Nov.-Dec., 1956

tyJiten

11

a+iacfeme-+it 8cjjiiid4,t&

WALTER E. GLASSER

Training should pa}' for itself many
times over, but training directors are
often hard put to prove that their costs
even equal results obtained. One answer
to the problem is to assign dollar values
to the results just as computations are
made when the training budget is pre-
pared. But this system will work only
In veri: special cases. For the bulk of the
Programs, few training men want to
p ace themselves in the uncomfortable
position of defending training results by
su mitting estimated figures that can-
not be supported.

I\o training director needs convincing
lat trainjng pays off, but management
quints especially hard at those oper-
ations which have broad and sometimes

u ous objectives. Some training di-
ectois often win the annual battle of
1€ v s° by marshalling a few facts
an a ot of personal charm and thrust-
% out with them in a manner similar

oug as Fairbanks backing up a stair-
case.

Management, with a heavy sabre,
a\ sash training budgets because the
raining department cannot prove with

¢n @l Shgns and decimal points the value
of its activities.

How can a training man develop
more facts to insure budget approval?

°w can he be logically persuasive if
some of the facts cannot be formed into
the dollars and cents pattern the boss
expects?

Imagination and leadership must be
put to work in developing and present-
ing the training program. These are the
first steps in budget acceptance. Enthu-
siastic comments from supervisors and
managers during the year have a way of
filtering throughout the organization
and will do more to sell the program
than the most carefully prepared train-
ing reports.

There are a few specific approaches
to this job of proving that training pays.
Safety programs, for example, lend them-
selves to rather accurate cost studies.
Even the somewhat misty field of hu-
man relations shines through when be-
fore and after figures are compiled on
employee turnover, grievances, and
fights. On-the-job and written tests can
indicate performance improvement and
levels of knowledge. Production figures
may reveal the influence of training,
provided that definite problems are iso-
lated before the training department
puts its corrective efforts into operation.
Be careful about taking full credit for
an increase in production, however,
since other factors may have contributed
to the increase.

Supporting evidence for the value of
training often occurs in the form of
surveys, questionnaires, and interviews.
too, boomerangs may develop if
management discovers soft spots in
make up or methods. Don't overlook
the results of surveys initiated by other
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groups within your organization if train-
ing interpretations can be drawn from
them.

Finally, when compiling training sta-
tistics for a report, remember what your
boss wants. He is interested in the ful-
fillment of training objectives, not in
the number of films shown or confer-
ences held.

Developing facts and figures that will
stand up is a real challenge. But what
about those areas of training where re-

OBJECTION
Training is too expensive.

There is too much stress on human
relations.

Training does not seem to be solving
our problems.

Training never seems to get anywhere.
O

Training takes too much of a super-
visor's time.

Let's hire men already trained.

Let's cut out all training and take a
little loss in operating efficiency.

Naturally, when major problems are
solved through training it is easy to show
savings and justify the cost of training.
It is not so easy to prove that many
problems did not occur because of train-
ing's preventive techniques.
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sults are woven into the whole fabric
of company operations? If you are con-
vinced that your firm is benefiting from
the training program, meet the resist-

ance with logical and persuasive replies.

All good salesmen are prepared for
objections because they know that once
the customer receives a satisfactory
answer there is a good chance of closing
the sale. Here are a few examples of
the type of replies you can make in

meeting management's objections:

YOUR ANSWER
Flow much does a poor supervisor cost?

Nothing is as complex as one human
being, and we are dealing with hun-
dreds of them.

Will the Jack of training solve them?

Training is like bailing out a boat. R
needs constant attention or the results
may be disastrous.

One hour a week develops skills and
attitudes which save money all year
around.

That may solve a few of today's prob-
lems, but are you prepared to pa)'
$6,000 for a $3,000 man when the
labor market gets tight?

We don't cancel fire insurance to save
money. Let's keep our training insur-
ance policy paid up.

Never pass up an opportunity to eva
uate your training program in terms that
can be readily understood by manage
ment and, if you have a program that
is doing a good job, you'll take all th®
"squint" out of budgeting.



