"IF HUNDREDS OF THOUSANDS OF NEW MANAGERS MUST BE DEVELOPED
AND TRAINED, YOU AND | ASTRAINERSWILL HAVE TO
LEARN HOW TO DO IT BETTER AND FASTER"

WHITHER
T&D - AND YOU?

BY ABBOTT P.
SMITH

Several years ago Larry Porter,
editor of the "OD Practitioner,"
posed the problem that many
organization development profes-
sionals had "serious doubts in their
minds about the career they had
chosen. Someeven ask if OD ... is
here to stay?' My very positive
answer at that time was printed as
an article in the Practitioner.
Based on the increase in the num-
ber of OD positionsto be filled that
we are getting in 1980, it is clear
that my prediction was correct.
OD, as a part of the total training
and development process, is defi-
nitely here to stay.

The same things can be said
about all the rest of the T&D
field: it's growing in both numbers
of people involved and in impor-
tance in the business community.
Despite occasiona negative vibes,
the evidence is conclusive that
Training and Development people
must be doing much that is right.
Additionally, the role of trainersis
constantly expanding into new
areas. This, coupled with the in-
creased professionalism of most

training practitioners, has led to
vastly increased respect for the
function in the business world and
consequent improvement in both
salaries paid and in the hierarchi-
cal standing of training and devel-
opment people.

OD is only one of the aspects or
fieldswithin training and develop-
ment that has expanded. What we
used to call "technical training" has
gone far. In the early days of
World War I, training got tre-
mendous impetus from the need to
teach farmers how to work on an
assembly line or to run a drill
press, or to train "the lady welder"
to build a ship. Today very highly
sophisticated learning technology
is used to teach workers how to
assemble intricate electronic ma-
chinery, operate nuclear ships or
generating plants. As our techno-
logy expands, our learning tech-
nology must keep up. The process
of special training is similar in
nearly all the other aspects of
training, and as a result we now
have an increasing number of cate-
gories of training specialists.

Let's take a look at just one
seemingly simple area in which the
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training process has expanded,
and may yet explode in unpredict-
able ways. Almost 40 years ago
when | started as a sales trainer,
we were concerned almost exclu-
sively with what were euphemis-
tically caled "sales techniques.”
Many were such ridiculous gim-
micks as "how to get your foot in
the door" —literally — when sdl-
ing house-to-house. How childish
that seems today when salesmen
must study for hours, as a part o
their training, with psychologists
who teach them how they should
study their customers' primal
needs and make their presenta-
tions responsive thereto. Think
about the tremendous amount o
product training that must be done
today for salesmen who sell com
puters, complex office machinery
and equipment, x-ray scanners,
specialized drugs, electronic ma
chine tools, airplanes and thou-
sands of other sophisticated pro-
ducts.

Think, too, about the different
kinds of selling that people are
trained in today — original equip-
ment manufacturing sales, sdling
to chain stores, doctors, school



systems, "political" selling of li-
quor to monopoly states, consumer
sdlling and endless other types of
selling. Service industries must
train in selling intangibles: bank-
ers are taught to sell loans, and
tellers to sell other bank services;
insurance salesmen are specialy
trained. All these subjects require
training specialists to do the job.

Years ago a sales training man-
ager in one of these fields had to
know and do it all. Today there
may be three or four people in a
single sales-training organization,
each responsible for a different
aspect or for several parts of the
sales-training process. Of course,
in some companies a sales trainer
may be basically a coordinator,
with responsibility for planning
and organizing the training pro-
cess, and for bringing in "experts"
or "specialists’ within or outside
the company to teach particular
parts of a training program. It is
clear that sales training has ex-
panded greatly in importance and
inits sophistication, particularly in
the psychological aspeets of sales,
and in the process by which pro-
duct knowledge is taught.

There's probably no part of T
and D that has grown more — and
continues to expand more — than
the total area of management de-
velopment. When this field first
became a need in business, it was
the lowest level of management
which was perceived to need train-
ing. Top management didn't need
training, of course — they already
knew it all!

Many different influences
brought about the initial supervi-
sory training programs. Probably
mogt significant was the impact of
labor contracts and the problems
created for the lower levels of
management — foremen, super-
visors and lower-level managers.
Grievances and unexpected walk-
outs had to be avoided if possible
and reduced to a minimum. Super-
visors and foremen had to be
taught terms of contracts, how to
handle grievances at their own
level, and, most importantly for
those days, how to deal more effec-
tively with their workers, how to
get more work done through
others — the basic principle of
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management.

Other aspects of the manage-
ment process — planning, organiz-
ing, controlling — came later, and
began to be taught at higher and
higher management levels. After
all, it wasn't too long ago that
many managers “got there” by
virtue of living long enough,
owning part of the company, or
marrying the boss's daughter!
Think what's happened to training
since then.

Seriously, management develop-
ment is really big business, both
internally and externally in most
large companiestoday. Not only do
major corporations have large
training staffsand even corporate
"universities," but they also spend
millions on external training con-
sultants. Time, salaries and ex-
penses are often allowed for appro-
priate graduate courses in univer-
sities for management personnel.
Also, probably a billion dollars or
more is spent on various media and
equipment purchased for training
purposes. While some small part of
this tremendous amount of man-
agement training activity may
have dubious validity and there-
fore not "pay off' at the famous
"bottom line,"” it has created
general acceptance of the process
and a desire to do more in a vast
majority of the medium to large
companies. Everyone seems to be
trying to improve management
through training, including top
management.

Speaking o top people, it's in-
teresting to note that top manage-
ment no longer feels that middle
and lower management alone need
to be trained. They themselves
take courses, or hire specialists to
teach them more about everything
from speech-making to how to use
the subtleties of behavioral psy-
chology in their practice of man-
agement.

Roles and Opportunities

A year ago an impressively suc-
cessful ASTD committee on pro-
fessional development came up
with nine roles of the professional
trainer. The interesting thing to
me is that in each of those roles
there are avenues for personal de-
velopment and opportunity which
can lead to great heights both
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financially and in personal ac-
complishment and satisfaction,
These exist on their own without
even aspiring to be the ultimate
generalist who would be master of
all nine! In fact, in this modern
world of specialization, for many of
us the victory may be in being the
best in some of the nine, or even
one. One of the highest paid OD
men we know is now purely a
counselor to afew top management
people in his company on what ['ll
call "human problem solving." He
deals almost exclusively with his
employers in solving the human
problems that develop in the
organization at the higher levels.
An equally highly paid "training
specialist” is charged with the re-
sponsibility of updating the know-
ledge of thousands of engineers in
his company who work in a great
variety of engineering specialties.
These training professionals do not
need to know or be able to fill dl
nine of the roles delineated by the
Professional Development Com
mittee, but either of them knows
how to use other training pro-
fessionals — program developers,
instructors, researchers, trainers
of trainers, consultants or what-
ever specialists may be needed to
get the job done.

What | hope my fellow trainers
will see is the opportunity to use
your greatest talents to rise to the
top of the profession. There is
honor and profit in being the best
in a particular role or specialty. |
am sometimes saddened by the
aspiration of stellar performersin
particular areasto be "Directors o
Human Resources" or "Training
Directors" or to win other glamor-
ous management titles. | am re-
minded of the outstanding sdes
people who so often fail as sdes
managers. Why not strive smply
to bethe best at what you do best?
Obviously, many of you can be best
at many roles, and that's great.
But in general terms, and consd-
ering the great variety of specid
roles within the nine mentioned by
the Committee, there is more than
adequate financial and personal re-
ward for being the best at your
best.

How do you get there? Our pro-
fession is attracting more and



more attention from outsiders who
"want in." We are often asked not
only how to get in, but more intel-
ligent questions about what kind of
gualifications and experience one
needs for our profession. What is
the best educational background,
the best degree? What kind of
"outside" experience is the best
foundation for success in training?

Similarly, trainers themselves
often flatter us with questions
about how they can best improve
their standing and opportunitiesin
the profession. To be honest, we
don't dare say there's a basic,
essential foundation for training
success, because our profession in-
cludes superb individuals from
almost every conceivable back-
ground. Oftenthere is no apparent
relevance of background to train-
ing. Some of the best don't even
have degrees, though they're few
and far between. Others have a
Ph.D. or two, and some have been
teachers, priests, ministers, en-
gineers, entrepreneurs, line man-
agers in big corporations — or
what have you!

But almost all good trainers
have certain basic qualities under-
lying whatever qualifications they
may have. With rare exceptions
they are "people people" — they
like working with and especially
helping other people. Sure, some
of the best instructors simply
enjoy the sound of their own voices
and love to perform in front of a
group. Some of the best program-
development people enjoy re-
searching needs and writing pro-
gram materials, roughing out the
art for audio visuals, and perhaps
producing films, filmstrips or
transparencies. But underlying all
of this is almost always an intense
desire to communicate what they
know to other human beings. The
best OD people are almost always
— but not always — graduates in
psychology, and at the very least
know, understand and love other
people. Even those often under-
rated technical trainers get their
real kicks out of being able to see
their students — people — do
something they couldn't do before,
or do something better than

they've done it before.

We feel we can safely say that
you are most likely to succeed as a
trainer, assuming other special
gualifications, education and ex-
perience, if you enjoy other people
and working with them.

So much for qualities. Now on to
gualifications, educationally and
experientially. I'm going to try to
treat them jointly because each
bears so closely on the other. Some
employers favor those who have a
degree involving at least aminor in
psychology. This stems from the
importance of really knowing as
much as possible about why and
how people "tick." But psychology
is not essential, and most of you
know how few of us "old pros" in
the training business have psy-
chology degrees. Nevertheless, for
the future pros, it will be most
helpful. Knowledge of learning
theory, of how people learn, and of
instructional technology is becom-
ing critical, especialy in the devel-
opment of the best training pro-
grams.

Employers today, especially
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those in companies which have a
fairly sophisticated training organ-
ization, increasingly prefer train-
ers with educational background in
psychology and educational tech-
nology. We often say to candidates
who are already successful practi-
tioners with this background that
they should do some graduate
study in these fields if they poss-
bly can. If that is impossible, we
suggest books and journals which
will give them greater knowledge
in these two areas.

Obviously, business related ex-
perience is helpful. Even though
we have a hard time getting com
panies to hire people from the
public sector, we feel many teach-
ers make good trainers. Some
teachers might be disasters in
training just asthey would in other
aspects of the "real world" o
business. Most successful trainers
have had at least some solid bus-
ness experience in either line or
staff positions, and often some
teaching experience.

As our profession has grown in
numbers and importance, we get
more and more letters which say "I
am considering a career change
into the training field." These
come from people in al areas o
business as well as from, many d
the professions, especially teach-
ing and the ministry. Related ex-
perience? It's hard to say without
meeting with the letter writers,
but very often the combination of
the right underlying education
plus some good business experi-
ence makes such a career change
possible, assuming, of course, the
peculiarly human desire to help
others which we discussed earlier.

Self Improvement

and Advancement
For trainers, the problem is
often how to improve their qualifi-
cations educationally and by expe
rience so that they can develop.
Graduate school, of course. Profes-
siona seminars and conferences,
too. More importantly, perhaps,
trainers should think about two
basic needs. Many trainers dont
progress as they should because
they are "stuck" in one industry.
People doing training in a service
industry may find that their pro-
gress requires a change to manu-



facturing, or vice versa. Though
it's hard to do, we like to see
younger trainers get experience in
as many aspects of training as
possible — skills, sales, supervi-
sory, management training, OD,
program development, etc. Often
this is not possible in a single
company, and although you may
have to move to get it, there's real
danger to a career from "job hop-
ping" just to get experience.
Similarly, we like to see people
who have some considerable depth
in a particular training function,
such as program development,
needs analysis, evaluation, even
heavy instructing and train-the-
trainer responsibility. Our client
companies also want trainers, es-
pecidly at higher levels, who have
had management responsibility on
the way. Interestingly, companies
prefer that the management ex-
perience has been on the business
— profit and loss — side, rather
than just in training itself. Thisis
especiadly true of sales training,
where field experience as a sales-
person and sal es manager is almost

essential to getting a top sales-
training position.

We can't fairly leave this subject
without talking about consulting as
a contributor to personal develop-
ment in our field. Some of our
client companies do not want to
hire consultants, and won't unless
they have had some solid experi-
ence internal to a business. Some
employers say flat out not to send
candidates who are or have been
consultants. We believe the basis
of this attitude may be the fear
that consultants will "use" the em-
ployer to get certain experience
and specia knowledge, and then
go back into consulting. Ideally, al
employers hope they are hiring
"for life" and they don't want to
feel that a candidate may leave
after a couple of years. Another
fear isthat consultants may not be
able to take the strictures of the
corporate framework. This fear
may stem from jealousy of the
"freedom" that employers think
consultants have, especially indi-
viduals who have worked alone.

Despite al this, we think that a

stint as a consultant working with
avariety of clients over a period of
time may be a good developmental
step for some trainers, if they are
on their way to the top.

Where's the "top" — and how
can you make it? Once again, | am
faced with the necessity to define
where the "top" is, and to tell how
to get there. There is always a
limited number of positions at the
"top" of any occupational category,
equally so in training and develop-
ment. | am increasingly conscious
that top positions are going to out-
standing specialists who have had
considerable exposure to all areas
and some management responsibil-
ities in their own special areas of
expertise. Top salaries run from
$30,000 to $100,000, depending on
numerous factors such as size of
company, location, commitment to
training as expressed in staff and
facilities, and other factors.

It seems clear that as our pro-
fession develops its variety of
specialties that there is another
kind of top which trainers can
aspireto and achieve. That is to be
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clearly the best in some special
area and to get the experience,
depth and all possible relevant
education in that specialty. There
are many “tops” in this sense, and
there are many professional spe-
cialists in various areas getting
salaries from $30,000 to $60,000,
again depending on company size,
sophistication, ete.

I should point out that there are
also many opportunities to have a
“one-person show” which pays
very well. These can exist either in
small companies or in divisions or
subsidiaries of giant companies. It
is not unusual for us to get
assignments for what are often
called “individual contributor” gen-
eralist positions at salaries from
$30,000 to $50,000. In other words,
if you want to do your own thing as
a big fish in a small puddle, there
are opportunities to do so. Two
words of caution for the trainer
who wants to grow and improve:
first, it may be a lonely life out
there by yourself; second, one of
the best ways to grow is to have
peers and superiors with whom
you can share and test your ideas,
and from whom you can also learn.

I cannot conclude without mak-
ing some long range predictions for
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the future of the profession of
which I have been a part for so
many years. Crystal balling is a lot
of fun.

First, let’s think about manage-
ment development as a part of
training and development. There
have been innumerable articles in
the business press about the future
need for managers. Estimates are
always in the hundreds of thou-
sands. Our profession will be called
upon to help develop those people
as they move through various real-
life experiences in business. Cer-
tainly experience is the best teach-
er, but what the vast majority of
businesses have come to realize is
that experience alone cannot do
the job fast enough or thoroughly
enough to meet the need.

A simple example of two will
make this point. The average first-
level supervisor has only certain
management responsibilities. Let’s
assume that the next step up the
management ladder they will be
expected to understand the man-
agement of the parts inventory
needed to produce a product which
up to now they have simply
received on the assembly line
through some “magical” process
they never had to worry about.
Someone must teach them that
next critical process. Similarly, as
they move to bottom-line responsi-
bilities, they must have trainingin
certain aspects of finance and so
on, al the way up the ladder. New
knowledge and skills must be ac-
quired — through training. The
same is true in varying ways for
management trai nees asthey move
through different responsibilities
and experiences. Training profes-
sionals will have to analyze the
training needs, develop and imple-
ment programs to accomplish this
training.

If hundreds of thousands of new
managers must be developed and
trained, you and | as trainers will
have to learn how to do it better
and faster.

We've already discussed techni-
cal or skills training, but did not
touch on one significant aspect of
the future needs in this field of
training. New technologies create
new skills needs and make old
skills obsolete. The people who did
jobs which may no longer exist
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must be taught new ones in order
to be able to work at all. Witness
the rapid change from electro-
mechanical to electronic manufae-
turing. This type of change is oc-
curring in so many areas so fast
that many technical and skills
trainers will be needed to keep up
with change as it impacts on
production processes. And the
trainers themselves will have to be
adept at the use of the most ad-
vanced applications of learning
theory and using the most sophis-
ticated training tools, methodolo-
gies and techniques.

Finally, a quick look at the most
critical problem of all, and the um-
brella for all training and human
resource development — organiza-
tional development or “OD.” We
think that business has quite
generally accepted the contribu-
tion of behavioral psychology to
making people work together more
effectively. In fact, we see this as
almost the “crisis of the future” if
companies do not make serious
efforts to resolve the problems in
this area. New generations of
workers, as at Lordstown, have
different attitudes, points of view,
life values and aspirations. All
these will be coming into greater
and more threatening conflict with
older generations, and with one
another, as they mature and are in
turn met with an even younger
generation. While we think of OD
as dealing essentially at the man-
agement levels, it is also the last
best hope, in my estimation, for
helping management and the new
generations to work well together.
While behavioral psychology is not
and cannot be an exact science be-
cause of the nature of humanity,
the well-educated behavioral-sci-
ence practitioner who can work
effectively in solving human prob-
lems is sure to be needed and
wanted in the business communi-
ty. Based on the increasing de
mand for these professionals now,
we see virtually no end to the need
for them in the future.

A training specialist and consultant
for 30 years, Abbott Smith established
hisown firmin 1966. Several of his books
have been published by Prentice Hal,
and numerous articles have appeared in
professional magazines.




