
Letter to the Clinic 
Training and Development Clinic: 

In the March, 1974 issue of the 
Journal, the following question 
appeared in the "Clinic:" 

Q. My organization has a phil-
osophy that training is a 
responsibility of line man-
agement. How do I, as 
training manager, go about 
my responsibilities in he lp 
ing them fulfill this role? 

I feel that this is one of the 
most important issues tha t can be 
raised in the training and develop-
ment field. I 'd like t o answer the 
question in a little more detail 
than was given in the "Clinic." 

First, the responsibility for 
training and development should 

be stated as follows if things are 
really going to happen: (These 
statements could well become or-
ganization policy!) 

1. Each individual has a respon-
sibility for his/her own de-
velopment. 

2. Every manager has a respon-
sibility for the training and 
development of his/her sub-
ordinates. 

3. Every organization has a re-
sponsibility for the training 
and development of all its 
employes. 

4. Every training and develop-
ment staff person (training 
director, manpower develop-
ment manager, organization 
development manager, per-
sonnel manager) has a re-
sponsibility for the training 
and development of all em-
ployes in the organization. 

Obviously, I feel tha t there 
should be multiple responsibility. 

some of it wi thout authori ty . In 
essence the only person with aut-
hority is the immediate supervisor. 

If we eliminate any one, we 
will have less than opt imum 
chance for maximum growth and 
development to take place. If we 
eliminate all except no. 2, very 
little will happen unless the mana-
ger is most unusual. 

Let 's take a quick look at each 
one and see how the responsibility 
should be carried out . 

1. Each individual has a respon-
sibility for his/her own de-
velopment. 
This means that some time, 
effort, and possibly money 
should be spent by the indiv-
idual. The more of this that 
is done by an individual, the 
more recognition that person 
should receive. 

2. Every manager has a respon-
sibility for the training and 
development of his/her sub-
ordinates. 
This means that training and 
development of subordinates 
is an important function of 
each supervisor, manager, 
and executive. This can be 
carried out by informal 
coaching, on-the-job correct-
ing and teaching, a formal 
performance review program, 
and by setting the proper 
example. 

3. Every organization has a re-
sponsibility for the training 
and development of all its 
employes. 
The organization should pro-
vide time, money and s t a f f . 

A tuition refund program is 
an obvious start. Others in-
clude: scheduling training 
meetings on company time; 

providing time and money to 
attend outside seminars; es-
tablishing a library of helpful 
books and periodicals; paying 
dues and expenses for profes-
sional society memberships 
and meetings; providing 
training facilities and staff; 
and top executives setting an 
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Trainers are the least likely to get top-
notch training for themselves because 
they are so busy trying to produce 
top-notch training lor other depart-
ments. 

Now. ..In a week's time... you can 
bring your whole staff up to the state 
of the art in the technology of instruc-
tion! 

If you've wondered how to train your 
staff quickly and efficiently in the 
techniques of writing objectives, of 
task analysis, of media selection, of 
validation, and much much more, the 
Instructional Technology Workshop is 
the package for you. ITW is a set of 
self-contained, programmed modules, 
consisting of filmstrips, cassettes, and 
workbooks. 

A comprehensive and detailed Moni-
tor's Manual makes it easy to run the 
Workshop without special training. 
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example by their own self-
development. 

4. Every training and develop-
ment staff person has a re-
sponsibility for the training 
and development of all em-
ployes. 
There are a number of ways 

for the training person to 
fulfill this responsibility. 
These include planning and 
conducting training pro-
grams, coordinating partici-
pation in outside programs, 
and providing consulting ser-
vices for internal manage-
ment. 

In specific answer to the ques-
tion that started this article, a 
training director has a great oppor-
tunity to assist the line manager to 
e x e c u t e his/her responsibility. 
Some of the approaches are: 

A. Provide practical training 
programs for the manager's 
subordinates. The managers 
should help determine objec-
tives, subjects, schedules, etc. 

B. Help develop an effective 
performance review program. 
Again, this should be de-
veloped in conjunction with 
line managers to be sure it 
will be accepted and used. 

C. Provide help in improving the 
inadequate performance that 
is revealed in the perfor-
mance reviews. This would 
include courses to attend, 
books to read, special assign-
ments, individual coaching, 
programmed instruction, etc. 

D.Provide training programs for 
managers on "How to Train 
& Develop Subordinates." 
This would provide tangible 
help to managers who want 
to fulfill their training re-

sponsibility. 
Nearly all line managers agree 

that they have a training responsi-
bility. However, most of them do 
not carry it out effectively. In 
many cases, it is just because they 
don' t know how. 

In summary, the specific answer 
to the question is that training is a 
line responsibility. The training 
director should help the line man-
ager fulfill this responsibility ef-
fectively. But that 's only part of 
the answer. The training director 
should also enlarge the philosophy 
of the organization to include the 
responsibilities of the individual, 
the training director, and the total 
organization as represented by its 
policies and top management. 

DONALD L. KIRKPATRICK 
University of Wisconsin 
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Let us send you 
33 proven ways to 
conserve energy 
in your business 
W e would like to tell you h o w Energy 
Management can help maintain your 
company's profitability. Send for your 
"33 Ways" booklet and we will send y o u 
something else: " H o w to Start an Energy 
Management Program." 

To: U.S. Department 
of Commerce 
Office of Energy Programs 
Washington, D.C. 20230 

Please send me your two free booklets 
on "33 Ways to Conserve Energy" and 
"How to Start A n Energy Management 
Program."' 
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