
Developing Training 
Step-by-Step productivity, and 
safety in the balance, carefully planned program development 
is your wisest approach. 

By JOHN E. KELLO 

" p 
A k: 

Mow Bob a round , and he'll 
show you wha t you need to 

know." A n effec t ive t raining 

"program?" Pe rhaps it is unde r ra ther 

special c i rcumstances . ( T h e tasks are few, 

s imple and n o n h a z a r d o u s . Bob is c o m p e -
tent , pa t ien t , with t ime on his hands . ) But 

m u c h job-skil ls t raining is still unsys-
temat ic , p i ecemea l , and hit-or-miss. It 

shouldn ' t be. 

Re ly ing only on informal appren t i ce -

ships leaves ser ious gaps in e m p l o y e e 

training. C o m m o n l y , e m p l o y e e s learn a 
few specific moves wi thout unders tanding 
t h e rat ionale for wha t they are doing, or 

how their task fits into t he "big picture" 

(i.e., how the work flows to t h e m , what 

ciples of effective training and adult learn-

ing. Such a systemat ic training program 

can help employees learn complex jobs 

faster and more fully, so that they are more 

productive and feel better about their work 

than they do if left on their own to wander 

around behind Bob—if they can find h im. 

Recent ly I helped design and imple-

m e n t a comprehens ive technical training 

p rogram for complex and potential ly 

hazardous jobs in the nuclear industry. In 

doing so I outlined a series of critical s teps 

for trainers that can make th i i sort of train-

ing effective. While such a systematic ap-
proach may be especially useful in initiat-

ing training for complex or high-risk job 

func t ions , t he s teps also should apply to 

Relying only on informal apprenticeships leaves serious gaps 
in employee training 

con t r ibu t ion they make , w h e r e it goes 

next , and for wha t p u r p o s e ) . Employees 
f requent ly complain to the inquisitive con-
su l tan t , tha t they would feel be t t e r about 

their job, and p robab ly p e r f o r m be t t e r as 

well, if they knew m o r e about wha t they 

were doing and why. T h e i r supervisors fre-

q u e n t l y compla in tha t so m a n y of their 
employees s e e m s to lack "common sense." 
T h e y go th rough their j ob mot ions m o r e 

or less by rote, w i thou t a real feel for wha t 

they are doing. W h e n t he tasks to b e per-

formed are complex or hazardous, such at-

t i tudes have ef fec ts on heal th and produc-

tivity. T h e s e and o t h e r related p r o b l e m s 
s t e m f rom the lack of a cohe ren t technical 

t ra ining a p p r o a c h — o n e based on pr in-
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• Jflii 
initiating technical training for any jobs 

that demand quickly attained compe tence 

with few errors. For internal or external 
consul tan ts s tar t ing up a new technical 

training effort , here is a general roadmap. 

Fur the rmore , the s teps outlined here may 

be useful for modi fy ing and revising tech-
nical training programs. 

• As a gliding principle throughout the proj-
ect, work hand-in-hand with management 
and unions. It is critical to the overall effec-

t iveness of the training program that man-

agemen t knows throughout wha t the con-

sultant in tends to do, and how he or she 

in tends to p r o c e e d . M a n a g e m e n t should 
b e involved actively in every p h a s e of t he 

pro jec t . By this you'll encourage a s t rong 

sense of ownersh ip and suppor t of t he 

training program. A program's ult imate ef-

fec t iveness (or lack of it) turns on upper 

managemen t ' s perceived level of active 
suppor t and re in forcement . T h u s , if t h e 

training program is to survive and p rov ide 

an acceptable re turn for t he t ime , money , 

and o ther resources invested in it, th is 

managemen t c o m m i t m e n t mus t be gener-

ated and sus ta ined. 
1. Establish specific goals. This first prin-

ciple of training is so obviously t r ue tha t 

it shouldn' t need repeat ing . N o n e t h e l e s s , 

one of t he m o s t c o m m o n causes of inef-

fective training is a lack of clearly d e f i n e d 

goals. 
W h a t p rob lem is t he t ra in ing s u p p o s e d 

to address? T h i s ques t ion shou ld be 

answered as clearly and specif ical ly as 

possible before any th ing else is d o n e . 

Otherwise , how can o n e poss ib ly de te r -

mine whether and to what ex ten t t he train-

ing is working? S o m e s tandard tools for 
answering this ques t ion inc lude surveys 

(a t t i tude surveys, "needs a s se s smen t s " ) , 

interviews, exis t ing data on product iv i ty , 

absen tee i sm, turnover, gr ievances , and 

quality, as well as direct observat ion of t h e 

operat ion (discussed below). D e c i d i n g on 
goals also helps to deal wi th t h e q u e s t i o n 

of the evaluation of p rog ram. D e t e r m i n -

ing goals now, he lps spec i fy m e t h o d s for 

p rogram evaluat ion. 

2. Observe the operation. Observe the 
work, even if you al ready feel well-

acquainted with it. Ideally this will inc lude 
a look at the organizat ion as a whole , wi th 

progressively sha rpe r focus on t h e j o b s 

covered by the in tended training p rogram. 

In addi t ion to direct obse rva t ion of t he 

work, ga ther in format ion informally f r o m 

the workers (a g roup mixed in t e r m s of 
a m o u n t of job exper ience , shif t , and o t h e r 

relevant pa ramete r s ) , in o rder to u n d e r -

stand better the job's r equ i rements and t he 

workers ' job pe rcep t ions . 

T h i s s econd s tep not only bui lds a da ta 

base f rom which t he next s teps follow, bu t 
also allows fu r the r r e f i n e m e n t of t h e goal 

of the training program d e t e r m i n e d in s t ep 

3. Work intensively with technical experts. 
With t he backg round p repara t ion pro-

vided by t he first two s teps , s t ep 3 will go 

much m o r e smoothly. Its general goals are 
to develop t he training materials (conten t ) 

and to dec ide how they should b e orga-

nized and p r e sen t ed (process) in o rde r to 

accompl ish t he objec t ives . T h e technica l 

exper t s , obviously, should have a m p l e 

exper ience at do ing t h e work covered by 

t he t raining p r o g r a m . W h e r e poss ib le , 

such technical expe r t s shou ld b e u s e d 

directly as the t rainers . T h e t ra iners will 

have credibili ty with par t i c ipan ts , e spec i -

ally with t h o s e expe r i enced e m p l o y e e s 

w h o s e skills you are upda t ing . If t h e ex-

per t s are going to b e t h e trainers, they will 
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b e c o m e m o r e involved in t he program's 

deve lopmen t . Moreover , t ra iners won't 

have the dual problem of trying to learn the 

technical a spec t s of t he jobs while they 
learn training skills. Technical exper t i se , 
however, does not qualify o n e au toma-
tically as a trainer. 

Working with such technical expe r t s 

calls for a facilitating, ques t ion ing-and-

listening role. T h e goal is to draw f rom the 

technical exper t s , by careful ques t ioning , 
t he key s teps in the jobs to b e t ra ined. 

O n c e the s tep-by-step analysis of the jobs 

is comple ted , the consultant mus t help the 

technical exper t s answer a series of impor-

tant p rocess ques t ions : W h i c h par t s 

should be covered in classroom lecture and 
discussion? H o w m u c h t ime should be al-

located to each par t? Will it be helpful , 

even feasible, to have s o m e audiovisual or 

other supports to aid in clear presentat ion? 

H o w should such aids be integrated into 

the overall t raining p rogram? H o w m u c h 
detail can t he t rainer go into wi thou t 
overloading t he par t ic ipants? W h e n and 

how should simulator training (if relevant) 

and/or on- the- job t raining be integrated 

with t he c lassroom training for m a x i m u m 
effect iveness? 

Obviously, t h e consul tant ' s greater ex-
per ience with the training process will give 

him or her s o m e pre l iminary answers to 

t h e s e ques t ions , bu t it is critical tha t t he 

technical experts ' suggestions and ideas be 

drawn out , deve loped and used to t he ex-

tent possible , in order to give t h e m max-
imum ownersh ip of t he training p roduc t 

they create. 

M o s t of t he consul tant ' s w ork occurs at 

this s tep ; facilitating t he crea t ion of the 

training p rog ram. T h e task, however, is 

not comple t e . 
4. Observe skilled workers doing the job (s) 

step by step. As a check to ensure that key 
s teps have not b e e n o m i t t e d , it is helpful 

to obse rve directly (while check ing your 

materials) exper ienced employees perfor-

ming their jobs . Obviously, in the interest 

of good e m p l o y e e relat ions, t he workers 

should be told wha t t he observer is do ing 

and why. Give t h e m the oppor tun i ty to 

m e e t t he observer be fo rehand , and t he 

f r e e d o m not to par t ic ipa te wi thou t nega-

tive c o n s e q u e n c e s . G e t t i n g t he workers ' 

pe r spec t ive on what they do and why is 

impor tan t in case the p e r f o r m a n c e of t h e 

job varies f rom the way your e x p e r t s ou t -

lined it. D i scuss and resolve such dif-

f e rence with t he technical exper t s . M o d i -

f icat ions in t he training mater ia ls may be 

necessa ry as well. 
5. Evaluation should be planned. At this 

point , it is helpful to consider t he ques t ion 

of program evaluation at three levels. How 

will I m e a s u r e the t rainees ' p e r f o r m a n c e 

dur ing t he training course? H o w and when 

will I assess par t ic ipant react ion to t he 
training program? M o s t critically, what 
objective pe r fo rmance indicators can 1 use 

to evaluate the overall affect of t he train-

ing p rogram in relation to its con ten t 
object ives? 

If p rogram evaluation is to be o p t i m u m , 

t h e s e p e r f o r m a n c e measures should be 

identif ied and t racked well in advance of 

the training program, to provide a measure 

against which you can assess any improve-

m e n t s b rought about by t he training pro-

gram. T h e greates t informat ion can be 

derived if you have both exper imenta l and 
control groups. You compare the objective 

p e r f o r m a n c e measu re s of bo th groups. 

Obviously, real training needs in organiza-

t ions of ten prec lude this slower, but ulti-

mately more effective, procedure of exper-
imental analysis. 

6. Train the trainers. Once a training pro-
gram is deve loped , you mus t p repa re t he 

trainers. Whi le bo th con t en t and format 

are impor tan t to training's overall effec-

t iveness , few, if any, t raining p rograms are 

so good that they are effect ive even when 
p re sen ted poorly. E x p e r i e n c e shows that 
the mos t crucial, yet of ten neglected com-

p o n e n t of mos t training p rograms is t he 

trainer. 

be a brief ref resher session or a s t ruc tured 

five-day workshop . 

Trainer training is no subst i tute for good 
trainer select ion. Wi thou t the right po ten-
tial ma tch ing apt i tude/ interest /abi l i ty and 
job r equ i remen t s ) , t he r e is a severe limit 

to what shaping and polishing can do. T h e 

ideal combina t ion is in teres ted and able 

trainers w h o are p repa red thoroughly. 

Potent ia l t rainers mus t be sc reened prior 
to select ion; such pos i t ions shouldn ' t go 

automatical ly to the senior technical 
pe r son . 

Desp i t e the c o m m o n myth that training 

is just "talking abou t wha t you know" and 

doesn' t take m u c h preparat ion t ime, man-
a g e m e n t should s t ruc ture the in-house 
trainer job so that the re is a d e q u a t e t ime 

and release f rom o ther responsibi l i t ies . 

F u r t h e r m o r e , m a n a g e m e n t should make 

the training posit ion attractive, so that the 

trainers readily can see "what's in for them." 
Training should not be jus t an added set 
of responsibilit ies, tacked on to their exist-
ing jobs . 

7. Pilot the training program. Once 
you've developed t he t raining materials 

and p repared t he trainers, start t he train-

ing on a limited basis. T h e small-scale, 
pilot approach enables the t rainers to f ine 
t u n e the program and to ident i fy any un-

forseen "bugs." Obviously, if t he p rogram 

is to be effective, any requisite changes will 

Too often, training programs, like the dinosaurs, eventually die 
of their inability to adapt 

T h e a s sumpt ion that technical ability 

and exper ience are sufficient to make one 
an effective technical trainer is widespread 
and false. Effect ive training compr i ses a 

distinct set of specific communica t ion and 

group-process skills tha t do not arise 

automat ical ly w h e n o n e has technical ex-

per t i se in a given area. Moreover interest 

in be ing a trainer does not equal ability. 
T h e in tended trainers mus t b e willing, 

have adequa te potent ia l , and arrange their 

o ther responsibi l i t ies so they can spend a 

substant ial a m o u n t of t ime developing 

their t raining skills. S t ruc tu re t rain-the-

trainer p rog rams for five or fewer partici-
pan t s . Inc lude c lass room lecture/dis-

cussion on training skills, p repa red video 

mode l s of s o m e key do's and don'ts of 

s t and-up training and OJT , and m o s t cri-
tically, oppor tuni t ies to pract ice thorough 

role play and sys temat ic , cons t ruc t ive 

f e e d b a c k . D e p e n d i n g on the exper ience 

and skill level of the trainers, this step may 

'•MS 

have to be m a d e prompt ly . Resea rche r s 
would (should) never c o m m i t resources to 

a research project w i thou t pi lot ing it first. 
T h e s a m e applies to t h e d e v e l o p m e n t of 

training p rograms . 

8. Monitor, evaluate, and remain flexible. 
T h e r e is a tendency for training programs, 

once developed, to fossilize. Instead, train-

ing materials should evolve to reflect 
changes in p rocedures , e q u i p m e n t , gov-

e r n m e n t regulat ions, f e edback f rom par-

t ic ipants , and object ive indicators of t he 

program's e f fec t iveness . Too o f t en , train-

ing p rograms that were initially relevant 

and effect ive fail to keep their re levance 

and , like t he d inosaurs , eventual ly die of 
their inability to adap t . 

Trainers, too, may b e c o m e stale in their 

approach to part icular mater ia l . H e l p 

r e d u c e that possibil i ty by offer ing re-

fresher , t ra in- the- t ra iner sess ions ; having 

trainers work joint ly on a sess ion to get 

f e edback as well as new tra ining tech- 51 
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niques f rom each o the r ; v ideo t ap ing pa r t s 

of t h e t ra ining sess ion for self- and /o r 

o the r -gene ra t ed f e e d b a c k . 
Long- term moni tor ing and adjus t ing the 

program and its e l emen t s d e p e n d critically 

on r epea ted , specif ic and accura te assess-

m e n t of t h e impac t of t h e t ra ining. 

T h e r e are s o m e benef i t s of this p r o c e s s 

tha t apply broadly to b o t h technica l and 

nontechnica l skills d e v e l o p m e n t , w h i c h 

are i m p o r t a n t e n o u g h to bea r s e p a r a t e 

m e n t i o n . Firs t , a de ta i led e x a m i n a t i o n of 

t he p r o c e d u r e s and work m e t h o d s in a 

given area of t he organization uncovers im-

po r t an t p r o b l e m s . 

T h e r e may be, for example , a w ide gap 

b e t w e e n wha t is spec i f ied in p r o c e d u r e s 
and wha t workers actual ly do, b e c a u s e of 

inaccurate, even impossible p rocedures , or 

failure to u p d a t e p r o c e d u r e s in line wi th 

e q u i p m e n t changes . Such p r o b l e m s typic-

ally requi re closer coo rd ina t ion , and may 

result in t h e d e v e l o p m e n t of b e t t e r p ro -
cedu re s and improved c o m m u n i c a t i o n 

across d e p a r t m e n t s . M o r e relevant, realis-

tic p rocedures may foster m o r e respec t for 

ope ra t ing p r o c e d u r e s a m o n g t h e e m p l o y -

e e s in general . Similarly, safe ty haza rds , 

and even ser ious safety violat ions, may b e 
d iscovered (or red iscovered) . 

Such a process , if d o n e well, c o m m o n l y 

accompl i shes s o m e d e facto t e ambu i ld ing 

along the way. T h r o u g h o u t program devel-

o p m e n t and i m p l e m e n t a t i o n , t ra iners are 

encou rged to look at the i r r ea sons for 

wan t ing to train and to open ly give and 
receive f e e d b a c k on the i r t ra in ing ef fec-

t iveness . Rela t ionships with super iors are 

e m p h a s i z e d as t ra iners add re s s wi th 

m a n a g e m e n t staff, n e e d s and c o n c e r n s 

that if m e t , lead to e f f ec t iveness , s u p p o r t 

and r e i n f o r c e m e n t . In add i t ion to h igh-

p e r f o r m a n c e employees , a s t rong s e n s e of 

t e a m w o r k and high mora l e can develop . 

Both are bene f i t s t ha t careful p lann ing , 

th rough a sys temat ic approach to training, 

b r ing a b o u t . 
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