HOW TO PLAN AND IMPLEMENT A
SUPERVISORY TRAINING PROGRAM — PART 4

HOW TO USE
OUTS DE
RESOURCES

BY DONALD L.
KIRKPATRICK

Every training and development
professional, whether novice or so-
phisticated, should make selective
use df outside resources to supple-
ment those available within the or-
ganization. These outside re-
sources can be divided into four
categories:

1. Equipment and Aids

2. Packaged Training Programs

for In-House Use

3. Consultants

4. Outside Training and Devel-

opment Programs

Obvioudly, trainers need to buy
or rent equipment and aids neces-
sary to conduct effective training
programs. Thefirst step isto know
what's available. The second step
is to determine which ones are de-
sirable and/or necessary. The final
decision is whether to buy or rent.

What's Available?

The list keeps changing, of
course, as new products are devel-
oped. The kind of products that
could be helpful are:

Equipment: Projectors (movie,
dlide, overhead); Easels and flip-

charts; Boards (hook n' loop, mag-
netic, chalk); Videotape.

Aids. Films, Books, Training
tools (exercises, games, tests, case
studies).

The best way to keep up to date
on what's available is to be an ac-
tive member of the American So-
ciety for Training and Develop-
ment (ASTD). You will be kept in-
formed through: ads in the various

training and development publica-.

tions, exhibits at national and re-
gional training conferences;, and
the mail you receive from manu-
facturers and distributors who
have purchased the ASTD mailing
list.

Packaged Training Programs

A number o organizations have
developed packaged programsthat
you can purchase for immediate
use. Some of these programs come
with leaders as well as materials.
Others include only materials and
a detailed lesson plan on how to
conduct the program. The value of
these programs depends on two
factors:

1. What alternatives do you
have? If you have the knowledge
and ability to plan and conduct
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your own program, most packaged
programs are of little value. If you
don't have the internal resources
to plan and implement a program,
the purchase of a packaged pro-
gram may be your best bet.

2. Do they meet your needs? A
careful study should be made o
the objectives, content and ap-
proaches to see whether it would
fit your needs. Also, various pro-
grams should be considered to
compare costs and benefits.

One word of advice: If you
purchase a packaged program,
don't be afraid to adapt it to fit
your own situation. You may wish
to eliminate, change or add to the
content, aids and approach. This
can make the difference between
an effective program and one that
becomes a disaster.

Using Outside Consultants

Books have been written on the
selection and use of outside consul-
tants. Some organizations have
been very happy with the contri-
butions made by outside consul-
tants and others have been redly
"burned." The process of selecting
an outside consultant should be es-
sentially the same as hiring an em-



ployee. This means that careful
screening should be done. Hereisa
list of steps to follow:

1. Determine your needs —
what kind of help are you looking
for? Do you want someone to help
you evaluate your approach, de-
velop a program, teach a seminar
or what?

2. Know which consultants can
meet your needs. In general, the
more you have to consider, the
better your selection can be.

3. Evaluate the consultants by
means o correspondence, tele-
phone conversations, interviews
and reference checks. I've found
that most potential clients don't
ask for reference checks and this
could be a serious mistake. If the
consultant you are considering has
done similar work for another or-
ganization, cal the key person in

"If the consultant you are
considering has done similar
work for another organization,

call the key person in the
organization and find out what

kind of ajob was done."

the organization and find out what
kind of ajob was done.

4. Negotiate a fair and clear
agreement of exactly what the
consultant will do for you. Know
ahead of time the entire cost.

5. If you aren't positive that you
want along-term arrangement,
hire the consultant to do one par-
ticular job. If it works out well,
you can negotiate along-term con-
tract.

6. Thoroughly orient the consul-
tant to your organization. Be sure
that he or she knows the things
about your organization that are
related to the work the consultant
will do.

Use of Outside Programs

Most organizations make use of
outside programs presented by
universities, professional organi-
zations or consultants. Sometimes

-Manual
-Slides

Circle No. 740 on Reader Service Card

money is well spent and benefits
far outweigh the costs. In other
cases, the program was a complete
waste o time. Here are some sug-
gestions to be sure you get your
money's worth:

Selecting the Programs to Attend

In order to select the best pro-
rams, several steps should be fol-
owed.

A. Find out what programs are
available: The processfor selecting
programs to attend is the same as
it is for selecting people for a job.
The more choices there are, the
better the selection possibilities.
Therefore, an organization should
know what programs are avail-
able. Some personnel managers
and training directors are reluc-
tant to have their names added to
mailing lists. This is a mistake.
They should receive as many bulle-
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tins as possible so they can select
the programs that will provide
their organization with the most
benefits for the least investment.

Organizations which offer man-
agement development activities
fall into the following categories:

1. Universities and Colleges

2. Professional Associations

3. Employers and Trade Asso-

ciations

4. Private Organizations (Con-

sultants, ete.)

In order to find out what pro-
grams are available in your area,
contact the above type of organiza-
tions. Also, contact the manage-
ment development departments in
the larger companies in your com-
munity to see what resources they
use.

B. Evaluate programs:

1. Study the Bulletins: Careful
reading of program bulletins will
provide some indication of the con-
tent, quality of leaders, and per-
tinent information on cost and pos-
sible benefits. However, it should
be kept in mind that the subject
content, qualifications of the lead-
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ers, and benefits may be exagger-
ated by some organizations in
order to sell enrollments.

2. Evaluate Your Participation:
The best way to judge relative
merits of different programs is to
use a systematic method of eval-
uating participation. After each
program the participant should be
required to fill out an evaluation
form. An analysis of these forms
will provide data for determining
future participation.

3. Contact Other Participating
Organizations: If your organization
has no evaluation of past participa-
tion, contact other organizations
which have participated in the pro-
grams you are considering. The
names of contacts can usually be
obtained from the organization
sponsoring the programs. In check-
ing out these references, care
should be taken to get objective
and specific evaluations.

C. Make a decision: In deciding
whether or not to participate, a
number of factors should be con-
sidered. All of these factors will
help to answer the basic question
— “Is the program worth the time
and money?”

1. Training Needs (Present and
Future): What kinds of training for
what kinds of people will reap the
greatest benefits?

2. In - Company vs. Outside
Training: What internal training
capabilities do you have? Which
will be most effective? In what
areas are you better off using out-
side resources?

3. Budget and Costs: How much
money should you set aside for
training and development of your
people? How much should be for
in-company training? How much
for participation in outside pro-
grams? Should the line department
(production, marketing, engineer-
ing, etc.) be charged for outside
management development pro-
grams or should &l costs be charg-
ed to one central department?
(Both methods are widely used.)

Selecting Participants
The training director or other
staff person can help determine
which management development
organizations offer high - quality
programsat the least cost. The se-
lection of the participants, how-
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ever, should be a line decision for
several reasons:

* Line managers are in the best
position to match programs to
needs — present and future.

* Line managers are in the best
position to plan to cover for the
participant during the program.

* Line managers should be com-
pletely aware of the objectives and
content of programs their subord-
inates attend.

In selecting the person to attend
a program, the “boss” and partici-

‘pant should discuss the program

and its benefits to the individual,
the department, and the company.
Ideally, the participant should be-
come enthused about the oppor-
tunity the company and the boss
are giving him or her (instead of
feeling he or she is being “sent” to
be “straightened out”).

Even though the decision to par-
ticipate should be made by line
managers, the training depart-
ment can perform an important
staff role by calling attention to
worthwhile programs and assist-
ing in selecting individuals to at-
tend.

Preprogram Counseling

The main purpose of prepro-
gram counseling is to assure maxi-
mum employee participation in se-
lected programs. When a person
has been selected for an outside
management development pro-
gram, he or she should be counsd-
ed before attending. The immed-
iate supervisor should be involved
in the counseling; someone from
the training department may as
sist. Items for discussion should in-
clude the following:

A. Program arrangements. To
assure the employee'sinterest in a
particular program, counseling
may be done as part of the process
of selecting programs to attend.
Discussion of program details will
allow the participant to plan for his
or her absence and make travel ar-
rangements.

B. Program, expenses. Arrange-
mentsfor program expenses should
be discussed, with attention to the
program fee and what it includes,
as well as any additional expenses
for travel, lodging, meals or ma
terials. The participant should
know what the organization will




pay for, whether or not he or she
will have an expense account, and
how much money will be needed if
money is not advanced by the or-
ganization.

C. Preparation: The employee
should be encouraged to partici-
pate in discussions both during
program sessions and off hours. He
or she should know in advance
what reports, summaries or dis
cussions are expected when re-
turning from the program.

Postprogram Implementation

In order to obtain maximum
benefits from attendance, it is ne-
cessary to approach postprogram
discussions and implementation
systematically.

A. Participant evaluation: Each
participant should complete awrit-
ten evaluation form as soon as he
or she returns. This evaluation is
designed to help the organization
decide whether programs were
beneficial to the participants and
to the company, and whether
others should attend similar pro-
grams in the future.

Written evaluations should be
kept both as records o individua
participation and for future refer-
ence on the organization present-
ing the program. The evaluations
should be consulted when selecting
future programs.

B. Program summary: The sec-
ond step isto obtain a summary of
what principles and techniques the
employee learned in the program
aswell as the materials he or she
brought back.

C.Practical application: The su-
pervisor should discuss with the
participant any ideas which might
be implemented on the job. This
gives the participant and supervi-
sor a chance to work out arrange-
mentsfor job changes. If a particu-
lar idea that was brought back
from the program is not feasible
for the organization to implement,
this should also be discussed with
the participant.

D. Follow-up: Thefinal stepisto
discuss any follow-up to the pro-
gram. Perhaps another institute
should be scheduled for the partici-
pant. Or, other persons should be
scheduled for a similar institute.
Another follow-up possibility is to
have the participant further his or
her self-development by reading

selected articles or books.

In addition, the immediate su-
pervisor should follow up with the
subordinate to assist in the imple-
mentation of changes.

Finally, attempts should be made
by the training department and/or
the immediate supervisor to deter-
mine the effectiveness of changes
in the behavior of the participant.

Keeping Records

It may seem obvious that rec-
ords should be kept to show parti-
cipation in management develop-
ment programs. However, it is
common to find organizations in
which no one knows what pro-
grams employees have attended.
The records should include:

A. Who has attended what pro-
grams. (These records should be
kept in the individual's personnel
file as wdl as in a file of total
participation.) This is important
information when considering an
individual for promotion, salary
review, on-the-job coaching, and
other personal considerations. It is
also essential in planning for future
participation.

B. Evaluation sheets: These are

important to use in discussing the
program with the participant so
that maximum benefit can be
gained. They are also important in
selecting future programs to at-
tend. For examples, several of
these win help to establish data
concerning the quality of programs
offered by the various organiza-
tions.

C. Cost records:. How much is
being spent? (Include fees, travel,
and dl other costs.) This data will
help when comparing the costs for
programs offered by various com-
peting organizations. It will also
help in budgeting for futureyears.

Donald L. Kirkpatrick is professor of
Management Development at the Uni-
versity of Wisconsin-Extension, Mil-
waukee. A past national president of
ASTD (1975), he has authored numerous
articles and books.

Editor s Note: The final part of Don
Kirkpatrick's "How to Plan and Imple-
ment a Supervisory Training Program"
will focus on "Evaluating In-House
Training Programs. " Watch for it in
your September Journal.
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