Y ou 've got a brilliant idea for

a new training program. What do
you do?

e A) Jot down your thoughts and
leap into your supervisor's office,
shouting "Eurekal" as you trium-

phantly wave your lega pad.

» B) Prepare, prepare, prepare.

If you chose A, you might want to
consider a career in the theatre.

The better answer, of course, isB.
Careful preparation is crucial in the
early stages of planning a program.
Before you go near your boss with
that legal pad, think of yourself as a
salesperson. Your product is an idea,
atraining proposal. Your target audi-
ence is your boss—and yourself. As
simplistic as it seems, you have to
sell the idea to yourself before you
can decide to make the sales pitch
to supervisors.

To help with your marketing strat-
egy, we've provided a checklist of
points you'll need to consider, and a
list of basic justification factors to
help convince yourself and your
boss that your product—the training
program—is ready for the market-
place. We conclude with some prac-
tical tips for closing the sale with
management.

A Checklist for Training
Programs

By Gus Baker, a professor of indus-
trial education at TexasA&M Uni-
versity, College of Education, Col-
lege Sation, TX 77843-3256; Dan
Householder, who directs the Center
for Career Development at Texas
A&M; and Diane Fillo McArthur,
who works in public relations and
training with the Royal Bank in
Toronto, Ontario.

Who can think of everything?
Planning, justifying, and initiating a
training program can be a complex
process—nobody can remember al
the factors that need to be con-
sidered. A checklist that focuses on
relevant variables can provide crit-
ical information before expensive
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decisions are made—and help pre-
vent the "oops!" syndrome.

Use the following checklist to
help determine whether to recom-
mend a training project to manage-
ment. The information it includes
can help convince managers to pay
for and implement your idea. Once
the program is operating, frequently
update and review the checklist for
wavs to improve the training.

You will probably want to con-
sider the points in the checklist ap-
proximately in order, as they are
listed, but the sequence of questions
and answers is not the critical factor.
It is more important to carefully
consider all aspects of the decision-
making process to make sure you
don't overlook crucial areas. Of
course, in our less-than-ideal world,
we cannot expect to answer al
questions with an unqualified "yes"
before we make a positive decision.
The checklist is not a substitute for
experience and judgment. It isan
aid to attaining consistency and cost
efficiency, and a safeguard against
the kinds of embarrassing situations
that can occur when avital step is
overlooked. Feel freeto customize
this checklist to your own setting
and programs.

1 Istherereally atraining
problem?

» Are people actually able to do the
task or solve the problem, but fail to
do it successfully for other reasons?
» Do people know what needs to
be done and how to do it but fail to
act on that knowledge because of
attitude problems?

» Do people lack motivation?

* Do they have adequate
supervision?

 Isthe task beyond the capability
of the people who have been
selected to perform it?

2. Does management support the
proposed training effort?

» Does management support the
decision to attack the problem
through training?

» Will management provide active,
visible support during training?

* Will management reinforce the
training after it is completed?

3. Has consensus been reached
among everyone involved in and
affected by the program?

» Have dl of the appropriate people
had complete opportunity to take
part in designing the training?

* Does everyone involved agree
that the training approach is
satisfactory?

» Does everyone involved agree
that the training procedures are
appropriate?

4. Has an adequate needs assess-
ment been completed?

» Have apparent discrepancies in
performance been validated by the
findings of the needs assessment?

* Haveyou clearly specified the
needs that the training will address?
5. Has athorough job or proce-

dure analysis been completed?

» Have dl the tasks or steps been
identified?

» Have related skill and knowledge
items been grouped?

» Are the clusters manageable in the
training setting?

* Does the analysis focus on essen-
tial knowledge and skills?

6. Will the training be cost-
effective?

» Will the training program
enhance existing return on
investment?

» Will the training program con-
tribute to improved worker morale?
7. Have clear goals been set for

the training program?

» Are the goals measurable?

* Arethey redistic?

» Has an adequate, appropriate
evaluation process been designed
and developed so that it can be im-
plemented quickly?

8. Isthe program related to other
programs?

» Can past programs be used with
minor modifications?

» Isthe proposed training related to
current programs?

» Will trainees need to have prere-
quisites before they can take part in
the program?
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» Will the program provide afoun-
dation for future programs in the
area?

9. Are the resources available to
conduct the training?
» Are competent trainers available
who can convey the subject knowl-
edge and skills?
* Isnecessary equipment readily
available?
» Will appropriate facilities be
accessible?
* Isthe cost of the proposed train-
ing within budget?
» Should the in-house staff conduct
the training?
» Would an off-the-shelf package be
better?
* Would ageneric program suffice?
» Isit worth the expense to custom-
develop the program?

10. Should an outside consultant
be considered?
* Would an outside consultant pro-
vide a more objective approach?
» Would using outside consultants
be more time-efficient?
* Would a consultant be less
expensive?
» Are the necessary kinds of con-
sultation available?

11. Will the training enhance job
per formance?
* |Isthe program on target?
» Are targets and goals related to
the job or task analysis?
» Do training goals coincide with
areas identified in the needs
assessment?
» Does the program fit the organiza-
tional culture?
» Will the program benefit trainees?

12. Isthere a strong evaluation
component?
» Have provisions been made for
interim progress evaluations?
» Are performance standards clearly
specified?
» Will performance be measured at
the end of the program?
» Has follow-up evaluation been
arranged?

13. Isthe program organized so
that it can be efficiently
administered?
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 Isthe program flexible enough to
meet future changes such as shiftsin
procedures and government
regulations?

* Isthe program's length
appropriate?

» Have provisions been made for
field testing and debugging?

Factors for Training
Tustification

By Karen Krueger Brown, co-

founder and president of Quest
Learning Systems, 1103 Homer

Street, S. Paul, MN 55116.

So it's time to justify another
training program. Time to dig back
through the justification factors you
used in previous proposals, to sift
through long narratives in books
and magazines, and to rack your
brains to be sure that you've
thought of everything. If you're not
sure, you may appreciate the follow-
ing list of justification factors you
never had the time to compile
yourself.

Factors for any training mode
» Error reduction. Employees are
alerted to common types of errors
and taught to prevent them.

For example, data-entry clerks are
taught techniques to reduce the
number of typing errors they make.
Insurance claims examiners are
trained to check eligibility dates on
claims, reducing the number of pay-
ments made to ineligible claimants.

Resulting benefits include im-
proved company image and lower
expenses for labor, materials, dis-
ability payments, and equipment.

» Reduced turnover. Employees feel
less frustration and stress, so they
tend to stay on the job or with the
company longer. Most companies
have statistics on the cost of
recruiting and training a new em-
ployee, including lost productivity
costs.

For example, employees reporting
high levels of stress will probably
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have lower levels after they com-
plete a stress-management course.
Employees are likely to be more
satisfied with career opportunities at
the company after they take part in a
program on the organization's career
options.

Resulting benefits include lower
expenses, increased productivity,
improved morale, and improved M
company image.

" Padivced litgeton. Employees
are taught to eliminate behaviors
that lead to litigation.

For example, accounts-receivable
collectors are taught not to act in
ways that often result in harassment
suits, or supervisors are taught to
eliminate behavior that could lead to
sexual-harassment suits.

Resulting benefits include lower
expenses, improved morale, and im-
proved company image.

* Increased productivity.
Employees are taught ways to in-
crease the speed or efficiency with
which they perform their jobs.

For example, salespeople are
taught better closing techniques,
which leads to an increase in sales.
Customer-service representatives
who deal with call-in customers are
taught tactful ways to end calls that
are no longer productive.

Resulting benefits include lower
expenses, increased revenue, better
service, and improved company
image.

* Increased standardization. Em-
ployees across the organization learn
to perform the same tasks in the
same wayss.

For example, loan officersare all.
taught the same criteria for granting
loans. All managers are taught to
prepare their budgets in the same
way, using the same software, pro-
cedures, and criteria.

Resulting benefits include less
litigation, less of a problem with
turnover, improved internal and ex-
ternal communication, and im-
proved productivity (because each
department doesn't have to "re-
invent the wheel.") 23



* Increased credibility. External
parties such as bankers and clients
are often interested in the compe-
tence of an organization's employ-
ees. Employee-training programs can
increase their confidence levels.

For example, al bank tellers are
required to complete ateller training
program; employees who complete
the program are saluted on an an-
nouncement board in the bank
lobby. Customer-service represen-
tatives are required to complete a
customer-relations program that is
highlighted in the organization's pro-
motional materials.

Resulting benefits include im-
proved company image, increased
sales, and improved morale.

Selected NTL Programsin
OD and Training Skills

Trandtion and Transformation:
Individuals and Organizations
on the Move
Mar. 5-8—Alexandria, VA

Training Program in
Laboratory Education
Mar. 5-11—Northern VA

SYMLOG Certification Workshop
Mar. 6-10—Southern CA

Strategic Management and OD
Mar. 12-19—Northern VA

Trainer Skillshop
Apr. 2-7—Annapolis, MD

What is OD? Badc
Conceptsand Technologies
Apr. 9-14—Northern VA

Organizational Diagnosis
May 20-26—Safety Harbor, AL

Consultation Skills
June 6-15—Northern VA

Send for brochures and details.

n H H 1240 N. Pitt St. #100
[ Alexandria, VA 22314
B i t 703/548-1500, or
INSTITUTE  1-800-777-LABS

Circle No. 105 on Reader Service Card
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Factors for self-study
programs

* Reduced training time. In many
cases, the use of self-study courses
rather than traditional, instructor-led
courses has decreased trainee con-
tact time by 25 percent or more.

Resulting benefits include lower
training expenses and less produc-
tivity loss.

» Elimination of travel costs and
time. Transportation and per diem
costs are reduced or eliminated
when trainees complete training at
their own site.

Resulting benefits include lower
expenses and less productivity loss.
* Reduction or elimination of in-
structor expenses. Instructor time
and associated costs are reduced or
eliminated; self-study materials stand
alone.

Resulting benefits include reduced
expenses.

* Increased scheduling flexibility.
Trainees can complete training at
times most convenient to them and
least disruptive of their work. They
need not restrict training schedules
to times when an instructor is
available.

Resulting benefitsinclude less
productivity loss.

* Increased standardization. Any
type of training increases standard-
ization to some degree. Self-study
materials, however, provide the
ultimate standardization because dll
content is presented in writing; in-
structor incompetence and dif-
ferences are eliminated as factors.

Resulting benefits include fewer
employee errors and associated ex-
penses, because documentation of
expectations is provided.

| Sdling Your Bright Ideas

Byjody L. Pollard, assistant to the
director for training Physical Plant
Department, Georgia State Univer-
sity, Box 708, University Plaza,
Atlanta, GA 30303-

Severa years ago, | was planning
an extensive, expensive training pro-
gram. When my boss's boss asked
me to brief him on the project, | an-
ticipated a chance for me to shine.
On the day of the meeting, | went
to his office, briefcase in hand, and
told him about my plans. It was a
disaster. | failed, not because my
ideas were terrible, but because |
was not prepared to sell my good
ideas.

After that experience, | quickly
realized that | was competing for
limited resources against other peo-
ple who also had good ideas. If my
programs were to win funding and
support, | had to be ready and able
to convince others that my ideas
were the brightest, the most useable,
and the most needed. Selling and
training may not seem to comple-
ment each other, but both are essen-
tial skills for a human resource
specialist.

Know thy audience

We in human resources tend to
believe that our area of the organiza-
tion is the most important one. After
al, we are concerned with people—
their problems, career paths, and
development toward goals.

While those things are certainly
important to any organization's suc-
cess, top management is often more
concerned with other areas. Is the
company suffering from bad public-
ity? Are sales or productivity down?
Is areorganization in sight? Con-
sider such concerns before you plan
to unveil your latest training idea.
Remember that training must be
designed to meet real needs.

Presumably, you have designed a
program to fill deficiencies that were
uncovered in aneeds analysis. Now
you must plan to present your pro-
gram to the higher-ups. Begin by
considering the audience that must
"buy" your ideas. What are the in-
dividuals' specialties? What are their
backgrounds? For example, you may
have an instant aly in someone who
works directly with the problems
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your program is designed to correct.
If your audience consists of more
than one person, how do members
interact with one another? Such fac-
tors may affect the way in which
you present your ideas.

After you consider your audience,
you will be in a better position to
determine which points you should
focuson in the presentation and
which questions you should be
prepared to answer.

Just the facts

When preparing your training pro-
posal, concentrate on factsfrom
your needs analysis—things that can
be quantified or measured. Human
resource specialists may be comfor-
table dealing with "soft" informa-
tion, but most other managers are
not. They won't be impressed if you
tell them, "production in our Mid-
west plant seems to be down." Tdl
them instead, "the production in
our Midwest plant is down 17 per-
cent from last year; during the last
fiveyears, it has dropped more than
31 percent." That fact will force
your boss to take a hard look at the
solutions you are proposing.

Don't go near your boss's office
with a proposal until you are ready
to explain why your idea should be
implemented now. The need for
your program should be immediate;
you should be able to give an im-
portant reason for doing the training
now. Remember, your boss has to
make decisions about which pro-
grams to support immediately and
which ones to postpone. If you can't
justify your own program, nobody
else will be able to.

Also be prepared to explain the
cost of implementing your ideas.
Develop a specific budget that you
understand and can justify to others.
Beready to convince your audience
that your program is the best way
that the money could be spent, and
that the expense is reasonable for
the training that is to be done.

You should outline how you will

determine the success of the pro-
gram. Will you monitor turnover
rates for the next year? If so, what
kind of improvement are you aiming
for? Measuring the success of apro-
gram is the mark of atrue profes-
sional. Your boss is sure to veto an
idea that sounds like training just for
the sake of training. Convince him
or her that you have definite goals
in mind and a means of measuring
whether those goals are met.

A modest proposal

Your proposal should be brief—no
more than fifteen to twenty minutes
in length—and you should be en-
thusiastic about your ideas. Asa
trainer, you know that delivery influ-
ences how well your lessons go over
in the classroom; remember that it
also affectshow well your training
idea goes over with management.
Keep your audience interested and
convinced that you know what you
are talking about.

Findly, encourage audience mem-
bers to ask questions about your
ideas; it is the easiest way for you to
know and respond to their con-
cerns. If you have done your home-
work, you should be able to antici-
pate many of their questions. Don't
be afraid to ask, "Is there any other
information you need in order to
approve this program?' This is
probably your only shot at pro-
moting the idea; stay with it until
you have satisfied everyone's
concerns.

Increase your chances of gaining
the support and funding you need.
Learning to effectively sell your
ideas will improve your understand-
ing of your own ideas and your abil-
ity to convey them to others. Only
then can you convince your super-
Visors to support your programs.

"Training 101" is edited by Cathy
Petrini. Send your short articles for
consideration to Training 101, Train-
ing & Development Journal, 1630
Duke Street, Box 1443, Alexandria,
VA 22313-
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LEADERSHIP
NECESSITIES!

Today's business climate
dictates the necessity for In-
terpersonal Communication
skills. Effectiveleadership at
al levelsrequires skills that
not only benefit the individ-
ual, but every person with
whom he or she interacts.
Skills not realized from train-
ing alone, but from agrowth
experience.

Qs
IC

e Listening

¢ Expressing and dealing
with feedback

* Self-examination and
awareness of what others
see through interaction

¢ Team building

« Better management/
employee relations

... areonly afew of the skills

and benefitsrealized by ICW

participants.

For over seventeen years
Walter Storey Incorporated
has offered the most com-
prehensive Interpersonal
Communications training
available. Training that
continues to grow individ-
uals and benefit those
around them.

WALTEHR

STOREY
INCORPORATED

8480 Fredericksburg Rd.
Suite 167

San Antonio, Texas 78229-3375

512-755-8599

Circle No. 106 on Reader Service Card
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