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I n Washington, DC a small architec-
ture firm hires a training consultant to 
teach its staff how to communicate bet-
ter with clients and with each other. In 
Texas, a major electronics manufac-
turer undertakes a comprehensive 
training program in the skills of team-
work. In Arizona, fire fighters, led by 
their chief, learn problem-solving 
skills. 

From the military to the Fortune 
500, employers across the nation are 
aggressively building a core of new 
basic skills in their workers. Many of 
these skills, such as learning to learn 
and teamwork, would not have been 
considered either basic or even neces-
sary only a short time ago. But the 
days are gone when a command of the 
three Rs is enough to get and keep a 
job. Today there is a whole range of 
new skills that employers want in the 
people they hire. 

This month, ASTD, in conjunction 
with the Department of Labor, will 
host a symposium focusing on the 
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results of a two-year-long joint study 
called Best Practices: What Works in 
Training and Development. The full 
results will be available in book form 
in 1989. This article covers one aspect 
of that study—the basic skills that em-
ployers want and that workers need in 
today's workplace. 

A new universe 
New technology, participative man-

agement, sophisticated quality con-
trols, customer service, just-in-time 
production—the reality of tomorrow's 
hi-tech workplace has already invaded 
today's businesses. For both current 
and future employees, this means that 
the workplace has become a changing 
universe, requiring expanded skills if 
workers are to operate in it effectively. 
But for many, mastery of the basic skills 
that would make them full partners in 
this new world is simply out of reach. 

While not new, the basic workplace 
skills problem continues to grow out 
of a volatile mix of demographic, eco-
nomic, and technical forces. These 
forces are creating a human capital 
deficit that threatens U.S. competitive-
ness and acts as a barrier to individual 
opportunity for all Americans. 

The nation is facing a harsh demo-
graphic reality that won't go away. The 
supply of new workers aged 16 to 24 
is dwindling, and employers will have 
to reach into the ranks of the less 
qualif ied to get their entry-level 
workforce. An increasing number of 
workers will come from groups of peo-
ple whose development has histori-
cally been neglected. 

At the same time, employers are 
seeking workers who are prepared to 
acquire new skills quickly. Employers 
know that as technology becomes 
more instantaneously available world-

wide, the presence of a highly skilled 
workforce to use that technology will 
give them a competitive edge. 

Workers are being challenged as 
never before by an expanding range of 
skill requirements. To be successful to-
day workers must be able to work with 
less supervision but be able to identify 
sophisticated problems and make 
crucial decisions. 

Today's jobs demand not only skill 
in reading, writing, and computation 
but much more. Employers want a new 
kind of worker with a much broader 

Technological change, 
innovation, and heightened 

competition drive the 
upskilling of work 

in America 

set of skills—or at least a strong foun-
dation of basics that will enable them 
to learn on the job. They seek em-
ployees skilled in problem-solving, 
listening, negotiating, and knowing 
how to learn. Without these essential 
skills, the workforce, including entry-
level, dislocated, and experienced 
workers, will have difficulty adapt-
ing to economic and technological 
changes. Also beyond the reach of an 
ill-prepared workforce are successful 
job transitions and career growth. 

The most devastating impact of 
these skill deficiencies falls on the 
disadvantaged. Already outside the 
economic mainstream, they struggle to 
get jobs or to avoid being displaced. 
But poor skills further block their path 
to today's more demanding, well-

paying work. They are pinned at the 
bottom of the economic heap. 

What new skills? 
Technological change, innovation, 

and heightened competition drive the 
upskilling of work in America. Com-
petitive challenges motivate com-
panies to use an array of strategies that 
call for innovative, adaptable workers 
with strong interpersonal skills. Busi-
ness strategies—such as collaboration, 
exemplary customer service, and em-
phasis on quality—require workers 
capable of teamwork, listening, cre-
ativity, goal-setting, and problem-
solving. 

With the movement toward more 
participative management, employers 
are aggressively pushing decision-
making down through organizational 
levels to workers at the point of either 
production or service delivery. As their 
jobs become more complex and less 
repetitive, these employees gain greater 
autonomy and authority. To perform 
well, however, they must have the 
broad set of skills once required only 
of supervisors or managers. 

In the past, for example, a bank 
teller's primary responsibility was to 
repeat accurately a small range of tasks 
—monitoring checks in and money 
out, and reconciling. But competition 
has forced banks to attract customers 
by offering "one-stop" financial ser-
vices, and the teller's role has been 
expanded. 

Now privy to information once re-
served for mid-level managers only, 
today's teller advises customers on a 
variety of customized financial ser-
vices. Linked to in format ion via 
computer, the new bank teller must 
quickly access data needed for deci-
sions. To be effective, the teller may not 23 
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need a high skill level in a narrow area 
of expertise, but must have a wide 
range of skills. 

Beyond good basic reading, writing, 
and computation skills, employers ex-
pect competence in creative thinking, 
personal management, and interper-
sonal relations. Also critical are abilities 
to organize and verbalize thoughts, 
conceptualize, resolve conflicts, and 
work in teams. 

Today's workplace requires em-
ployees to have not only the standard 
academic skills, say employers, but also 
other key basics as a foundation for 
building broader, more sophisticated 
job-related skills. These additional 
basics are: 
• Learning to learn—the ability to ac-
quire the knowledge and skills needed 
to learn effectively, no matter what the 
learning situation; 
• Listening—the ability to heed the 
key points of customers', suppliers', 
and co-workers' concerns; 
• Oral communications—the ability 
to convey an adequate response to 
those concerns; 
• Problem-solving—the ability to 
think on one's feet; 
• Creative thinking—the ability to 
come up with innovative solutions; 
• Self-esteem—the ability to have 
pride in one's self and believe in one's 
potential to be successful; 
• Goal-setting/motivation—the ability 
to know how to get things done; 
• Personal and career development 
skills—the awareness of the skills 
needed to perform well in the work-
place; 
• Interpersonal skills —the ability to 
get along with customers, suppliers, 
and co-workers; 
• Teamwork—the ability to work 
with others to achieve a goal; 
• Negotiation—the ability to build 
consensus through give and take; 
• Organizational effectiveness—the 
understanding of where the organiza-
tion is headed, and how one can make 
a contribution; 
• Leadership—the ability to assume 
responsibility and motivate co-workers 
when necessary. 

How to train in the new basic 
skills 

The Foundation: Learning to Learn. 
Employees who know how to learn 
can help their companies meet strate-
gic goals by efficiently applying new 
knowledge to their work. Their learn-
ing capability can affect productivity, 

innovation, and competitiveness. By 
knowing how to learn, individuals can 
achieve competency in workplace 
skills from reading to leadership. With-
out this basic skill, their learning isn't 
as fast, efficient, or comprehensive. 

Trainers seeking to teach the skill of 
learning how to learn should attempt 
to identify the type of sensory stimu-
lus—whether visual, auditory, or tactile 

—that helps each employee learn best, 
and then design multiple-use training 
that addresses all preferences. Training 
should include various learning strat-
egies and analytical approaches, and 
provide instruction on the most effec-
tive ways to apply these tools. 

Competence: Reading, Writing, 
and Computation. To compete suc-
cessfully, employers need a workforce 

Basic Skills in Action 

Reading 
The U.S. Military. Two programs 
used by the Army and one by the 
Navy have boosted participants' 
reading scores and retention rates 
considerably. For all three pro-
grams, improved job performance 
and promotion potential are the 
goals. The programs teach reading 
skills according to the manner in 
which participants use them on 
the job; job task analysis identi-
fied actual on-the-job reading 
skills. The use of actual job reading 
materials as course texts has in-
creased par t ic ipants ' cur ren t 
knowledge and enriched their 
prior knowledge. 

In the Army's landmark Func-
tional Literacy (FLIT) program, 
"Reading to Do" exercises teach 
trainees to locate information in 
manuals, to follow directions, and 
to complete forms. "Reading to 
Learn" exercises help them master 
and remember information they 
need on the job. The Army's Basic 
Skills Education program (BSEP) 
for reading provides instruction in 
reading processes common to 
many overseas military occupa-
tions. The program's text serves as 
a database and integrates know-
ledge of military culture and inter-
personal skills with job infor-
mation. Exercise modules and 
mastery tests teach job-specific 
"Reading to Do" and "Reading to 
Learn" tasks. 

Based on FLIT, the Navy's Ex-
perimental Functional Skills Pro-
gram in Reading focuses on 
'Reading to Learn" processes to 

strengthen long-term memory and 
provides instruction in "Reading 
to Do" activities that involve short-
term memory and simple informa-
tion processing. 

Oral communications 
Valley National Bank. Arizona's 
largest bank, headquartered in 
Phoenix, employs about 7,000 
people. From basic teller training 
to executive development, VNB's 
training program adheres to a 
philosophy of "managing perfor-
mance," which calls for on-going 
employee development. Many of 
VNB's training courses include in-
struction in communication. The 
bank's vice president for training 
says that because banking is inter-
personal, communication skills 
are needed even in the technical 
jobs. Courses in the VNB Em-
ployee Deve lopment Planner 
include negotiating skills, face-to-
faee selling skills, verbal and 
nonverbal communication skills, 
and communica t ion skills for 
managers. 

Training is provided through in-
house trainers (who are predom-
inantly line professionals), external 
consultants, associations, local col-
leges and universities, and vendors 
of interactive videos, computer 
programs, and workbooks. Em-
ployees meet yearly with a super-
visor to plan their professional 
development . Each employee, 
together wi th the supervisor, 
creates a learning contract, which 
goes into their personal file. The 
contract is then used as part of 
their p e r f o r m a n c e appraisal . 
Hiition for training is paid by the 
bank, either directly or through 
reimbursement. 

Interpersonal skills 
Duke Power Company. This large 
utility company provides electri-
city to 1.5 million customers in 
the Piedmont-Carol inas area. 
Duke Power teaches interpersonal 
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solidly grounded in these three aca-
demic basics. 

It is estimated that workers spend up 
to two hours each day reading items 
such as forms, charts, graphs, man-
uals, and computer screens. The use of 
computer-assisted machinery also re-
quires reading skill. 

Writing is important because it is the 
primary means of communicating 

policies, procedures, and concepts. It 
is frequently the first step in com-
municating with customers, interacting 
with machines, or launching new 
ideas. 

Computation is called for when 
working with inventories, reports, and 
measurements. Methods such as statis-
tical process control (SPC) demand 
even higher mathematical skills. 

skills within the context of its ing records, communication skills 
work environment. The situations that facilitate teamwork, and the 
used in observation and role play roles and tasks necessary for pro-
are ones that could occur in the mot ing effective teams. Team 
work setting, so the participants leaders then use corporate mater-
have ample opportunity to prac- ials to develop their own courses 
tice and observe effective interper- for their employees. The team-
sonal skills. The program includes work course uses group interac-
discussion of the environmental tion, discussions, and exercises, 
factors and attitudes that affect the 
communication process. Negotiation skills 

Before the training, participants Michigan Consolidated Gas Corn-
receive a guide that explains what p a n y . A t MichCon, negotiation 
will be covered. At the start of the skills are taught in a functional 
course, they complete a survey to context and apply directly to the 
determine their strengths and job Courses are tailored to each 
weaknesses regarding interper- group's specific needs. At the be-
sonal skills. When the course is ginning of the course, participants 
completed, they develop action review practical techniques and 
plans based on the survey and the issues such as setting up a meeting, 
new knowledge they've gained. analyzing the authority of the per-
~ , son with whom the participant 
leamworK ^ w i l l n e g o t i a t e j identifying and 
Texas Instruments. Texas Instru- creating deadlines, knowing how 
ments's formal training program, t o u s e deadlines, and learning 
Effectiveness Teams, aims to pro- which situations require negotia-
vide employees with the tools and t j o n skills 
skills they need to perform well as T h e COUrse also teaches skills 
team members. Again, program needed for effective negotiation: 
concepts are taught in a functional communication, listening, and 
context . Each work unit cus- problem-solving skills. Trainees 
tomizes the training to partici- learn to analyze the interests and 
pants' specific needs. This ensures the n e e d s Qf t he client or opposi-
that the training is relevant to each t i o n and t o devise a negotiation 
unit's activities and that it ties strategy based on that analysis, 
closely to the corporate culture. T h e y also learn to negotiate pro-

The training begins with train- ductively by identifying the other 
the- trainer sessions for team party's problem and helping with 
leaders who conduct the training the solution. Trainees role-play on-
for employees in their work the-job situations, and these role-
groups. A leader may be anyone plays are videotaped and then 
from a key manager to a line critiqued by the group. 
supervisor. 

Those in the leader's course 
receive a notebook of information 
on being an effective group leader, 
keeping schedules and maintain-

When trainers teach traditional aca-
demic skills in the workplace, materials 
and concepts should be job-based, 
because relating the training to the job 
produces the quickest, most effective 
improvements in employee perfor-
mance. Guidelines for training in 
writing, for example, must conform to 
the actual uses of writing on the job. If 
workplace writing entails analysis, con-
ceptualization, synthesis, and distil-
lation of information, the training 
should do the same. 

Training in workplace math skills 
should also relate directly to the job. 
Instructional materials, for example, 
should simulate specific job tasks. This 
approach builds on what the learner 
already knows and emphasizes prob-
lem identification, reasoning, estima-
tion, and problem-solving. 

Communicat ion: Listening; and 
Speaking. Success on the job is 
linked to good communication skills. 
Almost all work calls for some form of 
communication, either with other em-
ployees or customers. Central to com-
petitiveness, communication skills 
help employees get and keep cus-
tomers, inspire innovation, contribute 
to quality circles, resolve conflict, and 
give meaningful feedback. Poor com-
munication skills, resulting in lost 
productivity and errors, can cost com-
panies heavily. 

Instruction in oral communication 
should focus on the importance of 
voice inflection and body language. 
Training should he lp employees 
understand that the communication 
styles they use affect how others 
perceive them and comprehend their 
message. Again, the training should 
simulate real job situations. Employees 
should learn to recognize their domi-
nant styles of communication and how 
they manifest these styles. They should 
learn to understand and value commu-
nication styles different from their 
own, and to adjust their dominant 
style to the styles of others. 

Training in listening skills also 
should simulate real work and help 
trainees understand how listening 
style affects relaying and receiving in-
formation. Instruction should focus on 
five critical skills: listening for content, 
listening to conversations, listening 
for long-term contexts, listening for 
emotional meaning, and listening to 
directions. 

Adaptability: Problem-solving; and 
Creative Thinking. To achieve ob-
jectives, organizations often must 
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overcome the barriers to improved 
productivity and competitiveness by 
making problem-solving and creative 
thinking critical at all levels. Unre-
solved problems create dysfunctional 
relationships and ultimately impede an 
organization's flexibility and its at-
tempts to deal with strategic change in 
open-ended, creative ways. 

Problem-solving skills include the 
ability to recognize and define prob-
lems, invent and implement solutions, 
and track and evaluate results. Cog-
nitive, group-interaction, and prob-
lem-processing skills are crucial to 
successful problem-solving. Work-
place training programs in prob-
lem-solving should simulate real 
problems and be connected to an 
organization's goals. 

Creative thinking produces new 
approaches, including creative prob-
lem-solving or creative innovation. 
Creative problem-solving often takes 
place in groups, so it involves effective 
teamwork and the ability to examine 
problems in new ways and invent 
new solutions. Through creative in-
novation, individuals or groups de-
velop new activities that can, for 
example, expand markets and improve 
productivity. 

Training in creative thinking should 
expand thinking processes by allowing 
a departure from logical and sequential 
thought patterns. For example, exer-
cises in finding connections between 
seemingly unrelated ideas can promote 
creativity. Most training in creative 
thinking involves problem-solving, 
self-awareness and development, and 
group teambuilding activities. 

Personal Management: Self-esteem; 
Goal-setting/Motivation; Personal and 
Career Development. In the past, 
employers believed that intangible per-
sonal management skills—self-esteem, 
goal-setting and motivation, and 
awareness of personal and career 
development—were skills an em-
ployee brought to the organization 
from outside. But new challenges are 
persuading employers to provide train-
ing in these areas in order to make 
their workforce more productive and 
competitive. 

A person's effectiveness at work is a 
measure of self-esteem and personal 
management. To achieve on-time pro-
duction and exceed quotas, for exam-
ple, employees must be capable (and 
feel they are capable) of setting and 
meeting goals. 

Key elements of self-esteem training 

include helping employees to recog-
nize their current skills, to become 
aware of their impact on others, to 
learn how to cope with stress, change, 
criticism, etc., and to show them how 
to go beyond self-imposed limits. 

Training in motivation and goal-
setting includes establishing and 
achieving objectives, and recognizing 
successes on the way to the goal. Like 
self-esteem training, it focuses on self-
awareness and adaptability in dealing 
with things or people. It also em-
phasizes self-direction and organiza-
tional savvy. 

Self-esteem and motivation form the 
foundation for personal and career 
development skills. Employees with 

To achieve strategic 
objectives, an organization 

must depend on the 
problem-solving and 

creative-thinking skills of 
its workforce 

these skills increase their value at work 
and in the job market, and tend to have 
smooth job transitions and positive 
training experiences. Training in per-
sonal and career development skills in-
cludes techniques for understanding 
and expanding skills, and for planning 
and managing a career. Goal-setting is 
important, as are individual career pro-
gression models that explore training 
and education necessary to meet 
career goals. Other important mea-
sures that complement the training are 
the organization's ongoing counseling 
and its support of career paths for in-
dividual jobs. 

Group Effectiveness: Interpersonal 
Skills; Negotiation; and Teamwork. 
Interpersonal, negotiation, and team-
work skills are basic tools for achiev-
ing the flexibility and adaptability that 
the workforce must have to be com-
petitive. The team approach has been 
linked conclusively to higher produc-
tivity and product quality, as well as to 
enhanced quality of work life. Strat-
egies for organizational change usual-
ly depend on employees' abilities to 
pull together and refocus on new com-
mon goals. Such successful interaction 
depends on effective interpersonal 
skills, focused negotiation, and a sense 
of group purpose. The quality of these 

three factors defines and controls 
working relationships. 

Interpersonal skills training helps 
employees recognize and improve 
their ability to judge appropriate be-
havior, cope with undesirable behavior 
in others, absorb stress, deal with 
ambiguity, listen, inspire confidence 
in others, structure social interaction, 
share responsibility, and interact easily 
with others. 

The key to diffusing conflicts that 
can h inder product iv i ty and the 
achievement of strategic goals is to im-
prove employee negotiating skills at all 
levels. Training in this skill includes 
techniques for separating people from 
problems, focusing on interests rather 
than positions, inventing options for 
mutual gain, and insisting on the use of 
objective criteria. It also relies on a 
sound base of interpersonal skills and 
a clear understanding of the best ap-
proach for a particular circumstance. 

Interpersonal and negotiation skills 
are the cornerstones of successful 
teamwork. Teamwork training must in-
still in employees the essential ele-
ments of building team relationships. 
The major objective is to develop an 
inventory of skills and attitudes that 
can be applied successfully to resolve 
problems and foster innovation. 

Team members must know how to 
recognize and cope with various per-
sonalities. They must unders tand 
cultures other than their own and what 
that means to teamwork. They must 
also unders tand group dynamics, 
which evolve and change as the team 
approaches its goals. And they must be 
aware of other members' technical 
skills and ways to apply them. 

Influence: Organizational Effective-
ness; and Leadership. Once associated 
with employees on the fast track, these 
skills are now basic requirements in the 
workplace. Now, to compete in world 
markets, employers need workers 
throughout the organization who can 
function effectively with the organ-
izational goals, assume responsibility 
willingly, and motivate co-workers to 
high performance. With these skills, 
employees create cond i t ions for 
achieving goals and succeeding in the 
marketplace. 

To be effective in the organization, 
employees must understand how their 
organization works and how their 
actions affect objectives. If they can 
identify obstacles to meeting these ob-
jectives, they can be master problem-
solvers, innovators, and team-builders. 
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Training in organizational effec-
tiveness focuses on helping trainees 
understand what organizations are, 
why thev exist, and how to deal with 
their social realities. With this under-
standing, trainees can then analyze the 
organizational culture—its values and 
modes of operation. The last part of 
the training deals with skills that make 
employees fully functioning members 
of the organization—interpersonal, 
communications, and group dynamics 
skills. 

Organizational skills are the building 

blocks for leadership. In the organiza-
tion's power structure, an employee 
becomes a leader either by virtue of 
authority and title or by cultivating the 
respect of peers, projecting a sense of 
reliability, being goal-oriented, and 
demonstrating vision. 

Basically, leadership means that a 
person can influence others to act in 
certain ways. At times it is necessary to 
influence co-workers and work groups 
and to provide a vision of what the 
organization or a specific task requires. 
Skillful leadership is needed at every 

level of the organization, from the CEO 
to the line worker. 

Training issues for leadership in-
clude understanding the organization's 
strategies and tactics for achieving 
goals; leadership as an exchange pro-
cess between leaders and followers; ap-
proaches for the task-centered leader; 
strategies for sound decision-making; 
developing and communicating a vi-
sion; influencing the behavior of 
others; and the importance of project-
ing emotional stability. 

A functional approach 
to training 

The accompanying figure describes 
eight steps, from assessment to evalua-
tion, for training workplace basics. 

An excellent example of this blue-
print for success at work is Mazda 
Motor Manufactur ing (USA) Cor-
poration (MMUC), whose 1986 sales 
topped $10 billion. Producing auto-
mobiles since 1931, the Japanese auto-
mobile manufacturer owns several 
plants in Japan and in the fall of 1987 
opened its first U.S. operation in Flat 
Rock, Michigan. 

When the Flat Rock plant opened, 
Mazda had already prepared a detailed 
training plan for every employee. Phase 
I of its plan focused on basic work-
place skills for the immediate start-up 
of the plant. The plan included courses 
in company orientation, Japanese life, 
job-specific, off-line training, and on-
the-job training. Also included were 
"common" training courses in such 
subjects as kaizen (constant improve-
ment), group processes, problem-
solving and decision-making, safety 
and health, creative thinking, interper-
sonal skills, and statistical process con-
trol. Each employee's common train-
ing track comprised varying combina-
tions of those courses. 

The following describes how Mazda 
followed each step of the blueprint for 
success. 

Step I: Identifying Job Changes or 
Problems. Because Flat Rock was a 
new plant, no problems or job changes 
had taken place. But to avoid possible 
future problems, the company took a 
proact ive stance. From the out-
set, Mazda began educating new em-
ployees in its co rpora te cul ture 
through an effective, comprehensive 
training program. 

With the cooperation of training and 
development staff, department man-
agers, the labor relations department, 

Blueprint for success 

Step I: Identify Job Changes or Problems Related to Basic Workplace 
Skills . ^ 
• Assess the extent of the need for training due to job changes or 

problems 
• Form a company-wide representative advisory committee 
• Perform a job analysis for selected jobs 
• Document employee performance deficiencies on the selected 

jobs 
• Identify target population for training 
• Build cooperation with unions 

Step II: Build Management and Union Support to Develop and 
Implement Training Programs in Workplace Basics 
• Make the case for skills training programs in workplace basics 
• Build support for skills training programs in workplace basics 

Step III: Present Strategy Plan to Management and Unions for Approval 
• Present the strategy plan for training 
• Select a training program architect: 

In-house staff vs. external providers 

Step IV: Perform a Task Analysis of Each Selected Job or Job Family 
• Perform a task analysis 
• Determine whether to select a quick route through task analysis, 

and which process is most appropriate 
• Review the generic elements of the task analysis processes 

Step V: Design the Curriculum 
• Design performance-based, functional-context instructional 

program 
• Design evaluation system 
• Design documentation and record keeping system 
• Obtain final budget approval to implement program 

Step VI: Develop the Curriculum 
• Prepare the instructional format 
• Select instructional techniques 
• Select training site and designate equipment requirements 
• Develop evaluation and monitoring instruments 

Step VII: Implement the Training Program 
• Select and train the instructional staff 
• Develop a training contract—yes or no? 
• Pilot test (optional) 

Step VIII: Evaluate and Monitor the Training Program 
• Carry out initial evaluation 
• Begin on-going program monitoring 
• Connect back to management 
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the personnel administration depart-
ment, andjapanese advisors, the com-
pany concurrently performed job and 
task analyses of each position, break-
ing them down into major tasks. Inter-
views with managers, executives, and 
Japanese advisors indicated a need for 
training in "hard" skills, though they 
considered "soft" skills essential to 
enhance both the individual and the 
organizational culture. The latter skills 
include mutual respect among co-
workers, constant improvements in 
production, open communications, 
pride, caring, and putting forth extra 
effort. 

Step II: Building Management and 
Union Support . Mazda's top manage-
ment has been involved throughout 
the development and implementation 
of programs. Supervisors have training 
and coaching roles and take respon-
sibility for the development of em-
ployees in their areas. 

Organized coalitions maintain on-
going support for programs, and a 
steering commit tee helps develop 
training plans and keeps the depart-
mental members involved, giving them 
ownership in the training. Training 
coordinators help implement training, 

and instructor leadership groups at-
tend to the content and structure of 
particular programs. The employees' 
newly established union will provide 
a training representative to assist and 
advise on programs. 

Step III: Presenting the Strategy 
Plan. Though final approval for the 
program came from Mazda executives, 
the active support and commitment 
of management was crucial. Each 
manager contributed to, and received 
a copy of, the plan and an analysis of 
cost estimates and recommendations 
for facilities and equipment, imple-
mentation time, and staffing. After 
making final revisions to the plan, ex-
ecutives approved it and distributed 
the final copy to the managers. From 
that point on, managers and program 
planners maintained close contact. 

Step IV: Performing a Task Analysis. 
As mentioned, Mazda conducted task 
and job analyses during Step I. At this 
point in the plan, a shorter follow-up 
analysis using Step I procedures pro-
vided additional detail for the cur-
riculum design. 

Step V: Designing the Curriculum. 
Mazda's technical, job-specific training 
is performance-based and uses esta-

blished per formance objectives to 
measure success. A production en-
gineering group developed criterion-
referenced standards, and instructors 
then developed tests from these stan-
dards to assess competency in each 
objective. Objectives for training in 
skills such as teambuilding, interper-
sonal relations, and problem-solving 
were set by instructors. 

Mazda's emphasis is on training in a 
functional context—that is, job-spe-
cific training. To this end , Mazda 
incorporates as much job- or industry-
relevant material into course texts as 
possible. 

The total budget for start-up training 
was $43 million. The early decision to 
provide training precluded the need 
for a specific operational budget . 
Although management support was 
firm, the case for the large budget in-
cluded $19 million in state funds. 

Step VI: D e v e l o p i n g t h e Cur-
r i c u l u m . To deve lop the initial 
cur r icu lum, Mazda's t raining and 
development department used both 
internal and external providers, often 
pairing instructional design experts 
w i th technica l exper t s . Using a 
request-for-proposal system, Mazda 
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new video series, Managing People Problems, gives managers 

the skills they need to: 

• STOP problems that occur when employees feel stuck on a job 

plateau 

• LOOK at how employees' personalities affect work output and 

• LISTEN to what employees are really saying 

Using dramatizations from real situations, Managing People Prob-
lems shows managers how to effectively meet workplace challenges. 

Are You Really Listening? explains how managers can culti-
vate the skill of active listening—listening not just to what is 
said but to the underlying feelings and attitudes of the speaker. 
The program also looks at three individuals who represent the 
most common listening faults: the "presumer." the "selective 
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Dealing with Different Personalities allows managers to cut 
through the jargon of personality labels and deal with the per-
son—not his task. The video shows how effectively treating 
problems which stem from personality differences will render a 
cooperative work environment. 16 minutes. 

Motivating Employees: Trapped on a Plateau outlines the 
four steps- required to motivate employees who feel stuck on 
plateaus. The manager will learn how to diffuse employee resent-
ment, how to develop solutions with the employee, and how 
to develop problem-solving commitment on the part of the 
employee. 18 minutes. 
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identified the best providers according 
to such criteria as price, content flex-
ibility, follow-up, and ability to run 
evaluation pilot programs. 

Currently, Mazda's training uses a 
variety of instructional techniques 
such as interactive instruction and role-
playing, behavior-modeling, and 
videotaping. Within three years, Mazda 
plans to include computer-based train-
ing and self-paced learning centers in 
its curriculum. 

Step VII: Implementing the Pro-
gram. Four corporate-level trainers, 
325 employees with various technical 
expertises, and 18 external instructors 
deliver the training. Outside trainers 
receive train-the-trainer instruction, 
which emphasizes content. In-house 
content experts with operation exper-
ience serve as temporary trainers; they 
take a train-the-trainer course that 
focuses on the training process. 
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develop a training plan and provide on-
the-job coaching. Employees (with 
their supervisors) create their own em-
ployee development plans, in which 
they identify skills needed for future 
development, for the present job, for 
both personal and job growth, and for 
becoming a multi-skilled employee 
and individual. 

In addition to coaching by super-
visors, Mazda uses a formal employee 
assistance program, with two EAP re-
presentatives—one union-appointed 
and one from the company. 

Mazda piloted its Phase I training to 
kick off the new programs. It allowed 
the training and development staff to 
identify logistical and delivery prob-
lems, and marketed the program to 
employees. 

Step VIII: Evaluating the Program. 
Measures to evaluate presentations and 
instructors included employee reac-
tion sheets, classroom observation, 
and participant interviews. But Mazda 
is currently developing a comprehen-
sive, formal process to assess the pro-
grams' impact on the organization. 

At six- and nine-month intervals 
following training, the evaluation pro-
cess will determine how new hires use 
skills and how the company benefits 
from their performance. Also, the train-
ing department will maintain close 
contact with each participant's man-
ager and supervisor to track post-train-
ing progress. Phase II training will con-
tinue this training plan for upgrading 
employees on the job and for training 
new workers. 

Final results 
Today, basic skills in the workplace 

—taken for granted in simpler times— 
is becoming a crucial issue for many 
companies. In a world of new tech-
nology and changing demographics, 
many organizations (like Mazda) find 
that in order to get the best out of the 
available workforce—and the best out 
of their marketplace—they must create 
job-specific, basic skills training 
programs. 

Training in workplace basics is just 
one of the many issues facing organiza-
tions in the next decade. In the Novem-
ber issue of Training & Development 
Journal, the ASTD/Department of 
Labor project will discuss some of its 
findings in an article on technical and 
skills training. The December issue will 
feature results on the project's manage-
ment development studies. M 
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