 
said than done. There are three 
principal ways the training depart-

ment can help managers become 
more actively involved: 

1. Train managers as instruc-
tors. Many organizations using an 
in-house behavior modeling train-
ing program for supervisors called 
Interaction Management^ have ex-
perienced great success in training 
and certifying line managers as 
instructors who then train their 
own subordinates in the super-
visory skills to be taught in the 
program. This approach, used by 
organizations such as Varian Asso-

HydrouSc 
Systems 
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struments, and taking safety precautions 
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dates, Westinghouse, Hoffmann-
LaRoche, J.C. Penney, and Super-
markets General, has met with 
great success and produced much 
enthusiasm on the part of man-
agers trained in instructor skills. 

Some of the benefits derived by 
managers who are trained as in-
structors include development of 
coaching skills, building of the 
same skills being learned by their 
subordinate supervisors, acquisi-
tion of the skills required to be an 
effective classroom instructor, and 
the desire to provide long-term en-
couragement and support of the 
skills taught in the training pro-
gram. Such inst ructor t ra ining 
duties are typically restricted in 
terms of both the amount of time 
invested and the number of super-
visors t rained by an individual 
manager due to pragmatic consid-
erations involving the manager's 
normal responsibilities. 

2. Train managers as coaches, 
reinforcers and positive models. 
Robinson and Robinson report that 
managers who have been spe-
cifically t ra ined to fulfill these 
three roles in conjunction with any 
training effort greatly enhance the 
likelihood that skills taught in the 
program will be transferred to the 
job/* Of particular importance is 
the training of managers to be-
come positive models. When man-
agers are using skills similar to 
those being taught to their subordi-
nates in the classroom, there is a 
high probability that those same 
skills will be imitated by thei r 
subordinates. 

Specific t ra ining for manage-
ment support and reinforcement 
has long been overlooked as a 
vehicle for developing manage-
ment support and enthusiasm for 
training programs and as a method 
of assuring more complete transfer 
of training to the job. Another 
type of training program that is 
designed to teach supervisors to 
establish goals and standards and 
conduct more effective perform-
ance appraisals with subordinates, 
has management reinforcement 
training built in as an integral part 
of the training system. In a "Re-
inforcement Workshop" managers 
are trained to be good coaches. For 
example, they learn how to assist 

Training and Development Journal, March 1980 — 17 



in setting performance standards 
and experience first-hand the ben-
efits of working with subordinate 
supervisors to help plan difficult 
appraisals and to review outcomes 
after appraisals have been com-
pleted. 

Managers are amazingly recep-
tive to this type of training when 
they realize it has been designed 
with the i r par t i cu la r needs as 
managers in mind. They are typi-
cally impressed with a "systems 
approach" to t r a in ing t h a t pro-
vides for multiple exposure to con-
cepts taught and well-thought-out 
means of coaching and support to 
augment classroom instruction. 

3. Keep management informed. 
As a minimum goal for involving 
managers in t ra in ing , t he ve ry 
least a training manager should 
strive to achieve is a detailed and 
complete explanation to managers 
about the training to be conducted, 
its objectives, methods, and how it 
will be determined if the objectives 
have been met. This type of man-
agement involvement requires lit-
tle more than a thorough presenta-

tion of the training to be done. 
Management must be prepared 

to accept and support each aspect 
of the training effort. If they can-
not totally support it, renegotia-
tion of training objectives or me-
thods may be required. For ex-
ample, if four major training objec-
tives have been agreed upon, but 
management will not release train-
ees for per iods long enough to 
accomplish them, something has to 
give. It may be necessary to alter 
the original objectives. 

Involving managers directly in 
training efforts is an area in which 
trainers do not "bite the bullet 
frequently enough and insist that 
management become more involv-
ed. Tra in ing t h a t is considered 
important "for the people below — 
but not for me" is training that will 
never have sufficient payoff for 
either managers or their subordin-
ates. There are times when the 
training manager may be justified 
in recommending that training not 
be conducted rather than go ahead 
with a program that is destined to 
mediocrity because of insufficient 
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management support and involve-
ment. 

A crucial aspec t of building 
credibi l i ty is t h e wi l l ingness to 
stand up and be counted on issues 
that really matter . Time after time 
training managers attempt to ac-
complish objectives that are un-
achievable, given the resources, 
training time and the support man-
agement is willing to commit. 

Involve Managers in Evaluation 
It is ironic that managers do not 

insist more often on evaluation of 
training. Managers have a greater 
stake in the outcome of training 
programs than does the training 
department. It is they who release 
their subordinates from normal re-
sponsibilities and temporarily en-
trust them to the training depart-
ment. It makes sense, then, that 
managers should be as interested 
in the evaluation of training results 
as the training department. Un-
f o r t u n a t e l y , wi thou t s t r ong en-
couragement f rom t h e t ra in ing 
manager to set up criteria for de-
t e rmin ing if t r a in ing object ives 
have been met, the question of 
evaluation usually goes begging. 

There is a misconception that 
training-program evaluation must 
be complicated, d i f f icul t , costly 
and time-consumingrN othing could 
be farther from the t ruth . Often it 
is j u s t a case of us ing several 
simple methods of evaluation which 
when combined p r o d u c e more 
meaningful evaluation data than 
any one of them alone. The key is 
being as "up front" and pragmatic 
about t r a in ing-p rogram-resu l t s 
evaluation as possible. Two simple 
guidelines for working with man-
agement in the evaluation of train-
ing are suggested: 

1. Insist that management help 
you evaluate. As a minimum you 
can formally interview managers 
to find out how they feel about the 
r e s u l t s of t r a in ing t h a t is in 
progress or has been completed. 
Again, a patterned interview is 
helpful: What kind of change has 
resulted? Were our expectations 
too high? What did the partici-
pants really think about the train-
ing? What is the manager going to 
do to e n s u r e t h a t subordinates 
keep using their new skills on the 
job? These are questions managers 
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Summer Seminar 
Productivity Improvement: 

The Human dimension 

should be willing to answer for you. 
In the August 1979 issue of the 

Training and Development Jour-
nal, Linn Coffman describes a 
method of involving managers in 
evaluation that is both easy to use 
and results in managers becoming 
better informed about how effec-
tive (or ineffective) a training pro-
gram really is.5 Oversimplified, 
this is accomplished by meeting 
with managers in small groups to 
identify and prioritize strengths 
and weaknesses of the training pro-
gram. The small groups are then 
brought together in a larger group 
to integrate the data generated by 
the small groups. 

The type of management opinion 
developed through these meetings 
depends on the quality and effec-
tiveness of the program being 
evaluated. And there is an obvious 
risk for the training department 
that the program being discussed 
will not, on balance, be perceived 
positively. But the potential bene-
fits to the t ra in ing depar tmen t 
that can result from a process such 
as the one described by Coffman 
are significant: 

• Increased management aware-
ness of the nature and importance 
of training being conducted; 

• Better understanding by man-
agers of the objectives to be ac-
complished through training; 

• O p p o r t u n i t y to " p r o b l e m 
solve" with management about 
aspects of training that are not 
succeeding; 

• Independent measures of the 
impact of training as perceived by 
line management; 

• Opportunity for managers to 
better communicate with each 
other about training issues, prob-
lems and objectives; and 

• Increased exposure to line 
management for the training de-
partment and its staff. 

When properly conducted, the 
fact that this type of activity has 
been initiated and is being coordin-
ated by the training department 
has a rather immediate and posi-
tive effect on the depar tment ' s 
credibility. 

2. Be your own worst critic. 
Managers appreciate proactive, 
pragmatic evaluation of what has 
been accomplished as a result of 
any training program. It is the 
trainer's responsibil i ty to help 
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management decide "what we got 
for what we did." 

As soon as a significant number 
of people have been trained and a 
sufficient amount of time has 
passed, a report (verbal or writ-
ten) can be prepared by the train-
ing department for and in conjunc-
tion with management that speaks 
to the following questions: 

• What was changed, accom-
plished, or saved? 

• What is the value of what was 
changed, accomplished, or saved? 

• How long . will the change or 
improvement last? 

• What is the total cost and the 
per participant cost of the pro-
gram? 

• What is the return on invest-
ment? 

• What can be done to follow-up 
or to prevent regression? 

• Would part icipants recom-
mend the training to others or 
would they still participate know-
ing what they actually learned? 

• Do you recommend continuing 
or expanding the program? If not, 
what alternatives should be con-
sidered? 

• What other problems were 
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Train Yourself 
to Manage Training 

There is little question that 
training technology is advancing 
more rapidly than ever before. Or-
ganizations are expecting more 
and more benefit from their train-
ing dollar. One of the challenges 
facing us is to ensure that manage-
ment of the training and HRD 
function keeps pace with training 
technology itself. The training 
manager's ability to do so will 
directly influence his or her organi-
zational credibility. 

A "Training Professional Activi-
ties Inventory"® pub l i shed by 
ASTD in May 1979, suggests that 
there are nine major areas of 
activity for training professionals: 

1. Analyzing needs and evaluat-
ing results; 

2. Designing and developing 
training programs and mater-
ials; 

3. Delivering training and devel-
opment programs and ser-
vices; 

4. Advising and counseling; 
5. Managing training activities; 
6. Maintaining organization rela-

tionships; 
7. Conducting research to ad-

vance the training field; 
8. Developing professional skills 

and expertise; and 

9. Developing basic skills and 
knowledge. 

Activities 1, 3, 5 and 6 are cru-
cial in terms of maintenance or en-
hancement of training department 
credibility. Building credibility is 
understandably not mentioned as a 
major area of activity for training 
professionals. A case can be made, 
however, that it should be a tenth 
major area of activity to be accom-
plished intentionally and overtly 
by training professionals because 
it is such a common problem for 
training organizations. 

Management skill for the trainer 
appears to be critical to training 
depar tment credibility, yet the 
ASTD-funded Study of Profession-
al Training and Development Roles 
and Competencies conducted by 
Pinto and Walker7 suggests that 
less than seven percent of training 
professionals view management 
skill as "important for success as a 
training and development profes-
sional." 

On the other side of the coin, 
when questioned about how the 
job of the training and develop-
ment professional is changing, the 
largest number of professionals in-
dicated that an "increase in time 
required for management duties" 
will be more significant than any 
other projected clf&nge in their 
jobs. This leads one rather quickly 
to conclude that the perceived im-
portance of management skill by 
the training and development pro-
fessional does not necessar i ly 
match the changing nature of the 
job. 

Finally, when asked to indicate 
the most important "behavioral re-
quirements" for success, training 
and development professionals re-
sponded as follows: 
Response 
Credibi l i ty 
Flexibi l i ty 
Empathy 
Creativity 
Human Relat ions 
Other 

Total 

Percentage 

40.2% 
18.0% 
13.9% 
11.9% 

4.9% 
11.1% 

100.0% 

It is interesting to note the large 
margin by which credibility ex-
ceeds any of the other behaviora 
requirements mentioned. This is 
certainly indicative ,of the vaue 
today's trainer places upon credi-

bility. ,-u-rtv 
In the final analysis, credibility 
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for the training department and its 
staff depends on two primary con-
siderations. First, it requires ef-
fective management of the training 
function. Second, it presupposes 
positive relationships and interac-
tions with line management. (Rec-
ommended readings: Geoff Bell-
man, "20 Thoughts on Dealing 
With Management," Training and 
Development Journal, April 1979, 
and "10 Management Musts For 
HRD Directors," Training, Octo-
ber 1979.) 

Summary 

Building credibility is best ac-
complished using a deliberate and 
organized process. The process 
comprises four basic steps: 

1. Finding out where you are; 
2. Involving managers in train-

ing; 
3. Involving managers in evalua-

tion; and 
4. Training yourself to manage 

training. 
The steps are not necessarily se-

quential, with the possible excep-
tion of the f i rs t , which by its 
nature should precede the others. 

They will build credibility when 
applied in any order. Step two is 
usually the most difficult, so there 
may be cases where it is impossible 
to use them all, or even to use 
them in the order suggested. The 
important thing is to begin — and 
to use the four fundamental steps 
for building credibility whenever 
and wherever appropriate. To be 
truly effective, the process must 
be ongoing and the four steps will 
probably benefit you most when 
they are all going on simulta-
neously in the organization. 

Although training professionals 
consider credibility to be a "most 
important behavioral require-
ment," it is much like respect in 
that it cannot be displayed or dem-
onstrated — it must be earned. A 
Scottish proverb expresses it an-
other way: "What e'er thou art, act 
well thy part." 
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The coming decade presents a challenge to anyone concerned with training 
or educating others. In any environment, work, school, or home, television 
is the medium of today. That makes videotape a very powerful learning 
tool. 

In just three years the success of Morris Massey's fascinating programs on 
values and why people behave as they do, has given us the opportunity to 
grow and provide you with more unique educational programming. 

Not only 'The Massey Tapes," but Your Erroneous Zones, Type Z 
Management, Blueprint for Financial Independence, Bill Burrud's Wildlife 
and Evolution Series, The Making of Star Wars and Herb Cohen's Every-
one's A Negotiator are now available. We also have programs on investing 
to fight inflation, a revolutionary look at life insurance, authentic newsreels 
covering historical figures and events from our past, and Massey s sequel. 

So whether you're a trainer in business or industry, an HRD professional, 
or an educator. The Magnetic Video Library is growing to meet your needs. 
Call us today to learn more about video tape as a powerful training tool 
and our unique educational programming. 

Free Videocassette 
Reference Guide 
313-476-1920 


