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IN GENERAL

Training is one of the basic ingredients for excellence in organizations. Without a well-trained work force the organization can never optimize its potential for quality, profitability, service, and satisfaction of those who make up the organization.

Training not only develops the abilities and skills of the individuals who receive the training, it contributes to an environment of striving for excellence and improvement. When managers know that their employees have been trained well they are more likely to empower people with delegation, involvement and trust. When employees know that their managers continue to participate in training they respect their "practicing what they preach" and appreciate their own training more.

Training is a continuous process, not an event. Sending someone to training occasionally to "fix them" or give them "a shot in the arm" can be a waste of time and money. Developing people throughout the organization with ongoing training can be one of the most important investments the organization makes! The experience of successful organizations of all types and sizes reveals that training is essential for making everything else work. Why else would the creators of the Malcolm Baldridge Award for quality and excellence have included such stringent training requirements in their qualification formula? (40% of the points are related to training and development)

Recent research has revealed that when training is followed by individual coaching, the amount of on the job implementation of what was learned is more than doubled! In one important study the managers who completed a 5-day training program implemented 30% of what they learned. Other managers who completed the same training program and also received some individual coaching after the training implemented almost 80% of what they learned! The improved implementation made the investment in coaching very worthwhile.

DIFFERENT TRAINING MODELS

A question that is often considered when planning training is whether to immerse the participants in an intensive learning experience in a concentrated period of time or to space the training with time between learning modules to allow for practice and on the job implementation before adding another module. Some pros and cons for each model are examined below.

Intensive/Consecutive Days

Immersion in a concentrated learning experience over a period of two or more days away from the daily demands of the workplace can create a more motivating learning environment in which the participants can concentrate on learning and applying what they learn without distraction. 

The consecutive day model also reduces the need for reviewing earlier learning. This is an important plus because adult learners start forgetting immediately. Most will remember no more than 70% within 24 hours and will do well to remember 25% within a week! Reviewing materials and notes and/or sharing with someone else what was learned within the first 24 hours help keep retention levels high.

The chart on the next page shows the rapid rate of forgetting. 
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To counteract this rapid loss it is important to review within 24 hours. Good training is designed to build upon earlier learning and to review throughout the learning time. The review can be in the form of an application or practice exercise immediately following a learning point and then relating the next leaning point or module to the earlier learning to help form the mental connection between the two that is so important for comprehension, retention and recall.


The second graph shows the improved retention with three reviews (indicated by arrows).

Another review within one week is critically important to keep the retention level high and a third review within another couple of weeks will be very beneficial for maximizing the retention and on the job implementation. This is very likely why the follow-up coaching results mentioned earlier were so dramatic. 

Spaced Interval Training Model

A potential benefit of delivering training with some time between learning modules is the opportunity to practice techniques and use tools on the job before continuing the learning. Highly motivated learners will often benefit from doing this.

Unfortunately, the majority of people in organizations will not review during the interval, will not practice or implement because they fall back into established routines and behavior patterns. The result is forgetting much of what was learned!

In our experience with client organizations that structured training in this manner, it has been rare for all participants to complete 100% of the training modules. In some cases, some participants completed half or less of the total training.

This can happen with consecutive days of training but is rare compared to the frequency of missed portions in the spaced interval approach.

The spaced interval model requires that a portion of the training time in each session is devoted to a review of the earlier learning because the percentage of learners who do it on their own is small. This review time reduces the amount of material that can be included in the succeeding modules
PRE-TRAINING

To help make training a positive developmental activity, managers and supervisors need to help define the training objectives and demonstrate interest in the training programs. When this happens the attitudes and expectations of those who report to these managers will be affected positively.

Ideally, the managers and supervisors at all levels will experience the training that their employees receive. If they are unwilling to participate in full training, they should at least participate in an overview of the program. They should explain to the employees why the training is being provided and how they will benefit from the training. Before the employee participates in the training the manager or supervisor should personally cover these items:

·  Why and how they were selected for the training

·  The goals of the training

·  Who else will be involved and how the program will be done

·  What new strengths the trainee will develop

· How much the manager believes in the value of the training

· When and how they will share with the manager how they have implemented what   they learned


·  What will be done about the employee's work during the training

This pre-training discussion sends a message that the training is important, that the employee is going to benefit, that the employee is important, and the manager is taking this seriously. In addition, involving the manager increases the likelihood that the participant will receive support from the manager following the training.

DURING TRAINING

To further assist in the effectiveness of the training, the supervisor or manager can demonstrate interest while the training is in process. Some of the ways this can happen include:


• Talk with the trainer about how the trainee is doing

• Sit in on part of the training


• Discuss the training with the employee during the course


• Ask the trainee to share with other employees what he/she is learning


• Allow the trainee to participate without interruption (very important)

AFTER TRAINING

This period can make or break the training! Supervisors and managers must help reinforce the training back on the job and help the employee use the new knowledge and skills. Some of the things they can do are:


• Discuss the training and review what was learned


• Talk about how the training can be used


• Ask the trainee to share with others what was learned


• Talk again later about the training and differences it has made


• Provide some on the job coaching as new skills are used


• Praise or compliment employees on progress and use of new skills

SUMMARY

Even the best training programs conducted by the best trainer cannot assure that training will be effective. Unless everyone in management is involved with the training process and willing to be part of the training as outlined above, the training will be less effective than it could be!

To help make training truly successful, managers and supervisors throughout the organization must:


•Talk positively about training


• Participate in training themselves


• Use training as a reward for employees


• Help employees gain from training as explained above


• Develop an organization culture that promotes excellence and improvement


• View training as an investment in the most important resource of the organization: its     people!

Remember, training is not an isolated event! It is a continuing process of learning, reviewing, practicing, and in some cases, repeating learning. Without continuing positive reinforcement for practicing and implementing the learning, most people will tend to return to earlier patterns and habits. To maximize the results of training, all of these steps will yield the highest possible return on investment for training dollars!

SAM LLOYD is founder and president of SuccessSystems, Inc. in Boulder, CO. The company has provided high quality training for organizations of all kinds and sizes since 1977 in over a dozen countries around the world. They also provide personal coaching, webinars and open enrollment seminars.

Sam is the former Director of the Management Development Center for the Cox School of Business at Southern Methodist University and was the Assistant Dean for Continuing Education for the School of Business Administration at the University of Missouri – St. Louis. He is the author of six popular books, Developing Positive Assertiveness, Self-Empowerment, Leading Teams: The Skills for Success, Accountability: Managing for Maximum Results, Achieving Life Balance, and Coaching Skills for Leaders.

He is Past President of the Rocky Mountain Chapter of the American Society for Training & Development and currently serves as the Vice President – Membership for the Boulder Area Human Resources Association. 


SuccessSystems, Inc.
“Training & Coaching People To Excel”

P. O. Box 18208

Boulder, CO 80308

(303) 998-0248

Email: succsyst@comcast.net 

www.trainingforsuccess.com 
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