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Involvingtl”~rainer,
traineeand thetrainee's

manager befor e, during and after training can make training effortsresult in changed

work behavior.

By ARTY TROST

fwe accep: that trainingisameansto

an end and not an end in itself, then

our concern should he transferring
learned skillsto thejob.

Training people in new behaviors —
especially leadership, communication and
other people-oriented skills — istoo often
an effortinfutility. Even when thereisactive
participation during the training and real
eagerness to try out new skills, many
traineesfind it difficult if not impossibleto
transfer these skills to the work
environment.

It takes time to develop new skillsto a
state of competency. Duringthat time new
behaviors often feel awkward and uncom-
fortable. Without active support and en-
couragement it iseasy to g ipback intoold,
familiar patterns before the new skills
become established habits.

Therefore, thetraining needs tofocuson
the needs assessment, design and delivery

Arts Trost isprincipal 0/
()rganinational Dynam test, n consulting
firm in Sandy, Ore., andco-author  of
(filmingM omentum for Hoard Action.

processtobuild skills. These andadditional
toolscan be used to increase the probabili-
ty that your trainees will actually use what
they've learned.

Organization pulse

A careful needs assessment iscritical to
determine: what theclient seesasthe issues
and problemstobe dealt with; what arethe
desired outcomes; and whether training is
an appropriate part of the solution.

Trainerstend to approach organizational
issues through atraining-filtered lens. But
trainers both must identify if training isan
appropriate part of the solution and when it
should be used inconjunctionwith other or-
ganizational efforts.

A trainingneeds assessment process that
includesthetraining department, the client
(the person who isrequesting the training
program) and the potential participantsand
their managers is appropriate if training is
called for. Even if the trainingwill be offered
on asign-up basis (so that you don't know in
advance who will el ect to attend), it'spossi-
bleto survey agroup of peoplesimilartothe

types of people for whom the training is
targeted.

Contact these people and their managers
to determine what they see as desirable
behavior changes that might happen as a
result of training. Ask potential trainees:
"What doyou need to know or be ableto do
inorder towork more effectively ?' Ask their
managers: "What would make them more
effectiveon thejob?" Ask both: "How will
job performancebedifferentif the training
issuccessful ?"

Because so many people are used to
thinking of topics, you may get responses
such as "We need agood course in time
management." A skilled trainer won't stop
with thisresponse, but will continuetopro-
be with such questions as: "How will you
know when they're managing their timebet-
ter ?What will be happening that isn't hap-
pening now?" Push for specific behavioral
outcomes such asworkbeingdone on time,
more cases being processed in a given
amount of time and so on.

Ensuringthe maximum amount of train-
ingtransferability beginswith the involve-
ment of thepotential participantsand their
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managersin an assessment that focuseson
the specific behavior and skills needed.

Find out al you can about the organiza-
tion in which the training will take place.
This is especially important for external
trainers. And internaltrainers, especially in
alargeorganization, shouldn't assume they
already know it.

Each organization, department andpro-
fession has its own jargon, hot topics and
current rumors. Most people absorb
material better when you talk to them in
their own language. It's not possibleto learn
al theterminology, but when you call peo-
ple "supervisors" in an organization that
refersto them as "managers" you set up a
slight dissonance that makes it more dif-
ficult for people to relate to what is being
said.

If there have been recent layoffs, an-
ticipatethat people may want to discussthe
event, and their ownjob security and mobili-
ty. Knowing what the sore spots are and
what to avoid saying can bejust asimportant
as knowing what to say.

Ifyou're an external consultant, find out
asmuch about theorganization asyou can.
Ask for copies of the annual report, get
organizational charts, ask for the names of
top people, find out the most common
jargon and acronyms. Ask yourself this
helpful question: "Assuming | was anewly
hired, technically competent individual,
what would | need to know about this
organization/department so | can fitinwell
here?"

Don't neglect to find out about other re-
cent training that hasbeen offered. Asyou
reinforceandbuilduponpriorlearningvou
help ensure transferability of your training.

Training design

The training design plays amajor part in
determining transfer of learning. Pfeiffer
and Jones mention a number of training
design considerationsthat will enhancethe
participants'internalization and integration
of trainingand thusitstransferability to the
job.

They focus on building adesign where
participants have an opportunity to: ex-
perience anew behavior, skill or activity;
share reactions and observations with
others; explore, discuss and evaluate the
dynamics; devel op general principles bas-
ed onthe experience; and apply and test the
behaviors and principles.

Mal colm Knowlesand otherl eadingprac-
titioners also put emphasison experiential
trainingtechniques, practical application,
and the process of unfreezing and
learning.?
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Part of the training design should include
afollow-up session, held four to six weeks
aftertheinitial training. Thisfollow-up does
not provide new material; it refines and
polishes skillslearned in the original train-
ing session and encourages continued use.

One way to increase the probability of
reinforcement and support after the traini ng
isto train the trainees' supervisors first.

Four reasonswhy training isnot transfer-
red to thejob can be dealt with by worki ng
with the trainees' managers beforehand.
These are:
¢ Participants don't often analyze their
strengths and weaknesses in the topic area
and thus don't focus on their own
developmental needs duringthe training.
¢ There is no mutual understanding be-
tween participantsand their managersasto
desirable outcomes of the training.
¢ Participants' managers may not under-
stand their own roleinreinforcingand sup-
porting newly learned behaviors.
¢ Participants' managers may not know
enough about the skills being taught to be
able to identify and reinforce those skills
back on thejob.

It'samazing how often
communication trainersdon't
practice good communication
skills

A session that focuseson what managers
can do before, duringand afteratrai ningses-
sion to support and reinforcethetrainingis
needed to: prepare managers to sit down
with their staff and mutually determine
desirable outcomes for the up-comingtrain-
ing; familiarizethe managerswith key con-
ceptsand skillsthat will be offered duringthe
training; helpthe managers assesstheir own
roleascoach, rolemodel and reinforcer after
the trainee returns to thejob; and provide
the managers with specific techniques for
identifying and reinforcing the key
behaviors trainees will be trying to apply.

Many managers are willing to take the
timefor thistrainingbecauseitincreasesthe
value of their staffstraining. Managersalso
become aware of their own needs for addi-
tional training asthey learn about the skills
their subordinateswill be acquiring.

Duringtraining

Even acareful needs assessment and a
superb trainingdesign don't ensurethatpar-
ticipantswill apply what they learn back on
thejob. Skilled trainersareaware of the need
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to begin each training session with amini-
needs assessment that asksthe group about
their expectations For the training session.
T he initial needs assessment may no longer
betotally relevant; more crucial needs may
have arisen, and people inthe session may
nothaveparticipated inthe original assess-
ment process.

A few helpful questions are: "What two or
three thingsdovou most want to learn from
thistraining?When we'redone and you look
back on the training, what will you have
learned that will make you say it was well
worth thetime?What willyou be doing dif-
ferently asaresult of this training?"

You can ask everyone to write down
responsesthat becometheirpersonal learn-
ingobjectives. Afterward, they should share
their objectives while you record the
responses on aflipchart, (tn asmall group
everyone may share one specific learning
objective; inalarger group only some of the
people may be ableto share.

You can now use the objectivesto:

« mentally determine how much you will
need to tailor your trainingdesign;

« show people how their personal learning
objectives fit into the training objectives
(and so reassure them that the training will
beon-target);

« tell peoplewhen their personal objectives
are not compatible with the training objec-
tives and cannot be incorporated;

* haveavisual reminder that you'reontrack
asthe trainingprogresses.

Aspeoplewritedown and then"publish"
their own learning objectivesthey become
more committed to meeting those objec-
tivesand focusingmoreclosely onthe entire
training process.-°

Trainers serve asarole model and need
to demonstrate the skillsthey're teaching.
It's amazing how often communication
trainersdon't practicegood communication
skills. They cut off participants'questions,
move on to other topicsbeforethe group is
ready and fail to use listeningresponses.

Trainers also should be able to analyze
the component parts of the skills being
taught and demonstratethem tothegroup.
You may be asuperb listener but you need
to be able to point out the verbal and non-
verbal responses that accompany good
listeningso that the group sees al thefacets
of what it isobserving. It isdifficultfor so-
meone to practice anew skill onthejob if he
or she hasn't actually observed its correct
use. Many trainers use video and audio
tapestoprovide examples of good and poor
practices. But if you aren't modeling good
examples you undermineyour credibility.

In order to try out new skillson thejob,
people havetofamiliarizethemselveswith
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the skills in the training itself. A training
design that incorporates skill practice takes
more time thanone whichdepends on lec-
ture and discussion butis critieal if people
are to use those skills onthe job.

People cantlearnto skiby listemngroan
instructor or watching a movie, but many
think they can learn new communication
techniques by listeningtoaninstructor and
discussing whatis presented.

I's not enough for people to try out new
behaviorsin class: They mustalso receive
immediate feedback onwhatthey're doing
andcoachingonhow toimprove. Thefirst
few tries are usually awkward and uncom-
fortable. Role-playing artificiality and
awkwardness decrease markedly when
people have a chance to re-do a particular
roleplay—especially if they are givenfeed-
back and coachingafter their ninial atrempt.

Writing down a goal and then verbally
“publishing”itis a powerful factor in main-
taining commitment to that goal.* Many
trainers end their sessions with participants
developingaplanofaction they will putin-
to effect once the training is over. The
possibility oftruejob transferenceis increas-
edifthese plans of action: arelimited to no
morethanthrecobjectives (tryingoutanew
skilllearned duringtheclass, redeveloping
anunused or seldom-used skill, committing
oneselfto reinforce a currently used skill);
offeran opportunity toassess the difficulties
in implementing the plan; and are shared
with the total group.

Writing a realisticaction plantakesume
because itinvolves developingobjectives as
wellasacomprehensive planofaction. Par-

ticipants shouldlook at the obstaclestoskill
and behavior transfer: What might cause
problems?Whomdotheyneedtoinvolve?
Whatinitial step willtheytryassoonasthey
getback to their job?

During the publishing stage, trainees
must determine how realistic they are about
whatthey wanttoaccomplishandhowwill-
ing they are to carry out those objectives.
Additional incentive for using these new
skills on the job comes from their
knowledge thatinfourtosix weeks they will
be comingback forafollow-upsession. Dur-
ing that session they will be discussing in
detail what they putinto practice and how
successful such efforts were.

One way that participants' managers can
support uaining efforts during the training
itselfisto encourage them nottogototheir
desks ormake work-relared callsduringthe
training session—even during the breaks
and meal periods. This allows the par-
ticipantstofocus more fully onthe training
andis especially important when the train-
ing is done on-site.

The interim

Thefollowing steps keep the trainingon-
goingduringthe periodbetween the initial
sessions and follow-up:

& Docurment efforrs. The participants docu-
menttheirattempts to try out the new skills,
noting what they tried, when they tried it
and with whom, what problems occurred,
ifthey triedthe approachagainandhowthey
modified it in subsequent attempts. This
becomesthebasisfor the follow-up session
and increases the possibility that they will
actually try out those new skills on the job.
B Pair up with someone else for reinforcement
and practice during the interval berween ses-
sions. Peoplewhohave similar orrelated skill
objectives may want to work together dur-
ingtheinterimtosupportandreinforceeach
other'sefforts. Another optionis topairup
peopleonamentor/protege basis, sothata
person skilled in saying “no” acts as a

resource to somecne tryingtodevelop that
skill. Partners canexchange copies of their
actionplans. Itbecomestheirresponsibili-
tytomeet duringthe interimtofindouthow
each is progressing,.

B Provide reinforcement and supporr. The
trainer, the participants’ managers, other
trainingparticipantsand co-workerscanbe
usedasasupportsystem duringthe interval
between the training and the follow-up
session.

Managers, helpedby training theyreceiv-
ed before their staff began the training,
review theirsubordinatesobjectives, coach
themasthey work towardthose objectives
and provide feedback about their efforts.

Participants work withtheir training part-
ner duringthisinterval todiscuss progress,
sharesuccessesandreceive supportduring
periods of discouragement.

Follow-up

Trainers can build a time-interval be-
tween sessions, or they can use the
follow-up session to provide new material
(rather than using it primarily to build on
what happened in the original training).

To ensure skill transfer, the follow-up
should not present new material: Itshould
review what has occurred since the training,
what worked and what didnt work, and
what trainees need to practice further. This
means that the day is primarily an “emerg-
ing design” with participants fine-tuning
those skills they found difficult to use at
work. [tmay meanadditionalskill practice
similar to what they received in the initial
training or it may mean additional material
to help them use their skills more
effectively.

One-shot sessions are not enough. Peo-
pleneedtotry outnewly learnedskillsonthe
job and then come back together to fine-
tune those skills and receive
encouragement.

Before participants leave the follow-up
session they develop a new action plan for
themselves. Oftenitisarefinementoftheir
originalaction plan; sometimesitisrelated
to but notsimilar totheir initial plan. Usually
participants become more realistic about
their action plans.

At this time participants should incor-
porateone new skill, redevelop a prior skill
and reinforce an existing skill. Once they
feel they've succeeded —and that may be
months—they can go back to the training
materials tobuild action plans for additional
skills.

Partoftheactionplanishowtheywilluse
existing resources: their manager, their
training partner, co-workers, colleagues
and written resources.
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Post-training

Successful training means the following
steps are taken after sessions are closed:
B Provide aceess to resonrces. If the original
trainer isn't available, participants should
have names and phone numbers of some-
one who can provide similar resources. A
briefannotatedbibliography mightbepro-
videdforeachtrainingsession{mostpeople
won't seek out and read more than two or
three books on a topic). Discussing them
with the group increases the likelihood that
people will use them. Bring copies so par-
ticipants can peruse them when they have
time. Thesame holds true foraudio or video
cassettes that vou recommend.

B Encourage documentation. Many people
will not keep a journal of their attempts to
develop new skills, buta surprising nurnber
will, Youmay want tosuggest thattheyuse
aformatsimilartothe onethey used during
the interim period, so that they can chart
their efforts and their progress.

B Folloso-up with the participants’ mangeers.
Youwant the managers to provide the same
coaching, feedback and reinforcing skills
that they did during the interval period.
Send them a memo announcing that the
trainingiscompleted. Restatingsomeofthe
ways managers canensuretrainingtransfer
remotivates them to work with the staff

returning from training.

Cernainty these methodswont et you of
fer a 100-percent money-back guarantee
that traineeswill use on thejob what they've
learned in training. Perhaps the primary
drawback isthat each method takes addi-
tional timeand commitment oneveryone's
part. But involving the trainees' managers
and establishingfollow-up sessions increase
your chances for success.
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