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                                                                                       About this Book           

   “ It is not necessary to change. Survival is not 
mandatory. ”  
  W. EDWARDS DEMING     

  Why Is This Topic Important? 
 For organizations to survive and thrive, they must continually change.  Effective 
training is the best way to improve employee knowledge and skill and thus 
facilitate ongoing behavior change. In 2006, U.S. employers spent more than 
$129 billion on training. What assurance is there that this sizable investment is 
yielding a productive training effort?  

  What Can You Achieve with This Book? 
 Whether as a student or practitioner in the fi eld, the reader will come away 
with effective strategies, how - to techniques, and greater understanding of 
organizational training needs assessment, program design, training delivery, 
and evaluation methods.  A Practical Guide to Training and Development  
 provides an overview of the entire training process and the sequence of steps 
involved to provide effective training.  

  How Is This Book Organized? 
 The book is organized in a linear fashion. Chapter  1  introduces the role and 
competencies of the training professional and the potentially devastating 
 consequences of ineffective training. Chapter  2  focuses on the need to align 
training with the organization ’ s vision, mission and strategic goals. Chapter  3  
reviews methods to identify and prioritize training needs. Chapter  4  reviews 
ways to design training programs, market them to the organization, and budget 
appropriately. Chapter  5  discusses training techniques and technology - assisted 
delivery. Chapter  6  reviews outsourcing as an option for training design 
and delivery. Chapters  7  and  8  analyze the evaluation process and methods to 
 calculate training ’ s return on investment. Chapter  9  examines ways to promote 
training ’ s results and ensure continued success.          

Note that instructors have the option of accessing an Instructor’s Manual, 
which is posted online at the following URL: www.wiley.com/college/moskowitz
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About Pfeiffer 
Pfeiffer serves the professional development and hands-on resource needs of
training and human resource practitioners and gives them products to do their
jobs better. We deliver proven ideas and solutions from experts in HR devel-
opment and HR management, and we offer effective and customizable tools
to improve workplace performance. From novice to seasoned professional,
Pfeiffer is the source you can trust to make yourself and your organization
more successful.

Essential Knowledge Pfeiffer produces insightful, practical, and
comprehensive materials on topics that matter the most to training

and HR professionals. Our Essential Knowledge resources translate the expertise
of seasoned professionals into practical, how-to guidance on critical workplace
issues and problems. These resources are supported by case studies, worksheets,
and job aids and are frequently supplemented with CD-ROMs, websites, and
other means of making the content easier to read, understand, and use.

Essential Tools Pfeiffer’s Essential Tools resources save time and
expense by offering proven, ready-to-use materials—including exercises,

activities, games, instruments, and assessments—for use during a training
or team-learning event. These resources are frequently offered in looseleaf or
CD-ROM format to facilitate copying and customization of the material.

Pfeiffer also recognizes the remarkable power of new technologies in
expanding the reach and effectiveness of training. While e-hype has often
created whizbang solutions in search of a problem, we are dedicated to
bringing convenience and enhancements to proven training solutions. All our
e-tools comply with rigorous functionality standards. The most appropriate
technology wrapped around essential content yields the perfect solution for
today’s on-the-go trainers and human resource professionals.

Essential resources for training and HR professionals
w w w. p f e i f f e r . c o m
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                                                                                       I n t r o d u c t i o n           

   “ What is training? It is changing behavior. ”  
 William Bratton, Los Angeles Police Chief   

 Training is a critical organizational function. To survive and 
thrive in today ’ s (and tomorrow ’ s) highly competitive and con-
stantly evolving world, employers must be able to continuously 
update and improve employee knowledge, skills, attitudes, and 
behaviors. Effective training facilitates change to achieve organi-
zational goals. 

 Accomplishing this task with a group of unique human beings 
is a tremendously diffi cult challenge. Regardless of whether the 
training audience is an individual, a work group, a department, 
a management team, an entire job classifi cation, or the whole 
organization, achieving success in this undertaking requires 
meticulous attention and focus on a series of distinct yet inter-
related processes. Doing right things right, while not a guaran-
tee for producing desired results, greatly increases chances for 
a positive outcome. Executing any of the other three possible 
options — doing right things wrong, wrong things right, or wrong 
things wrong — ensures a less than optimal outcome. 

 U.S. organizations spent an estimated $129.6 billion in 
2006 on employee training and development, according to the 
 American Society for Training and Development ’ s  2007 State 
of the Industry Report  (ASTD, 2007). Collectively, they seek to 
make the best use of this extraordinary investment. Done prop-
erly, training is a beautiful win - win proposition for both employer 
and employee. Everyone loses big time when the effort fails to 
live up to its promise.  
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  Purpose of the Book 
 An inscription atop the main branch of the New York City 
 Public Library on Fifth Avenue and 42nd Street recognizes The 
Astor Library, founded by John Jacob Astor,  “ for the advance-
ment of useful knowledge. ”  I hope this book makes a contribu-
tion to this noble mission. 

  A Practical Guide to Training and Development  bridges the gap 
between training theory and organizational practice. It also pro-
vides an overview of the training function from a linear perspec-
tive, describing each of the processes that must be followed in 
a step - by - step, sequential approach. Scores of practitioners and 
academic instructors (myself included in both categories) have 
searched for a book that presents training as it really functions 
(or should function) in an organization. Many training books are 
both narrow and deep, focusing in great detail on one particular 
aspect such as needs assessment, instructional design, classroom 
delivery, and/or evaluation. There isn ’ t a book that provides an 
overview describing each aspect of training as one of a contin-
uum of processes that in their entirety constitute the training 
function. The book is written for this population in response to 
this need. 

 Another purpose of this book is to add to the current body 
of training knowledge by including two original and unpublished 
research studies, complete with methodology, data analysis, 
results, conclusion, and discussion. One case study focuses on sex-
ual harassment prevention training and its effect on the  trainees ’  
future behavior. A second case study examines the results of 314 
completed training needs assessments conducted over a fi fteen -
 year period.  

  Audience for the Book 
  A Practical Guide to Training and Development  is intended for people 
in both the academic and organizational environments who wish 
to achieve greater insight, a better understanding, and the abil-
ity to explain the entire training process. Professors, instructors, 
and teachers, as well as undergraduate and graduate  students of 
degree programs, online universities, adult learners in  extension 

x  Introduction
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Introduction  xi

programs for human resource development, training and devel-
opment, organization development, business administration, and 
management courses will benefi t from reading about the real - life 
strategies and tools used to execute each phase of the training 
process. Trainers, human resource professionals, and subject -
  matter experts who are newly appointed or promoted to positions 
with responsibility for training in their organizations can model 
or adapt their practices to the ones described in this book.  

  Scope of the Book 
 This book begins by describing the role of the training profes-
sional and the competencies that must be acquired and dem-
onstrated to be effective. What follows is a logical, sequential, 
step - by - step description of the processes that build on one 
another to create an effective training effort. The book concludes 
with a discussion of ways to ensure and promote successful orga-
nizational training on an ongoing basis. The book includes the 
following elements: 

  Identifying the two essential training elements  
  Changing the perception of change  
  Understanding organizational change culture: force fi eld 
analysis  
  Identifying training roles  
  Developing trainer competencies  
  Reviewing the training professional ’ s career challenges  
  Effectively train or face the consequences  
  Reviewing common training defi ciencies  
  Strategizing to train effectively for minimized liability  
  Understanding vision, mission, and goal alignment  
  Conducting needs assessments  
  Dealing with resistance to the needs assessment process  
  Collecting and analyzing data; using needs assessment results  
  Determining training ’ s priorities  
  Recognizing the importance of organizational goals  
  Overcoming barriers to achieving goals  
  Designing programs to engage adult learners  
  Strategizing to incorporate adult learning concepts  

•
•
•

•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
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  Designing a training program plan  
  Achieving training goals  
  Examining instructor competencies  
  Budgeting and marketing strategies  
  Choosing and using effective instructional methods  
  Assisting training delivery with technology  
  Determining internal and external training resources  
  Evaluating training impact  
  Reviewing technology - assisted evaluation  
  Computing training ’ s return on investment  
  Examining learning analytics  
  Determining marketing strategies  
  Establishing an ongoing audit process     

  How the Book Is Organized 
 Chapter  1  sets the stage for the rest of the book by defi ning the 
role of the training professional and the competencies required 
to perform effectively. The chapter also examines the change 
process, and the consequences of ineffective training. 

 Training must support the organization ’ s vision, mission, and 
strategic goals, and Chapter  2  explores methods to align train-
ing with strategy. The importance of understanding goals is also 
 discussed. 

 Training should not be designed and conducted until needs 
are identifi ed, and Chapter  3  describes two different models for 
determining needs, ranking results, and identifying training top-
ics that will yield the greatest positive impact on the organiza-
tion ’ s strategic goals. Specifi c hands - on tools are examined. 

 After needs are identifi ed and prioritized, Chapter  4  describes 
how training is designed using adult learning theory to engage 
trainees and facilitate knowledge, skills, attitudes, and behavioral 
change. Budgetary and marketing considerations are discussed 
as well. 

 Chapter  5  examines the option of using internal or external 
training resources to deliver training. Effective classroom tech-
niques as well as technology assistance are discussed. 

 The option of outsourcing training design and delivery is 
described in Chapter  6 . Methods are discussed that describe the 

•
•
•
•
•
•
•
•
•
•
•
•
•

xii  Introduction
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Introduction  xiii

best ways to evaluate and determine the best resource fi t for the 
organization. 

 Chapter  7  reviews a four - tier evaluation process for determin-
ing training impact. A fi fth tier, return on investment, is discussed 
in Chapter  8  as well as technological tools that assist evaluation. 

 Chapter  9  examines methods to publicize training results to 
the organization. The value of a training audit is discussed as a 
way to ensure ongoing training success.  

  How to Use This Book 
  A Practical Guide to Training and Development  contains basic infor-
mation for those who have limited prior knowledge or experi-
ence with training. Consider reviewing all chapters in the order 
in which they are presented. The chapters present a linear, 
sequential curriculum that refl ects the order that the processes 
contained within should unfold. I trust you will fi nd what you are 
looking for.         

Introduction to Online Instructor’s 
Manual
The purpose of this manual is to give instructors using A  Practical 
Guide to Training and Development as the text for a training and 
development course some ideas for activities and exercises that 
can be used in conjunction with the book. Because the book fol-
lows the basic fl ow of training needs assessment and program 
design, delivery and evaluation, I’ve found it works well to have 
learners think through the execution of a training needs assess-
ment (even for a fi ctitious company) early on in the course 
and then proceed with the exercises as described in the manual 
(and the material in each chapter) for subsequent steps in the pro-
cess. The activities will build on each other as the class progresses, 
providing a rich and useful experience for all learners. The 
Instructor’s Manual can be accessed through the following URL:      
www.wiley.com/college/moskowitz
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1

Chapter One

                                                       I n  t h e  B e g i n n i n g           

   “ We cannot become what we need to be by remaining 
what we are. ”  
 Max DePree    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Differentiate between training and development  
  Identify the two essential functions of training  
  Examine the four distinct elements of the change process  
  Review the role of the trainer  
  Recognize the consequences of ineffective training     

  Overview 
 A successful training and development effort is more than provid-
ing well - received programs for employees — much more. It is built 
on a philosophical foundation that supports the organization ’ s 
business strategy. This chapter lays the groundwork for undertak-
ing a comprehensive training and development process. Such a 
process examines the organization ’ s ability to use training to sup-
port its business strategies, goals, vision, and mission, as well as 
manage barriers to achieving goals. We ’ ll start by defi ning terms, 
review the essential elements of training and development, look 
at the role of the training professional, and fi nally examine the 
potentially devastating consequences of ineffective training.  

•
•
•
•
•
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2  A Practical Guide to Training and Development

  Defining Terms 
 In the professional literature, the terms training and develop-
ment are often differentiated. Training usually refers to the activ-
ities that help employees do their current jobs more effectively. 
Development usually refers to the activities that help employees 
prepare for the next job opportunity. For instance, a Fundamen-
tals of Supervision program would be considered training for a 
group of new or experienced supervisors. It would be considered 
a development opportunity for an audience of high - potential 
non - supervisory personnel.  

  Identifying the Two Essential 
Training Elements 
 Many processes are involved in attempting to accomplish 
 organization - wide initiatives to assist employees in performing 
their current jobs more effectively and/or prepare them for their 
next job opportunity. The essence of these processes is composed 
of two essential training elements. 

  Change 
 Ask people for words that they associate with training and develop-
ment and they will reply with terms such as facilitator, instructor, 
classroom learning, simulation, policies and procedures, presenta-
tion, learning modules, results, feedback, orientation, evaluation, 
goals, needs assessment, coaching, teaching, interaction, preceptor, 
instruction manual, computer - based learning, role playing, and so 
on. These words may appear disparate, but they are all pieces of 
the processes that people associate with change: learning skills, 
acquiring knowledge and abilities, modifying attitudes and behav-
iors, and altering ways of doing business to strengthen job perfor-
mance. Training and development is a euphemism for change, 
and change is one of the two essential functions of training.  

  Goal Focus 
 The second, equally important function of training relates 
to what the training and development effort is attempting to 
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In the Beginning  3

change. Training and development, when properly implemented, 
attempt to facilitate change in employees ’  knowledge and skill. 
Knowledge is a set of facts about a subject and the level of under-
standing that a person achieves through study or experience. 
Skill is knowledge that a person applies in a particular situation. 
Enhancing employee knowledge and skill through effective train-
ing leads to attitude and behavior change and improved job per-
formance. Overall improvement in employee job performance 
supports the organization ’ s vision, mission, and goal achieve-
ment. In order for the organization ’ s training and development 
effort to be successful, it must be all about facilitating change that 
assists the organization achieve its goals. More about this piece of 
the puzzle in Chapter  2 .   

  Changing the Perception of Change 
 Ask employees at any organizational level how they feel about 
change, and many will answer negatively. Words like diffi cult, 
unnecessary, unpleasant, uncomfortable, and resistant roll off 
people ’ s tongues. Employees are generally wary of change. 
Employees are especially wary if what you are asking them to 
change (because it is a barrier to goal accomplishment) involves 
ingrained skills, abilities, behaviors, attitudes, opinions, or ways 
of doing business. It is a very challenging dynamic. The training 
and development professional is charged with the goal of facili-
tating change to improve current and future job performance, 
often in the face of negative associations with the very concept of 
change. Moving people from point A to point B when they think 
they ’ re just fi ne and dandy at point A is tough. And moving peo-
ple in a way so they feel good about both the journey and the 
fi nal destination is both art and science. 

 William J. Bratton, City of Los Angeles Chief of Police, stated 
on February 13, 2003:  “ What is training? It is changing behav-
ior. ”     A Practical Guide to Training and Development  focuses on the 
many, many steps the training professional must take to make 
this change process successful. If there were one simple path or 
method to achieve this result, the literature would simply say just 
do this, and employees would magically migrate from one point 
to another. As one might guess, that is not the case. There is 
no magic wand or formula to make the right changes happen. 
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4  A Practical Guide to Training and Development

There are certainly ways to help change happen, and there are 
ways to hinder it from happening, but there are no guarantees. 
There are, however, defi nite ways to improve chances for success.  

  Understanding Organizational Change 
Culture:  Force Field Analysis 
 Behavioral change can occur through knowledge and skill acqui-
sition in an instructor - led classroom experience, in front of a 
computer terminal, or in a virtual classroom, but what happens 
when the attendee goes back to the real world of the organiza-
tion? Many forces help or hinder knowledge and/or skill acqui-
sition and behavioral change to either fl ourish or die. Senior and 
middle managers, supervisors, co - workers, processes, resources, 
and equipment may help or hinder new behaviors. Force 
fi eld ana lysis, a model developed by Kurt Lewin (1947) and 
reported and adopted by many others, provides a framework for 
examining variables that infl uence the change process. 

 Lewin, a pioneer of social, organizational, and applied 
 psychology, found that in any situation there are both driving 
and restraining forces to change. Driving forces push or initiate 
change and sustain it over time. Training combined with mana-
gerial encouragement, incentives, and collaborative and/or com-
petitive work group activities, may facilitate change and improve 
job performance. As a counterbalance, restraining forces act to 
decrease driving forces. Peer and/or management apathy, hostil-
ity, outdated technology, and/or poor equipment maintenance 
may undo any change in knowledge, skill, attitude, and behav-
ior that training produced. A state of equilibrium, or status quo, 
exists when the sum of the driving forces equals the sum of the 
restraining forces. In the training world, a state of equilibrium 
means no change is apparent. As shown in Figure  1.1 , once train-
ing is completed and employees return to the workplace, forces 
abound that will help or hinder implementing and sustaining 
newly learned attributes.   

 To sustain training induced changes, one must add or delete 
driving and restraining forces. The organization ’ s commitment 
and/or receptivity to change, whether implicit or explicit, is a 
 mirror of its commitment to the training and development effort. 
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In the Beginning  5

The reach of the training and development effort can only go so 
far. In many organizations, depending on size and resources, there 
is an OD (or organization development) department that has the 
responsibility of facilitating cultural (systemic) change by nurturing 
driving forces and minimizing restraining forces.  Ideally,  training 

Lack of Management Direction, Support, and Encouragement

Limited or No Opportunities to Utilize Newly Acquired Skills

No Incentive or Recognition Programs

Salary and/or Benefit Deficiencies

Unsafe, Undesirable Workplace

Outdated, Malfunctioning Equipment

_____________________________________ Equilibrium (No Change)

Management Direction, Support, and Encouragement

Opportunities to Utilize Newly Acquired Skills, Knowledge, and Behavior

Incentive Systems that Recognize and Reward Performance

Efforts to Maintain Positive Peer Relationships

Competitive Salary and Benefits
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 Figure 1.1. Force Field Analysis Behavior Change After Training   
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works hand in hand with OD so the  organization embraces 
change to better fulfi ll its mission and achieve its strategic goals. 
According to  ASTD’s 2007 State of the Industry Report  (ASTD, 2007), 
organization development received the most resources of any non -
 training performance improvement solution.  

  Identifying the Four Stages of Change 
 A plethora of models describe the change process and the inter-
mediate stages involved in getting from a starting point to an 
ending point. While these models may use different words to 
describe each stage along the way, the essential features of many 
change models are similar. Let ’ s examine four change stages 
(denial, resistance, exploration, and commitment) from the non -
 supervisory employee, supervisor and manager, and training pro-
fessional perspectives using the following example. 

 Organization A ’ s Customer Service Department has a three -
 tier hiring interview process. First, a panel of fi ve employees 
interviews each customer service representative job applicant. 
Next, two customer service supervisors interview the panel ’ s top 
three candidates. Finally, the customer service department man-
ager interviews the top candidate. Human resources perceives 
that the interview process at each tier needs to change. 

  Denial 
  a. Non - Supervisory Employees.  When change was fi rst suggested 
to the interview panel employees, their overwhelming reaction 
was to deny that a change was necessary. The employees assumed 
that the current state, or status quo, was satisfactory, so why 
change? It didn ’ t matter whether the suggested change was attitu-
dinal ( “ You need to take this more seriously ” ), behavioral ( “ The 
panel is doing more talking than the candidate ” ), skill ( “ Some 
of the questions you ’ re asking are illegal ” ), process ( “ The panel 
is giving information about the job to the candidate before ask-
ing the candidate for job - related background information ” ), or 
procedural ( “ The method the panel is using for evaluating can-
didates is fl awed ” ). The overriding feeling was:  “ We don ’ t want 
to change, and we don ’ t need to change because things are just 
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fi ne the way they are. ”  The best chance for getting employees 
past denial is to help them understand the consequences of not 
changing and to reinforce the perception that the consequences 
of not changing are more negative than the consequences of 
changing. In this case, the negative consequence risked by the 
employee hiring panel is recommending customer service rep-
resentatives for hire who were not the best qualifi ed candidates 
in the pool. Additionally, asking illegal interview questions opened 
the organization to the possibility of a lawsuit. 

  b. Supervisors and Manager.  The supervisors and manager 
saw the root cause of the problem differently. They thought 
their interviewing skills were fi ne. They felt the candidates they 
selected were willing and able to do the job they were hired to do. 
They blamed other factors — noncompetitive wages and benefi ts, 
outdated technology, equipment and facilities, lack of effective 
human resource policies and procedures — as the reasons good 
hires turned bad. They admitted that some hires only minimally 
met requirements, but they justifi ed these hires as a reaction to 
pressure from senior management to fi ll openings as quickly as 
possible. And after all, as long as they had been conducting inter-
views they had never been sued for asking illegal questions. So 
how bad could their interviewing skills be? 

  c. Training Professional.  Feel the plight of the training pro-
fessional attempting to change the behavior of employees and 
experienced supervisors and managers in denial about their inef-
fective interview techniques. Human resources had documented 
the history of bad hires that resulted in excessive turnover from 
both voluntary and involuntary terminations after short employ-
ment periods; inordinate time had been wasted attempting to 
resolve employee relations issues; disability and workers ’  com-
pensation claims had risen; poor productivity occurred because 
of high absenteeism; and costs had increased from relying on 
temporary employment agencies. 

 In this situation, the best chance the training professional has to 
change the interviewing behavior of employees, supervisors, and 
the manager is to clearly debunk the myth that the process is 
fi ne as is, so it doesn ’ t need to change, making a case for behav-
ioral change by presenting data that exposes the exorbitant costs 
of excessive turnover in new hires — their rising health claims 
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and poor productivity, the negative effect on the organization ’ s 
 bottom line (money unavailable for pay raises), staffi ng shortages 
that contribute to excessive workloads, and lower morale.  

  Resistance 
  a. Non - Supervisory Employees.  Resistance is different from denial. 
The resistant employee says/thinks,  “ I know I need to change, 
but it is diffi cult to change. I know I need to change my interview-
ing technique, but it is hard to because I have been doing it this 
way for years and I am comfortable doing it this way. ”  Resistance, 
though, is one step closer to achieving change, because at least 
the employee acknowledges that change, albeit diffi cult, is neces-
sary. The best way to help an employee past resistance is to clarify 
the benefi ts of the change and to brainstorm (with them) ways to 
remove the barriers to trying something new. Sometimes, the best 
way for employees to get past resistance is to suffer the unfortu-
nate consequences of not changing. Recommending the hiring of 
a co - worker using ineffective interviewing techniques and then 
experiencing the diffi culties working alongside a  “ bad hire ”  might 
be the impetus for changing interview practices. 

  b. Supervisors and Manager.  Consider the circumstances of the 
customer service supervisors and manager. They are busy deal-
ing with other priorities that signifi cantly impact the Customer 
 Service Department ’ s goals — customer satisfaction and retention, 
staffi ng, facilities, and information technology issues. The super-
visors and manager know that they are not attending to the pro-
cess of hiring interviews the best they can but, given their other 
pressing issues, something has to take lower priority. Finding 
the time to invest in this process right now is challenging. The 
supervisors and manager feel they are doing a decent job. If they 
weren ’ t, they wouldn ’ t have hired and retained any customer ser-
vice representatives. These supervisors and manager are in a state 
of resistance about changing their hiring interview behavior and 
the process they are following; they know they need to change it, 
but it is hard to do. 

  c. Training Professional.  Again, consider the plight of the train-
ing professional attempting to move customer service department 
employees, supervisors, and the manager past resistance. Explain 
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the benefi ts of an effective hiring process — for instance, using 
employees for the hiring panel who take the task seriously and 
see it as a true developmental opportunity, and training interview-
ers to (1) conduct effective interviews that get the candidate to 
do most of the talking, (2) ask legal, job - related questions, and 
(3) evaluate candidates based on previously established job -  related 
selection criteria — will produce a new hire pool that will turn over 
less frequently, acquire skills and knowledge more completely, and 
contribute to reduced staffi ng issues and better morale.  

  Exploration 
  a. Non - Supervisory Employees.  After denial and resistance are over-
come, exploration is the next step in the change process. The 
exploring customer service employee says/thinks,  “ I ’ ll try this 
change and see how it feels. I ’ ll try doing interviews this new and 
different way and see how it goes. ”  The best way to help employ-
ees embrace exploration is to identify the positive outcomes 
and benefi ts of the new behavior. In training jargon, the term is 
WIIFM (What ’ s in it for me?). WIIFM implies that employees will 
be more likely to try something new if they clearly envision how 
the change will benefi t them personally. In this case study, a bet-
ter hiring interview will lead to recommending better customer 
service representative candidates, which will lead to better hires 
which will lead to more effective and compatible co - workers. 

  b. Supervisors and Manager.  Consider the circumstances of 
the customer service supervisors and manager who are willing 
to explore change. They approach an organizational change 
initiative with curiosity. They are interested in attempting to 
implement new interview behaviors and processes for incoming 
customer service representative candidates. Additionally, their 
employees will be more likely to understand and accept the ratio-
nale behind the request for new behaviors and processes if they 
see their supervisors and manager doing the same. A powerful 
message resonates throughout the department when supervi-
sors and manager experience the process and benefi ts of change 
together with the other employees. 

  c. Training Professional.  The training professional is in an 
advantageous position with an audience that is exploring change. 
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In the case of the customer service department, non - supervisory 
employees as well as the supervisors and manager will be open 
to a selection interview training agenda that outlines the struc-
ture of an effective interview, delineates legal boundaries, dem-
onstrates open - ended questions designed to elicit maximum 
information from the candidate, and provides a selection grid to 
help determine the most qualifi ed interviewees. At the explora-
tion stage, participants are willing, if not yet totally able, to imple-
ment a more effective hiring interview. The training program will 
give them much needed practice, support, and feedback that 
will more readily translate into new and improved workplace 
behavior. Employees at the exploration stage are motivated to try.  

  Commitment 
  a. Non - Supervisory Employees.  Commitment means embracing the 
change, along with the philosophy of never reverting to former 
behaviors. This is adopting change at its highest level. The best 
way to help employees stay committed to change is to continu-
ally support and reward their new behaviors. New interviewing 
behaviors and hiring processes adopted by employees of the cus-
tomer service department will self - reinforce if they perceive posi-
tive results and improvements over previous experiences. But just 
because employees adopt this level of change doesn ’ t mean they 
will stay committed. Forces to be discussed later, both personal 
and organizational, may prevent or sidetrack commitment to 
change from continuing. 

  b. Supervisors and Manager.  The supervisors and manager who 
approach a change initiative with the motivation and energy to 
make it work will stand a much better chance of making it hap-
pen. As with each stage of the change process, a self - fulfi lling 
prophecy is apparent. Their buy - in is swift, their mindset posi-
tive, and their determination plentiful. Supervisors and manager 
committed to change will positively infl uence those who are less 
enthusiastic. The best way for a supervisory and manager team 
to maintain a high commitment level among employees is to 
model the behavior themselves and mitigate the external fac-
tors that impede change from continuing. In the customer ser-
vice department, commitment to change by supervisors and the 
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 department manager will help maintain the new hiring behavior 
and  practices despite the pressure of other department factors 
(i.e., time crunch to fi ll open positions more quickly by lowering 
standards) that may impinge the process. 

  c. The Training Professional.  Employees, supervisors, and man-
agers at the commitment level of change come to training eager 
to understand and learn how to behave differently. They know 
the status quo is not acceptable and are hungry to incorporate 
new techniques, practices, and processes. If the training program 
is executed properly, all customer service employees exit with a 
renewed energy to work cohesively to interview and hire only the 
best candidates. Time will tell how long they remain committed 
to this new way of doing business.  

  Nothing Lasts Forever 
 Despite one ’ s commitment, changed behavior reverses when the 
forces of denial and resistance become stronger than the forces 
of exploration and commitment. We know that people can, for 
instance, change their leadership behavior, work more effectively 
as a team, interview differently, stop smoking, or start dieting and 
exercising — for a period of time. It doesn ’ t necessarily mean the 
new behavior, any new behavior, lasts forever. Bosses, co - workers, 
direct reports, family, friends, neighbors, economic conditions, 
and shifting priorities can all help or hinder changed behavior. 

 The goal of facilitating and maintaining positive change in 
employee knowledge, skill, attitude and behavior over time is a 
daunting role. It requires the training professional to acquire 
and use a unique blend of talents to be successful.   

  Role of the Trainer 
 Training and development focuses on facilitating change to 
improve employee job performance. That means the trainer must 
possess competencies — the skills, knowledge, abilities, attitude, 
and behavior clusters — to implement specifi c change required 
to help organizations achieve their goals. In 2004, The  American 
Society for Training and Development conducted a study 
titled  “ Mapping the Future: Shaping New Workplace  Learning 
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and  Performance Competencies ”  (Bernthal, Colteryahn, Davis, 
Naughton, Rothwell,  &  Wellins, 2004) that attempted to deter-
mine a defi ned set of competencies so that the current and 
future generations of practitioners provide their organizations 
with high levels of value and service. 

  Competencies 
 The pyramid model (Figure 1.2) that the ASTD study unveiled 
includes three layers: (1) foundational competencies includ-
ing interpersonal, business/management and personal skills; 
(2) areas of professional expertise including, designing,  delivering, 

 Figure 1.2. The 2004  ASTD  Competency Model   

Copyright  ©  American Society for Training  &  Development, 2004. Used with 
Permission.
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 measuring and evaluating training, and (3)  organizational roles 
including those of a learning strategist, project manager and busi-
ness partner.   

  Fo u n d a t i o n a l  C o m p e t e n c i e s 

 Interpersonal skills associated with this competency level include 
the ability to build trust, communicate effectively, infl uence stake-
holders, appreciate and leverage diverse ideas and insights, and 
network and partner with internal and external contacts. Busi-
ness and management skills associated at this competency level 
include the ability to analyze needs and propose solutions, busi-
ness acumen, drive results, plan and implement assignments, and 
think strategically. Personal skills include demonstrating adapt-
ability and modeling personal development.  

  A r e a s  o f  E x p e r t i s e  (  A O E  s ) 

 The second tier of the pyramid include specifi c technical and 
professional knowledge and skills areas required for  success 
in the training fi eld. AOEs are specialized areas that focus 
 application of the foundational competencies in specifi c activi-
ties that drive organizational learning and improved job per-
formance. Designing, delivering, measuring, and evaluating 
training, facilitating organizational change, managing the learn-
ing function, coaching, career planning, and talent management 
are some of the areas of expertise required for successful  training 
professionals. According to the ASTD study, most people in the 
fi eld spend most of their time designing learning and delivering 
training.  

  R o l e s 

 The top tier of the model refl ects the organizational roles ful-
fi lled by the training professional when effectively applying a 
select subset of competencies and AOEs. Different roles are often 
required depending on the project and/or specifi c situation or 
need. Like a mechanic reaching into his or her toolbox to deal 
with a particular situation, the training professionals reach into 
their vast array of competencies and AOEs to assume the specifi c 
role best suited to the circumstance. Learning strategist, business 
partner, project manager, and professional specialist are each 

c01.indd   13c01.indd   13 6/17/08   10:27:47 AM6/17/08   10:27:47 AM



14  A Practical Guide to Training and Development

roles that the training person might need to assume depending 
on current project assignments and organizational needs. 

 Ultimately, successful training professionals must be able to 
apply their competencies in ways that support organizational 
strategies and goals. Chapters  2  and  3  will delve into ways to align 
training with goals. One overarching training goal is to help 
employees attain transformational learning in which knowledge 
converts information into skill enhancement, attitudinal shift, 
and behavioral change that drives business performance. It is an 
achievable yet elusive and diffi cult goal to accomplish. Trainer 
competencies must be developed in order to fulfi ll this challeng-
ing role. Knowledge of the training topic, good speaking ability, 
enthusiasm about the topic, focus on training goals, active listen-
ing skills, and familiarity with adult learning concepts are some 
of the competencies that trainers must develop (to be discussed 
in later chapters) in order to provide a transformational learning 
experience for trainees.    

  Developing Trainer Competencies 
 The 2004 ASTD Competency Study demonstrated that, to be a 
considered a competent trainer, the aspiring professional needs 
to acquire a set of skills and knowledge and demonstrate defi ned 
abilities and behaviors. 

 Developing trainer competencies requires much the same 
process that anyone follows to determine and acquire the knowl-
edge, skills, attitudes, and behaviors needed to work effectively 
in a chosen profession. The developing trainer must identify the 
competencies necessary to perform effectively, assess current 
capabilities, and execute a knowledge and skill development plan 
to improve their capabilities. 

  X Marks the Spot;  Check Marks the Future 
 Quick, take out a pen or pencil and draw a line on a blank piece 
of paper that represents your training career (this instruction is 
purposely ambiguous). Now, put an  “ X ”  where you are in your 
career right now. Put check marks where you want to be one, two, 
three years from now. Getting from where you are today to check 
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marks 1, 2, and 3 requires creating a career development plan. 
Regardless of one ’ s career choices, it is important to assess the 
current career state and plot a path for future career develop-
ment. It is essential to identify the activities that will produce the 
necessary changes in knowledge, skill, attitude, and behavior to 
achieve each milestone along the way. 

 People can expect to average at least three different careers 
and at least ten different employers in their lifetimes. Whether 
it ’ s your fi rst or third career, fi rst or tenth employer, assessing 
current knowledge and skills and planning for improvement 
is an ongoing process. It doesn ’ t matter whether the current 
career state is enrollment in undergraduate or graduate school, 
an after - work evening extension program, or employment for an 
organization in human resources or some other department. 
Developing trainer competencies is vital if the career choice is 
training and development.  

  Competency -  Building Activities 
 A plethora of competency building activities are available and 
suggested here in no particular order of importance or priority: 

  Professional Organizations.  The American Society for Training 
and Development (ASTD), the Society for Human Resource Man-
agement (SHRM), the National Training Laboratory (NTL), and 
the Organization Development Network (ODN) offer courses 
and various levels of certifi cation for trainers. They also offer 
individual workshops and seminars in specifi c competency areas. 
Attend their annual conferences and local training courses. Join 
a local chapter and attend its meetings. 

  Colleges, Universities, and Extension Programs.  Public and private 
colleges and universities, both on an undergraduate and gradu-
ate level, offer degree programs that include courses in train-
ing and development that teach trainer competency. University 
extension programs, geared to the working adult learner, also 
offer certifi cate courses that include opportunities to develop 
trainer competencies. 

 Courses in computer - based learning management as well as 
training - related graphics or software courses might be available 
as well. 
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  Internships.  Corporations with well - developed training 
 organizations offer internships as developmental opportunities 
to undergraduate and graduate students as well as high -  potential 
employees who indicate an aptitude and interest in pursuing a 
training career. These can be excellent opportunities to work 
alongside trainers and develop competencies in a variety of areas. 
Consultants and/or consulting fi rms that specializes in training 
and development activities also offer such opportunities. 

  Books, Professional Journals, and Catalogs.  Knowledge related to 
trainer competencies can be acquired by reading and re - reading 
books (like  A Practical Guide to Training and Development ) and sub-
scribing to and reading articles from professional journals like 
 T �D ,  HR Magazine,  and  Training . It ’ s also a great way to stay cur-
rent on the latest developments in the fi eld as well as reviewing 
catalogs of training - related instruments, games, and computer -
 assisted learning tools. 

  Websites.  Continually browse training - related websites for the 
latest trends, research studies and recent publications in the fi eld. 
Using search engines (such as Google or Yahoo) to fi nd specifi c 
training - related topics, organizations, materials, and research will 
help educate the training professional and further develop com-
petencies. 

  Mentors.  Establish mentor/coaching relationships with other 
training and development professionals in the community who 
are willing and able to share their time and expertise with new 
or aspiring trainers. Mentor relationships can be formal (intern-
ships) or informal. Mentors and coaches can provide insight into 
the training role, challenges faced, and different methods used 
in the fi eld. 

  Product Vendors.  Contact vendors that sell and/or support 
training materials and receive training on their products and 
services. Product vendors are usually very knowledgeable about 
the products and services they provide. Aspiring training profes-
sionals can perhaps, in the future, apply the expertise they gain 
toward a professional opportunity they are pursuing. 

  Training Vendors.  Training vendors like the American 
 Management Association (AMA) and the Center for Creative 
Leadership (CCL) offer trainer competency development pro-
grams, seminars and workshops. Organizations like  Toastmasters 
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focus on improving public speaking and platform skills and 
 abilities, essential competencies for training professionals. 

  Volunteer.  Volunteer to use trainer competencies (assess train-
ing needs, design and conduct, and evaluate programs) for orga-
nizations that cannot afford to pay for the expertise. The practice 
of using knowledge and skills related to these processes will be an 
invaluable experience for the fl edging training professional when 
they are called on to perform similar responsibilities in the future. 

  Observe and Take Note.  As a participant in training programs, 
observe the competencies of the trainer(s) leading the session(s) 
and note the abilities and behaviors that they demonstrate. 
Conversely, note whatever detracts from the learning experi-
ence. Plan to model the positive abilities and behaviors that you 
observed when you are the one standing and delivering in front 
of the classroom. 

  Observations and Notes from Trainees . One of the wonders of an 
instructor - led classroom experience is that each trainee observes 
and learns something different, even though everyone in the 
room is part of the same presentation. This seems to be a reoc-
curring phenomenon, as trainees typically internalize different 
elements of a training experience in individual ways, depending 
on their previous experiences and knowledge. 

 Recently, trainees in an overview course on training and 
development were required to design and conduct a short train-
ing program. At the class ’  conclusion, they were asked to write 
a key learning they would take away from their training experi-
ence. Each answer was different, some more profound than 
others. Yet they revealed a knowledge and/or skill and/or behav-
ioral change that would enhance their ability and competency to 
perform as a training professional in the future. Their verbatim 
comments included the following: 

   “ It is important to be sure that the room/conference room is 
set up properly before beginning the presentation. ”   
   “ Prepare thoroughly and do not add unplanned items to the 
training program. ”   
   “ Keep people energized. Overall, I think keeping people inter-
ested will increase the overall experience and how much they 
take away from the training. ”   

•

•

•
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   “ Use PowerPoint as a tool but not as a script. ”   
   “ Narrowing and focusing the content to fi t the timeframe is 
very important. It ’ s tricky when the scope of the training topic 
is very broad. ”   
   “ I ’ ll remember how important it is to involve the audience 
even by doing simple things like asking them questions. ”   
   “ Know your audience and who to look at. ”   
   “ Creativity and enthusiasm are key ingredients in making a 
presentation successful. ”   
   “ Training is a lot more work than I imagined. Remembering 
everything to do to make it a successful experience for the 
trainees is challenging. ”   
   “ Training is not as hard as I thought it would be. Practice 
makes it achievable. ”   
   “ It was a great experience to actually stand in front of an 
 audience and deliver a training program. Keep the content 
simple and it will be easier for the trainer and the audience to 
get the message. ”   
   “ Be comfortable with silence when you ask the audience a 
question and no one answers right away. ”   
   “ I need to slow down when presenting. ”   
   “ I am not good at training when I am not fully knowledgeable 
and comfortable with the topic. I am not good at faking it. ”   
   “ Never assume that the audience doesn ’ t have questions. ”   
   “ I learned that standing in front of an audience is very hard 
for me but I did it! ”   
   “ Practice makes perfect. ”     

  Common Themes.  The common theme of these comments is 
that, regardless of the specifi c insight gained, participation in a 
developmental training activity appeared to have a positive effect 
on the trainee ’ s perception of their competency. It is unclear 
whether trainees will take their new - found insight and apply it to 
a training opportunity in their workplace (a self/peer reported 
follow - up of behavioral change would add an interesting evalu-
ation piece to this process) but at least the  trainees appeared to 
have a positive learning experience. It is also apparent that they 
were already thinking about how they could enhance the learn-
ing environment for the adult learners they would be training.  

•
•

•

•
•

•

•

•

•

•
•

•
•

•
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  Taking Action 
 Competencies do not change in a vacuum; active engagement in 
pro fessional, growth - oriented experiences will move the learning 
process along. It ’ s the only way to go from the X on your career path 
to the checkmarks along the way to your ultimate career goal. 

 Create a development plan to increase the probability that 
you will act. Changing behavior, as discussed earlier in this chap-
ter, requires proceeding through stages of denial, resistance, and 
exploration to arrive and remain at commitment. It is important 
to refl ect and assess the current stage and take action to move in 
a productive direction. It may help to begin by selecting activities 
to improve knowledge and skills in trainer competency areas that 
have been identifi ed (by yourself and/or others) as needing the 
greatest development. This will result in the greatest immediate 
benefi t and act as a motivator to continue.   

  No Classroom, No Facilitator , 
No Change? 
 Although delivering training is a much used area of expertise for 
the training professional, accounting for 17.3 percent of time 
spent according to the ASTD 2004 Competency Study, it appears 
to be a competency that is being used less frequently now than in 
the past. According to the 2006 Industry Report in  Training,  only 
62 percent of all training was of the instructor - led classroom vari-
ety, low in comparison to the previous year ’ s fi gures of 70  percent; 
15 percent was online self - study, 14 percent was delivered via the 
virtual classroom, and 9 percent was delivered by other meth-
ods. The 2007  State of the Industry Report  (ASTD, 2007) reported 
71 percent of training hours available were all instructor - led, as 
opposed to almost 75 percent in 2004. With such a signifi cant 
amount of training being conducted via self - study and virtual 
classroom learning environments, training professionals have 
less of an opportunity to produce change in employee behavior 
using traditional classroom training skills. More frequently, they 
are using technological and organizational forces that support 
the employee ’ s strong internal motivation to acquire knowledge 
and skill and change behavior to achieve training goals. 
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 Unfortunately, employees with a bad case of denial and/or 
resistance are going to be hard - pressed, even in an  instructor - led 
classroom environment, to critically refl ect on their  preconceived 
assumptions and beliefs and consciously implement plans to 
behave differently. The training professional and the  organization 
face a critical challenge to facilitate this segment of the employee 
population to change their behavior and move into exploring 
and committing to new ways of performing their jobs. In future 
chapters,  A Practical Guide to Training and Development  presents 
strategies and techniques for training professionals to overcome 
these potentially signifi cant barriers to achieving goals.  

  Career Challenges for the Training 
Professional 
 What happens when the training and development person feels the 
organization is not responsive to change? Trying to facilitate change 
in a resistant organization can produce a tremendous amount of 
learning and career development. These professional growth expe-
riences, diffi cult as they may be at the time, will benefi t the training 
and development person at some point in the future. On the other 
hand, if the training professional is a member of an organization 
that embraces and accepts change, it can be a tremendous oppor-
tunity to be involved in activities such as participating in training 
needs assessments, creating training matrices, designing, conduct-
ing, and evaluating training programs that become unique learning 
opportunities. Working in different organizations with both types 
of cultures — those very resistant to change and those very embrac-
ing of change — is probably the most complete learning experience 
one could ask for. No matter the culture of one ’ s organization, it is 
in both the training professional ’ s and the organization ’ s best inter-
est to do the best possible job with the situation as it is.  

  Train Effectively or Face the 
Consequences 
 Organizations cannot afford to miss the mark when providing 
training. Ineffective or non - existent training programs can lead to 
serious legal and economic consequences. Training  defi ciencies 
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can be avoided by effectively implementing strategies to avoid 
such devastating pitfalls. 

  Consequences of Ineffective Training 
  “ Truth or Consequences ”  was the fi rst game show to air on 
 commercially licensed television, appearing on WNBT in 1950. It 
was an American quiz show originally broadcast on radio begin-
ning in 1940. The entertainment concept was to mix the quiz 
 element of game shows with wacky stunts. Contestants who failed 
to answer diffi cult questions correctly, (truth), had to participate 
in embarrassing stunts (consequences). 

 Unfortunately, organizations face a similar plight if they 
do not respond appropriately to training needs. They suffer 
 consequences that are not entertaining; they are embarrassing, 
costly, and damaging to the ability of the organization to fulfi ll its 
mission. Employees who receive inadequate and/or ineffective 
training can experience similarly dire consequences: disillusion-
ment that may turn into adversarial relationship with employers, 
physical and psychological disability, even death. 

 We live in a litigious society. Current statistics of employment 
lawsuits in the United States illustrate this point. While only a 
certain percentage of employment lawsuits can be attributed to 
ineffective training, consider these facts: 

  More than 450 employment lawsuits are fi led in the United 
States every day according to a 2006 USA Today report.  
  Sixty percent of all companies are sued by former employ-
ees every year, according to a 2006 report by the Society for 
Human Resource Management.  
  Eighty percent of all employers sued felt they were the victims 
of unfair or frivolous lawsuits according to a 2006 survey by 
the California Chamber of Commerce,  
  Half of those companies sued spent in excess of $50,000, and 
one - third spent more than $100,000 defending against these 
claims, not including the cost of settlement or verdict, accord-
ing to the same survey by the Chamber.  
  Fifty - six percent of all employment cases that went trial in 
2006 resulted in verdicts for the plaintiff (employee).  

•

•

•

•

•

c01.indd   21c01.indd   21 6/17/08   10:27:49 AM6/17/08   10:27:49 AM



22  A Practical Guide to Training and Development

  $250,000 was the average plaintiff ’ s verdict in employment 
law cases in 2006, with 15 percent of all verdicts exceeding 
$1 million.    

 While it is diffi cult to assess how many lawsuits could be 
avoided by effective training, the literature is strewn with unfortu-
nate cases of training efforts (or lack thereof) with negative con-
sequences for both the organization and the trainee. Consider 
these real, unfortunate cases: 

  Case 1.  In 1999, The Bureau of State Audits presented its 
report of the California Science Center and concluded that the 
Center does not ensure fair and equitable treatment of employ-
ees, thus exposing the state to risk. Among other defi ciencies, 
the audit found that the organization had an inadequate train-
ing program despite regulations that stipulated specifi c  standards. 
There was no overall training plan or program designed to 
promote a capable, effi cient, and service - oriented workforce. 
No central training records were kept to document who had 
received training. It appeared that higher - level employees received 
more training opportunities than lower level employees, which 
resulted in some employees being better informed of important 
policies than others. These factors led to the appearance that the 
science center treated its employees unfairly and inequitably. 

  Case 2.  In an infamous 1988 case, grocery chain Lucky Stores 
identifi ed a need for training managers in diversity issues and 
hired an external trainer to conduct diversity training with the 
organization ’ s management team. An exercise in the training pro-
gram asked managers to list various stereotypes they had heard 
about women and minorities. Their responses were written down 
on fl ipchart paper and posted around the room per normal train-
ing protocol. Subsequently, female employees of this organization 
fi led a class - action sex discrimination lawsuit against the organiza-
tion based on a lack of promotions for females. The written com-
ments from the training program were used as evidence in the trial 
and were found by the court to be not just portrayals of social ste-
reotypes, but refl ections of what the managers truly believed. The 
court concluded that the notes constituted evidence of discrimina-
tory attitudes and stereotyping of women by company managers 
and awarded the plaintiffs over $90 million in damages. 

•
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  Case 3.  Meyers (2005) reported thirty - one separate incidents 
across the United States of police offi cers seriously wounding or 
killing other police offi cers in an article titled  “ Why Are We Kill-
ing Ourselves: A Look at Accidental Shootings of Police Offi cers 
by Police Offi cers. ”  At least sixteen of the incidents occurred 
during training exercises. His analysis concluded that a properly 
designed and implemented training program would eliminate or 
minimize the frequency and severity of accidents.   

  Common Training Deficiencies 
 Unfortunately, poor training outcomes occur for many reasons. 
Often, their root causes can be grouped into categories that can 
be readily addressed. 

  Policy Does Not Ensure Practice 
 Organizations make noble gestures. They proclaim in their 
 mission statements, employee handbooks, offer letters, and job 
descriptions that people are their most treasured resource and 
that providing training to continually improve knowledge 
and skills is their highest priority. Walking the talk, however, is 
another matter. Having a training plan and executing a training 
plan are two different matters. It is senior management ’ s respon-
sibility to ensure that both planning and execution occur. When 
they do, training is offered that meets the knowledge and skill 
improvement needs of employees, and all members of the tar-
get audience(s) can participate and benefi t from this important 
activity.  

  Unrealistic Expectations 
 Organizations wrongly assume that training equals behavior 
change for all participants, that merely sending people to train-
ing means that all participants will now perform job tasks the 
way they have been trained to do. Successful training will accom-
plish this feat for a great many trainees and for a great many 
job - related tasks, but assuming 100 percent compliance on both 
fronts is unrealistic. Less than 100 percent compliance, though, 
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can wreak havoc on an organization. Processes must be put in 
place to assess individual behavioral change and improved train-
ing results once trainees return to their jobs. These same pro-
cesses will also uncover those individuals for whom training did 
not produce desired outcomes. A re - training effort for these indi-
viduals may be prescribed.  

  Inadequately Skilled or Unqualified Trainer(s) 
 After going through the painstaking efforts of training needs 
identifi cation, securing management support, marketing the 
training programs to the target audience(s), and internally mobi-
lizing participants to attend, there is nothing more disappointing 
than a less than effective presenter. Even more distressing and 
disturbing is an ineffective or unqualifi ed presenter causing an 
incident in the training program that results in a lawsuit against 
the organization. The trainer selection process must be given 
great care and attention regardless of whether the candidate list 
includes internal employees or external consultants. 

 Employees are generally known quantities. Carefully assess 
their knowledge, skill, and readiness to conduct training before 
they are selected to train others. Just as background checks are 
conducted on prospective employees, research must be under-
taken to make sure the consultant under consideration is quali-
fi ed to do the job. Check referrals and references from reliable 
sources, including the consultant ’ s client list, review his or her 
resume and website, scrutinize training exercises and agenda in 
advance, and read any of their published books and articles to 
gather information about the consultant ’ s knowledge and skill. If 
possible, observe the consultant in action, conducting a training 
program on the same or similar topic for which the organization 
is contracting, in front of a live audience. 

 The trainer must also have extensive knowledge of the rele-
vant organizational policies as well as pertinent local, state, and 
federal laws and regulations. Providing incorrect or misleading 
answers to participant questions could lead to misguided behav-
ior and serve as the basis for a future lawsuit.  “ That ’ s an excellent 
question. Let me get back to you on that ”  is a favorite response 
by trainers if they do not know the answer to a participant ’ s 
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 question. It ’ s a much better response than providing wrong 
 information. 

 Similarly, trainers who are not attorneys should not make 
statements that suggest a legal opinion. Training participants will 
sometimes offer so - called hypothetical statements that are actu-
ally descriptions of real - life issues occurring in the workplace. For 
the trainer to respond to such statements by saying,  “ That ’ s ille-
gal ”  or  “ Someone could go to jail for doing that ”  is infl ammatory 
and could send the wrong message to the participant. Instead, 
saying something such as  “ The hypothetical you describe is pro-
hibited by our policy, and anyone who knows someone is behav-
ing in this manner should report it to management ”  is probably a 
more appropriate response.  

  Knowledge and Skill Erosion 
 Even if 100 percent compliance was achieved and behavioral 
change was realized at the conclusion of training, time can 
diminish task performance. People can become complacent, 
the positive effects of training can wear off, and degraded job 
performance can result. Re - training on a regular basis can help 
rekindle peak performance. Frequency of re - training is a judg-
ment call by both management and participants, but should be 
instituted at mutually agreeable intervals to reinforce behavior. 
Regularly scheduled, periodic fi eld audits or behavioral obser-
vations could be conducted to provide feedback regarding 
re - training needs.  

  Failure to Address Important Job Tasks 
 Certain job tasks within each job classifi cation are more critical 
than others. Mistakes performing certain responsibilities can be 
tolerated; for other responsibilities there must be zero tolerance 
for errors to ensure health and safety. Focus training most acutely 
on those job tasks for which there can be no deviation from top 
performance. All too often, training time is not differentiated in 
this way; concentrate efforts on critical tasks to ensure behavioral 
compliance.   
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  Transmissional Not Transformational 
Learning 
 Training that only imparts information and knowledge does 
not necessarily translate into behavioral change. Frequently, 
instructor - led classroom training as well as self - paced learning is 
designed to stream information to participants without paying 
particular attention to interaction and new behavioral practice. 
Self - paced training delivered via computer or teleconference 
is much less likely to afford opportunities to practice behavior 
change. Organizations need to ensure, as best they can, that train-
ing is enhancing knowledge and skills and achieving the goal of 
changing behavior. Build opportunities to demonstrate and prac-
tice desired new behaviors into the training design (incorporat-
ing the adult learning Law of Exercise, as seen in Chapter  5 ) to 
help the transformational process. 

  Incomplete or Non -  Existent Evaluation 
 An evaluation process at the behavioral and results level (see 
Chapter  7 ) reveals whether knowledge and skill enhancement 
have translated into behavioral change and improved results. If 
behavioral -  and results - level evaluation is not instituted, there 
is no data to support the contention that task performance has 
been raised as a result of training. Attending training does not 
necessarily equal heightened performance by participants. 

 Positive evaluative feedback from trainee reactions is a start. 
Self - reported improvement in learning is good. Testing to validate 
learning achievements is better. Participants stating unequivocally 
that they will behave differently if or when faced with certain criti-
cal incidents in the future is important to know. But none of these 
evaluation criteria will truly reveal whether on - the - job behavior 
has changed. Only evaluation processes conducted at the behav-
ioral and/or results level will reveal that change has occurred.  

  Inconsistent Management Support 
 Management support is vital for successful training.  Managers can 
ensure that all of their direct reports attend training as scheduled. 
They can also encourage trainees to demonstrate newly learned 
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behavior on the job once they return to the front line.  Managers 
can also notice and praise new and improved behavior. All too 
often, though, management support is inconsistent. Some manag-
ers ensure 100 percent attendance; others overtly and/or covertly 
make it diffi cult for their direct reports to participate. Some man-
agers support the attendees ’  desire to try new behavior; other 
 managers barely acknowledge the attendees ’  participation in train-
ing and ignore or even discourage any new behavior based on 
newly learned knowledge and skill. Supportive management behav-
ior must be consistent in all regards. Senior management must 
instill this value with all of their direct reports. Managers attending 
their own program that focuses on methods of supporting organi-
zational training makes a statement that new trainee behavior is 
expected and encouraged after attending training.  

  Lack of Individual Responsibility 
 Organizations must fulfi ll their responsibility to provide high -
 quality training and to support 100 percent participation by the 
target audience(s). But, as the expression goes,  “ You can lead a 
horse to water but you can ’ t make him drink. ”  Employees must 
share equally in the responsibility by continuing to acquire 
knowledge and skill to maintain job behavior and performance 
at maximum effectiveness. There is no place for denial and/or 
resistance to training when diminished job performance puts 
people ’ s lives, including the trainees, ’  at risk. Complacency or 
assuming an attitude of knowing it all can only lead to trouble for 
the employee and the organization.   

  Effective Training for Minimized 
Liability 
 Just as ineffective or non - existent training can lead to dire 
 consequences, effective training is an ally to everyone — non -
  supervisory employees, managers, executives, investors, and 
customers. It produces productive changes in knowledge, skills, 
attitude and behavior that contribute to accomplishing strate-
gic goals. Additionally, these changes will lead to better behav-
ioral choices by trainees that by their nature minimize legal risk. 
However, if an employee ’ s actions are challenged in court, the 
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fact that the  organization had a training program in place may 
 minimize  liability if certain requirements are met. 

  Exercising Reasonable Care 
 The courts generally look more kindly on employers who can 
demonstrate that they took actions to minimize the potential for 
negative outcomes. One way to demonstrate this good faith effort 
is through training. When an employer can show that the accused 
employee(s) participated in a training program (via dated sign - in 
sheets) that covered relevant information (via training agenda and 
program materials) taught by a knowledgeable trainer (via his or 
her professional work experience resume) but behaved badly nev-
ertheless, it strengthens the employer ’ s case that it truly attempted 
to instill positive behavior. This circumstance also underscores 
the importance of strong management support for training, thus 
ensuring that all members of the target audience attend train-
ing. If someone did not attend the training and is alleged to have 
behaved badly, the organization ’ s liability is not mitigated.  

  Adequate Training 
 To minimize liability, training must also be perceived as adequate. 
Employees accused of wrongdoing who describe their train-
ing experience with the organization in vague, sketchy, and non -
 descriptive terms would not give the impression that the training 
they received was adequate. While training is diffi cult to plan and 
challenging to execute, the organization must ensure that adequate 
time and resources are devoted to creating a training curriculum 
that participants will learn from and use in their daily job tasks.  

  Management of Training Room Behavior: 
An Example 
 Inappropriate comments made by attendees that suggest stereo-
types, bias, and/or hostility toward others have been used as 
 evidence of hostile work environments in claims of discrimina-
tion by employees who are the targets of such epithets. These 
are serious issues that must be addressed in order to minimize 
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risk and send the proper message to participants. The following 
 suggested strategies will minimize (or eliminate) the opportunity 
for such inappropriate behavior during training; 

   1.   At the beginning of each session, the trainer lists behavioral 
ground rules, including guidelines prohibiting discrimina-
tory speech.  

   2.   If such words are spoken during the training, trainers must 
immediately intervene, stating that the comment is not 
appropriate for the workplace and does not represent the 
viewpoint of the organization. Saying something like  “ While 
we may have our own personal opinions on these sorts of 
issues, what was said is a perfect example of something not 
to say ”  sends the proper message to the other trainees and 
should prevent future similar future expressions.  

   3.   If certain people do not heed the warning and continue to 
make inappropriate statements, the trainer must remove the 
individual(s) from the room.     

  Clear Lines of Organizational Accountability 
and Responsibility 
 One person must be in charge of training if a court of law is to 
view the function favorably. The enterprise ’ s organizational chart 
should clearly delineate a person who has training responsibility. 
This is the individual responsible for making budgetary decisions 
related to training expenditures and accountable for the devel-
opment and execution of a training plan. 

 Courts will tend to view the training function skeptically and 
as an uncontrolled activity if no one in the organization is ulti-
mately held accountable for its actions. Liability is minimized 
through effective training, and the opportunity to create an effec-
tive training function is greatly enhanced with a clearly defi ned, 
accountable, and responsible training leader.  

  Accessible to All 
 For training to be effective, it is important to make sure that all 
trainees can understand the content of the program. It is  diffi cult 
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to expect knowledge and skill improvement from all trainees 
if language, hearing, or visual impairments interfere with com-
munication. Provide reasonable accommodations to ensure that 
all receive the training messages accurately. Examples of such 
accommodations can include training conducted in languages 
other than English, using sign language interpreters, and/or pro-
viding written materials in large print or Braille. Ensure that the 
training location is wheelchair accessible. These aids will ensure 
access and the ability to communicate with all trainees. The train-
ing professional could conduct an assessment to identify the nec-
essary accommodations to include all trainees.  

  Evaluation Follow -  Up 
 As described later in the book, using learning, behavioral, and 
results criteria is vital to provide evaluative data documenting the 
impact of the training program on the individuals attending. Of 
course, the trainer hopes that all attendees will show post -  training 
improvements. 

 Organizations that collect this sort of training data and then 
do not counsel or re - train participants who don ’ t improve could 
be liable for charges of negative retention if these same indi-
viduals behave badly afterward. For training to limit, not create, 
liability, the organization must act on this information once it is 
available to ensure that it is doing all it can to improve the knowl-
edge and skill of all employees.                 

        Summary      

   1.   Training helps employees do their current jobs more effectively; develop-
ment helps prepare employees for their next opportunity.  

   2.   The two essential training elements are facilitating change and achieving 
goals.  

   3.   Employees progress through four stages of change; denial, resistance, 
exploration and commitment.  
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   4.   The role of the trainer involves mastery of foundational competencies, 
developing areas of professional expertise and assuming various organiza-
tional roles.  

   5.   Competencies are developed by undertaking a variety of professional devel-
opment activities.  

   6.   Organizations experience severe consequences by conducting ineffective 
training.  

   7.   Organizations must overcome training defi ciencies and provide effective 
training to minimize liability.            
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Chapter Two

                           A l i g n i n g  Tr a i n i n g  w i t h 
V i s i o n ,  M i s s i o n ,  a n d 
G o a l s           

   “ When you ’ re fi nished changing, you ’ re fi nished. ”  
 Benjamin Franklin    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Distinguish  “  vision  ”  from  “  mission  ”   
  Examine the value of establishing and aligning vision, mission, 
and goals  
  Discuss the contributions of two experts (Deming and 
Drucker) to the search for keys to organizational success  
  Recognize training ’ s role in supporting the organization ’ s 
strategies for success  
  Discuss the importance of organizational goals     

  Overview 
 Organizations create strategies and structures to meet and 
exceed their performance expectations. While there is not a 
singular formula for achieving this goal, organizations have 
adopted and modifi ed the principles, research, and recommen-
dations of experts in business and management to formulate 

•
•

•

•

•
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their own plans for achieving and maintaining success. Training 
and  development play a pivotal role in facilitating the successful 
implementation of the organization ’ s strategic plans. 

 This chapter presents the widely accepted and utilized prac-
tice of creating vision statements, mission statements, and stra-
tegic goals to focus employee behavior in the quest to achieve 
performance expectations. The chapter will discuss aligning 
training with goals as well as the important role that goals play in 
shaping behavior.  

  Finding a Formula for Success 
 It is the goal of every organization to be successful. Organizations 
defi ne success in different ways. Generally speaking, organiza-
tions consider themselves successful if they meet or exceed their 
own performance expectations. 

 Organizations continuously search for and adopt methods 
to improve performance and remain successful. Customarily, it 
is senior management ’ s responsibility to create and promulgate 
strategies, a set of internal structures, and standards that serve 
to guide everyone ’ s actions on a long -  and short - term basis. An 
organization ’ s success often hinges on its strategies and ability 
to focus the behavior of all organization members to support its 
strategies and the goals it is hoping to achieve. 

 There is no one set of business strategies that  guarantees 
success. In the 1940s and 1950s, renowned experts such as 
W. Edwards Deming and Peter Drucker conducted extensive 
studies of organizations and formulated their recommendations 
for success that were published in their books and articles. In the 
1960s, the emergence of successful Japanese companies, heavily 
infl uenced by the theories of Deming and Drucker, led to sub-
sequent adoption of their practices by more American compa-
nies than had previously subscribed to these theories. Deming ’ s 
14 Points and Drucker ’ s Management by Objectives have been 
refi ned and modifi ed over the years by such authors as Jim  Collins 
and  Donald Wheeler, but the original practitioners are still well -
 respected and their theories still serve as cornerstones of business 
strategies throughout the world today. Many organizations still 
adhere to the principles promulgated by Deming and Drucker.  

c02.indd   33c02.indd   33 6/17/08   10:29:37 AM6/17/08   10:29:37 AM



34  A Practical Guide to Training and Development

  W. Edwards Deming 
 W. Edwards Deming was born in Sioux City, Iowa, and earned a 
B.S. in electrical engineering from the University of Wyoming, 
an M.S. from the University of Colorado and a Ph.D. from Yale 
University, after which he interned at Bell Laboratories. Both 
graduate degrees were in mathematics and physics. Deming 
went to Japan after World War II to help set up a census of the 
 Japanese population. While he was there, he taught statistical 
process control (SPC) methods to Japanese business leaders and 
engineers. SPC, pioneered by Walter Shewhart in the early 1920s 
and applied by Deming in the United States during World War II, 
is an effective method of monitoring a process by collecting data 
at various points within the process and analyzing variations in 
output. The end result is manufacturing high - quality goods while 
reducing waste, increasing the likelihood of customer satisfaction 
because problems will not be passed along to the customer (or 
end - user) of the product and/or service. 

 Deming witnessed Japan ’ s extraordinary economic growth, 
watching them put into practice the methods he had taught. He 
stressed that improved quality would result in reduced expenses, 
increased productivity and market share. In 1960 he was awarded 
a medal by the Japanese Emperor and is regarded by many 
observers as having more impact on Japanese business than any 
individual not of Japanese descent. He later became a professor 
at New York University and a consultant in Washington, D.C., to 
government and business leaders. 

 From 1979 to 1982 the Ford Motor Company incurred more 
than $3 billion in debt. Deming went to work for the company in 
1981. After adopting Deming ’ s principles as well as focusing on 
changing management behavior and organizational  culture, Ford 
became the most profi table American auto company, exceed-
ing the earnings of arch rival General Motors for the fi rst time 
since the 1920s. 

 In the midst of his work with Ford, Deming published  Quality, 
Productivity, and Competitive Position  (1982), which was renamed 
 Out of the Crisis  (1986) and included his now famous 14 Points 
for Management. He believed that these philosophies, if adopted 
by the manufacturing sector, would save the United States from 
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industrial doom at the hands of the Japanese. Paraphrasing 
 Deming ’ s 14 points, he stated the following: 

   1.    “ Create constancy of purpose toward improvement. ”  Replace 
short - term reaction with long - term planning to be competi-
tive and stay in business. Decide to whom top management is 
responsible.  

   2.    “ Adopt the new philosophy. ”  No longer accept current level 
of delays, mistakes, defective materials, and defective work-
manship. The implication is that management should actu-
ally adopt this philosophy, and a philosophy of cooperation 
between employees, management, customers, and suppliers, 
rather than merely expecting the workforce to adopt a new 
philosophy.  

   3.    “ Cease dependence on inspection. ”  Instead, require statisti-
cal evidence that quality is built in. If variation is reduced, 
the need to inspect manufactured items for defects is unnec-
essary because there won ’ t be any. Prevent defects instead of 
trying to detect them.  

   4.    “ Move toward a single supplier for any one item. ”  Multiple 
suppliers means greater opportunity for variation in source 
product quality. Depend on meaningful measures of quality 
along with price. Eliminate suppliers that cannot qualify with 
statistical evidence of quality.  

   5.    “ Improve constantly and forever. ”  Constantly strive to reduce 
variation. Find problems  

   6.    “ Institute training on the job. ”  If people are inadequately 
trained, they will not all work the same way, and this will 
introduce variation.  

   7.    “ Institute leadership. ”  There is a difference between leader-
ship and supervision, the latter being quota and target based. 
Shift to a focus on quality which will automatically improve 
productivity. Management must take immediate action when 
alerted to process problems.  

   8.    “ Drive out fear. ”  Management by fear is counter - productive 
in the long term because it prevents employees from acting in 
the organization ’ s best interests.  

   9.    “ Break down barriers between departments. ”  Producing a 
quality product and/or service for the external customer is 
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a team effort that requires cooperation inside the  organization. 
The concept of the internal customer is reinforced when each 
department serves other departments that use its outputs.  

   10.    “ Eliminate slogans. ”  It ’ s not people who make the most 
 mistakes — it ’ s the process they are working within. Harassing 
the workforce with exhortations without improving the pro-
cesses they use is counter - productive.  

   11.    “ Eliminate management by objectives. ”  Production targets 
encourage the delivery of a quota of quality products and 
services without regard to their quality.  

   12.    “ Remove barriers to pride of workmanship. ”  Pride of work-
manship increases employee satisfaction.  

   13.    “ Institute a vigorous program of education and self -  improvement 
for everyone. ”   

   14.    “ The transformation is everyone ’ s job. ”  Create a top manage-
ment structure that will push everyday on the previous thir-
teen points.    

 Deming received criticism for his 14 Points for Management 
because he did not include implementation tools to help bring 
his management philosophy to fruition. When asked why he 
didn ’ t provide this sort of assistance, his response was  “ You ’ re the 
manager; you fi gure it out. ”  

 Donald Wheeler, Ph.D., is the author of more than fi fteen 
books and more than sixty articles in the fi eld of statistical pro-
cess control. He had the good fortune to work with Deming from 
1981 to 1993 and is credited with continuing to refi ne Deming ’ s 
work, applying his theories and concepts to current business prac-
tices as a consulting statistician. In Wheeler ’ s book  Understanding 
Statistical Process Control  (1992), Deming writes the foreword and 
says,  “ It is fi tting to add my deep appreciation for the mathemati-
cal achievement of Dr. Wheeler. His understanding of theory, and 
its application, is guided by mathematical knowledge. ”   

  Peter Drucker 
 Peter Drucker was born in Vienna, Austria, and earned a  doctorate 
in international law from Frankfurt University in 1931. The rise 
of Nazism forced him to leave Germany in 1933, and in 1937 

c02.indd   36c02.indd   36 6/17/08   10:29:38 AM6/17/08   10:29:38 AM



Aligning Training with Vision, Mission, and Goals  37

he moved permanently to the United States, where he became a 
university professor and freelance writer about business practices. 
His writings won him access to the internal workings of General 
Motors (GM), one of the biggest organizations in the world at that 
time. The resulting book,  Concept of the Corporation , popularized 
the multidivisional organizational structure used by GM with all 
its systems and management challenges. This book led to numer-
ous professional articles, consulting engagements, and research 
 projects. Drucker authored thirty - nine books in his lifetime. He 
taught at New York University as a professor of management from 
1950 to 1971. From 1971 until his death in 2005, he was the Clarke 
Professor of Social Science and Management at Claremont Gradu-
ate University. From 1975 to 1995 he was an editorial columnist 
for  The Wall Street Journal  and was a frequent contributor to the 
 Harvard Business Review.  

 Drucker was most interested in employees who knew more 
about certain aspects of the organization than their bosses and 
yet needed to cooperate with others in a large enterprise to per-
form their jobs effectively. In  Landmarks of Tomorrow: A Report on 
the New  ‘ Post Modern ’  World  (1959), he coined the term  knowl-
edge worker,  one who works primarily with information or one 
who develops and uses knowledge in the workplace. He is cred-
ited with unknowingly ushering in what we now call  the knowl-
edge  economy , focused on the production and management of 
knowledge. It is the title of Chapter  12  of his book  The Age 
of Discontinuity  (1969). Drucker believed that if organizations 
were unsuccessful, it was because they used outdated ideas, had 
a narrow conception of their problems, or experienced internal 
misunderstandings. 

 He wrote extensively about  management by objectives , stating 
in  The Practice of Management  (1954) that  “ business performance 
requires that each job be directed toward the objectives of the 
whole business. ”  Further, he wrote in the same book that  “ objectives 
are needed in every area where performance and results directly 
and vitally affect the survival and prosperity of the business. ”  

 Jim Collins, best - selling author of  Good to Great  and co - author 
of  Built to Last , wrote a November 28, 2005, article in  Business-
Week.  In which he stated that he went to Claremont, California, 
in 1994 seeking wisdom from the greatest management thinker 
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of our age. He came away feeling that he ’ d met a compassionate 
and generous human being who was driven not by the desire to 
say something but by the desire to learn something from every 
student he met. And that, Collins said, is why  “ he became one of 
the most infl uential teachers most of us have ever known. ”   

  Vision, Mission, and Goal Alignment 
 Many organizations subscribe to a business strategy that  emanates 
from a plan that aligns and supports the vision, the mission, 
enterprise - wide strategic goals, department goals, and individual 
goals. Conceptually, such a strategy works in a cascading fashion 
(Figure 2.1):   

Employees
accomplish
individual goals.

Their depart-
ments achieve
their goals.

The enterprise
achieves its
strategic goals.

The organization
pursues its
mission and vision.

 Figure 2.1. Aligning Vision, Mission, and Goals   

  Vision and Mission 
 A  vision statement , a one - sentence pronouncement of a desired 
future state, articulates what the organization hopes to become. 
It can be as simple as  “ to be an award - winning, best - in - class dance 
studio. ”  A mission statement fl ows from the vision statement and 
clarifi es what an organization does via its product and/or service. 
 “ Providing ongoing high - quality dance instruction ”  could be the 
dance studio ’ s mission statement. Both vision and mission state-
ments are intentionally strong on focus and intent but weak on 
specifi cs.  

  Enterprise -  Wide Strategic Goals 
 Specifi cs come in the form of enterprise - wide strategic goals that 
identify key performance areas. When measured against actual 
organizational performance, they help determine whether an 
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organization is meeting or even exceeding its own expectations. 
For instance, the dance studio may have strategic goals that 

   1.   Identify ten specifi c awards it plans to win in nationwide com-
petitions that year  

   2.   Target a 90 percent customer satisfaction level as measured 
by its customer opinion surveys  

   3.   Project top - quartile marks for quality dance instruction as 
measured by an audit conducted by a local college dance 
program  

   4.   Increase the number of students by 5 percent each year  

 If the studio is meeting or exceeding performance in each of 
these four strategic goals, it is successfully pursuing its vision and 
mission.    

  Department Goals 
 Enterprise - wide strategic goals are more likely to be achieved 
when departmental goal accomplishment supports strategic goals 
accomplishment. The critical performance measures are what 
each department strives to meet to support enterprise - wide stra-
tegic goals. Naturally, department goals depend on the function 
of the department. 

 The goals of the dance studio ’ s instructor department (i.e., 
levels of dancer/customer satisfaction, entry/placement in X 
number of nationwide dance competitions) are different from 
those of the customer service and collections department. 
 Customer service and collections department goals (i.e., levels 
of external customer satisfaction, outstanding accounts receiv-
able) are different from the goals of the sales and marketing 
department (i.e., number of newly signed up dance students, 
number and quality of marketing pieces in the newspaper). The 
goals of the human resources department (i.e., levels of internal 
customer/employee satisfaction, quality of newly hired dance 
instructors) are different from the goals of the fi nance depart-
ment (i.e., profi t margins, year - over - year profi t/loss ratios). In 
fact, there is often a dynamic tension between the goals of the 
individual departments, meaning that one department ’ s goals 
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are sometimes in opposition to another department ’ s goals. For 
instance, when the sales and marketing department wants to 
acquire more dance students by cutting fees, increasing adver-
tising, and providing promotions and incentives, that tactic may 
work against the goal of the fi nance department to maintain 
profi t margins. These confl icts make for interesting senior man-
ager meetings! 

 When departments meet and/or exceed their goals, they 
contribute to the organization meeting its enterprise - wide strate-
gic goals.  

  Individual Goals 
 Departmental goals are more likely to be achieved when indi-
viduals accomplish goals that support accomplishing depart-
mental goals. The critical metrics that each employee strives to 
meet should support departmental goals (which in turn support 
 enterprise - wide strategic goals, mission and vision). Naturally, indi-
vidual goals depend on the employee ’ s role in the organization. 

 Dance instructor goals might include achieving high  levels of 
dancer (customer) satisfaction, providing high - quality instruction 
that showcases student talents, and frequent high placement in 
dance competitions. Customer service representative goals might 
include consistently demonstrating phone behavior that results in 
high levels of customer satisfaction, handling a requisite  volume 
of phone calls, and successfully collecting monies owed to the 
dance studio. Sales and marketing representative goals might 
include signing up a certain number of dance students each 
month and generating a certain number of newspaper articles 
about the dance studio per quarter. Human resource representa-
tive goals might include achieving a certain percentage of highly 
satisfi ed internal customers/employees and interviewing a cer-
tain number of candidates per month to fi ll open positions. The 
fi nance analyst ’ s goals might include producing monthly reports 
that track key statistics in order to help make decisions regarding 
incentives and expenditures. 

 When employees meet and/or exceed their individual goals, 
they contribute to their department ’ s achieving its goals.   
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  Training ’  s  Supportive Role 
 Training and development support the organization ’ s vision, 
 mission, and enterprise - wide strategic goal achievement by facili-
tating positive changes in employee knowledge, skills, attitudes, 
and behaviors that improve job performance and thus contrib-
ute to overall organizational performance. One of Deming ’ s 
14 Points for transforming business effectiveness, discussed ear-
lier in this chapter, was to  “ institute training for skills. ”  Further, 
he went on to say  “ there is no substitute for knowledge. ”  

 Well - trained dance instructors, those with improved knowl-
edge, skills, attitudes, and behaviors, will perform their jobs 
more effectively than less - well - trained dance instructors will. A 
dance studio with well - trained instructors stands a much better 
chance than a studio of less - well - trained instructors of winning 
the requisite number of awards, achieving high customer satisfac-
tion levels, and passing the college audit with fl ying colors. Along 
with well - trained customer service representatives, sales and mar-
keting representatives, human resource representatives, and 
fi nancial analysts, this dance studio organization has a great 
opportunity to achieve ongoing success. 

 Consider the examples below of vision and mission state-
ments and enterprise - wide strategic goals (company name and 
specifi c performance metrics omitted). Opportunity abounds for 
training to focus on the employee ’ s job - related knowledge, skills, 
attitudes, and behaviors that will improve individual job perfor-
mance and the organization ’ s potential success. Training topics 
offered to employees would depend on the results of the needs 
assessment (see next chapter), but the vision, mission, and strate-
gic goal statements suggest potential areas of training focus.  

  Example 1 

 The vision of our organization is to be the leading supplier of 
advanced turnkey (instantly usable) solutions to retailers so they 
can become more profi table. Our mission is to provide high - quality 
functional application programs on a timely basis to the industry 
by . . . (1) creating a passionate, profi t oriented selling environ-
ment as measured by (2) developing a highly competent, customer -  
oriented professional workforce as measured by. . . .  
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  Example 2 

 Our vision is to be the leading pharmaceutical and drug delivery 
company with a focus in the high - growth U.S. market. Our 
mission is to provide safe, effective drugs and therapies that 
improve the quality of life for our customers worldwide. The 
 company is pursuing these initiatives through two major 
 strategies:(1) licensing, acquiring and developing late - stage 
 pharmaceuticals for marketing to high - prescribing physicians as 
measured by . . . (2) developing a proprietary drug delivery system 
as measured by. . . .  

  Example 3 

 Our vision is to be a successful international baked goods  
company. Our mission is to produce great tasting, healthy 
 products. We strive to fulfi ll our vision and mission by (1)  having 
integrity in everything we do as measured by . . .(2) providing 
excellent  customer service as measured by . . . (3) using quality 
ingredients as measured by . . . (4) offering a clean and friendly 
environment as  measured by . . . (5) demonstrating commitment to 
our employees and business associates as measured by. . . .  

  Example 4 

 The vision of our practice is to be the preferred provider of 
 audiology - related services to physicians and patients in our geo-
graphic location. Our mission is helping individuals hear better 
by providing ongoing professional and caring audiological ser-
vices. Our strategic goals are to (1) exceed patient and physician 
 expectations on X percent of our customer satisfaction surveys; 
(2) reduce our product return rate by a minimum of X percent 
over the  previous year; (3) increase our net revenue by a minimum 
of X percent over the previous year.   

 Each vision and mission statement and enterprise - wide 
strategic goal represents opportunities for training to focus on 
facilitating positive changes to employee knowledge, skill, atti-
tude, and behavior and contribute to the organization ’ s strate-
gic goal achievement. The question arises as to the knowledge 
bases, skill sets, attitudes, and behaviors that training should 
focus on.  
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  Determining Training Priorities 
 Employees possess wide ranges of knowledge and skills and 
 demonstrate diverse attitudes and behaviors during a typical 
work day. Because the training function has limits like any other 
organizational resource, it is essential for training to set priorities 
and focus on select knowledge, skills, attitude, and behavioral 
areas that will produce the most benefi t to the organization for 
the training intervention. 

 A comprehensive training needs assessment process,  discussed 
in the next chapter, will help determine the priority of changes in 
knowledge, skill, attitude, and behavior that will provide the great-
est impact on achieving goals. The needs assessment results will 
help determine training ’ s priority topic(s), target audience(s), 
goals, and course content.  

  The Importance of Organizational 
Goals 
 Goals can infl uence behavior. Whether setting a personal goal 
( “ I need to lose ten pounds by summer ” ) or a professional goal ( “ I 
need to train all employees in sexual harassment prevention by 
year - end ’ ), goals can serve as calls - to - action to achieve desired 
results. 

 A key qualifi er is the word  “ can. ”  Behavior drives perfor-
mance, but does not automatically follow goal setting (if weight 
loss were only that easy!). Organizational behavior can be infl u-
enced, even driven, by goals. Goals are invaluable tools for orga-
nizational success when used properly; then they can become 
(in Lewin ’ s terms) driving forces that support and maintain 
newly changed behavior. Applied improperly, goals can become 
restraining forces that undo changed behavior and bring back a 
state of equilibrium. 

  Effective Goal Formulation and Application 
 Goals must contain certain attributes in order to be implemented 
successfully. These important factors help make goals integral 
to successful organization performance. 
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  W r i t t e n 

 Goals should be communicated in writing so they can be 
 displayed in a prominent place as a constant reminder. Verbally 
communicated goals aren ’ t displayable, and they tend to be for-
gotten or remembered differently than originally intended. 

 If the goal of training all employees in sexual harassment 
 prevention by year - end is written and taped to the wall of the 
trainer ’ s offi ce or cubicle, it is a clear, daily reminder of a goal 
that must be achieved by a specifi c date.  

  S M A RT  G o a l s 

 Smart goals are clear and concise and therefore more likely to be 
understood. The components of SMART goals are 

   Specifi c.  Targeting a single result as in  “ train all employees 
in sexual harassment prevention ”  makes the goal easy to 
 understand.  
   Measurable.  Including a measurement to determine whether 
the goal has been reached ensures that goal achievement 
can be evaluated. Reviewing sexual harassment prevention 
 training sign - in sheets will determine whether all employees 
have attended if that is a stated goal.  
   Attainable.  Goals that employees can achieve motivate 
 behavior. Goals that are unrealistic frustrate employees and 
serve no purpose. Organization size, logistics, and  culture 
are a few of the factors that will determine whether all 
 employees can be trained in sexual harassment prevention by 
year - end.  
   Role - Related.  Goals that are role - related can be infl uenced, 
even controlled, by the employee attempting to achieve such 
a goal. The trainer can schedule enough sexual harassment 
training sessions to ensure that everyone is scheduled to 
attend by year - end. Getting them there is another story. The 
trainer may need to use the interpersonal competency role 
of  “ infl uencing stakeholders ”  with the management team to 
ensure that all employees attend when scheduled.  
   Time - Bound.  Deadlines create a sense of urgency and closure. 
Without a due date, the goal does not exist. Year - end usually 
means by December 31 of the current calendar year. In this 

•

•

•

•

•
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case, training all employees in sexual harassment prevention 
by year - end means by December 31.    

 There was once an employee who was assigned a project in 
July with a goal to accomplish it by year - end. In December, when 
it was clear the project would not be completed on time, he was 
confronted by his manager and asked why he did not fi nish the 
project by year - end. He told his manager he thought the dead-
line was year - end of the following year. The employee understood 
the concept of year - end very clearly when his employment was 
terminated on December 31. 

  Tied to Performance Management Systems . Goals drive behavior 
when there is a reward for achieving them. The reward can be 
extrinsic, such as a monetary or tangible bonus or perquisite. 
Or the reward can be intrinsic in that it just feels good to achieve 
the goal. Regardless, the person striving to complete the goal 
needs to buy in to it and understand WIIFM to be motivated. 
Goals are a cornerstone of performance management systems; 
they are inte gral to establishing standards of work performance/
performance expectations, measuring and monitoring ongoing 
work performance, summarizing end - of - year performance by 
conducting performance evaluations, and determining future 
performance levels. 

 Goals are also vital when addressing work performance that is 
not meeting performance expectations. Goals serve as an objec-
tive standard that the employee must strive to meet in order to 
remain a viable and productive member of the organization ’ s 
team. Formal counseling and appropriate corrective action are 
discussed and documented in terms of the performance goals 
that have been established for the behavior in question. They 
become the basis for a legal defense if the employer ’ s actions are 
challenged in court. 

 The trainer knows that the goal of training all employees in 
sexual harassment prevention by year - end is one of several goals 
that will be reviewed as part of the annual performance evalua-
tion process. Completing all goals will mean a signifi cant merit 
pay increase. Therefore, the trainer is strongly motivated to 
accomplish all goals on time. 

  Employee Involvement.  Involving employees in the formulation 
of goals assists with their buy - in and increases their motivation to 
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behave accordingly. Top - down goals that don ’ t involve employees 
are less likely to serve their purpose. Management has the respon-
sibility to set goals and should not agree to a goal that doesn ’ t 
serve the best interests of the whole organization. But discussion 
and compromise with employees who must meet the goals usu-
ally leads to a better outcome for all involved. 

 The training manager discussed the goal of training all 
employees in sexual harassment prevention with the trainer 
during the goal setting portion of the performance evaluation 
 process. The trainer felt very comfortable agreeing to this goal. 

  Periodic Progress Checks.  Periodically monitoring goal accom-
plishment status helps determine whether performance is pro-
ceeding according to plan. Progress can be acknowledged and 
problems can be addressed as necessary. Also, if business condi-
tions and organizational priorities change, performance goals can 
be altered and/or renegotiated to address new  circumstances. 

 On a monthly basis, the training manager reviewed with the 
trainer progress toward the goal of training all employees in 
 sexual harassment prevention by year - end. The trainer indicated 
that some departments were very cooperative and compliant 
in making sure their employees attended training when sched-
uled. The trainer also indicated that some departments were not 
cooperating in sending their people to the training. The training 
manager said he would speak with his managerial peers to resolve 
the issue. The trainer said he would schedule a limited number 
of additional training sessions to accommodate those who had 
missed the training the fi rst time around. Both agreed that busi-
ness conditions dictated that the goal would remain in effect. 

  Consistency Among Employees.  Employees with same or similar job 
titles and responsibilities should have attainable goals that refl ect 
their years of job - related work experience. More experienced 
employees should have higher goals that those for new employees. 

 The goal of training all employees in sexual harassment pre-
vention by year - end was achievable for the more experienced 
trainer. The goal of conducting new employee orientation on an 
as - needed basis was achievable for the less experienced trainer. 

  Goal Alignment.  Goals should be aligned so that employees 
achieving their individual goals will contribute to their depart-
ment ’ s achieving its goals. Department goal achievement should 
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contribute to the achievement of enterprise - wide strategic goals. 
Enterprise - wide strategic goals achievement should support the 
organization ’ s mission and vision. Each member of the enterprise 
contributes something different, but everyone ’ s efforts must pull 
in the same direction toward a common goal if the organization 
is to be successful. 

 The trainer goal of training all employees in sexual harass-
ment prevention by year - end contributes to the training 
 department ’ s goal of providing training programs on priority 
topics as determined by the organization ’ s annual training needs 
assessment. Fulfi lling the training department ’ s goal contributes 
to the enterprise - wide strategic goal of high employee satisfaction 
by actively supporting a harassment - free work environment. The 
enterprise - wide strategic goal supports the organization ’ s mission 
and vision that articulates the crucial contribution that employ-
ees make to the organization ’ s success. 

  Tools for Overcoming Denial and Resistance.  Goals are tools that 
can effectively support behavior change to overcome denial and 
resistance. Behavioral goals can provide an expectation of job 
performance that the employee, stuck in denial and/or resis-
tance, can view as an attainable next step. Short - term goals break 
down what might seem to be an insurmountable end result with 
intermediate steps that are achievable. 

 If the trainer had been in denial/resistance, the goal of train-
ing all employees in sexual harassment prevention by year - end 
would have been viewed as insurmountable. Establishing a short -
 term goal of conducting one sexual harassment prevention train-
ing program per week with an average of twenty - fi ve employees 
attending each session would have been viewed as attainable. It 
would have had the desired effect of moving the trainer out of 
denial/resistance and into exploration and ultimately commit-
ment to the goal of training all employees in sexual harassment 
prevention by year - end.    

  Barriers to Achieving Goals 
 Organizations generally take great care and spend enormous 
amounts of time and thought defi ning, communicating, measur-
ing, monitoring, maintaining, and improving a business strategy 
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that often includes a vision statement, mission statement, and 
goals. The system is intended to focus all employee efforts on the 
common purpose of making the enterprise successful. If goals 
are not clearly defi ned, effectively communicated and/or contin-
ually measured and monitored, the process of overcoming barri-
ers will be inhibited. 

 Defi ciencies in knowledge and skill as well as unproductive 
attitudes and behaviors will hinder goal achievement at the stra-
tegic, departmental, and/or individual level. The training and 
development work must focus on supporting positive change in 
employee knowledge, skills, attitudes, and behavior to remove 
barriers to accomplishing the organization ’ s goals. 

 A comprehensive training needs assessment process identi-
fi es areas in which change is necessary. The training professional 
will use interpersonal, business/management, and personal com-
petencies to undertake this crucial project. Chapter  3  discusses 
the needs assessment process that helps clarify and prioritize 
training needs and the performance changes that need to occur.                                 

 Summary   
   1.   Organizations consider themselves successful if they meet or exceed their 

own performance expectations.  

   2.   Organizations still apply the business and management theories of 
W. Edwards Deming and Peter Drucker.  

   3.   Vision, mission, and strategic goal alignment is a common business 
 strategy used by many organizations to strive for maximum performance.  

   4.   Training supports the organization ’ s vision, mission, and enterprise - wide 
strategic goal achievement by facilitating positive changes in employee 
knowledge, skills, attitudes, and behaviors that improve job performance 
and thus contribute to overall organizational performance.  

   5.   A training needs assessment process helps determine the priority of 
changes in knowledge, skill, attitude and behavior that will provide the 
greatest impact on achieving goals.  

  6.  Goals are invaluable tools for organizational success because, when used 
properly, they drive and support new behavior.
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Chapter Three

           N e e d s  A s s e s s m e n t           

   “ If we don ’ t change direction soon, we ’ ll end up 
where we ’ re going. ”  
 Professor Irwin Corey, Comedian    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Recognize the important role that needs assessment plays in 
focusing training resources  
  Differentiate between macro and micro model processes to 
determine training needs  
  Examine a case study that reviews training needs assessment 
result trends  
  Identify processes that organize and rank training needs data     

  Overview 
 An organized approach is necessary to identify and fulfi ll train-
ing needs. Organizations spend billions of dollars annually on 
 training — $129.6 billion in 2006, according to ASTD ’ s  2007 State 
of the Industry Report.  With such a sizable investment, organizations 
must use a process to prioritize and focus training resources. 

 Organizations can use many methods and tools to identify 
training needs. This chapter describes two different  processes, 
in a linear, step - by - step manner that both arrive at the same 
 destination — identifi ed training needs. Training needs  assessments 

•
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uncover the many changes needed for an  organization to achieve 
its goals. Some changes are achievable using a training interven-
tion, others are not. Some changes are more critical than  others. 
This chapter will demonstrate a useful tool called a selection grid, 
a method to categorize and prioritize issues and focus on the most 
critical changes fi rst.  

  Training Wants Versus Training Needs 
 The song lyric says,  “ You can ’ t always get what you want, but if 
you try sometime, you might fi nd, you can get what you need. ”  
With apologies to the Rolling Stones ’  Mick Jagger and Keith 
Richards, an organization can get all the training it wants on 
just about any topic imaginable.  Training ’ s 2005 Industry Report  
and its exclusive analysis of employer - sponsored training in the 
United States listed twenty - nine different training topics offered 
by  organizations. An unpublished research study by Moskowitz 
(2007) of 314 training needs assessments conducted from 1991 
to 2006 uncovered forty - nine distinct training topics that orga-
nizations identifi ed on their training wish list. Organizations 
must determine their training priorities to achieve the maximum 
return on this sizable resource investment. 

  Using Macro and Micro Models to Identify 
Training Needs 
 Organizations can use many different processes and tools to 
identify training needs and determine the training they require. 
Training priorities can be based on a macro model that views the 
organization ’ s entire business strategy and attempts to strengthen 
areas supporting strategic goal accomplishment as well as make 
changes to employee knowledge, skills, attitudes, and behavior to 
mitigate performance barriers. Or training priorities can also be 
determined by applying a micro model that uses a task analysis 
approach and focuses facilitating changes to employee knowl-
edge, skills, attitudes and behavior based on rating performance 
ability and task necessity levels in  “ key result areas ”  (KRAs) .  KRAs 
are the crucial aspects of a job for which performance indicators 
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are created, monitored, and used to determine an employee ’ s 
overall job performance. 

 Aspects of both macro and micro models may be combined 
to determine training needs. Each approach has the potential 
for success; each has strengths and weaknesses. As the song (sort 
of ) goes, you can always get the training you want, but if you try 
sometime, you might fi nd, you can get the training you need.  

  Strategic Goal Method: A Macro Model 
 The macro - model approach to identifying training needs focuses 
on the organization ’ s overall vision, mission, and enterprise - wide 
strategic goals. The purpose of the strategic goal process is to 
fi nd out, from as many people in the organization as possible, 
the strengths they believe support organization performance 
as well as the barriers they think prevent the organization from 
achieving maximum performance. Using a combination of one -
 on - one interviews, surveys and tapping into other sources of 
 organizational information, this assessment model will uncover 
the knowledge, skill, attitude, and behavior changes that need to 
occur for the organization to achieve its goals and fulfi ll both its 
vision and mission. 

  Gathering Information from Management.  The training profes-
sional must fi rst meet with the CEO, probably the person most 
focused and passionate about the organization ’ s vision and mis-
sion. If there is time for only two questions, they should be 

   1.   What knowledge, skills, attitudes and behaviors help support 
our vision and mission and  

   2.   What knowledge, skills, attitudes, and behaviors are barriers 
to our vision and mission?    

 Because accuracy is all - important, write down all of the CEO ’ s 
responses immediately. Waiting to make notes until after the 
meeting risks recall error. 

 The training professional must meet one - on - one with each 
member of the senior management team as well since these are 
the people who are probably most responsible and interested 
in the organization achieving one or more of its enterprise - wide 
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strategic goals. Again, if time permits only two questions, they 
should be 

   1.   What knowledge, skills, attitudes, and behaviors support our 
strategic goal achievement and  

   2.   What knowledge, skills, attitudes, and behaviors are barriers 
to our strategic goal achievement?    

 Again, write down all verbal responses during each meeting. 
 Depending on the size and demographics of the  organization, 

the training professional should try to organize a one - on - one 
meeting with each department manager since these are the 
people in the organization most focused on their departments 
achieving their goals. Again, if time permits only two questions, 
they should be 

   1.   What knowledge, skills, attitudes and behaviors support 
department goal achievement and  

   2.   What knowledge, skills, attitudes, and behaviors are barriers 
to department goal achievement?    

 Again, write down all responses immediately. 
 If the training professional begins the information - gathering 

process with the CEO, or the highest - ranking accessible member 
of the organization, the rest of the management team will get the 
message that this is an important meeting they need to make time 
for. Training professionals have learned from experience that 
the management team is likely to expound and discuss many more 
topics than strictly answering these two questions. This is good. 

 It is an opportunity for each member of the senior manage-
ment team to articulate their perceptions of the organization ’ s 
overall strengths and challenges and the integral role that train-
ing can play to provide strategic support and value. These con-
versations have the effect of exploring and confi rming the 
important roles and potential benefi ts that training can provide. 
Training becomes more than an obligation and a mandatory 
expense in the eyes of a skeptical management team member. It 
becomes a business partner that is a resource to be used to help 
accomplish business goals.  
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  Gathering Information from Management: 
A Case Study 
 The manager of staff education and development at the  University 
of California San Diego was fortunate to have this conversation 
every year with Chancellor Richard Atkinson, the CEO of the cam-
pus in the 1980s. In an extensive one - on - one conversation, he would 
ask Dr. Atkinson what was getting in the way of UCSD achieving its 
purpose. Dr. Atkinson ’ s insights were extremely important because 
a key role of the manager of staff education and development was 
to design, conduct, and evaluate training programs for staff. 

 Wonderfully, Dr. Atkinson would expound on his points, turn-
ing the planned fi fteen - minute meeting into a forty - fi ve -  minute 
discussion. He was the stereotypically brilliant absent - minded 
professor; his mind was everywhere. 

 Anyone meeting with him was always warned not to be insulted 
if he suddenly left the meeting to make or take a phone call 
because, if something occurred to him, he had to deal with it right 
away. But Dr. Atkinson never left his meeting with the manager of 
staff education and development. He was interested and engaged 
in the subject matter. And the vice chancellors were very warm and 
welcoming to the manager of staff education and development 
when he met with each of them. 

  CEO and Senior Management Receptivity.  CEOs and senior man-
agers in many organizations would welcome the opportunity to 
have this sort of conversation with the training professional if it 
resulted in a more organized and more focused training effort, 
higher organizational performance, and a greater return on a 
considerable training investment. Having this conversation with 
one of the highest - ranking individuals in the organization will 
clear the way to have conversations with other high - ranking indi-
viduals. If the CEO can fi nd the time to have this short meeting, 
then the other members of the senior team will be sure to fi nd 
the time as well. 

  The CEO: The Beginning.  If possible, the CEO would be the 
person to speak with fi rst. If the CEO is not available, then begin-
ning with another member of the senior management team 
would be the next best choice. The process should not be delayed 
because the meeting with the CEO is delayed. 
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  Data - Gathering Mode.  At this point in the process, the training 
professional is strictly in a data - gathering mode, not evaluating or 
judging the worthiness or accuracy of what the individuals say. The 
training professional should not respond with solutions, training 
or otherwise, to the reported problems. That is not the mission 
of the moment. The mission for now is to collect information on 
what these individuals think are the facilitators and barriers to the 
organization achieving its strategic goals. Gathering the informa-
tion, writing it down immediately, and thanking the interviewee 
for sharing should be the training professional ’ s only focus. 

 After conversations with the CEO, senior managers, and 
department managers, the next step is to collect information 
from supervisors. It is always desirable for the training profes-
sional to have one - on - one conversations with supervisors. If the 
organization is large, this may be a challenge due to the number 
of people in supervisory roles. If individual meetings are logisti-
cally diffi cult, the training professional can gather data from the 
supervisors through small - group meetings, staff meetings, sur-
veys, or other convenient communication mechanisms. 

 Supervisors focus on their departmental goals and the people 
who report to them. Ask the supervisor, or group of supervisors: 

   1.   What are the skills, knowledge, attitudes, and behaviors that 
support your staff members accomplishing their goals and  

   2.   What are the barriers they face? Again, record the responses 
without evaluating, judging, or responding with any problem -
 solving or training - related strategies.    

  Data - Gathering Guidelines.  The training professional must 
respect specifi c data gathering guidelines. The goal is an  honest, 
forthright sharing of potentially sensitive information from peo-
ple with signifi cant organizational power. The training profes-
sional must protect the trusting relationship with the interviewee. 
To ensure trust, follow four key communication principles: 

   1.   Tell the interviewees the reason for the meeting: to fi nd 
out, from each person ’ s perspective, the existing barriers to 
achieving the organization ’ s goals. The training professional 
must tell the interviewee that the provided information will 
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be used to formulate training recommendations to address 
the needs discussed.  

   2.   The training professional must also tell all interviewees about 
the complete data - gathering process. It is important to inform 
each interviewee, for example, that one - on - one interviews will 
be conducted with the CEO and all managers and that a survey 
will be sent to supervisors and non - supervisory employees. Also 
tell each interviewee that other sources of information will be 
reviewed (such as productivity reports, turnover statistics, per-
formance evaluations, and health and safety records) so they 
know that this is a comprehensive data gathering process.  

   3.   The interviewees must know that information collected in one -
 on - one interviews will be reported in trend form; no one indi-
vidual ’ s point of view will be revealed. Continue to honor this 
commitment of anonymity and confi dentiality throughout the 
data - gathering process and submission of the results report to 
the decision - makers. The reputation and future of the training 
professional and the training effort depend on such discretion.  

   4.   Inform the interviewees of the time frame for reporting 
results so they know when they can expect to hear recom-
mendations and can plan accordingly. For instance, if the 
meetings are being conducted in the fi rst quarter of the year 
(either fi scal or calendar), is it reasonable to expect to report 
the results in the second or third quarter? The training pro-
fessional should anticipate, as best as possible, how long it 
will take to complete gathering data and writing the report. 
The following chapters of this book delineate the processes 
involved in organizing and ranking the collected informa-
tion. That also gives the training professional an idea of the 
time necessary to adequately prepare recommendations    

  G a t h e r i n g  I n f o r m a t i o n  f r o m  N o n  -  S u p e r v i s o r y  E m p l o y e e s 

 Non - supervisory employees are an important information source 
for training needs. They have an interest in achieving their indi-
vidual goals, their department achieving its goals, the organiza-
tion achieving its strategic goals, and the company fulfi lling its 
overall mission and purpose. Because of the number of people 
involved, this will be a diffi cult group for the training professional 
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to meet with one - on - one or in group meetings. For the purpose 
of the training needs assessment process, the best way to receive 
information from this group is via survey. 

  Writing a Training Needs Assessment Survey.  Rather than ask-
ing the question,  “ What, in your opinion, is supporting and/or 
getting in the way of achieving your individual goals? ”  it is more 
productive and informative to create a survey that lists a series 
of job - related skills, knowledge, and abilities and ask,  “ Which of 
these knowledge and/or skill areas, if enhanced, would have the 
greatest impact on your ability to achieve the goals of your job? ”  
A rating scale next to each job - related knowledge/skill would 
measure responses ranging from low to high impact. The com-
bined responses from all survey participants will enable the 
training professional to ascertain the knowledge and skills 
the respondents perceive have the lowest to highest impact 
on their ability to achieve their goals. The survey could look 
 something like the one in Exhibit  3.1 .   

Exhibit 3.1. Training Needs Assessment Survey

The training department in your organization plans to offer training  programs based 
on the needs identifi ed by all members of the organization. This is your opportunity 
to help determine the direction and scope of future training programs. Please review 
the entire survey and once completed, return to the training department. Results 
will be distributed to the entire  organization once the needs assessment process is 
completed. Thank you for your time and effort in completing this survey.
Regards,
[Training Manager Name and Signature]

Directions: Please review each of the skill/knowledge areas listed below. If your 
skill/ knowledge were enhanced in each area, please indicate the impact 
you believe each would have on your ability to achieve the goals of your 
job. Please place a checkmark in the appropriate space.

A Practical Guide to Training and Development: Assess, Design, Deliver, and 
Evaluate. Copyright © 2008 by John Wiley & Sons, Inc. Reproduced by 
permission of Pfeiffer, an Imprint of Wiley. www.pfeiffer.com
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Exhibit 3.1. CONTINUED

Knowledge/Skill Low Impact High Impact

Communication _________ _________
Computer _________ _________
Handling Confl ict  _________ _________
Culture and Diversity  _________ _________
Customer Service  _________ _________
Equipment Operation  _________ _________
Health and Safety  _________ _________
Dealing with Change  _________ _________
Leading Effective Meetings  _________ _________
Motivation  _________ _________
Performance Evaluation  _________ _________
Planning  _________ _________
Policies and Procedures  _________ _________
Presenting to Groups  _________ _________
Problem Solving/Decision Making  _________ _________
Product Knowledge  _________ _________
Project Management  _________ _________
Sales  _________ _________
Selection Interviewing  _________ _________
Sexual Harassment Prevention  _________ _________
Team Effectiveness  _________ _________
Time Management  _________ _________
Total Quality Management  _________ _________
Wellness  _________ _________
Writing Skills  _________ _________
Other  _________ _________
Other  _________ _________
Other  _________ _________

A Practical Guide to Training and Development: Assess, Design, Deliver, and 
Evaluate. Copyright © 2008 by John Wiley & Sons, Inc. Reproduced by 
permission of Pfeiffer, an Imprint of Wiley. www.pfeiffer.com
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  Maximizing Survey Participation.  Different structures and 
 wording would need to be used, depending on whether this were 
a paper or electronic survey, but in either case, ensuring as close 
to 100 percent survey participation as possible is vitally important. 
Rewards for participating such as prizes or raffl es work exceed-
ingly well. Extremely high levels of survey participation, combined 
with the results of the management and supervisory interviews dis-
cussed previously, will give the training professional the raw infor-
mation to determine the organization ’ s most important training 
needs. If only a small percentage of non - supervisory employees 
complete the survey, signifi cant data will be missed, and the ability 
to draw conclusions about training needs will be compromised. 

  U s i n g  O t h e r  I n f o r m a t i o n  S o u r c e s  

 In addition to conducting interviews and surveys, the training 
professional needs to explore other sources of organizational 
information to discover additional factors that prevent the orga-
nization from achieving its goals such as 

  Customer satisfaction surveys and/or comment cards  
  Employee performance appraisals  
  Exit interview data trends  
  Production reports  
  Employee opinion surveys  
  Workers ’  compensation reports  
  Accident reports  
  Employee assistance program utilization reports  
  Lawsuits  
  Audits  
  Accreditation reports    

 Each of these data points might provide insight into potential 
facilitators and barriers to enterprise - wide strategic goals, depart-
mental goals, and individual goals.   

  Task Analysis Method: A Micro Model 
 Training ’ s essential function is to facilitate change in employee 
knowledge, skills, attitudes, and behavior that supports the 

•
•
•
•
•
•
•
•
•
•
•
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 organization ’ s mission and goal achievement. The task analysis 
model uses a step - by - step process that 

   1.   Rates employee ’ s level of ability to perform job tasks within a 
key result area;  

   2.   Rates the necessity for each job task performed; and  
   3.   Recommends an action plan that focuses on improving 

knowledge and skills so employees can more effectively per-
form essential job tasks within a key result area.    

 Other practices can be used to analyze employee task perfor-
mance. Managers can observe employee behaviors in the fi eld 
and use a checklist to note the knowledge and skills that need 
improvement. Tests can be administered to assess job knowledge. 
Reviewing past performance appraisals can uncover performance 
defi ciencies in key result areas. According to this analysis and 
resulting training interventions, the goal is to improve individual 
job performance which leads to improved departmental goal 
achievement which will lead to improved enterprise - wide strate-
gic goal achievement which will lead to a greater fulfi llment of 
organization mission and purpose. 

 The job task analysis model fulfi lls several important 
 functions: 

  It is most appropriate to assist managers and/or supervisors 
and their direct reports in pinpointing knowledge/skill areas 
that are priority for training;  
  It can assess future career development knowledge/skill needs 
and help prepare employees for their next job(s) within the 
organization;  
  It can serve as a tool to develop an orientation program for 
new employees;  
  It can help create course curricula for specifi c key result areas 
within specifi c job classifi cations, such as management, super-
visory, customer service or sales; and  
  As part of a performance appraisal process, it creates a priority 
list and action plan toward knowledge, skill and/or behavioral 
change and development in key result areas. And the process 
documents progress toward achieving desired changes.    

•

•

•

•

•
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 Once the decision - makers decide to proceed with an 
 organization - wide training initiative centered around a task anal-
ysis model, the process starts with a complete listing of job tasks 
for all classifi cations of employees. 

  I d e n t i f y i n g  J o b  Ta s k s 

 To identify training needs, a list of specifi c tasks necessary to per-
form a particular job needs to be generated. An up - to - date job 
description is ideal for this purpose as are descriptions of key result 
areas that contain performance standards as well as specifi c job 
tasks. If job task descriptions are not available, managers and their 
direct reports can develop this list together. Succinct statements 
(e.g., interview job applicants, prepare monthly fi nancial state-
ments), not detailed descriptions of job duties, are most desirable; 
the goal is to create an uncomplicated list of essential job tasks. 

 The job task list can be created in a number of different 
ways. The direct report may develop the list independently and 
submit it to the manager for review and additional input if nec-
essary; the direct report and the manager may develop the list 
jointly; or the manager alone may develop the list. Which method 
to  follow probably depends on the particular employee ’ s job 
experience level. More experienced employees can create the list 
more  independently; less experienced employees will need assis-
tance from their managers. 

 All tasks for each key result area should be listed for each job 
classifi cation. The appropriate number of job tasks varies depend-
ing on the complexity of the position. The correct number of 
tasks is the complete list of tasks. A large number of tasks may be 
perceived as overwhelming and potentially discouraging ( “ How 
can I possibly provide/receive training for all those skills? ” ) for 
both managers and employees, and a signifi cantly smaller num-
ber of statements may mean that important essential job tasks 
may be omitted. Both managers and their direct reports should 
put aside such concerns for now and focus on making sure that a 
complete list of job tasks for each key result area is in place.  

  R a t i n g  L e v e l s  o f  A b i l i t y  a n d  Ta s k  N e c e s s i t y 

 The manager and direct report must now answer two questions 
related to each job task: 

c03.indd   60c03.indd   60 6/17/08   7:00:23 PM6/17/08   7:00:23 PM



Needs Assessment  61

   1.   What is the present ability level of the employee for each? and  
   2.   How necessary is adequate performance of the job task to 

meet position expectations?    

 The combined answers to these two questions will reveal 
either a discrepancy, indicating a training need or a match, 
indicating no change in knowledge and skill is necessary at this 
time. A sample form can be completed that allows for separate 
rating scales for levels of ability and task necessity for each job 
task within each key result area. As seen in Exhibit  3.2 , the fi rst 
space on the left of each continuum represents the lowest pos-
sible  rating and the last space on the right of each continuum 
representing the highest possible rating.    

  I d e n t i f y i n g  P r i o r i t y  Tr a i n i n g  N e e d s 

 By examining the responses to questions 1 through 8 for each job 
task within each key result area, training needs become clearer. 
Job tasks where  “ level of ability ”  is rated low and  “ level of task 
necessity ”  is rated high indicate the most critical training needs. 
Job tasks where level of ability is rated low and level of task neces-
sity is rated moderate indicate the next most critical  training 
needs. Job tasks where level of ability is rated moderate and level 
of task necessity is rated high indicate the next most important 
training needs. Job tasks where level of ability is rated low or 
moderate and level of task necessity is rated low or moderate may 
indicate areas for future training and career development.  

  C o m p l e t i n g  t h e  Tr a i n i n g  A c t i o n  P l a n 

 The Training Action Plan is a straightforward, brief document 
that summarizes the collected information and adds the ele-
ments of criticality, training activity, and timeframe for comple-
tion. Depending on the level of ability and level of task necessity 
as indicated in the previous section, the plan assigns a rating 
of (1) Critical Training Need; (2) Moderate Training Need; or 
(3) Future Training Opportunity to each job task. The plan then 
identifi es training activities for each job task to provide the neces-
sary change in knowledge, skills, attitudes, and behavior.  Training 
activities may include internal programs, external programs, self -
 paced programs, or other sources of training discussed more 
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Exhibit 3.2. Rating Ability and Task Necessity Levels

Key Result Area:
Task:
Rating Levels of Ability
Levels of ability are determined by fi lling in the appropriate space for each 

question for each job task. Manager and direct report must agree on 
each rating.

1 2 3 4 5

1.  How is the direct report viewed by 
others?

Novice Expert

2. How much supervision is required? Hands-On Hands Off

3.  What is the current level of 
 expertise?

Low High

4. How often are errors made? Frequently Infrequently

Rating Levels of Task Necessity

Levels of task necessity are determined by fi lling in the appropriate space for each 
question for each job task. Manager and direct report must agree on 
each rating.

1 2 3 4 5

5.  How often is the task performed? Frequently Infrequently

6.  How important is the task to the 
whole job?

Essential Not Essential

7.  What impact do errors have on the 
organization?

Large Small

8.  What contribution does this task 
make to departmental and /or 
 strategic organizational goals?

Signifi cant Insignifi cant

A Practical Guide to Training and Development: Assess, Design, Deliver, and 
Evaluate. Copyright © 2008 by John Wiley & Sons, Inc. Reproduced by 
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thoroughly in a future chapter. An estimated completion date, 
usually described in terms of quarters (Q1   �   January to March; 
Q2   �   April to June; Q3  �    July to September; Q4   �   October to 
December) pinpoints the commitment and increases the likeli-
hood that both manager and employee will follow through.  

  M o n i t o r i n g  a n d  M e a s u r i n g  P r o g r e s s  a n d  C h a n g e 

 The manager should examine employee performance data on as 
many job tasks as possible before the employee engages in train-
ing activities. In this way, the manager can capture pre -  and post -
 training levels of job task performance to demonstrate training ’ s 
return on investment and contribution made to achieving the 
organization ’ s goals. 

 The manager should also, with the employee ’ s permis-
sion, place this training action plan in the employee ’ s person-
nel fi le so it can be referred to in future one - on - one meetings. 
The plan is the written document that comes out of the analysis 
that serves as a timeline for training activities and their approxi-
mate completion dates. At least quarterly, the manager should 
monitor the progress of each employee ’ s plan to ensure that the 
employee is meeting estimated completion dates and to provide 
 encouragement. 

 If all managers complete their task analyses for each job clas-
sifi cation they supervise and submit them to a central collection 
point, the organization can create a training matrix (described 
later in this chapter) for each job classifi cation that identifi es a 
program to enhance skills and knowledge for each job task. The 
training matrix serves as a program resource to improve knowl-
edge and skill for any job in the organization. 

 Applying this process to a new employee whose ability levels 
are low in highly necessary tasks should provide the emphasis and 
a good portion of the agenda for new employee orientation train-
ing. It is the most frequently offered training program offered by 
organizations in the United States. It is a tremendous opportu-
nity for new employees to learn knowledge, skills, attitudes, and 
behaviors deemed a priority and related to key job performance 
result areas. Imparted through training at the beginning of 
employment on both an enterprise - wide and departmental level, 
new employee orientation can serve as a positive and infl uential      
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beginning of the employee ’ s relationship with the organization ’ s 
training efforts.   

  Examining Task Analysis:  A Case Study 
 The (fi ctitious) manager of administrative services (Chris) must 
identify the training needs for the receptionists and administra-
tive assistants who Chris supervises. The receptionists and admin-
istrative assistants support several managers at various locations 
throughout the organization. The manager will need to rate each 
receptionist and administrative assistant separately on their level 
of ability and level of task necessity in each key area. 

  Identifying Job Tasks.  Chris prepares a list of job tasks per-
formed by the receptionists and administrative assistants group 
under the key result area of  “ positive contact with others ” : 

   1.   Meet and greet visitors  
   2.   Answer phones  
   3.   Take messages/direct messages to voice mail  
   4.   Respond to e - mails  
   5.   Prepare correspondence  
   6.   Handle complaints  
   7.   Document customer interaction using proprietary software    

  Rating Levels of Ability and Task Necessity.  Chris is now ready 
to meet with the fi rst employee (Pat) to rate Pat ’ s ability level to 
perform each task and the criticality of each task. This part of 
the process could have been conducted separately by each party 
or by the manager, but Chris decides to do it in a meeting with 
Pat. 

 They fi rst review the job task list under the key result area 
 “ positive contact with others ”  and decide that tasks 1 through 7 
represent the most important elements. Then Chris says some-
thing to the effect of  “ Let ’ s begin with your assessment of your 
current levels of ability to perform each task and your percep-
tion of the level of job necessity that each task represents. Be as 
honest as you can; this is not your performance evaluation. I will 
help as necessary by sharing my observations and experiences. ”  
They examine each of the seven job tasks, answering questions 
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1 through 8 from the rating form, then mutually agree on the 
rating for each question. Below is a summary of the results:

  Job Task   Level of Ability   Level of Task Necessity 

  Meet/greet visitors   High   High  
  Answer phones   High   High  
  Take messages   High   High  
  Respond to e - mails   Moderate   Moderate  
  Handle complaints   High   High  
  Prepare correspondence   Low   Moderate  
  Use proprietary software   Low   High    

  Identifying Priority Training Needs.  Based on rating levels of 
ability and task necessity, Chris and Pat agree on the most critical 
training needs, the tasks that are low in ability level and moder-
ate to high in level of task necessity: preparing correspondence 
and using proprietary software. 

  Completing the Training Action Plan.  The fi nal step in the needs 
assessment process is for Chris and Pat to jointly complete the 
training action plan. Based on identifi ed training needs and the 
fact that the discussion is taking place in the early stages of Q4, 
the training action plan would look like this:

Job Task Training Activity Est. Completion Date

Prepare 
  correspondence

Writing Skills 
  Workshop

Q1

Use proprietary 
 software

Vendor Training 
 Program

Q2

  Extending the Process to Other Employees.  Chris can now replicate 
this process through individual meetings with each of the admin-
istrative assistants and receptionists. Information on job tasks 
and rating levels of ability of task necessity would be tailored to 
the outcomes of the discussion with each employee as would the 
training action plan. 

  Monitoring and Measuring Progress and Change.  Chris  calendars 
and regularly checks in with each administrative  assistant 
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and receptionist to discuss progress (or lack thereof ) toward 
 completing the training action plan. It doesn ’ t take very long to 
do and Chris feels it is a great use of time. Chris knows that the 
staff appreciates the interest, support, and attention; it has helped 
motivate them to complete their training plans. It ’ s almost as if 
they would be letting Chris down if they fell short. Chris has also 
documented pre - training performance data for each job task that 
the administrative assistants and receptionists will receive training 
for so the contribution that training has made to achieving both 
departmental goals and the organization ’ s strategic goals can be 
documented. For instance, Chris has documented that it took Pat 
an average of fi ve drafts (equal to forty - fi ve minutes) to prepare a 
letter. Pat also expressed exasperation and frustration at needing 
to produce so many multiple drafts to arrive at an acceptable doc-
ument. After Pat attends the writing skills workshop during Q1, 
Chris will note how many fewer drafts (and less time) it will take 
to prepare an acceptable letter, along with the time savings and 
anecdotally reported reduced frustration.   

  Needs Assessment Frequency 
 How often the needs assessment process should be repeated is 
a diffi cult question to answer. Conducting training needs assess-
ments is an exhaustive, time - consuming, and expensive process 
that yields tremendously important data. The investment that the 
organization has made in the training effort is enormous, so it is 
important to focus training resources on priority needs. Annual 
assessments would be ideal, although conducting one every two 
or three years is probably adequate. Some of the factors that 
would drive the necessity to conduct training needs assessments 
more frequently are the following: 

   1.   Changes in the industry (i.e., product and/or service 
 technology);  

   2.   Changes in employees (i.e., turnover); and  
   3.   Changes in enterprise - wide strategic goal performance.    

 Any or all can determine the frequency with which a training 
needs assessment should be undertaken. 
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  Needs Assessment Result Trends:  A Case Study 
 The professional literature has contained sparse information 
concerning the needs assessment processes organizations gener-
ally follow and the results they produce. An unpublished study 
by Moskowitz (2007) analyzed a large number of needs assess-
ments conducted over several years to determine whether a trend 
existed in the results they produced. 

  D a t a  C o l l e c t i o n 

 From 1991 to 2006, 314 training needs assessments using the 
macro strategic goal model were conducted in companies 
throughout San Diego County. The organizations ranged in size 
from one hundred employees to several thousand. A wide variety 
of product/service providers were represented, including health-
care, manufacturing, biotech, pharmaceutical, nonprofi t, real 
estate, temp. agencies, insurance, government, banking, retail, 
aerospace, travel and leisure, computer hardware and software, 
telecommunications, engineering, and utilities.  

  D a t a  A n a l y s i s 

 A total of 211 different topic areas were uncovered, grouped into 
forty - nine standard topic areas. Frequency of mention was tabu-
lated for the topic areas, as seen in Figure  3.1 .    

  R e s u l t s 

 The twelve topics listed below were most frequently mentioned 
in the 314 assessments and were ranked as either a fi rst or second 
priority, as indicated:

Training Topic
Frequency of 
Mention

Ranked 
Number 1

Ranked 
Number 2

1. Communication 131 36 32
2. Product Knowledge 109 28 33
3. Customer Service  99 37 21
4.  Leadership and 

 Management
 88 20 20
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 5. Computer Skills  79 21 10
 6. Team Building  76 11 24
 7. Performance 

Appraisal
 74 19  5

 8. Health and Safety  68 22 12
 9. Coaching and 

 Counseling
 62 14  5

10. Time Management/ 
Delegation

 60 10  6

11. Selection 
 Interviewing

 49 20 10

12. Sales  40  7 13

  D i s c u s s i o n 

 Because the existing literature on training needs assessment 
results is sparse, it is diffi cult to compare the results of this 
 fi fteen - year longitudinal study with any other study. It appears 
to be the most complete effort to date to determine whether 
a  commonality of training needs exists across organizations, 
regardless of their size or industry type. The results of this 
study are clear: A cluster of specifi c knowledge and skill areas, 
led by communication training, are viewed as training priorities 
and have consistently been viewed this way for the past  fi fteen 
years. 

 The reasons for this fi nding are interesting to explore. It 
could be that this cluster of knowledge and skills has consistently 
ranked highest because these capabilities are viewed as most 
important to accomplishing the organizations goals. It seems 
intuitive that enhancing employee knowledge and skills associ-
ated with these top - ranked topics would contribute to the organi-
zation ’ s success. 

 Additionally, perhaps these are the knowledge and skill sets 
that continually rank high in need because ongoing and rapidly 
changing technology requires immediate and continuous knowl-
edge and skills updating, especially product knowledge and com-
puter skills. These are also the knowledge and skills areas that 
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Needs Assessment  73

affect all the organization ’ s employees, so the training need is 
pronounced throughout the ranks. 

 The specifi c reasons these knowledge and skill sets consis-
tently rose to the top of the training need list over the fi fteen 
year study are open to speculation and further investigation. It 
seems safe to say that regardless of the reasons, organizations 
would serve their vision and mission by enhancing employee 
capabilities in these and other areas that rank high in training 
needs assessment results.    

  Resistance to the Needs 
Assessment Process 
 Organizations report the training topics they provide to their 
employees. However, there seems to be a lack of information 
available in the literature regarding training needs assessment 
results. It is diffi cult to determine the reasons for this fi nding. 
It ’ s possible that assessments are being frequently conducted 
and results not reported because of organizational reluctance to 
reveal sensitive information. Conversely, it ’ s possible that assess-
ments are not being done very frequently. 

 If the latter is true, there are several potential reasons that 
organizations may not be initiating a training need assessment 
process; 

  A lack of senior management ’ s willingness to examine the 
organization ’ s training needs  
  A lack of expertise in how to conduct a needs assessment  
  A lack of perceived need to initiate a needs assessment process 
(comfort with the status quo)  
  A lack of available resources to focus on a needs assessment  
  An abundance of training resources so there is no perceived 
urgency to prioritize needs and initiate an assessment process  
  The belief that training already focuses on perceived needs so 
collecting validating data is not necessary    

 The organization ’ s senior management team must collectively 
decide to initiate a training needs assessment process before 
any such efforts will occur. They need to perceive the value of 

•

•
•

•
•

•
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74  A Practical Guide to Training and Development

 identifying, prioritizing, and addressing training needs before 
the assessment effort can be launched.  

  Using Needs Assessment Results 
 Lack of teamwork. Communication gaps. Inability to manage con-
fl ict. Unclear job description and performance goals. Resistance 
to change. Product knowledge defi ciencies. Slow to market. Bad 
hiring decisions. Unwarranted terminations. Poorly executed per-
formance evaluations. Not addressing good or bad work perfor-
mance. Not customer friendly. Allegations of sexual harassment. 
High turnover rates. Staffi ng defi ciencies. Compensation inequi-
ties. Computer problems. Policy and procedure issues. 

 Common issues that normally surface during the training 
needs assessment process are all serious and potentially fatal to the 
organization ’ s ability to fulfi ll its vision and mission and achieve 
its enterprise - wide strategic goals. Some or all of the issues may 
need immediate attention. Challenge number one, after complet-
ing the needs assessment process, is to review all of the informa-
tion gathered and decide how to categorize, rank and address the 
issues appropriately. Categorizing must precede ranking. 

  Categorizing Results:  Training or 
Non -  Training Issues 
 In this context, to categorize means to differentiate barriers to 
goal achievement that can most likely be remedied via training 
from barriers to goal achievement when a different problem -
 solving approach is more appropriate. Not all issues raised in the 
needs assessment can or should require a training program. By 
noting and addressing non - training - related issues separately in 
the needs assessment report to the decision makers, the training 
professional is forwarding important data to the appropriate man-
agement people for review. While not an exhaustive treatment, 
listed below are some of the frequently mentioned training and 
non - training - related issues uncovered during a needs assessment. 

  Motivation.  Employees who lack motivation are stating that they 
feel no reason (motive) to meet or exceed  performance expec-
tations. Management must deal with this problem  effectively or 
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Needs Assessment  75

not achieve organizational goals. Problems could have originated 
from a variety of potential sources that the employees perceive 
negatively: leadership and/or management styles, compensation 
and benefi ts, incentives, performance management, and/or staff-
ing. Management must address motivation - related issues to fulfi ll 
the organization ’ s vision and mission. 

  Leadership and Management.  On an ongoing basis, leaders 
and managers infl uence the activities of individuals and groups 
to achieve organizational goals in given situations. Knowledge, 
skills, attitudes, and behaviors are required to effectively perform 
this role on a daily basis. Defi ciencies in this competency will have 
far ranging negative consequences throughout the organization. 
Interventions, including training, have the potential for improv-
ing leader and manager competencies. 

  Compensation, Benefi ts, and Incentives.  Employees must believe 
their compensation, benefi ts, and incentive packages are fair 
or their job performance levels may be depressed. Fairness is 
an extremely subjective and diffi cult concept to defi ne. Fairness 
appears to be present when compensation, benefi ts, and incen-
tive comparisons with organizations of similar size,  product/
service, and geographic location show minimal differences. 
 Compensation and benefi ts survey data can determine whether a 
gap exists and needs to be addressed. 

  Performance Management Systems.  Performance management 
systems, those structures in the organization that infl uence job 
performance, can serve to either help or hinder employee goal 
achievement. Mechanisms must be in place that measure and 
monitor individual performance. Action must be taken on a con-
sistent and continual basis to reward positive performance and 
address negative performance. Future goals must be established 
and communicated to achieve retention and career development. 

  Staffi ng.  Too much work to do with too few employees, 
over an extended time period, diminishes individual job per-
formance and results in burnout, disability, and turnover. Too 
many employees also diminishes individual job performance and 
causes an inordinate salary expense that lessens the organiza-
tion ’ s ability to achieve its fi nancial goals. Organizations need to 
calculate the correct number of people in each job classifi cation 
to adequately handle the workload fl exibly to deal with cyclical 

c03.indd   75c03.indd   75 6/17/08   7:00:39 PM6/17/08   7:00:39 PM



76  A Practical Guide to Training and Development

increases and decreases in business volume. Hiring and retention 
processes must maintain the proper employee number per job 
classifi cation. 

  Policies and Procedures.  If there is a lack of complete, accurate, 
and up - to - date operational policies and procedures for executing 
particular processes, recommend creating and/or rewriting poli-
cies and procedures so they are complete and up - to - date. If the 
issues revolve around human resource policies and procedures, 
recommend creating and disseminating an employee handbook. 
Alternatively, if the issue is that the policies and procedures are 
fi ne, but people don ’ t know about or follow them, then inform-
ing them through training would be the appropriate remedy. 
The change that needs to occur is different depending on the 
true source of the problem. 

  Facilities.  A variety of facilities - related issues may prevent goal 
achievement. Perhaps cramped work areas inhibit performance. 
Insuffi cient parking and/or lack of access to the worksite via mass 
transit may cause a problem. Heating and/or air conditioning 
malfunctions may make working conditions less pleasant. Food 
service limitations, such as a lack of adequate eating facilities, 
may be identifi ed. Perhaps the neighborhood in which the work-
site is located is perceived as unsafe so people are concerned 
about their personal health and safety. No amount of training 
can correct these infrastructure problems. But just because train-
ing cannot correct them doesn ’ t mean they should be ignored. 
They should be included as fi ndings in the needs assessment 
report and discussed by senior management. 

  Equipment.  Equipment issues, be they manufacturing/ 
production, computer/Internet, or telecommunication - related, 
may prevent employees and the organization from achieving 
goals. Obsolete equipment may be slow, may break down more 
often, and be more costly to maintain and repair than the lat-
est model. Old and slow computers operating outdated software 
present all sorts of problems. Telecommunication infrastruc-
ture defi ciencies can affect many business processes and greatly 
inhibit an organization ’ s competitive edge. No amount of 
 training can update equipment or computers. These are issues, 
if identifi ed, that need to be reported and addressed by senior 
management. 
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 If, however, the issue is that the existing equipment is fi ne, 
but that employees don ’ t know how to operate it effi ciently and/
or safely without breaking it or injuring themselves, then it is 
more likely that training can address/solve the problem directly. 
Similarly, if software is up - to - date, but employees don ’ t know how 
to use it, then training may solve that problem as well.  

  Ranking Results 
 The list of training needs that are identifi ed through a compre-
hensive assessment process is daunting. The training professional 
cannot deal with all of them simultaneously. A process must be 
created to prioritize items so that the most pressing needs, those 
that have the greatest impact on the enterprise - wide organiza-
tional goals, are addressed fi rst. 

  Overcoming Ranking Diffi culties.  Categorize the original list 
of needs to reduce the list. Include only those that training can 
address through improving employee knowledge, skills, attitudes, 
and behavior. Then the training professional must rank the list. 
Ranking is not an easy task considering the breadth of the issues 
identifi ed. Most, if not all, of the issues raised in the needs assess-
ment appear important. Most, if not all, seem to require some 
level of immediate attention. Most, if not all, appear to lead to 
dire circumstances if they are not immediately addressed. 

  Understanding Ranking Requirements.  Ranking is required 
because it will be impractical (if not impossible) to facilitate 
knowledge, skills, attitude, and behavior change to address each 
issue simultaneously. Time and resource limits are important 
considerations. Too much change in a short period of time can 
cause unnecessary upheaval and discomfort. The training profes-
sional must determine priorities before beginning the change 
process. 

 The training professional ’ s ultimate goal is to initiate 
 improvements to employee knowledge, skills, attitudes, and 
behaviors that will have the greatest positive impact on the 
 organization ’ s strategic goals. The professional ’ s gut feeling 
may point to topic A, that changes in people ’ s behavior related 
to topic A will have a great impact on the organization ’ s strate-
gic goals. But as the saying goes:  “ In God we trust; everyone else 
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bring data. ”  The training professional must provide  supporting 
documentation to the decision - makers who will approve the 
training initiative. 

  Using a Selection Grid.  Many processes can be used that assist 
in making a subjective process more objective. Applying a pro-
cess called a selection grid is useful for ranking items based on 
established criteria. A selection grid is an excellent method for 
ranking the list of training topics that the needs assessment pro-
cess generated. See Figure  3.2  for an example.   

 The spreadsheet lists each topic area in a column down the 
left - hand side, and the organization ’ s enterprise - wide strategic 
goals are listed across the top. Using the same 1 to 5 scale, the 

Strategic Goals

Customer 
Satisfaction Sales

Employee 
 Satisfaction Net Profi t Total

T
ra

in
in

g 
To

pi
c

Communication 5 5 4 3 17

Computer Skills 5 3 3 3 14

Confl ict 
 Management

5 2 4 2 13

Customer 
 Service

5 5 3 4 17

Leadership/ 
 Management

3 3 5 3 14

Managing 
 Change

4 3 4 2 13

Product 
 Knowledge

5 5 3 5 18

Team Building 2 3 5 3 13

Sales 4 5 2 4 15

Time 
 Management

2 3 3 3 11

Writing Skills 2 2 2 2  8

Figure 3.2. Selection Grid for Prioritizing Training Projects
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impact of the anticipated knowledge/skill/attitude/behavior 
improvement represented by each training topic on each organiza-
tional strategic goal is noted in each cell. Summing the total score 
for each training topic will reveal the knowledge or skill changes 
that will have the greatest potential impact. Approximately 5 to 10 
percent of the topics will yield the highest scores, 80 to 90 percent 
of the topics will score in the middle of the range, and 5 to 10 
percent of the topics will score at the low end of the continuum. 
The training professional should recommend the topics with the 
highest scores to the decision - makers as training priorities for 
the organization. Each topic had appeared important before the 
selection grid process. After completing the process, it is apparent 
from the selection grid that training in product knowledge, com-
munication, and customer service that would have the greatest 
impact on the organization ’ s strategic goals. 

  Solo or Group Process.  The selection grid is the basis for train-
ing recommendations to the organization ’ s decision - makers. 
The training professional can undertake the selection grid 
process alone. If, however, the professional ’ s sole opinion is 
not suffi cient, then a team approach is warranted. Involve as 
many decision - makers as possible in rating the grid cells. Then 
the decision - makers are more likely to buy into the process and 
resulting selection grid. 

 After the arduous process of identifying and organizing train-
ing needs data has been completed, the training professional is 
ready to begin designing training. The many important consider-
ations and decisions that affect this part of the process will begin 
to be discussed in the next chapter.          

           Summary      

   1.   Organizations make a sizable fi nancial investment in training and 
development to support their vision and mission.  

   2.   Organizations need to embark on a training needs identifi cation and 
prioritization process to focus training resources on the most urgent 
knowledge and skill development issues.  

   3.   The assessment process needs to involve data collection from all orga-
nizational levels as well as from reports and other data sources.  
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   4.   A case study involving 314 completed training needs assessments 
 indicated that a cluster of training topics appears to continually 
rank highest.  

   5.   Non - training organizational issues raised by the needs assessments 
 process need to be addressed by management.  

   6.   A selection grid is a useful tool to prioritize training needs.         
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Chapter Four

         Tr a i n i n g  D e s i g n           

   “ Everyone thinks of changing the world, but no one 
thinks of changing himself. ”  
  Leo Tolstoy     

  Purpose 
 This chapter will enable you to accomplish the following: 

  Identify the main precepts of adult learning theory  
  Recognize the important role that adult learning theory plays 
in training design  
  Create a program plan that identifi es specifi c design require-
ments and constraints  
  Design goal statements that clarify program outcomes  
  Develop a training budget     

  Overview 
 Once the organization ’ s training needs have been identifi ed 
through the assessment process, many factors must be considered 
in order to create a training experience that successfully changes 
employee knowledge, skills, attitudes, and behaviors. Creating 
and/or maintaining a supportive educational environment that 
incorporates adult learning theory is essential. The training pro-
fessional must: 

   1.   Determine and fulfi ll specifi c training design features includ-
ing requirements and constraints  

•
•

•

•
•
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82  A Practical Guide to Training and Development

   2.   Decide on a training medium (classroom led instruction, 
e - learning, or blended learning  

   3.   Establish and follow budget guidelines  
   4.   Gain management support  
   5.   Market training to the organization    

 This chapter also suggests a process for identifying specifi c 
and measurable knowledge and/or skill improvement goals that 
specifi cally describe training outcomes.  

  Adult Learning Theory: 
Malcolm Knowles 
 Winston Churchill said,  “ Personally, I ’ m always ready to learn, 
although I do not always like being taught! ”  Employees are at 
 different stages in their readiness to learn as well as their receptiv-
ity to being taught. The trainer role is responsible to ensure that 
both learning (change) and teaching (training) takes place so 
that the changes indicated in the needs assessment are addressed. 
The organization ’ s learning culture, along with interplay between 
training program design, trainer behavior, and participant predis-
position, play key roles in infl uencing the environment so that it 
best supports adult learning. 

 Malcolm Knowles (1913 – 1997) is considered the central  fi gure 
in U.S. adult education in the second half of the 20th century. 
He was the fi rst to chart the rise of the adult education movement 
in the United States, to develop a statement of informal adult edu-
cation practice, and to develop a comprehensive  theory of adult 
education termed  andragogy,  characteristics of adult learners and 
how they learn that are different from characteristics and assump-
tions about how children learn. He championed the concept of 
self - directed learning, a process in which individuals take the ini-
tiative to diagnose their learning needs, formulate learning goals, 
identify resources, choose and implement learning strategies, and 
evaluate outcomes. He authored over 230 articles and eighteen 
books. Knowles was born in Montana, the son of a veterinarian. He 
earned a scholarship and received a B.A. degree from Harvard, as 
well as an M.A. and Ph.D. from the  University of Chicago. During 
his graduate studies, he came in contact with and was infl uenced 
by the work of renown psychologists Carl Rogers and Kurt Lewin. 
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In 1959, Knowles was appointed to the faculty of  Boston University 
as associate professor of adult edu cation. In 1974, he joined the 
faculty of the Department of Educa tion at North Carolina State 
University, where he remained until his retirement. 

  Andragogy 
 For Knowles, andragogy was built on the premise of four (he 
later added a fi fth) essential assumptions about adult learners 
that differentiated them from child learners. Until this point, 
adult learning had been based on pedagogy (the ways children 
learn), but Knowles sought to establish a separate and different 
set of precepts to guide the learning process for adults.  

  Maturity 
 Knowles used the concept of maturity to differentiate learners —
 those who are more  “ adult - like ”  and therefore more likely to take 
responsibility for their learning and those who are more  “ child -
 like ”  and therefore more likely to allow others to take the learn-
ing responsibility for them. The concept of maturity is not purely 
age - related in the sense that older workers are considered more 
mature than younger workers, nor is it generalized or reported 
to be refl ected in a physical, psychological, social, or emotional 
sense. Rather, maturity depends on several factors.   

   a.    Self - Concept.  As people mature, their self - concepts change from 
being dependent to one that is self - directed.  

   b.    Experience  .  As people mature, they accumulate a growing res-
ervoir of experience that becomes a resource for learning.  

   c.    Readiness to Learn.  As people mature, their readiness to learn 
becomes oriented increasingly to the development of social 
roles.  

   d.    Orientation to Learning.  As people mature, their time per spectives 
change from one of postponed knowledge application to 
immediate knowledge application; accordingly, their orientation 
toward learning shifts from a subject focus to a problem - solving 
focus.  

   e.    Motivation to Learn.  As people mature, their motivation to learn 
shifts from being externally driven to being internally driven.     
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  Self -  Direction 
 Knowles described self - direction, as it relates to learning, as 
an ongoing process in which individuals, with or without the 
assistance of others, diagnose needs, formulate goals, identify 
resources, choose strategies, implement activity, and evaluate out-
comes. In essence, he advocates that individuals conduct their 
own learning needs assessments and access resources (training) 
to assist with changes in knowledge, skills, attitudes, and behav-
iors. Knowles postulated that being self - directed (as opposed 
to being directed by others) has three distinct advantages that 
 proactive learners have over passive learners; 

   1.   They are more purposeful, more highly motivated, and tend 
to retain and make better use of the knowledge and skills 
they have learned;  

   2.   They are more in - tune with our natural processes to want to 
take increasingly greater responsibility for our own lives; and  

   3.   New developments in educational theory put a great deal 
more emphasis on learners taking responsibility for their own 
learning. Many organizations have adopted this position, so 
students entering organizations without this orientation will 
be at a disadvantage and will experience anxiety, frustration, 
and often failure as will their teachers.      

  Trainer Challenges and Strategies 
for Incorporating Adult Learning 
Concepts 
 Employees in the role of adult learners/training participants are at 
vastly different maturity stages related to each of the fi ve andragogy 
precepts. Yet the successful trainer must design training to effec-
tively facilitate change in knowledge, skills, attitudes, and behavior 
with all members of this diverse adult learner  population. 

 Some common challenges and strategies to facilitating change 
are discussed below. The training professional should closely exam-
ine their own organization, with its unique set of circumstances, 
and design training so that adult learning principles are integrated 
into the fabric of the training effort. Many of these actions occur 
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long before the adult learner steps foot in a  classroom (virtual or 
otherwise) or begins an e - learning experience. 

  Self -  Concept 
 Employees with more dependent personalities will be more likely 
to look to the trainer for guidance and direction. Their move-
ment from denial and resistance to exploration and commitment 
may be more rapid and not require as much of a rationale and 
supporting information as employees who are more self - directed. 
Those who are less self - directed may also be less likely to self -
 manage progress through e - learning modules. 

 Employees with more self - directed personalities will be more 
likely to rely on their own instincts to decide whether to change. 
The trainer will probably need to provide supporting data that 
justifi es the need to change. Needs assessment results will help. 
These employees, if they buy into the process, will probably be 
more willing and able to self - manage through an e - learning pro-
gram than a less mature employee.  

  Experience 
 Less mature or experienced employees will be more likely to be 
infl uenced to change their behavior by looking to the wisdom 
and advice of the trainer than more mature or experienced 
employees. In classroom training, the trainer must establish cred-
ibility and impart knowledge as well as facilitate the sharing of 
information by the more experienced employees through discus-
sion. In this setting, more mature employees will feel and express 
frustration, resentment, and even anger if their relevant experi-
ence is not recognized by the trainer.  

  Readiness to Learn 
 Employees who are more mature perceive themselves as being 
more responsible for their own lives and proactive in their attempts 
to acquire additional knowledge and skill. In a  November 13, 2007, 
article by the  Evening Gazette  (UK), Judd talks about the outcomes 
of a local conference, saying:  “ Encouraging skills development in 
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the workplace presently has become a more open discourse, as 
[fewer] employees are reluctant to acknowledge their need for 
assistance. ”  They will set high standards for the trainer, anticipat-
ing that the trainer will have knowledge to share and the exper-
tise to teach it. Mature learners will expect to be treated as active 
participants in the training experience. In some instances, posing 
the question to participants of WIIFM to embrace this change as 
a training activity at the beginning of the session will bring readi-
ness - to - learn factors to the surface and also give the training pro-
fessional the opportunity to hear and respond to statements that 
suggest denial and resistance to change. 

 This can create a challenge for some trainers, who too often 
view adult learners as passive, dependent individuals sitting back 
with folded arms saying,  “ Teach me! ”  The training professional 
must correct this erroneous perception and prepare to be chal-
lenged by ready - to - learn adults.  

  Orientation to Learning 
 More mature employees are in knowledge - application mode 
more so than less mature employees, who are still in knowledge -
  acquisition mode. For the more mature training participant, 
answers to the question  “ What ’ s in it for me? ”  are of paramount 
importance and serve to encourage an orientation - to - learn atti-
tude that facilitates behavior change. Explicit rewards such as 
improved chances for lateral and/or promotional job opportuni-
ties, perquisites, and/or merit and/or bonus salary adjustments 
may motivate them. Implicit rewards like learning new skills to 
make the job easier, more interesting and/or challenging and 
to make the employee feel good are other forces that may reward 
and create an orientation to learn.  

  Clarification of Expectations 
 Mature adult learners become more ready to learn (and change) 
when they know and understand what is expected of them as a 
training outcome. Review training goal statements (discussed 
later in this chapter) at the beginning of the training session to 
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clarify expected outcomes for training participants and enhance 
learner readiness to explore the proposed change.  

  First Impressions 
 First impressions of the training experience signifi cantly affect 
adult learners, regardless of their maturity levels. The initial 
impact of the fi rst fi ve minutes will tend to remain throughout 
the training session. If what happens in the fi rst fi ve minutes is 
received positively, the session will tend to remain positive. If what 
happens in the fi rst fi ve minutes is received negatively, the train-
ing experience may not achieve its desired outcomes. Regardless 
of the training medium (to be discussed later in this chapter) the 
trainee ’ s initial impression must be positive for a potentially pro-
ductive learning experience. 

 In instructor - led classroom training, the trainer does not have 
a second chance to make a fi rst impression. Great care must be 
taken to plan the fi rst few, critical moments of the training pro-
gram. At the most basic and immediate level, most adult learn-
ers want to know that the training professional is competent, 
knowledgeable, and enthusiastic about the topic. Chapter 5 will 
explore the subject of training delivery. 

 When asked, many trainees can quickly recall a bad training 
experience. They confi rm that, when the fi rst impression is nega-
tive, the downhill spiral is hard to stop. In instructor - led classroom 
training, a negative fi rst impression will damage the presenter ’ s 
credibility — participants will doubt the  presenter ’ s ability and 
knowledge — so participants will be less likely to embrace the 
training experience. Starting the session with a joke (that peo-
ple don ’ t fi nd funny), or an off - the - subject story, a long drawn -
 out participant introduction exercise, or talking negatively about 
the training topic ( “ I know this is a boring subject, but. . . .  ” ) 
waste valuable time and undermine the ability to achieve the 
training program ’ s goals by the end of the session.  

  Practice Time 
 Employees of both high and low maturity levels generally appre-
ciate time within the training session to practice new skills and 
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behaviors. The clich é  that  “ practice makes perfect ”  really trans-
lates, in training terms, to practice facilitates change. Perfection 
really doesn ’ t exist except in the minds of perfectionists! Partic-
ipants with both high and low maturity levels benefi t from the 
opportunity to practice the new skills and behaviors in a safe, sup-
portive learning environment. Practicing during training makes 
it more likely that the participant will bring the new behaviors to 
the workplace. 

 For example, providing practice writing sample performance 
evaluation narratives, counseling memos, and standards of work 
performance are very useful learning activities that facilitate 
behavior change. Computer training that allows participants to 
practice creating sample documents and manipulate data while 
working with various software programs gives the trainee the con-
fi dence to apply the new knowledge back at work. Just as physi-
cal exercise gives the human body muscle and brain memory for 
future use, training exercise gives the participant physiological 
and psychological memory for future use. 

 Practice also provides opportunities to demonstrate whether 
or not a desired training result has been achieved. For instance, 
if a goal is that  “ by the end of the training session, a minimum of 
90 percent of the participants will be able to create a slide with 
fi ve bullet points using PowerPoint, ”  the statement can include 
 “ as demonstrated by the creation of said document during the 
training program. ”  The practice session now serves the dual pur-
pose of giving the participants the opportunity to explore the 
new behavior as well as fi nding out if the desired training pro-
gram result has been achieved   

  Program Design Plan 
 A program design plan guides the trainer to ask (and answer) 
specifi c questions about the training program.   

   1.   What are the goals of the training program?  
   2.   How will success be measured?  
   3.   What are the key topics that must be covered?  
   4.   In what sequence will the topics be presented?  
   5.   What training medium(s) will be used?  
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   6.   Considering the organization ’ s environment and culture, what 
are the program ’ s requirements and constraints?    

 Program design decisions are intended to support trainers and 
adult learners in their mutual quest to facilitate change in knowl-
edge, skills, attitudes, and behaviors to improve work performance 
and contribute to goal achievement. 

  Start at the End: Create SMART Goals 
 A favored approach is to begin training design by determining 
the desired results. Desired results should be determined by 
addressing the necessary changes in knowledge, skills, attitudes, 
and behaviors the needs assessment revealed. 

 Robert Mager, in his seminal book  Preparing Instructional Objec-
tives  (1962), states that before preparing instruction, before choos-
ing material or method, it is vitally important to state goals clearly. 
Completing the statement  “ By the end of the training program 
participants will be able to . . .  ”  with three, four, or, at the most, 
fi ve desired behavioral results become the training program ’ s 
goals. Stating the desired behavioral results in SMART terms —
 specifi c, measurable, attainable, role - related, time - bound — helps 
ensure that trainer and participant have a common understand-
ing of the desired training outcomes. 

 For example, if the training program for the target audience 
aims to increase their product knowledge, one typical SMART 
goal statement might be  “ By the end of the training program, 
95 percent of the participants will demonstrate a higher knowl-
edge level of the organization ’ s products and/or services, as 
measured by their achieving a higher score on a post - program 
questionnaire as compared to a pre - program questionnaire. ”  
To assess successful completion of this goal, product knowledge 
questionnaires would be completed by all training participants 
both before and after the training program. Successful comple-
tion of this goal would be realized if 95 percent of the partici-
pants achieved a higher score on the post - training questionnaire, 
as compared to the pre - training questionnaire. 

 Once the trainer has identifi ed goal statements and com-
municated them to participants, every moment of the training 
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 program must focus on learning activities to help the participants 
achieve these goals. 

  Specifi city.  Goal specifi city means avoiding terms open to a 
wide range of interpretation. Consider the following examples:

Terms Open to Many 
Interpretations

Terms Open to Fewer 
 Interpretations

to know to write
to understand to recite
to really understand to identify
to appreciate to differentiate
to fully appreciate to solve
to grasp the signifi cance of to construct
to enjoy to list
to believe to compare
to feel to demonstrate

Stating goals that are open to fewer interpretations increases 
the chances that participants will achieve the training program ’ s 
expectations. 

  Measurability.  Goal achievement can also be measured by 
observing and comparing pre -  and post - training program behav-
ior. For example, another goal of the product knowledge train-
ing program for the target audience might be that  “ By the end 
of the training program, 95 percent of the participants will dem-
onstrate a higher knowledge level of the organization ’ s products 
and/or services, as measured by the supervisor ’ s observations of 
the  participant ’ s discussions with customers. ”  Supervisors could 
observe trainees and complete a behavioral checklist both pre 
and post training to document changes in product knowledge 
behavior. 

 Goal achievement can also be measured by documenting 
and comparing pre -  and post - training program job performance 
results. For example, another goal of the product knowledge train-
ing program for the target audience might be that  “ By the end of 
the training program, 95 percent of the participants will demon-
strate higher levels of job performance results as measured by a 
5 percent increase in key result areas such as . . .  ”  which would be 
determined by the employee ’ s role in the  organization. 
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  Attainability.  The trainer must be confi dent that the goal is 
attainable so as not to frustrate him -  or herself as well as the par-
ticipants. Unrealistic goals serve no useful purpose. The example 
used previously of 95 percent of participants gaining additional 
product knowledge may be unrealistic to the trainer. 

 Conversely, goals set too low do not serve to motivate the 
trainer or participants to achieve changes to their capability 
 levels. The organization, having invested in the training effort 
and expecting a return in the form of changed behavior, may 
feel it is not getting its money ’ s worth if the targeted outcome is 
set too low. If, for example, the target for the product knowledge 
training cited previously stated that the goal was for 50 percent of 
the participants to demonstrate greater knowledge, the organi-
zation might not feel that the training was yielding an adequate 
return on investment. 

  Role - Related.  The training goal must be related to the partici-
pant ’ s role in the organization; it must be relevant and worth 
striving for. For example, the goal of product knowledge training 
that  “ By the end of the training program, 95 percent of the par-
ticipants will demonstrate a higher knowledge level of the organi-
zation ’ s products and/or services, as measured by the supervisor ’ s 
observations of the participant ’ s discussions with customers ”  is 
very relevant if the participants job duties include interaction 
with customers. The goal is irrelevant for employees whose job 
duties include no interaction with customers. 

  Time - Bound.  Goals need to be time - bound. Many would say a 
goal is not a goal without a timing element. Success in achieving 
training goals can be determined by stating that changes have 
to be observed by the end of the training program. Goals can 
also be constructed so that changes in learning, behavior, and/
or results can be measured at certain milestones after the train-
ing has been completed to determine whether new skills have 
maintained. Citing the previous example, a training goal might 
be stated that  “ By the end of the training program, 95 percent 
of the participants will demonstrate a higher knowledge level of 
the organization ’ s products and/or services, as measured by their 
achieving a higher score on a post - program questionnaire admin-
istered two months after completing training as compared to a 
questionnaire administered prior to training. ”  
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  Be SMART or Get Lost.  Any training goal worth achieving can be 
written in SMART terms. If the training professional cannot cre-
ate a training goal in SMART terms, then the trainer should ques-
tion the value of striving to achieve that goal. Without a SMART 
goal, the trainer will not know whether the goal was achieved, 
since the measurement does not exist. Nor will the trainer be able 
to communicate the desired result clearly to the trainees. If the 
training goal cannot be written in SMART terms, it should not 
be part of the training program.  

  Using Goal Statements to Advantage 
 Constructing and communicating end - of - training goal statements 
has many other signifi cant benefi ts. Sharing them with the adult 
learners at the beginning of the training session, along with the 
agenda, clarifi es and focuses the direction of the training session 
for the program participants. Most training topics can vary widely 
in scope and content (think of all the directions a training pro-
gram on communication, product knowledge, or leadership can 
take) so presenting training goals at the beginning of the session 
helps participants identify the specifi c areas of the broad topic 
that will and will not be covered. 

 As mentioned previously, goal statements are the foundation 
for evaluating training success once the program is completed. 
Goal statements serve as the metrics to measure the outcomes of 
programs, to quantify the return on investment of knowledge, 
skill, attitudinal and/or behavioral changes that have occurred. 

 Also, as mentioned previously, not all changes will occur and 
be measurable at the conclusion of the training program. Some 
changes can only be measured once the participant returns to work 
and performs the applicable task. Tell training participants if some 
evaluation aspects will be measured after the training has occurred.  

  Apply the Rule of Exception 
 SMART goals, to be attainable, should not be written in absolute 
terms. Goal statements that use terms such as  “ always ”  or  “ never ”  
to describe outcomes are almost certain to fail. Invoke the 5 per-
cent rule, which applies to practically all groups of trainees. The 
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5  percent rule suggests that a small segment of the trainee popu-
lation, usually one out of twenty, moves to the beat of a different 
drum. (They are not with the program!) Therefore, the 5 percent 
rule should be accounted for in the metrics that the training pro-
fessional creates for the program. For example, if the goal is to 
improve trainee scores on a pre -  to post - training instrument, then 
assume that, at best, 95 percent of the trainees ’  scores will improve. 
Count on one out of twenty to have his or her score stay the same 
or drop. Anecdotal trainer experience reinforces that this rule of 
exception seems to occur over and over again. If the trainer is able 
to achieve a positive change in knowledge, skills, attitude, and/or 
behavior with 95 percent of the participants, the trainer should 
consider him -  or herself highly successful. 

 Training goals also help identify the key topics that should be 
covered to address concerns raised in the needs assessment.  

  Cover Key Topics 
 Key topics to cover in training can come from a variety of infor-
mation sources: needs assessment results, customer feedback, 
performance evaluations, exit interview data, best - practices infor-
mation, literature reviews, product vendors, and subject - matter 
experts can all be potential sources that help determine impor-
tant training topics. For example, key topics for product knowl-
edge training might include important customer conveniences, 
durability characteristics, manufacturing specifi cations, quality 
features, troubleshooting problems, frequently asked questions, 
warranty information, price, built - in safety protections, and repair 
and return policies 

 The number of key topics often exceeds the time allotted for 
training. The trainer must then decide: 

   1.   Request additional training time;  
   2.   Break the session into multiple meetings; or  
   3.   Prioritize the key topics and only include the most essential.     

  Manage Training Time 
 Once the training professional has established training program 
goals and the key topics to cover, the trainer ’ s mission is to spend 
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every moment in the training session focused on achieving those 
results. Training time must be managed effectively and effi ciently 
to succeed. Results aren ’ t easy to attain because participants are 
at all stages of the maturity continuum. Overcoming denial and 
resistance and moving people to exploration and commitment 
to new knowledge, skills, attitudes, and behaviors will be very dif-
fi cult to achieve. Training time management is the same as job 
time management. Employee A who identifi es and focuses on 
job priorities and goals to achieve the desired results by the end 
of the workday equates to Trainer A who identifi es and focuses 
on training program priorities and goals to achieve the desired 
results by the end of the training program.  

  Sequence Topics 
 The trainer determines topic sequence if, conceptually, it will be 
most effective to generate information from broad concepts to 
specifi c details or from specifi c details to broad topics. Visualize a 
funnel. If a funnel is upright, the large opening is at the top, and 
the small opening is at the bottom. The training program can 
begin with a broad treatment of the topic and then slowly but 
surely get more and more specifi c. Or the approach can more 
approximate the pattern of an inverted funnel, where training 
begins with very specifi c details about the topic and then broad-
ens to the more conceptual as the training session progresses. Or, 
perhaps, there is more of a straight progression, or tunnel, where 
information is presented in a more linear manner. 

 The training professional must decide the most effective 
approach given the specifi c material. Mitchell (1987) advocates 
using yet another method, the spool pattern. Visualize two funnels 
connected by their spouts, creating a spool. Mitchell advocates 
beginning the training on a conceptual level and progressing to 
details (funnel) and then continuing with building on the details 
until the training ends in exploring even broader concepts than 
at the beginning. 

 Both the upright or inverted funnels represent two distinct 
cognitive patterns. A deductive learning or reasoning process 
(upright funnel) begins with general concepts and ends with 
specifi c outcomes. An inductive learning or reasoning process 
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(inverted funnel) begins with specifi c circumstances and ends 
with general conclusions. Both achieve desired results depending 
on the nature of the material. 

 For example, sequencing topics for product knowledge 
training using the upright funnel design (deductive learning) 
might fi rst present material about the product ’ s origin, its initial 
design and manufacturing specifi cations, improvements over the 
years, and expanding applications, progressing to more specifi c 
information about the product ’ s qualities, strengths, features, 
and so forth. 

 Sequencing topics for product knowledge training using the 
inverted funnel design would be the opposite (inductive learning) 
approach, following a topic sequence that starts with very specifi c 
information about the products features, qualities and benefi ts, 
and then progresses to broader information that speaks to the 
genesis and origins of the product ’ s design and manufacturing. 

 Conceptually, both the deductive and inductive topic sequenc-
ing approaches give the trainer ways to organize a presentation 
with many topics. The result is a logical information fl ow that is 
generally pleasing to the adult learner.  

  Determining a Training Medium 
 Training mediums are the vehicles by which training is delivered. 
Although instructor - led training is still by far the most popular 
method, its popularity dipped to 62 percent of all training in 2006, 
according to the Industry Report in  Training,  as compared to 
70 percent the previous year. Other mediums showed increasing 
popularity, as 15 percent of training was delivered via e - learning, 
14 percent via the virtual classroom, and 9 percent by other meth-
ods. The ASTD  2007 State of the Industry Report  indicated that 71.36 
percent of all training hours were delivered by a live instructor in 
2006, down from 74.70 percent in 2004. Technology - based train-
ing accounted for 30.28 percent of training hours in 2006, up from 
11.47 percent fi ve years earlier. Clearly, the number of instructor -
 led classroom training hours is declining, while the number of 
e - learning and/or the virtual classroom training hours is increasing. 

 Clearly, the dip in instructor - led classroom training in 2006 
corresponds to an increase in using technology - assisted learning 

c04.indd   95c04.indd   95 6/17/08   10:32:14 AM6/17/08   10:32:14 AM



96  A Practical Guide to Training and Development

mediums. Virtual classroom training delivery, where the program 
is delivered via a trainer from another location, rose in popularity. 
Whereas only 6 percent of all training was delivered this way in 
2000, its popularity rose to 14 percent in 2006, according to the 
 Training  Industry Report. 

 It appears that decisions regarding training mediums are most 
often infl uenced by the organization ’ s size, its industry  sector, 
and the training topic. According to the 2006  Training  Industry 
Report, the favored training medium depended on the size of the 
organization. Small (fewer than one thousand employees) organi-
zations delivered 62 percent of their training via an instructor - led 
classroom medium, compared to only 57 percent for large orga-
nizations of ten thousand or more employees. Conversely, large 
employers delivered 36 percent of their training via the online or 
virtual classroom route, as compared to only 29 percent for small 
organizations. This continues a trend that was observed in previ-
ous years. 

 Industry sectors seem to prefer particular ways to deliver train-
ing. The manufacturing sector clearly prefers classroom  training; 
84 percent of all training in this sector was delivered this way in 
2006, up from 78 percent in 2005. This sector used self - study and 
virtual classroom training only 12 percent of the time. On the 
opposite end of the spectrum were technology, fi nancial, and 
insurance sectors. They only delivered classroom training an aver-
age of 55 percent of the time, as opposed to using e - learning and 
virtual classroom training, an average of 40 percent of the time. 

 Certain topics seem to lend themselves to different training 
modalities. According to the 2006 Industry Report in  Training , 
mandatory and compliance - related training topics (those required 
by government statute, licensing, and/or regulatory agency) were 
most amenable to online methods: 35 percent of these training 
topics were conducted either totally or mostly online. On the 
other hand, customer service, sales, and interpersonal skills train-
ing are predominantly in an instructor - led classroom medium 
with 55 percent of these topics using no online method. 

 Large organizations will probably continue to be the most 
frequent users of online and virtual classroom training medi-
ums because they have strategically invested in the technology. 
Large organizations, especially in the technology, fi nancial, and 
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 insurance sectors, must deal with signifi cant and mandatory 
regulatory and compliance issues, and online/self - study training 
delivery seems to be best suited to these types of programs. 

 Conversely, small and medium - sized companies will probably 
continue to rely on instructor - led classroom training. They do not 
have the luxury of investing large amounts of capital in online or 
virtual classroom infrastructure, especially when it appears that 
the current classroom option already works for them. Most train-
ing programs that use technology - assisted training often blend 
it with instructor - led classroom training, according to the 2006 
 Training  Industry Report. Small and medium - sized companies 
recognize that blending instructor - led classroom instruction with 
technology - assisted training would be nice, but is not a require-
ment to make the classroom training successful. 

 The most frequently offered training topics generally lend 
themselves to an instructor - led delivery medium. Organizations 
with priorities to train sales and customer service employees or 
executives, as well as conduct interpersonal skills training, still 
view instructor - led classroom training as the best way to change 
knowledge, skills, attitudes, and behavior. 

 Interaction with a human leader and other people in a class-
room environment enhances the learning experience for these and 
other topics in ways that cannot be duplicated in purely an online 
or virtual classroom setting. Instructor - led classroom training 
blended with technology seems to be a trend that will continue to 
grow in popularity. Producing change is the bottom - line goal, and 
whatever training medium accomplishes change most effectively 
and effi ciently will win the prize as the preferred training medium.  

  Program Requirements and Constraints 
 The trainer needs to be sensitive to certain  “ must do – can ’ t do ”  
variables and account for them in the training program ’ s design 
and delivery. Accommodating these factors gains organizational 
support for the training effort and allows training participants to 
focus fully on the training and not be distracted by external fac-
tors. The organization ’ s unique history, culture experiences, and 
expectations will determine most of these training requirements 
and constraints. The trainer can create a design specifi cations 
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document for each training event that includes the necessary 
specifi c requirements and restraints, along with recommenda-
tions to address them. 

  Length of Training Session.  For training conducted on - site, 
organizations will typically devote a consistent time block for a 
training program. A morning (8:00 a.m. to noon), an afternoon 
(1:00 p.m. to 5:00 p.m.), or a lunch hour may be scheduled. This 
structure allows employees to take care of other business during 
the day. 

  Day of Week.  Except for new employee orientation (which nor-
mally occurs on Mondays), training generally occurs on Tuesdays, 
Wednesdays, or Thursdays. Mondays and Fridays are avoided so 
that employees can take care of matters that accumulated from 
the past weekend, or clear items prior to the upcoming weekend. 

  Time of Year.  Organizations are always busy, but there may be 
some periods during the year that are traditionally busier than 
others. The trainer should be sensitive to this dynamic and try to 
not schedule training during times when the entire organization 
is dealing with other priorities. 

  Location.  Conducting programs on - site or off - site are deci-
sions usually pre - determined by facilities and budgetary factors. 
There are strengths and weaknesses to either on - site or off - site 
delivery, and trainers must weigh these dynamics carefully before 
making this important decision. 

  Internal or External Trainer.  If the medium is instructor - led class-
room training, organizations usually have preferences for select-
ing a trainer who is either internal or external to the organization. 
Training topic, the availability of internal training talent with 
 subject - matter expertise, previous experience, and budgetary con-
siderations all infl uence the decision. Additional criteria will be 
reviewed in more detail in the next chapter on training delivery. 

  Classroom Learning Methods.  Some organizations have defi nite 
preferences (and dislikes) for certain classroom learning  methods. 
Role plays, small group discussions, instruments, videos, and audio-
visuals are some of the methods that organizations have historically 
embraced or rejected. It is important for the trainer to ascertain 
this important information prior to the training. 

  Take - Away Materials . Organizations often have  expectations 
related to the resource materials that will be distributed at  training 
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and retained by the trainees. The trainer should determine in 
advance the materials (if any) that trainees should take away with 
them from the training such as handout packets, workbooks, bro-
chures, and/or binders. 

  Budgeting.  Budgets are planning documents. Organizations 
create budgets as guides to, as best possible, plan for all income 
and expense items for a fi scal year. Training budgets represent a 
requirement and constraint that have to be adhered to. 

 Training does not usually generate income in the traditional 
sense. Knowledge, skill, attitude and behavior change are hope-
fully providing a quantifi able dollar impact. Return on the train-
ing investment will be fully discussed in Chapter 8. This section 
on budgeting will focus on training expenses.  

  Allocating Resources 
 Organizations must decide how much money they can afford 
to spend on training. There are several ways to calculate the 
 appropriate budget allocation for training. A popular method is 
to target training expenditures as a percentage of annual payroll 
(without benefi ts and taxes). 

 ASTD ’ s  2007 State of the Industry Report  found that 2.33 per-
cent of total annual payroll dollars were spent on training, a fl at 
number since 2003. The March 2007 issue of  Training  reported 
its list of 125 companies with the top - ranked employee - sponsored 
workforce training and development programs. Training budgets 
as a percentage of annual payroll were reported by sixty - nine of 
the 125 companies. On average, 4.8 percent of annual payroll 
was the spent on training in these sixty - nine companies.  

  Allocating Expenses 
 The greatest percentage of training ’ s budget is usually devoted 
to training employee salaries. However, even with the increase 
in the number of training staff and dollars budgeted for train-
ing in 2006, total dollars allocated to training salaries actually 
declined from 2005. This is a continuing trend; in 1998, train-
ing staff salaries were 69 percent of total training expendi-
tures. In 1992, training salaries were 71 percent of total training 
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 expenditures. The percent of training expenditures devoted to 
training salaries was 65 percent in 2006, its lowest level over the 
previous fi ve years. 

 This phenomenon occurred because of the changing mix of 
jobs within training departments. Past reliance on higher - priced 
trainers and instructors has been replaced by greater numbers 
of lower - salaried content developers and technology special-
ists in response to the rise in technology - based training. Rather 
than employing a team of trainers, more companies are willing 
to outsource training delivery (to be discussed more thoroughly 
in  Chapter 6). Although a higher - priced option in the near term 
(external consultants or providers of training earned an aver-
age of $103,649 annually, according to  Training  magazine ’ s 2006 
salary survey, compared to an average classroom instructor or 
trainer annual salary of $60,213), outsourcing represents a hedge 
just in case the economy goes bad and companies need to cut 
full - time employees. 

 This trend is likely to continue. Senior staff trainers (many 
of the baby - boomer generation) will continue to age and retire, 
freeing up training dollars for younger, lower - salaried and less 
experienced trainers as well as fi nancial resources to support 
e - learning. Questions about the sustaining health of the economy 
will continue to arise, causing organizations to continue to rely 
on a fl exible staffi ng mix of employees and consultants. 

 With 65 percent of the training budget currently devoted to 
training staff salaries (including professional trainers and admin-
istrative support staff), the remaining 35 percent of the training 
budget are allocated to the following line items: 

   1.    Seminars and Conferences:  Training by outside providers or con-
tractors, either at the organization ’ s location or off - site, not 
including trainee travel and per diem expenses.  

   2.    Custom Materials:  Materials tailored or designed by outside ven-
dors specifi cally for the organization for instructor - led class-
room training, computer courseware, or online programs.  

   3.    Off - the - Shelf Materials:  Prepackaged materials purchased from 
outside vendors such as computer courseware, books, videos, 
CD - ROM/DVDs.  
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   4.    Technology - Based Training:  Any training involving technology 
for delivery it, such as web - based training, computerized self -
 study (including CD - ROMs, DVDs, or diskette) satellite or 
broadcast TV, and video, audio, or teleconferencing.  

   5.    Traditional Training Materials:  Any training materials not involv-
ing technology for delivery, such as textbooks, workbooks, 
games, and self - assessment/group learning instruments.  

   6.    Other Expenditures:  Trainee travel and per diem costs, training 
classroom furnishings, training class refreshments, copying, 
and offi ce supplies.    

 The overall allocation of training budget expenditures to non -
 salary line items will depend most heavily on the training medi-
ums used by the organization. Additionally, budgets should be 
created for individual training programs in order to more accu-
rately track return on investment fi gures for each  program. Each 
program expenditure would vary depending on the medium mix 
and level of consultant, vendor, material, and technology support. 

  Management ’ s Role.  The organization ’ s management team 
signifi cantly infl uences — some would say determines — the orga-
nization ’ s environment and culture. Perceived management sup-
port is a signifi cant factor in training ’ s success; perceived lack of 
management support is a signifi cant factor in training ’ s failure to 
produce necessary change. Acquiring knowledge, learning new 
skills, and exhibiting new attitudes and behaviors requires train-
ing, but training alone is not suffi cient. Public endorsement and 
support by management is essential. Management ’ s role in the 
training program must be accounted for in the training plan. It 
can take on many different levels and types of involvement. 

 The management team can provide a range of participation 
that, at minimum, starts with the management team guarantee-
ing that the employees they supervise will have the opportunity to 
attend training. This may seem like an obvious point, but attend-
ing training requires time away from daily job duties. Manage-
ment must commit to training as a priority and should not deny 
employee access. The management team must agree that preempt-
ing training is unacceptable; it undermines the training effort by 
sending a message that training is unimportant. This rule should 
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apply whether training is on - site or off - site. Change is made more 
diffi cult if people cannot participate fully in the change effort. 
Two examples on either end of the continuum clearly demon-
strate this phenomenon.     

 A large aerospace organization in Southern California contracted 
with a recognized consultant in project management to conduct 
a one - day on - site seminar for twelve department managers. The 
cost of the program was $12,000 and the organization determined 
that spending $1,000 per manager on this important topic was a 
good investment. The training needs assessment had determined 
that frequently missed project deadlines and other issues related to 
timely project completion were a signifi cant barrier to enterprise -
 wide strategic goal accomplishment. The need for a change in the 
manager ’ s knowledge, skills, attitudes, and behaviors related to 
project management were paramount. Notifi cation of the train-
ing date was sent well in advance to all managers, including their 
senior director, and schedules were arranged and cleared accord-
ingly so all twelve managers would be in town and prepared to 
attend the program. 

 On the day before the training program, the senior director 
decided that due to slipping deadlines and multiple project 
management issues, he would only send three managers to the 
training. Three managers attended and the organization spent 
$12,000 to train three managers instead of twelve. As the result 
of the senior manager ’ s actions; cost per trainee skyrocketed, the 
untrained managers ’  behavior will continue to be a barrier to goal 
accomplishment, and the message was sent that training was not a 
priority. The perception is that the next training program that is 
arranged will potentially have a similar outcome. 

 In a major market cellular provider, the general manager had a 
rule that if managers or supervisors wanted to schedule employees 
out of a training session, they had to receive advance permission 
directly from him. The message was clear: Training was a high 
priority. There had better be an extraordinary reason to schedule 
someone out. With this rule in place, in the two years when that 
general manager was in charge of that major cellular market, 
managers and supervisors never once requested an exception to 
remove an employee from a training program.   
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 The message the senior manager team sends regarding the 
importance of training cannot be overestimated. The range of 
management team participation grows from there. If the train-
ing is in - house, management may support the training effort by 
assisting with training program design, providing introductory 
remarks before training sessions, identifying and/or bringing in 
experts from the fi eld, facilitating vendor support and involve-
ment, assisting with internal marketing, or conducting classroom 
presentations and evaluations. Some managers may be more will-
ing and/or able to assist than others; that is fi ne as long as each 
commits to making sure that all of their direct reports will attend.                           

Summary

 1. Review the main precepts of adult learning theory as conceived by 
 Malcolm Knowles.

 2. Incorporate adult learning concepts into the training program design.

 3. Create a program design plan that clearly outlines specifi c requirements 
and constraints unique to the organization and the specifi c training 
 program.

 4. Design training goals that clearly state expected training outcomes.

 5. Construct and adhere to a training budget.

 6. Clarify management’s role in supporting training.

c04.indd   103c04.indd   103 6/17/08   10:32:16 AM6/17/08   10:32:16 AM



104

         Chapter Five

    Tr a i n i n g  D e l i v e r y           

   “ Try to realize it ’ s all within yourself, no one else can 
make you change .”  
 George Harrison    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Review instructor competencies and how they impact the 
training experience  
  Identify organizational parameters to help determine training 
delivery methods  
  Describe the unique characteristics of ten instructional 
 methods  
  Identify effective instructor behaviors and techniques  
  Examine using technology to assist training delivery     

  Overview 
 Research studies have uncovered key competencies and behav-
iors that facilitate a positive training experience. It is crucial for 
the training professional to ensure that trainers possess and dem-
onstrate these traits. An examination of signifi cant organizational 
factors will determine the most effective and effi cient training 
delivery methods. For instructor - led classroom training, ten dif-
ferent instructional methods will be described. The strengths 

•

•

•

•
•
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and weaknesses of other training delivery methods are reviewed 
including technology - assisted training.  

  Achieving Training Goals 
 Once goals are identifi ed through a training design process, the 
training professional must evaluate the best ways to deliver train-
ing in order to achieve desired training results. A number of 
critical factors must be assessed before decisions can be made to 
determine the most effective ways to deliver training. 

 Assessments must be made to determine whether the appro-
priate instructor competencies are housed within the  organization. 
Take into account organizational culture, budget, training topic(s), 
time availability, technology availability, urgency, and target audi-
ence location, all critical factors when making training  delivery 
decisions. Trainers must decide how to package and present 
appro priate materials and determine the most effective classroom 
techniques to create a training experience that will change knowl-
edge, skills, attitudes, and behaviors. Consider technology assisted 
 delivery as well.  

  Instructor Competencies: 
Applicable Research 
 The classroom trainer ’ s mission is to achieve the training  program ’ s 
goals, achieved when trainees demonstrate changes in knowledge, 
skills, attitudes, and behaviors. Instructor competence is critical to 
facilitating change in the classroom. 

 When trainees are asked about training programs they have 
attended and the trainer characteristics that left either a posi-
tive or negative impression, their answers are consistent. Positive 
trainer attributes include lively and enthusiastic, knowledgeable 
about the subject, and a pleasant and easy - to - understand speaking 
voice. Negative trainer attributes include dull, boring, not inter-
ested or knowledgeable in the subject, and monotonous voice. 

 Some trainer attributes receive mixed reviews from trainees. 
Humorous, organized, good - looking and well - dressed often fall 
into this category — important and infl uential for some trainees, not 
important to others. Trainees who experience a trainer with positive 
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attributes will be more likely to embrace the training  experience. 
Trainees who experience a trainer with negative attributes will be 
less likely to embrace the training experience.  Trainees in denial 
and/or resistance mode, as related to their willingness and/or abil-
ity to change, will seize on a trainer ’ s negative attributes as another 
reason to maintain the status quo. 

 Much research has been devoted to the study of evaluating 
trainer behavior and associated effectiveness. Two studies are 
especially important. 

  International Competency Study 
 The International Board of Standards for Training, Performance 
and Instruction (IBSTPI) issued the results of its Instructor Compe-
tencies Study (2003) and found fi ve main competency  categories;

  1. Professional Foundations 

  Communicates effectively  
  Updates and improves one ’ s professional knowledge and skills  
  Complies with established ethical and legal standards  
  Establishes and maintains professional credibility  

   2. Planning and Preparation 

  Plans instructional methods and materials  
  Prepares for instruction  

   3. Instructional Methods and Strategies 

  Stimulates and sustains learner motivation and engagement  
  Demonstrates effective presentation skills  
  Demonstrates effective facilitation skills  
  Demonstrates effective questioning skills  
  Provides clarifi cation and feedback  
  Promotes retention of knowledge and skills  
  Promotes transfer of knowledge and skills  

   4. Assessment and Evaluation 

  Assesses learning and performance  
  Evaluates instructional effectiveness  

•
•
•
•

•
•

•
•
•
•
•
•
•

•
•
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   5. Management 

  Manages an environment that fosters learning and 
 performance  
  Manages the instructional process through appropriate use of 
technology     

  Caldwell and Marcel 
 Caldwell and Marcel (1985) studied and ranked the effectiveness 
of two types of variables that instructors display. 

  Presage Variables.  Presage variables are characteristics that the 
trainer brings to the classroom situation and thus infl uence 
the learning process. The most important presage variables, 
listed in order of importance, are 

  Knowledge of subject matter  
  Good speaking ability  
  Enthusiastic, positive attitude  
  Well - prepared, good organization  
  Depth of understanding  
  Patience  
  Poise, confi dence    

 Trainees will be more likely to acquire knowledge, skills, 
 attitudes, and behaviors if they feel the trainer is knowledgeable in 
the subject. The trainer who has good speaking ability and is able 
to communicate knowledge in a pleasing manner (e.g., good voice 
quality or projection, enunciation, and modulation) will be more 
likely to achieve the desired training goals. If the trainer has strong 
subject knowledge and good speaking ability, but is not enthusias-
tic about the subject, the ability to achieve training goals will be 
reduced. Trainers who are knowledgeable and possess great speak-
ing ability may make the mistake at the beginning of a training ses-
sion by verbally and/or non-verbally  communicating,  “ I know this 
is a boring subject, but let ’ s make the best use of the time we have 
together. ”  If the trainer says it ’ s a boring subject, the trainees will 
not be fully engaged in the learning/change process. 

 These fi rst three variables — knowledge of the subject, good 
speaking ability, and enthusiasm — are critical for the trainer to 

•

•

•
•
•
•
•
•
•
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achieve program goals. The remaining four variables — well -  prepared, 
depth of understanding, patience, and confi dence — are also 
important if training goals are to be achieved. 

  Process Variables.  Process variables are the behaviors that infl u-
ence the learning process through the sorts of relationships/
interactions the trainer develops with the group of trainees. 
 Process variables are also critically important to training program 
success. 

 The most important process variables, listed in order of 
importance, are 

  Retains control of class — keeps focus on the agenda, achieves 
observable results and keeps students on task and topic  
  Gives feedback and positive reinforcement  
  Behaves fairly and impartially  
  Communicates at the students level, using language and exam-
ples appropriate to the level of the class  
  Involves students in the lesson through questions, problem 
solving, simulations, etc.  
  Shows interest in each learner  
  Listens attentively and responsively  
  Communicates clear objectives    

 Control of the class does not suggest an autocratic, heavy -
 handed approach that squelches interaction and individual 
expression. Control in this context means maintained focus on 
an agenda that is designed to achieve desired outcomes. A trainer 
who loses control of the class, and thus the ability to move the 
trainees through an agenda to a training goal, stands little chance 
of facilitating change in knowledge, skills, attitudes, or behavior, 
even if he or she follows all of the other presage and process 
variables. 

 The remaining process variables determine the quality of the 
classroom learning environment. Providing feedback, positive 
reinforcement, fairness, impartiality, and active listening are all 
trainer behaviors that facilitate trainee support, openness, and 
safety while they explore new knowledge. 

 Effective classroom trainers must be knowledgeable, enthusias-
tic, and possess good speaking ability. They must also demonstrate 

•

•
•
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effective interpersonal communication and relationship - building 
skills with trainees. Familiarity and command of the key presage 
and process variables are vital to trainer performance and train-
ing program success.   

  Using Internal and External Resources 
 Designing and delivering a training experience that changes par-
ticipant knowledge, skills, attitudes, and behaviors is a challeng-
ing undertaking. The training professional needs to determine 
whether the competencies to achieve this task are housed within 
the organization and if they are available for training purposes. 
If they aren ’ t, the vendor community is ready, willing, and able 
to deliver. 

 The beauty of a training program custom - designed and deliv-
ered by internal personnel is their intimate familiarity with the 
organization. The program will be tailored to meet the training pro-
fessional ’ s requirements and the target audience ’ s specifi c needs. 
Unique industry, organization, job -  and situation -  specifi c training 
program content and delivery facilitates achieving the trainer ’ s spe-
cifi c learning goals. Needs assessment fi ndings unique to the orga-
nization can also be incorporated into the training materials. These 
programs are especially effective and cost effi cient when needing to 
be repeated many times because of the nature of the material and 
the target audience. 

 For example, a San Diego theme park requires that all 
employees follow a new employee orientation (NEO) process 
that is similar for many organizations. Every new employee must 
complete a two - day NEO training program before being allowed 
to work in any department. It is an internally custom - designed 
and delivered instructor - led classroom experience presented by 
a combination of theme park trainers, human resource profes-
sionals, and departmental employees in a subject - matter expert 
role. A combination of off - the - shelf and custom - made instruc-
tional videos are used to augment their presentations on subjects, 
including mission and vision, safety, theft prevention, and cus-
tomer service. Department personnel conduct fi rst day hands - on, 
on - the - job training with new employees once they are assigned 
to a work station. On day two, employees perform their job tasks 
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alongside peer employees with the ability to initiate direct phone 
contact with a supervisor if questions and/or problems arise. It 
is the theme park ’ s goal to instill desired knowledge, skills, atti-
tudes, and behaviors with employees at the earliest possible time. 

 But customized program design is resource - intensive and 
time - consuming; if cost - effi ciency, training project overload and/
or competency gaps are issues and urgency is a requirement, 
the training professional may decide to use internal resources 
to deliver training but look to an external resource for program 
design. 

  Training  magazine ’ s 2006 Industry Report found that 30 per-
cent of the organizations surveyed used external resources to 
design training despite the signifi cant additional expense. Cus-
tomized training products are designed specifi cally for the orga-
nization purchasing the product and for the target audience it 
intends to train. Customized products produced by external 
resources generally possess the same strengths and weaknesses as 
off - the - shelf packages that will be discussed in the next chapter. 

 Conversely, the training professional may determine that 
in - house expertise is available to design the training program, 
but the organization lacks the ability to deliver it. In this case, 
outsourcing instruction is indicated. According to  Training ’ s  2006 
Industry Report, approximately 44 percent of the organizations 
surveyed stated that they used external trainers to deliver some 
of their training. 

 The training professional may determine that some training 
design and/or delivery expertise must be brought in from out-
side to meet the organization ’ s training needs. Outsourcing will 
be fully discussed in the next chapter. 

  Off -  the -  Shelf Design and Delivery 
 Off - the - shelf training products (off - the - web might be a more 
appropriate descriptor), refers to packaged training products on 
particular topic(s) that the organization purchases and delivers 
to trainees as is. Such packages often include a DVD, workbook, 
assorted group training activities with instructions for administra-
tion, and lecture or facilitation notes. Like any training - provider 
option, this approach has its strengths and weaknesses. 
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  S t r e n g t h s 

 Off - the - shelf products are usually strong in their design and 
 consistent message delivery. The materials have already been 
 created, so there is no delay in delivering training to the target 
audience. The information is usually well - researched and pro-
duced, easy for the trainer to deliver, and pleasing to the trainees. 
The trainer can deliver a consistent message session after session 
because the training package includes the scheduled agenda 
of lectures, interactive learning activities, and videos. This is an 
important advantage if large numbers of people must be trained 
on the same topic in multiple locations. The training profes-
sional wants each group of trainees to receive a consistent, posi-
tive training experience, hear the same message, and ultimately 
to experience equivalent, desired changes. Using the same physi-
cal materials at every session ensures consistency. 

 An evaluation process is usually built into the product in the 
form of tests that trainees must complete satisfactorily at the end 
of each module to proceed to the next. This process ensures and 
documents information retention.  

  W e a k n e s s e s 

 Off - the - shelf training packages must be purchased as is. They are 
meant for a generic, mass audience and are not designed or tai-
lored to meet organizational or industry - specifi c learning needs. 
This lack of precision may inhibit change in knowledge, skills, 
attitudes, and behavior in the specifi c target audience. 

 Off - the - shelf training packages, if led by live instructors, 
require skilled facilitators to lead trainees through the training 
experience. The vendor can provide these facilitators (at signifi -
cant expense), or the organization ’ s training professional, with 
preparation by the vendor, can facilitate the training. Depending 
on the scope of the effort, additional individuals in the organiza-
tion may need to be identifi ed and trained as facilitators along 
with the training professional. These investments in time, effort, 
and personnel must be factored into the training budget to deter-
mine if using such a product is the most effective and effi cient 
way to proceed. 

 Although some vendors provide updates to packaged pro-
grams for an additional cost, the training professional must 
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 recognize that such packages, like groceries, have a shelf life. 
They are valid and relevant for a fi nite period of time before 
industry and other trends change, and the materials become 
obsolete. Unlike groceries, off - the - shelf products do not have an 
expiration date on the package, so estimating shelf life is diffi cult. 
For this kind of program to be cost - effective for long - term bud-
geting purposes, the training professional needs to project the 
anticipated number of trainees who will use the product before 
it is anticipated to become obsolete to determine whether it is a 
cost - effective investment.   

  Training Delivery Via Live Instructor or 
Technology (or Both) 
 Most training is delivered by a live instructor — 62 percent of all 
programs according to the 2006 Industry Report, 65 percent of 
all training hours according to the ASTD  2007 State of the Industry 
Report . Self - study e - learning is on the rise and accounts for 15 per-
cent; the virtual classroom format is used in training delivery 14 
percent of the time. When technology - assisted delivery is used, 
it is often in conjunction with a live trainer to form a blended 
learning format. As the 2006  Training  Industry Report suggests, 
factors such as budget, industry - type, training topic, and the tar-
get audience ’ s location infl uence the training professional ’ s deci-
sion to use technology in training delivery. 

 Larger organizations (ten thousand or more employees) gen-
erally have the budget needed to procure and maintain training -
 related hardware and software that smaller organizations cannot 
afford. They must also be able to train large numbers of employ-
ees in relatively short time periods; technology - assisted method-
ology can be the most effective and effi cient delivery system for 
them. One of the leading fi nancial services companies in the 
United States, trains its employees using a blended approach of 
instructor - led classroom delivery supported by technology. 

 Technology and fi nancial services organizations tend to use 
technology in training more than manufacturing, retail, and 
healthcare institutions according to  Training ’ s  2006 Industry 
Report. For example, a San Diego - based telecommunications orga-
nization trains its employees with an entirely web - based program. 
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Employees are provided a series of learning modules on topics 
related to company products, services, and processes that they are 
expected to complete within a prescribed time period. Completed 
questionnaires at the conclusion of each module serve as docu-
mentation of successful completion. 

 According to  Training ’ s  2006 Industry Report, mandatory/
compliance training and information technology and systems 
training are most often delivered using technology, while inter-
personal skills, customer service, and sales training are most 
often delivered by live instructors. Blended learning approaches 
seem to be gaining popularity in both camps. Live instructors are 
used more often to supplement pure training delivery, and tech-
nology is used to augment the instructor - led classroom training 
experience. 

 When the majority of trainees are located on - site, the train-
ing professional can reach them through either instructor - led or 
on - site, technology - assisted delivery. If the majority of trainees are 
off - site but in one location, they can be reached the same way if 
provisions can be made to transport the instructor and/or tech-
nology to that site. 

 When the majority of trainees are off - site but in different 
locations, the logistics of bringing them together for training is 
probably prohibitive. Delivering training under this circumstance 
will likely be achieved through a technology - assisted approach.  

  Using Subject -  Mat ter Experts 
 Subject - matter experts (SMEs) are often technically oriented 
and skilled employees whose expertise makes them invaluable 
contributors to training program design and training. Organi-
zations generally prefer attempting to turn SMEs into trainers, 
as opposed to trying to turn trainers into SMEs. To be effective 
trainers, SMEs must be profi cient at performing the technical 
skills themselves, transferring their expertise to learners, dealing 
with learner feelings in a constructive and confi dence - building 
way, and handling learners whose expertise ranges from beginner 
to advanced. So although subject - matter experts must be knowl-
edgeable in the subject matter, they must also possess appropri-
ate instructor competencies to deliver training effectively. 
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 Organizations like using SMEs as trainers because they have 
a thorough understanding of the subject, they relate well to the 
learners ’  technical training needs, and as fellow employees, they 
generally have instant credibility in the eyes of the trainees. Hos-
pitals routinely use designated in - house staff to conduct regular 
in - service training with employees on knowledge and skills care -
 related equipment, processes, procedures, and techniques. 

 Concurrently, organizations have some concerns about using 
SMEs as trainers, due to their lack of training competency. Their 
effectiveness is diminished if they are not well - versed in adult 
learning theory. Because SMEs know much more information 
about the subject than they need to convey in training, they have 
diffi culty setting priorities, deciding what content to include and 
what to exclude. Consequently, they may overload learners with 
information unrelated to job needs and training goals. 

 For SMEs to be used effectively to deliver training, they must 
be viewed as adult educators — like all trainers. They must have 
knowledge of the subject, and they must possess effective class-
room skills in order for their training to achieve desired changes 
in the participants ’  knowledge, skills, attitudes, and behavior. 

 SMEs who are not trainers must be trained in classroom 
 techniques in order to effectively conduct training. Training SMEs 
to deliver training can be performed by either in - house train-
ers or external training providers depending on  organizational 
 preference.  

  Train -  the -  Trainer 
 Training SMEs and/or other employees to train others is another 
method used to deliver training to the organization ’ s target 
audience(s). As with all training delivery methods, there are 
strengths and weaknesses to this approach. 

  S t r e n g t h s 

 It is more effi cient and less expensive for on - site employees to 
provide training programs in multiple or outlying locations 
than to transport employees from outlying areas to one central 
location for training. The train - the - trainer model minimizes 
wear and tear on internal training staff that are relieved of the 
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 responsibility to conduct multiple sessions at several outlying 
locations. 

 The trainers selected for this assignment need to demon-
strate requisite trainer competencies such as knowledge of the 
topic, good speaking ability, enthusiasm, and interpersonal and 
facilitative skills. Employees possessing these skill sets are natu-
rals for the role and are most likely to be successful. Tangentially, 
this training model represents a career - development opportu-
nity for the employees selected as trainers since presentation and 
 facilitation skills are transferable to a wide variety of jobs. 

 Trainees will generally be more trusting of, and empathetic 
toward, a fellow employee in the role of trainer than an exter-
nal trainer. They will be more likely to support the training effort 
and the implicit desire for change.  

  W e a k n e s s e s 

 It is a stretch to ask newly trained trainers to effectively navigate 
potentially treacherous waters to successfully conducting a train-
ing program. These are employees who were hired to do some-
thing else being asked to take on additional, different, and very 
challenging responsibilities that take time and experience to 
master. 

 Training trainers is a training effort of its own for the training 
professional. Preparing trainers for the daunting task of leading 
training programs requires a combination of imparting knowl-
edge about the subject (if not an SME) and group leadership and 
facilitation skills. Employees selected from the ranks are generally 
better at one or the other; those skilled at both are rare. Design-
ing and conducting train - the - trainer sessions is an arduous and 
time - consuming process for the training professional who must 
foresee that investing in this effort will pay off in the long term. 
Hiring an external trainer to conduct train - the - trainer training is 
an expense that must be incorporated into the budget. 

 While most trainees will support their fellow employees leading 
a training program, some employee trainers may be reluctant to 
take on the role of training leader with peers, and some peers may 
be uncomfortable being led by someone they consider an equal 
who they feel is not qualifi ed to train others. While many will see 
selection for the trainer role as a long - term career -  development 
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opportunity, the organizational message may be  “ We want you to 
do this trainer role, but we still expect you to meet your current 
job expectations. ”  The perceived long - term career payoff may 
not be suffi cient to overcome the short - term pain of substantially 
increased job responsibilities. 

 Newly trained trainers will, by their nature, deliver training 
programs differently from one another. Even the same trainer 
doing multiple sessions of the same topic with the same agenda 
will rarely have one training program go exactly the same as 
another one. There is a natural amount of variability that comes 
with different trainers and trainees. Natural variability, even fol-
lowing the same training agenda, will produce outcomes that vary.   

  Informal  OJT  
 Employees in need of guidance will fi nd it anywhere they can. 
Organizations without a formal, structured training program 
leave the learning process to chance. Employees will fi nd 
mentor(s) to shadow, absorbing their knowledge and emulating 
their attitudes and behaviors. Hopefully, the model they follow is 
positive; if not, misinformation will spread, unmet performance 
expectations will occur, and a signifi cant barrier to the organiza-
tion ’ s ability to achieve its goals and follow its mission will have 
been created.   

  Classroom Techniques 
 Delivering successful instructor - led classroom training is both art 
and science. Successful training, training that achieves its goals, 
requires a balanced blend of method and imagination. Too 
much method and too little imagination could leave participants 
bored, stifl ed, and uninterested in changing. Too little method 
and too much imagination could leave participants dazed, con-
fused, and wondering what change they are supposed to embrace 
(and why). 

 There are no right and wrong ways to design and deliver 
classroom training. There are instruction methods that, with 
practice and repetition, seem to be more successful than  others. 

c05.indd   116c05.indd   116 6/17/08   10:33:30 AM6/17/08   10:33:30 AM



Training Delivery  117

There are no guarantees that, for instance, if the trainer does 
A, then B, then C, and so on, that the training program will 
achieve desired results. The best strategy is for trainers to achieve 
and demonstrate their instructor competency, using a variety of 
instructional methods and effective classroom skills to improve 
chances for a successful training outcome. 

  Instructional Methods 
 Classroom instructors package training content into a series of 
instructional methods that are delivered to participants. Material 
is covered through lectures, role plays, small group discussion, 
instruments, and other methods. Care and attention must also be 
given to the order in which the trainer presents these activities. 

 Instructional methods determine the interaction level between 
instructor and trainees which sets the tone for the classroom envi-
ronment. Two - way communication is essential for knowledge, 
skills, attitudes, and behavior change to occur.  

  Instructor Control and Learner Freedom 
 The range of instructional options the trainer can select is infl u-
enced by the relative balance of two variables — instructor control 
and learner freedom. These factors have an inverse relationship  -  
the higher the level of instructor control, the lower the level of 
learner freedom and vise versa. 

 They form a dynamic tension that determines the classroom 
learning environment and the interaction level between instruc-
tor and trainee. Their appropriate use and placement order in 
the training program can create optimal learning conditions and 
have a profound effect on the behavior of training program par-
ticipants. Using either type of instructional method to excess will 
be detrimental to their training experience. Too much instruc-
tor control creates the dynamic of one - way communication from 
instructor to trainee. Too little instructor control creates a cha-
otic dynamic that prevents the agenda from being followed and 
the training program goals from being accomplished. The trainer 
may use any or all of the following instruction methods. 
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  I n s t r u c t o r  R e a d i n g 

 Reading to the group provides the highest level of instructor 
control and the lowest level of learner freedom. Reading literally 
means the instructor reads information to the group. This tech-
nique is appropriate for very short periods of time to impart a 
specifi c passage of information. Used with frequency and for any 
extended period of time, it can be stifl ing and boring. Under-
graduate and graduate students, as well as trainees, may have 
experienced hearing famous instructors read long passages from 
their books to their class throughout their lectures. Brilliant 
professors, authors, consultants, and trainers may write interest-
ing books, but trainees who are read to for long periods of time 
aren ’ t likely to acquire or enhance their knowledge. If instructor 
control is too high for too long (thus learner freedom is too low 
for too long), desired changes are less likely. How long is too long 
is a judgment the trainer makes sensing the audience. Instructor 
A reading long passages from his or her book on performance 
evaluations is not going to change the knowledge, skill, attitudes, 
or behavior of the managers in the audience in conducting per-
formance evaluations.  

  I n s t r u c t o r  L e c t u r e 

 Lecture is one step down the escalator from reading in terms of 
less instructor control and one step higher in terms of learner 
freedom — but not by much. Lecture maintains a high degree 
of instructor control as well as a low level of learner freedom. It 
is an instructional method that, used in excess, causes learners 
to lose interest in the presented information and compromises 
accomplishing training goals. Interaction between instructor and 
trainee is limited when most of the communication is one - way. 
And, if the instructor doesn ’ t allow questions from the trainees, 
there is no opportunity for trainees to learn from each other. 
Instructor A conducting long lectures about performance evalu-
ations as the predominant instruction method will not change 
trainee behavior.  

  E x p e r i e n t i a l  L e c t u r e 

 The experiential lecture is somewhat lower in terms of instruc-
tor control because the instructor not only presents material in a 
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 lecture format but also requests the trainees to interject their own 
perceptions and experiences related to the subject. The instruc-
tor is not doing all the instructing/controlling but is including 
the trainees in the instruction. The level of instructor control 
is lower and, conversely, the level of learner freedom is higher. 
The learners not only learn from the instructor, but they are 
also receiving information from the other people in the room. 
There is a better communication balance between instructor and 
trainee, and trainees have the opportunity to learn from each 
other. For example, the instructor encouraging the manager 
audience to share their successes and failures conducting perfor-
mance evaluations is a learning activity that may have a signifi -
cant impact on the knowledge, skill, attitudes, and behavior of 
the trainees.  

  S m a l l  G r o u p  D i s c u s s i o n 

 Small group discussion is next on the classroom techniques con-
tinuum. In this instructional method, instructor control is lim-
ited to giving the small group (minimum three trainees) a topic 
to discuss and/or a task to complete and report back to the large 
group at a specifi ed time. The trainees have the freedom to pro-
ceed and discuss the topic as they wish without instructor involve-
ment. Interaction between instructor and trainees is enhanced 
as trainees report their fi ndings to the large group. Interaction 
between trainees is also greater than in previously discussed class-
room techniques. An example of an effective small group discus-
sion activity asks trainees to share their single most important tip 
about conducting performance evaluations in their group and 
have each small group report their tip list to the large group.  

  P a r t i c i p a n t  Tr a i n i n g 

 Participant training is an instructional method in which a 
trainee, either by design or happenstance, takes on the role 
of trainer to demonstrate a specifi c technique and/or behavior. 
Its placement as a lower instructor control/higher learner free-
dom type of activity is self - evident. An example is a safety train-
ing session during which someone in the audience shows the rest 
of the trainees how to operate a particular piece of equipment 
in a desirable, safe way. In hospital safety training, for instance, 
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a trainee might demonstrate how to safely lift a particularly 
heavy patient. Adults learning from peers can be a very powerful 
and positive force toward the ultimate goal of changing trainee 
behavior. If a training participant has expertise to perform a task 
that is equal to that of the instructor, then it is valuable to ask 
this person to lead a segment of the learning activity for the rest 
of the group. Having a trainee demonstrate his or her success-
ful technique for  telling a direct report, in a performance evalua-
tion setting, that the job performance in a key result area has not 
met expectations will be very instructive and infl uential with the 
other trainers.  

  C a s e  S t u d y 

 The case study offers an even greater opportunity for learner 
freedom with less instructor control. The trainer presents a case 
or scenario that depicts a situation related to the training topic to 
which trainees apply problem - solving and decision - making skills. 
Trainees, either individually or in small groups, analyze the case 
and make recommendations to address the issue. Executive man-
agement programs and university curricula, most notably the 
Harvard Business School, base their course of study on present-
ing a series of case studies of actual business situations for stu-
dents to analyze. 

 A subset of this instructional method in action is the in - box 
(or in - basket) exercise. Trainees are given a set of memos, letters, 
e - mails, an organizational chart, a calendar of scheduled meet-
ings, and other items that might hypothetically be in a manag-
er ’ s in - box upon arriving at a new or existing job. Individually, 
the trainee must respond to each item within a given time frame 
(usually one hour) by either (1) delaying a decision about the 
issue; (2) referring the issue to someone else in the organization; 
or (3) making a decision about the issue. After the trainees have 
completed writing how they would respond to each memo and 
e - mail, the trainer processes the exercise in a large group experi-
ential lecture that reviews the various possible actions that could 
have been taken with each in - box item and the ramifi cations of 
the trainee ’ s decision - making process on time management, del-
egating, leadership style, problem solving and decision making. 
The feedback to the trainee is invaluable. 
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 Consider the value of a case study that asks each trainee to 
complete a sample performance evaluation form when provided 
data describing Employee A ’ s job performance in several key 
result areas. Such practice in writing evaluative narrative state-
ments will most likely improve the trainee ’ s knowledge, skills, 
attitudes, and behavior when performing this very challenging 
task prior to a real performance evaluation session.  

  R o l e  P l a y 

 Role play is a simulation exercise in which one or more  people 
is asked to behave in a particular way so the other person or peo-
ple in the role play have an opportunity to practice how to deal 
with such an individual. This method is most appropriate to help 
trainees deal with problems and decisions related to human inter-
actions and relationships. The level of learner freedom is higher 
than in the previously described instructional methods, and the 
instructor control is signifi cantly lower — the trainer presents 
the guidelines and the role player(s) take it from there, bring-
ing to the role their own personalities and behavioral tenden-
cies. Often, the trainer will take on one of the roles in an initial 
run - through to model the behavior the trainees should emulate. 
The appropriate uses of this instructional method abound: train-
ing customer service employees how to deal with irate customers; 
training managers and supervisors how to conduct work perfor-
mance counseling sessions; and training managers and supervisors 
how to conduct a face - to - face performance evaluation discussion. 
Not only do the participants learn from their role play, but the 
audience members also learn by watching the role play and won-
dering what they would do similarly or differently if they were in 
the situation.  

  I n s t r u m e n t a t i o n 

 Instrumentation is the instructional method of choice when the 
desired result involves participants gaining further insight or 
feedback into their own styles of behavior. Usually, instruments 
are structured as a series of paper - and - pencil questions the partic-
ipant scores at the end of a designated time period. Instruments 
have been created to give training participants feedback about 
themselves on everything from communication to confl ict style, 
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from preferred leadership styles to preferred problem - solving and 
decision - making styles. Instruments demonstrate a higher form of 
learner freedom and a lower level of instructor control than pre-
viously mentioned instructional methods. They are highly interac-
tive activities that promote a great deal of two - way communication 
between trainer and trainees. 

 Although guided by instructions and interpretive feedback 
from the trainer, the learner makes many assumptions and draws 
many conclusions about the meaning of the data and how it 
relates to them. Instruments such as the Performance Appraisal 
Skills Inventory are designed to alert managers to their per-
formance evaluation weak spots with tips for improvement. For 
example, one tip might include paying closer attention to the 
tasks assigned to different employees to address motivation issues.  

  S t r u c t u r e d  E x p e r i e n c e s 

 The structured experience is an activity that puts participants 
through a specifi c experience, with both the trainer and train-
ees processing the outcomes as they relate to the training topic. 
A multitude of simple, yet powerful structured experiences are 
available to the training professional and can be found in ven-
dor catalogs like HRDQ and from publishers such as Pfeiffer. 
As with instrumentation, there are structured experiences that 
relate to the full gamut of training topics. They promote a lot of 
inter action between trainer and trainees. Similarly, with guidance 
from the trainer, the learners have tremendous freedom to apply 
the insights and outcomes of the experience to their own knowl-
edge, skill, attitudes, and behaviors. 

 A favorite structured experience in the performance evalua-
tion realm is the activity called Evaluate Your Famous Employee. 
Trainees are given a list of famous people and asked to select one 
(with a job title) that they pretend has been their direct report 
for the past year. The trainees complete a sample performance 
evaluation form for that famous person, complete with ratings, 
evaluation narratives, and future goals.  

  L e a d e r l e s s  G r o u p  A c t i v i t y  ( o r  T  -  G r o u p ) 

 The leaderless group activity is the ultimate on the instructor 
control/learner freedom continuum. It is also referred to as 
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the T - Group because of its association with Tavistock, a town in 
 England where Sigmund Freud founded the Tavistock Institute 
and pioneered work in behavioral science that was later brought 
to the United States by behaviorist and Institute director Kurt 
Lewin in 1933. The instructor exerts little control and formal lead-
ership because the group (usually ten to twelve participants) and 
their activity is largely unstructured with a very fl exible agenda. 

 The trainer gives the group an imaginary task to perform 
for a specifi c time period (twenty minutes, for example), such as 
deciding as a group where to go for lunch or how to spend an 
imaginary $1 million gift. The training leader gives no other guid-
ance and lets the group go. It is usually helpful to have observ-
ers posted around the room with each taking notes on what a 
selected group of trainees (usually no more than three) do and 
say. This information is fed back to the participants at the conclu-
sion of their discussion, when they receive information related to 
the roles and behavior(s) they exhibit in a group. A short experi-
ential lecture follows that focuses on developing more awareness 
and understanding of group processes, including the task and 
relationship aspects of  leadership and group behavior.    

  Order of Instructional Methods 
 Ten instructional methods have been presented in sequential 
order to demonstrate the progressive and inverse relationship 
between the dynamics of instructor control and learner freedom. 
Each creates an interaction level between trainer and trainees 
to form a classroom environment that has a profound effect on 
learning  -  facilitating change in trainee knowledge, skills, atti-
tudes, and behavior. One of the classroom trainer ’ s challenges is 
to determine which instructional methods to use, their content, 
and the best order in which to present them. These decisions will 
create an optimal classroom learning environment, maximize 
interaction between trainer and trainees and between trainees, 
and provide the greatest opportunity to achieve goals. 

 It is generally preferable for the trainer to start a training 
 program with an activity of high instructor control. A lecture for-
mat for communicating trainer introductions, program agenda, 
training program goals, and initial questions and answers is 
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appropriate. Next, shift to an activity of lower instructor control 
and higher learner freedom, such as an instrument, a structured 
experience, or a small - group discussion. Following this activity, 
shifting to an instructional method of higher instructor control 
and lower learner freedom such as a lecture, is appropriate. 

 Experienced trainers anecdotally report the format that 
seems to work best uses an alternating back - and - forth pattern 
of high to low instructor control and learner freedom activities. 
This pattern of using instructional methods keeps training par-
ticipants engaged, participating, and moving toward the goals of 
the training session.   

  Technology -  Assisted Delivery 
 Training professionals must determine the best ways to address 
training needs that have been uncovered via a needs assess-
ment. Instructor - led classroom training, although still the most 
commonly used delivery method, is increasingly augmented by 
technology. Previously discussed organizational requirements 
and constraints will help determine whether blending classroom 
training with technology - assisted delivery is the method that will 
provide the greatest opportunity to change trainee knowledge, 
skills, attitudes, and behaviors. 

  Self -  Study (Self -  Paced) and/or Online Training 
 Self - study (also known as self - paced) and/or online training, 
accessed via the web or software loaded onto a computer or 
server, represents a departure from the typical classroom model. 
Employees receive training via their individual computer ter-
minals through delivery of topic - specifi c video and/or text. 
 Participants progress through a series of subtopic modules and 
demonstrate successful completion through an interactive instru-
ment such as a multiple - choice test. 

 Confi dence seems to be growing in the ability of technol-
ogy - assisted training to deliver results. According to the 2005 
 Industry Report, 70 percent of formal training was conducted in 
the classroom with live instructors, compared with 7 percent that 
was delivered via the online self - study method. The 2006 study 
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showed a shift; 62 percent of formal training was conducted in 
the classroom with a live instructor, as compared to 15 percent 
online/self - study. 

  S t r e n g t h s 

 The strength of this training approach is imbedded in its title; 
trainees can progress through self - paced courses at their own 
speed and convenience. Trainees regulate the presentation fl ow 
and subsequent information absorption with the goal to maxi-
mize learning. Content consistency is guaranteed, and the trainer 
knows that trainees have demonstrated some mastery of the mate-
rial via a percent of correct scores on a completed end - of - module 
questionnaire.  

  W e a k n e s s e s 

 Some doubt that desired changes in knowledge, skills, and behav-
ior can occur in isolation. A group classroom experience provides 
a powerful change dynamic that is not possible with solo learn-
ing. The classroom affords many positive training aspects, such 
as superior presenter skills, live and interesting classmate inter-
action, and powerful role - play simulation that facilitate learning 
but that are not available in a self - paced or online format. Others 
say the classroom affords experiences that are also detrimental 
to the training experience, such as inferior presentation skills, 
distracting classmate interaction, and ineffective role - play simula-
tions that impede learning.   

  Teleconferencing 
 Teleconferencing as a training delivery system is an option in 
either a web - based or closed circuit delivery system. In either case, 
teleconference training is instructor - led from a remote location. 

  S t r e n g t h s 

 Logistically, it is far more desirable to deliver the same training 
message to numerous remote locations at the same time, thus 
avoiding the expense and nightmare of herding employees to 
a central point for a series of mass meetings. Facilitators, like 
trained trainers, can be located at each site and prepared ahead 
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of time to handle questions, answers, and follow - up items once 
the teleconference is completed. It ’ s certainly a real - time train-
ing delivery system, as opposed to the dog - and - pony road show 
of the dedicated training professional(s) delivering a series of 
presentations to employees located at remote sites. Completing 
a multiple - location training cycle could take weeks, months, or 
years, depending on the number of trainers and the size of the 
organization. 

 Webinars, a seminar delivered via the web to individuals 
logged on to their computers, is a version of a teleconference. 
An instructor in a remote location leads the webinar.  

  W e a k n e s s e s 

 Most uncertain is ensuring the ability of these training meth-
ods to change employee behavior, attitude, knowledge or skill. 
According to the 2006 Industry Report, 14 percent of all train-
ing was delivered instructor - led from a remote location which 
represented a drop from 16 percent in 2005. In the 2005 
study, 16 percent of all training in organizations of 100 to 499 
employees used the instructor - led, remote - location model, while 
22 percent of all training in organizations of ten thousand or 
more employees used this training approach. Larger companies 
have demonstrated a greater propensity to leverage their tech-
nological capabilities to deliver training to a greater number of 
employees, especially in topics that involve compliance and/
or regulatory issues. It seems the greatest challenge will be to 
expand the use of technology to include additional topics like 
sales and customer service training that appear to be more effec-
tively delivered through the instructor - led classroom method.   

  Web Courses 
 Web courses are taught almost entirely over the Internet by con-
tent experts using online discussions, written assignments, and 
tests to measure learning and retention. Web courses can be pre-
requisites to instructor - led classroom training or interspersed 
with periodic instructor - led classroom meetings. Participants in 
web courses must be mature adult learners who are self - moti-
vated to improve their knowledge, skills, attitudes, and behavior. 
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Trainees have greater freedom and fl exibility to schedule their 
time and complete their web course assignments either on - site or 
off - site. Trainees who spend a great amount of time traveling 
or attending off - site meetings can complete web courses as long 
as they can maintain regular Internet access.  

  Web Modules and Podcasts 
 Web modules and podcasts consist of information (audio/video) 
that can be downloaded to a computer and then uploaded to a 
portable medium (iPod and/or MP3 player) to be watched/lis-
tened to on the go. Lectures, movies, and videos are some of the 
media that can be transmitted in this way. Training program lec-
tures and/or videos can be viewed at the trainee ’ s convenience, 
such as while commuting to and from work. Used with i nstructor -
 led training, web modules and podcasts free up valuable class-
room time for training activities more appropriate for face - to - face 
interaction.                               

Summary  
   1.   Evaluate the best ways to deliver training, given organizational require-

ments and constraints, in order to achieve program goals.  

   2.   Review instructor competencies to determine internal and external 
resources that can be used to design and deliver training.  

   3.   Examine whether using SMEs as trainers is the best approach to achieve 
training goals.  

   4.   Determine whether training trainers to train employees is the most effec-
tive way to train large employees in large numbers.  

   5.   Evaluate classroom training to determine whether instructor behavior and 
instruction methods are effectively facilitating change in trainee knowl-
edge, skills, attitudes, and behaviors.  

  6.  Assess the feasibility of using instructor - led classroom training, 
 technology - assisted delivery, and/or a blend of both to deliver training 
most  effectively.
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                                   Chapter Six   

 O u t s o u r c i n g :  F i n d i n g  t h e 
R i g h t  Tr a i n i n g  P r ov i d e r           

   “ Change is the law of life. And those who look only 
to the past or present are certain to miss the future. ”  
 John F. Kennedy    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Review factors that help determine the suitability of using 
internal, external, or a blend of training resources  
  Determine training design and delivery services that will be 
outsourced  
  Identify sources of potential training providers, vendors, and 
consultants, as well as process and criteria for selecting the 
best candidates  
  Examine off - site training program options and ways to 
 evaluate their potential value and effectiveness     

  Overview 
 The training professional must assess their organization ’ s  internal 
competency to design and deliver training that meets organizational 
needs. Depending on the availability of internal training resources, 
a determination is made as to the design and delivery resources that 
will be procured from external sources. Training needs, program 

•

•

•

•
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requirements and constraints are reviewed and fi nalized to craft 
request for proposals from potential providers. A ranking and selec-
tion process is used to determine providers, vendors, and/or con-
sultants who will contract to complete the training project. Selected 
vendors are verifi ed who can deliver as promised. Off - site programs 
are considered for satisfying specifi c training needs. Organizations 
will invest fi nancially to satisfy their training needs by using internal 
resources, external resources, or a combination of both.  

  Put ting Competencies to Work 
 Organizational training needs are often met by using both  internal 
and external training resources. The 2006 Industry Report noted 
that 44 percent of organizations polled use external instructors to 
deliver some of their training and approximately 30 percent turn 
to external vendors for custom content development. Training 
professionals must assess both their  organizations ’  internal capa-
bility to design and deliver needed training and which training 
must be provided by external training providers, vendors, and/or 
consultants. 

 The training professional must develop and follow search, 
interview, and selection processes to determine the vendor(s) 
best suited to the hiring organization. Training professionals 
can facilitate the process by accessing their professional commu-
nity. The 2004 ASTD Competency Model identifi ed networking 
and partnering as one of the interpersonal skills essential to the 
successful trainer role. The model defi ned this competency as 
 “ developing and using a network of collaborative relationships 
with internal and external contacts to leverage the workplace 
learning and performance strategy in a way that facilitates the 
accomplishments of business results. ”  The training professional 
must ensure (as well as possible) selecting the correct vendor.  

  Finding the Right Training Provider(s) 
 Once the determination is made to use external resources to 
design and/or deliver training to the organization, the training 
professional must revisit the organization ’ s program requirements. 

c06.indd   129c06.indd   129 6/17/08   10:35:29 AM6/17/08   10:35:29 AM



130  A Practical Guide to Training and Development

  Choosing Customized vs.  Custom -  Designed 
Programs 
 Organizational needs will help the training professional decide 
whether program content should be customized and/or custom 
designed. Customized training tailors existing materials to meet 
the organization ’ s specifi c needs. Custom - designed training is 
created specifi cally for the organization. Customized programs 
are most appropriate for general training topics such as manage-
ment development, selection interviewing, and so forth. Custom -
 designed programs are most appropriate for knowledge and skills 
unique to the organization, such as product knowledge, propri-
etary software, and new employee orientation (NEO). NEO is a 
training program most likely custom - designed by the organiza-
tion for its own unique uses. Ownership of customized programs 
is usually retained by the training provider, while ownership of 
custom - designed programs is retained by the organization.  

  Evaluating Outsourcing Options 
 The training professional can contract with training providers, 
vendors, or consultants to design and deliver training programs 
on almost any topic. Alternatively, organizations can contract sep-
arately for design or delivery. Pre - determining and confi rming 
provider credibility is a critically important decision that strongly 
infl uences training program success. The trainees will consider 
the external resource to be an extension of the in - house training 
function. The hiring organization needs to carefully examine the 
training provider ’ s credentials and capabilities to determine its 
capability to handle the project. 

  E x p e r i e n c e 

 It is important to determine whether the vendor has under-
taken a previous project similar in size, scope, and/or content. 
The training professional must evaluate previous work products 
as well as contact previous customers to review performance and 
evaluations. Training professionals generally do not want to use 
unproven vendors or vendors who have limited experience with 
successfully completing a similar project.  
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  S t r e n g t h 

 Depending on the magnitude of the project, training providers 
may need to expend signifi cant up - front monetary and human 
resources to get the project underway. Training professionals 
must make sure that their provider has the fi nancial breadth and 
depth to build the training program and maintain it as required 
by the contracting organization.  

  I n s t r u c t i o n a l  D e s i g n  a n d  D e l i v e r y 

 The provider must have previous experience with training pro-
grams of similar instructional design and delivery requirements. 
It is important to know how many times the vendor has devel-
oped a similar training program. Evidence of previously satisfi ed 
customers will reassure the contracting organization that they will 
be pleased with the results, too.  

  W o r k  Q u a l i t y 

 It is important to collect and analyze the process that vendors use 
in gathering feedback from previous customers. In addition to 
reviewing glowing reports from satisfi ed customers, ask vendors 
to identify the biggest complaint previous clients have expressed 
about them. Vendors do not like to reveal problems that previous 
customers have experienced, but the responses to this question 
can provide insight into areas that the contracting organization 
may want to pay special attention to. 

 A training provider who can point to evidence of professional 
recognition gains credibility. Published articles and/or research 
fi ndings in trade magazines, books, or other periodicals demon-
strate the vendor ’ s high standing in the training community.  

  Tr a i n e r  C r e d e n t i a l s 

 If training will be delivered using an instructor - led classroom 
format, the hiring organization must determine whether the 
assigned trainer has the knowledge, skills, attitude, and behavior 
to effectively deliver the program to the target audience. Train-
ers come with different resumes: combinations of backgrounds 
as consultant, published researcher, author, and/or vendor; 
industry experience and/or professional association affi liations; 
undergraduate, graduate, and postgraduate degrees; non - profi t, 
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public service, government, or military experience. Different, 
previous professional roles will provide different knowledge, skill, 
and experience bases that often determine potential for effective-
ness with different projects. 

 The training professional needs to evaluate whether the exter-
nal trainer possesses the critical competencies necessary to deliver 
effective classroom training. Subject knowledge, speaking ability, 
enthusiasm, and classroom interpersonal skills are required. 

 Seeing is believing, so seeing the trainer in action prior to 
hiring for a project is very desirable. Attending the trainer ’ s next 
presentation as a guest to evaluate fi t for the assignment is pos-
sible with permission from the hosting organization. A presenta-
tion DVD can provide insight into the trainer ’ s classroom skills 
and techniques. A personal recommendation from a trusted col-
league gives the training professional confi dence. If possible, 
face - to - face interviews prior to signing the contract will also help 
reveal whether this is the right trainer for the program.   

  Finding Resources 
  V e n d o r  L i s t i n g s 

 If the contracting organization will want the ability to conduct 
face - to - face meetings with training providers over signifi cant time 
periods, it is advisable to search fi rst within close proximity to the 
organization ’ s headquarters. Face - to - face meetings are easier to 
arrange and less expensive when distance is minimized. Local, 
national, and international vendor listings can be found via buy-
ers guides, directories, websites, trade shows, chambers of com-
merce, professional publications and articles, research studies, 
and word - of - mouth referrals. Colleagues in professional organi-
zations, discussion list participants, and newsgroups can also be 
sources to uncover possible training providers. 

 ASTD ’ s  Buyer ’ s Guide  &  Consultant Directory  is an excellent 
provider source. The International Society for Performance 
Improvement (ISPI) publishes an annual directory of perfor-
mance improvement resources and lists well credentialed ven-
dors in its Buyers Guide section. 

 Although proximity is a consideration, location should not 
be a barrier to fi nding the best provider. Technology provides 
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communication abilities that transcend state and international 
boundaries. Although live face - to - face meetings might prove chal-
lenging with providers headquartered many miles away, many 
types of projects can be successfully designed and delivered using 
electronic means.  

  Tr a d e s h o w s  a n d  C o n f e r e n c e s 

 Tradeshows and conferences, especially those organized by pro-
fessional training organizations, are multi - day events that include 
presentations by practitioners, industry experts, and expositions 
by companies demonstrating their products and services. At these 
venues, training professionals in the market for a vendor can 
assess the fi eld and see who might be the best fi t for their project. 

 Industry - specifi c annual training conferences for such orga-
nizations as the Society for Pharmaceutical and Biotech Trainers 
and the Society for Insurance Trainers and Educators provide 
opportunities to survey potential training providers who have an 
industry - specifi c approach. 

 Attending such gatherings gives the training professional con-
sumer the opportunity to see presentations delivered by practitio-
ners who offer their latest books, instruments, research fi ndings, 
and/or projects. Assessing practitioners ’  strengths and weaknesses 
can give the training professional important information about 
their potential compatibility with organizational needs. Visiting 
vendor booths, meeting company representatives, reviewing work 
samples, gathering marketing literature, and asking questions 
can help reveal whether the training provider could adequately 
address the organization ’ s needs.   

  Evaluating Resources 
 After developing a potential provider list, the training profes-
sional must give each vendor fi nalist the same description of the 
training program ’ s specifi cations. Some contracting organi zations 
produce a structured Request for Proposal (RFP) to ensure that 
all potential providers are bidding on the same project. RFPs 
makes it easier to compare and choose the training vendor who 
will provide the best value, meeting or exceeding the contracting 
organization ’ s requirements and expectations. 
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 Narrow the fi eld to between three and fi ve potential  vendors 
to receive the RFP. Reviewing returned proposals is a time -
  consuming process that should be reserved only for those orga-
nizations that stand a strong chance of being selected for the 
project. The RFP should contain the contracting organization ’ s 
program requirements and constraints. RFPs usually include the 
following specifi cations; 

  P r o g r a m  G o a l s 

 Training goals should be clearly identifi ed and communicated. 
Desired changes in the target audience ’ s knowledge, skills, atti-
tudes, and behaviors must be described in detail so the vendors 
can accurately propose designing programs to address needs. 
Evaluation methods, including post - program follow - up documen-
tation, should also be discussed so that the vendors can identify 
the process(es) they will employ to determine whether training 
goals have been achieved.  

  P r o g r a m  L e n g t h  ( H o u r s  o r  D a y s ) 

 Program length should be determined by training goals. 
Organiza tions, however, have norms regarding the duration of 
 instructor - led classroom training programs. Multiple full days, 
multiple half days, one full day, one half day, or lunch hour(s), 
are each potential training program lengths. e - Learning modules 
have different requirements that must be identifi ed and shared 
with vendors. Training providers must be able to design training 
programs to meet organization time constraints as well as achieve 
training goals.  

  D e l i v e r y  M e t h o d 

 Instructor - led classroom training or blended training that 
combines classroom instruction with technology such as  self -
 study e - learning and/or a virtual classroom are each possi-
bilities.  Budget and hardware/software capabilities determine 
 possibilities, since delivery methods have a direct impact on pro-
gram development time, costs, and logistics. Training providers 
should be able to recommend and determine the best format 
to use.  
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  I n s t r u c t i o n a l  M e d i a 

 Depending on the delivery method, instructional media may 
need to be created to support the training effort. Materials such 
as facilitator guides, participant workbooks, PowerPoint presen-
tations, computer - based training, web - based modules, and video 
may be employed. Types of media used will have a direct impact 
on development time, costs, and the organization ’ s technological 
requirements and constraints. Potential providers should be able 
to give accurate advice on the most effective instructional media 
given budgetary and technology parameters.  

  D e l i v e r a b l e s 

 The contracting organization needs to clearly communicate the 
tangible and intangible deliverables that will be produced prior to 
the program launch. Originals or masters that can be reproduced 
in quantity, such as camera - ready copy and/or photos, CD - ROM, 
video or audiotape, electronic fi les, and software might be part of 
the tangible deliverables package. Intangible deliverables could 
include the vendor ’ s time delivering the program and/or consult-
ing time either before or after the program. Vendors should be 
able to determine and deliver the fi nal products and services.  

  D u e  D a t e 

 Contracting organizations need to pre - plan and accurately pre-
dict the timing of the training program ’ s delivery to the organi-
zation. Trainee schedules, classroom availability, replacement 
workers (if necessary), and workload redistribution are a few of 
the many business issues that must be altered to accommodate a 
training program. Due date slippage by the training provider will 
cause a tremendous amount of additional work, inconvenience, 
disruption, and expense for the contracting organization. Missed 
deadlines diminish the credibility of the training effort and make 
the ability to achieve training goals more diffi cult. Training pro-
viders should be able to accurately describe a project timetable 
and keep to it.  

  B u d g e t 

 Budget for the training program should be a pre - determined 
amount based on consideration of the organization ’ s overall 
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annual training budget and the budget for the specifi c training 
program included in the RFP. Considerations for projecting bud-
get expenses were discussed in Chapter  4 . The training profes-
sional must be mindful of budgeting dollars for other training 
program the organization intends to offer during the fi scal year 
that are not included in this particular RFP.  

   R F P   R e s p o n s e  C o m p a r i s o n 

 The training professional must compare vendor responses to one 
another as well as to the contracting organization ’ s requirements 
to determine which one seems to be most on - target. Organi-
zational protocol will determine the process used to rank and 
select the vendor. 

 A selection grid, the tool used in Chapter  3  to rank train-
ing needs, is useful for comparing RFP responses. By com-
paring vendors based on rating their ability to meet/exceed 
key project parameters, as seen in Figure  6.1 , the training pro-
fessional makes an objective determination of the best vendor 
for the job.   

 It is clear from the ranking that Vendor C would be selected 
for this project. Even though other vendors scored better on Bud-
get (Vendor C ’ s fee was higher than two others) and one other 
vendor (Vendor D) had better ratings on Experience with Topic 
and Design/Delivery, Vendor C appears to be the best overall 
choice. 

 Figure 6.1. Vendor Selection Grid   

      Budget  

  Previous 
Experience  
with Topic  

  Previous 
 Experience 
with Design/
Delivery  

  Other ’ s 
 Recommendations    Total  

  Vendor A    4    2    2    3    11  
  Vendor B    3    3    2    3    11  
  Vendor C    2    4    4    5    14  
  Vendor D    1    5    5    1    12  

  1 = Lowest Rating      5 = Highest Rating  
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 Once ranking is completed, the next step is to examine the 
top - rated vendor in - depth to confi rm that he or she is worthy of 
selection. The training professional needs to ensure, as well as 
possible, that the vendor is willing and able to meet the project 
requirements committed to in the RFP.   

  Off -  Site Training 
 Perhaps fulfi lling the organization ’ s training needs includes send-
ing certain target audiences to off - site training programs. These 
programs are conducted by a variety of organizational types, such 
as training vendors, product vendors, professional or govern-
ment organizations, sanctioning or accreditation organizations, 
annual professional conferences, or law fi rms. Product manufac-
turers offer training in product knowledge, marketing, sales, and 
customer service to their clients. The training professional must 
determine the off - site sources that are the right training provid-
ers to satisfy training needs. 

 Training ’ s goal is to facilitate knowledge, skills, attitude, and 
behavioral change so the trainees are better able to do their jobs 
and contribute to organizational goals. The training profession-
al ’ s challenge is to determine whether a particular external pro-
gram will achieve the desired outcomes, given the investment in 
trainee time and expense to attend the off - site program. Examine 
key pieces of information prior to sending employees to external 
training programs to determine whether the training program 
will produce the desired result. The printed or electronic pro-
gram brochure, announcement, invitation, or catalog should be 
starting point for the training professional to make an informed 
buy or no - buy decision. 

  A g e n d a 

 The program agenda describes the topic areas that will be pre-
sented. Assuming the published agenda is accurate, the topics 
to be addressed should match the particular learning needs of 
the participants. The number of topics to be covered should be 
appropriate to the time allocation as well. 

 An overly broad and ambitious agenda with many topics 
listed, given the amount of training time, probably means the 
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treatment of each topic will most certainly be cursory. If this is 
the case, the bulk of the learning will probably rely on the self -
 motivated efforts of the training participant(s) to review the 
resource materials (such as compact discs and workbooks) that 
are included with the training once they return to the workplace. 
Perhaps the resource materials are not included in the training 
tuition but instead are available only for an additional cost. These 
details could determine the off - site program ’ s potential effec-
tiveness, cost - effi ciency, and whether or not to send trainee(s) to 
attend.  

  G o a l s 

 Off - site training program materials should contain goal state-
ments, written assurance that, by the end of the training program, 
participants will gain specifi c knowledge or skill(s), and/or be 
capable of making behavioral changes. Such statements should 
fl ow from the program topic agenda. It is the responsibility of 
the trainees to invest the time and effort necessary to absorb the 
information and demonstrate the changes once they return to 
work. But it is also the responsibility of the training provider to 
clearly advertise the program ’ s goals and deliver on them so that 
everyone knows the desired outcome ahead of time. It is diffi cult 
for the consumer organization to make an informed purchasing 
decision if the program ’ s goals are not clearly stated.  

  R e p u t a t i o n 

 Previous performance usually indicates future performance. The 
provider organization ’ s reputation for training quality is an indi-
cation of the experience that trainees will probably encounter. 
The training professional ’ s personal experiences as well as testi-
monials from trusted colleagues are perhaps the most important 
indicators of whether the organization should send trainees to 
the off - site program. Some factors that determine the perception 
of training quality experience are subjective and open to inter-
pretation. But some are more objective, such as covering the 
agenda in its entirety, achieving stated program goals, usefulness 
of supporting resource materials, trainer effectiveness, and the 
perception that the training ’ s cost was worth the investment.  
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  P r e s e n t e r ( s ) 

 The quality of an off - site training experience will be greatly infl u-
enced by the trainer(s) conducting the program.  Familiarity and/
or history with the quality of the training staff should help guide 
the training professional ’ s buying decision. Personal experiences 
as well as testimonials from trusted colleagues can also indicate 
whether the trainer(s) will be able to achieve training program 
goals. Determining whether the trainer(s) possess knowledge of 
the subject, good speaking ability, and enthusiasm for the subject 
will help indicate their effectiveness. The training professional 
must ensure that the off - site presenter(s)  demonstrate these cru-
cial competencies. 

 The trainers ’  names and credentials are often listed in the 
program materials. These should be evaluated by the training pro-
fessional to see whether their qualifi cations appear to make them 
a credible resource for your trainees. Sometimes a  statement is 
contained in the program materials announcing the trainers for 
the program as well as a disclaimer that says the program will be 
presented by that person  “ or by another highly qualifi ed mem-
ber of our staff. ”  It may be worthwhile to ensure the advertised 
trainer will be the presenting trainer, because this person is a key 
component in the quality of the program.  

  B u d g e t 

 All decisions to send employees to off - site programs are predicated 
on the belief that the training budget can accommodate the cost. 
This option is not available if budgeted resources are not avail-
able. Off - site program expenses need to be carefully calculated. 
Cost and logistics go together: travel expenses and overnight 
accommodations (if necessary) ratchet up training program cost 
signifi cantly. Off - site training is much less expensive if the pro-
gram is offered locally and requires little travel and no overnight 
hotel rooms. Tuition and per diem food allowances are generally 
not affected by the location of the program. Many training ven-
dors tour their programs throughout the country, so training can 
be arranged at a closer location to minimize travel, expense, and 
time away from the worksite.  
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  T i m e 

 Training programs are usually offered in half - day, full - day, or 
 multiple - day options. The number of hours an organization is will-
ing to devote to training usually correlates to past practice and 
budgetary considerations. One hopes the training time is man-
aged effi ciently for a maximum learning experience. However, it 
is reasonable to presume that less training time usually means less 
opportunity for knowledge and skill improvement to occur. Achiev-
ing training goals takes a signifi cant amount of time so a shorter 
training session usually means that fewer goals will be reached.  

  C e r t i f i c a t i o n  a n d  C o n t i n u i n g  E d u c a t i o n  U n i t s 

 An important factor to consider when choosing a particular 
off - site training program or venue is the possibility of trainees 
receiving credits and/or certifi cation from the relevant accred-
iting agency, organization, or vendor. Many employee classifi -
cations (such as allied health professionals and information 
tech nology specialists) must attain a certain number of continu-
ing education units (CEUs) and/or certifi cations within a spe-
cifi c time period in order to maintain proper licensure, continue 
practicing, or remain up - to - date professionally. A training vendor 
who offers certifi cation and/or CEUs is a plus for trainees and 
their employers to satisfy this professional requirement, but cer-
tifi cation and CEUs alone do not necessarily guarantee a high -
 quality training provider. 

 No matter the particular presenter, venue, cost/logistical 
convenience, or certifi cation opportunity, the topic(s) presented 
must correlate with the organization ’ s training priorities so the 
changes in knowledge, skills, attitudes, and behavior contribute 
to achieving strategic goals. Even the best - presented training pro-
gram from a top - notch presenter misses the mark if the resultant 
changes don ’ t accomplish that aim.   

  Outsourcing Training Needs:  Two Case Studies 
  S m a l l  B u s i n e s s  O u t s o u r c e s  A l l  Tr a i n i n g 

 A multi - offi ce audiology practice in Southern California meets its 
training needs by using external training resources 100 percent 
of the time. The business owners recognize that their company ’ s 
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mission and strategic goal accomplishment depends on their 
human resources continually maintaining and acquiring knowl-
edge, skill, attitudes, and behaviors to achieve exceptional job 
performance. Since each job classifi cation in the organization 
has different focal points, training needs and sources to address 
them vary accordingly. 

 Overall, the organization ’ s annual training expenditure is 
less than 1 percent of annual payroll. The master ’ s -  and  doctoral -
 degree - level audiology employees, whose main responsibility 
is diagnosing hearing loss and recommending and dispensing 
hearing aids where indicated, have an ongoing need for training 
in the latest product technology. Manufacturers conduct regu-
lar training programs (usually one - day, instructor - led classroom 
 sessions) at their corporate headquarters that the audiology staff 
attend. 

 Audiologists also attend professional, multi - day conferences 
throughout the year organized by the professional organizations 
with which they are affi liated. Researchers present their latest 
studies, vendors display their products at booths and exhibitions, 
and attendees meet informally with each other to discuss the lat-
est developments in their fi eld. CEUs are provided, which must 
be accumulated by audiologists on an annual basis to maintain 
licensure. 

 The offi ce manager has ongoing training needs that refl ect 
the multifaceted aspects of her job, and she too receives training 
from external resources 100 percent of the time. Handling insur-
ance claims effectively is a key result area (see Chapter  2 ) that is 
challenging because of changing federal and state government 
regulation and insurance company policies and procedures. The 
practice ’ s insurance agency is a member of a national organiza-
tion that sponsors half - day and one - day instructor - led, classroom 
training sessions on proper insurance handling practices. As 
administrative staff supervisor, the offi ce manager attends off - site, 
instructor - led classroom training programs provided by vendors 
on subjects like managing receptionists, conducting selection 
interviews, and effective performance appraisals. 

 The instrument specialists troubleshoot and (if possible) fi x 
hearing aids that are brought in because they are not working. 
They often deal directly with patients, explaining the  problem and 
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recommending solutions. They also discuss warranty  information, 
if appropriate. 

 The practice purchased an off - the - shelf package that pro-
vided a training tutorial for instrument specialists. The package 
included a series of learning modules on CD and DVD, along with 
participant workbooks. The specialists progressed through each 
module at their own pace, using a computer at work. The training 
content included instruction on how to troubleshoot problems 
with hearing aids and how to fi x them when possible. The special-
ists needed to answer 100 percent of the multiple - choice questions 
correctly at the end of each section to proceed to the next mod-
ule. The supervising audiologist reinforced the self - paced learning 
process by observing the specialists ’  work performance, providing 
feedback, and being available for questions when necessary. 

 The fi rst two days of employment for each new receptionist 
consists of on - the - job training with the offi ce manager. Policies, 
procedures, forms, scheduling systems, and product familiarity 
are some of the topics covered. A portion of each regularly sched-
uled all - staff meeting is devoted to a product in - service training 
session conducted by one of the staff audiologists. Receptionists 
also periodically attend one - day, off - site, instructor - led classroom 
training programs provided by training vendor organizations 
on subjects such as dealing with diffi cult customers and proper 
phone and business etiquette. 

 Once per year, the entire organization closes for one day and 
all staff attend an all - day team - building session facilitated by an 
external training vendor. The agenda includes a review of the 
vision, mission, and strategic goals; current challenges and strate-
gies; and future goals and action plans  

  L a r g e  O r g a n i z a t i o n  O u t s o u r c e s  S o m e  Tr a i n i n g 

 The University of California San Diego employs approximately 
26,000 people. Staff Education and Development, a separate 
department within Human Resources, consisting of a director, 
three trainers, and four administrative staff, has the responsi-
bility to offer and deliver training to all employees. Training is 
offered through programs in a combination of media:  instructor -
 led  classroom training, videos and video broadcasts, self - study 
CD - ROMs and DVDs, and web - based training. 
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 In 2006, 216 course titles were taught in classroom - led  training 
by 178 different instructors. Courses were offered within curricu-
lum groups including: 

   1.   Management and Leadership  
   2.   Supervision  
   3.   Communication  
   4.   Training and Career Development  
   5.   Environment, Health, and Safety  
   6.   Financial Tools and Practices: Management  
   7.   Financial Tool and Practices: Fiscal Support  
   8.   Sponsored Projects Administration  
   9.   Information Technology  
   10.   Student Services    

 For example, courses within the Management and Leadership 
curriculum include Common Leadership Challenges, Performance 
Management, and The Practice of Listening. Courses within the 
Information Technology curriculum are grouped into Basics, Word 
Processing, Spreadsheet Management, Ergonomics, Database Man-
agement, Presentation/Print/Publication Development, Electronic 
Mail/Scheduling, and Web Design and Development. 

 The instructors included trainers from Staff Education and 
Development, a plethora of SMEs from several campus departments, 
and consultants who were contracted to design and conduct train-
ing on select topics. Classrooms were equipped to receive and play 
videos, closed - circuit broadcasts and webcasts. Separate  computer 
and information technology classrooms housed networked personal 
computers for trainees ’  hands - on practice and a projection system 
connected to the instructor ’ s PC. Videos, CD - ROMs, DVDs, and 
web courses could be accessed at work, from home, or from other 
remote sites. Employees also accessed training off - site by attending 
professional conferences and vendor - sponsored workshops.   

  Mix and Match 
 Training professionals mix internal and external design and deliv-
ery sources to match their organizations ’  training needs, require-
ments and constraints, and preferences. For outsourced assistance, 
they select among a group of providers, vendors, and consultants 
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they feel will do the best job. The result is that organizational 
training needs are addressed by a blend of delivery media provid-
ing content focused on particular topics, all aimed at improving 
trainee skills, attitudes, and on - the - job performance behavior. 

 As previously cited, University of California San Diego (UCSD) 
is an organization whose training professional mixes internal and 
external design and delivery sources to match the organization ’ s 
training needs, requirements and constraints, and preferences. 
The internal training staff conducts training and coaches the 
SMEs on training design and delivery strategies. External con-
sultants design and conduct training programs on topics such 
as career development and writing skills. Self - directed learning 
resources, such as a self - study library containing videos, CD - ROMs, 
and DVDs, are provided, the availability of web - based training 
on selected topics, and the ability for staff to access off - site train-
ing allows UCSD to respond to its training needs by mixing and 
matching needs with internal and external resources. 

 Regardless of the design and delivery methods used, organi-
zations need to ensure that training goals are being met. A thor-
ough evaluation process, discussed in the next chapter, will reveal 
training ’ s impact and value.                                   

 Summary   
   1.   Assess the organization ’ s internal competency to design and deliver needed 

training.  

   2.   Determine design and delivery resources that will be procured externally.  

   3.   Review training needs, program requirements and constraints, and prefer-
ences to craft a request for proposal process for potential providers.  

   4.   Conduct a selection process to determine providers,  vendors, and/or 
 consultants that will contract to complete the  project.  

   5.   Verify that the selected vendor can deliver as promised.  

   6.   Assess the effectiveness and effi ciency of sending employees to off - site pro-
grams for specifi c training needs.  

  7.  Recognize that organizations will satisfy their training needs by using 
internal resources, external resources, or a combination of both.
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Chapter Seven

                               E va l u a t i o n  Pa r t  1 : 
H o w  D i d  t h e 
Tr a i n i n g  G o ?           

   “ The secret to change is to focus all of your energy, 
not on fi ghting the old, but on building the new. ”  
  Socrates     

  PURPOSE 
 This chapter will enable you to accomplish the following: 

  Defi ne evaluation  
  Examine responsibility for evaluation from different organiza-
tional perspectives  
  Describe four types of evaluation criteria  
  Examine data collection necessities and diffi culties  
  Examine evaluation data from a case study     

  Overview 
 The training program has been conducted, and all seems to have 
gone reasonably well. This conclusion is diffi cult to confi rm with 
certainty unless an evaluation process documents the training 
program ’ s impact. Without evaluation, there is no way to know 

•
•

•
•
•
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whether trainee knowledge, skills, attitudes, and behaviors have 
changed because of their training participation.  Organizations 
often fail to train effectively because they don ’ t have the evalua-
tion mechanisms in place to recognize that training goals are not 
being achieved and so the program needs to be changed. They 
don ’ t have the data on which to base decisions for changing train-
ing to make it more effective. 

 Because organizations, large and small, spend billions of 
 dollars annually on training, they need to know whether their 
investments are producing a reasonable return. The only way 
to reach objective conclusions regarding training ’ s impact is to 
engage in a comprehensive evaluation process. 

 Responsibility for evaluation will be examined from  different 
organizational perspectives. This chapter delineates Donald 
Kirkpatrick ’ s widely respected model that describes four levels 
of evaluation criteria; reviews tools to collect evaluation data and 
measure impact at each level; and also examines the data ’ s value 
as well as the challenges involved in collecting it. A representative 
case study describes the evaluation process to determine whether 
a training program ’ s goal has been achieved.  

  How Did the Training Go? 
 Such a simple question to ask — and yet such a diffi cult  question 
to answer accurately.  “ How did the training go? ”  is another way of 
asking whether the program was effective. Effectiveness is mea-
sured by evaluation, the process of determining value. Deter-
mining training ’ s value has tremendous implications for the 
organization ’ s training efforts. Comprehensive evaluation data is 
vital in deciding the kind and content of the training that will be 
offered in the future. 

  Responsibility for Training Evaluation 
 Traditionally, training evaluation has been left to the training pro-
fessional. W. Leslie Rae, who has written more than thirty books 
on training and the evaluation of learning, proposes in  Assessing 
the Value of Your Training  (2002) that a  “ training evaluation  quintet ”  
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in which each member has specifi c roles and responsibilities to 
perform that will ensure a comprehensive evaluation process. 

  S e n i o r  M a n a g e m e n t 

 Senior management must: 

   1.   Adopt the mindset that the need and value for evaluating 
training is both necessary and valuable  

   2.   Require that evaluation be conducted for each training pro-
gram offered, that summary data reports are prepared, and 
that reports are reviewed and discussed on a regular basis  

   3.   Include the training professional in meetings and discussions 
about training evaluation information and decisions that will 
be made based on evaluation data     

  Tr a i n e r 

 The trainer must: 

   1.   Identify the trainees baseline knowledge, skill, attitudes and 
behavior data that the training program is attempting to change  

   2.   Provide a training program that gives trainees the opportu-
nity to learn and achieve the program ’ s goals  

   3.   Monitor learning as the program progresses  
   4.   Generate and receive data on learning levels achieved by 

trainees by the end of the program.     

  Tr a i n e e s ’   M a n a g e r s 

 The trainee ’ s manager must: 

   1.   Be involved in pre - training evaluation development by provid-
ing baseline pre - program data on trainee knowledge, skills, 
attitudes, and behavior change related to the training topic  

   2.   Debrief the trainees after training to discuss, agree and/or 
modify action plans to implement new knowledge, skills, 
 attitudes and behaviors  

   3.   Observe, document, and forward evidence of behavior 
change where applicable to the training manager to tabulate 
organization - wide data     
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  Tr a i n i n g  M a n a g e r 

 The training manager must: 

   1.   Maintain and bolster interest in training evaluation with 
 senior management  

   2.   Plan and implement the evaluation process and ensure its 
execution by the trainers  

   3.   Produce regular evaluation reports for senior management 
and review the results with them on a regular basis  

   4.   Act as the liaison with the trainee ’ s manager to ensure that the 
manager documents and compiles data related to changes in 
trainee attitudes and behavior.     

  Tr a i n e e s 

 Although the principal role of the trainee is to learn, the trainee 
must be involved with the evaluation process whenever possible. 
Without their comments and insights, the evaluation process is 
unlikely to be accurate. Trainees can 

   1.   Provide input to the trainer on the best way(s) to collect 
learning data  

   2.   Recommend to their manager how to collect information 
regarding pre -  and post - training knowledge, skill, attitude, and 
behavior changes  

   3.   Document environmental factors that will either facilitate or 
prevent them from implementing their newly acquired skills 
in their work roles    

 All members of the quintet have a vested interest in an effec-
tive, accurate, and comprehensive evaluation process. If any 
quintet members step back from any of their prescribed evalua-
tion responsibilities, the value of the process and the signifi cant 
investment that has been made in training will diminish. The 
overall evaluation process should avoid the look and feel of a 
paper - chase, number - crunching, or feel - good exercise. 

 For example, training is proceeding at Status Quo Organization. 
Approximately 2 percent of annual payroll (not including benefi ts 
and taxes) is invested in training each year. All training hours are 
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tracked, and each employee on average attends thirty - fi ve  training 
hours per calendar year. Training is provided by both internal and 
external resources and delivered in instructor - led classrooms, self -
 paced e - learning, and attendance in off - site programs. Everyone 
seems pleased with the training program; no complaints have been 
lodged with the training manager. 

 Reaction forms are distributed and completed at the end of 
each on - site training program. There is 100 percent  compliance 
with employees enrolling in training required by state and  federal 
licensing and credentialing organizations, but less than 50 percent 
participate in training programs they are scheduled to attend. 
The training department meets its budgeted expense line. 

 Upon closer examination, it is revealed that: 

   1.   Reaction form data is not compiled, analyzed, or reported to 
management.  

   2.   Potential learning, behavior, or productivity gains attribut-
able to training are not captured.  

   3.   Off - site programs attended by employees are not evaluated 
by attendees.  

   4.   Use of self - paced training tools is not tracked.  
   5.   Management is unaware of the effectiveness, effi ciency, and 

volume of training activity.  
   6.   Managers routinely reschedule employees out of training pro-

grams to meet work deadlines and/or avoid staffi ng issues.  
   7.   A training needs assessment has not been conducted in fi ve 

years.    

 There is much work needing to be done to realize the full 
return on the organization ’ s training investment. Status Quo 
Organization must have the 

   1.   Training manager compile, analyze, and report reaction data 
to senior management on a regular basis.  

   2.   Training manager and trainers expand evaluation levels to 
assess changes in learning, behavior and job performance 
results.  

   3.   Trainees provide written feedback regarding their reactions 
after attending off - site training programs.  

c07.indd   149c07.indd   149 6/17/08   11:24:20 AM6/17/08   11:24:20 AM



150  A Practical Guide to Training and Development

   4.   Trainees ’  managers and the training manager track the use 
and completion of self - paced training modules and tools.  

   5.   Training manager publicize and regularly report training 
activities and results to the trainees managers and senior 
management.  

   6.   Senior management team insist that the trainees managers 
commit to allowing trainees to attend training when sched-
uled without exception.  

   7.   Training manager initiate a training needs assessment.    

 Each member of the training quintet must understand the 
importance of their roles and the reasons for what they are being 
asked to do.   

  Evaluation Methods 
 Donald Kirkpatrick is professor emeritus at the University of 
 Wisconsin, where he received his BA, MBA, and Ph.D. degrees. 
He fi rst proposed his ideas regarding training evaluation in 1959 
in a series of articles published in  Training and Development Journal.  
The articles were included in Kirkpatrick ’ s book  Evaluating Train-
ing Programs  (1975) published by ASTD, which he had served as 
president. His theory has become the most widely used and pop-
ular model for evaluating training and learning. Kirkpatrick ’ s 
four levels of training evaluation, later reprinted, redefi ned and 
updated in  Evaluating Training Programs  (2006) includes: 

  Level 1. Reaction — the trainee ’ s thoughts and feelings about 
the training  
  Level II. Learning — the trainee ’ s resulting increase in knowledge  
  Level III. Behavior — the trainee ’ s transfer of newly acquired 
knowledge, skills, attitudes and behavior to the work 
 environment  
  Level IV. Results — the trainee ’ s effect on the work environment    

 Kirkpatrick ’ s model states that evaluation should always 
begin with Level I. As time and budget allow, the process should 
move sequentially through Levels II, III, and IV. Findings from 
each prior level serve as a basis for the next evaluation level, so 

•

•
•

•
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each successive level represents a more precise and complete 
 measure of training program effectiveness. Each successive 
evaluation level, while incrementally uncovering more useful 
 information, also requires more rigorous and time - consuming 
data collection and analysis process. 

  R e a c t i o n 

 Reaction describes how trainees felt about the program, includ-
ing their personal reactions to the training experience. Evalua-
tion at this level seeks trainee ’ s answers to questions such as: 

  Did they enjoy the training program (or experience)?  
  Were they satisfi ed?  
  Did they consider it relevant?  
  Was it a good use of time?  
  Did they like the presenter?  
  Did they like the content?  
  Did they learn?  
  Will they apply anything from the training to their work?    

 Participants can provide feedback on these and other ques-
tions to the training professional through several methods: 

  Written feedback forms completed at the training ’ s conclusion  
  Verbal reactions to questions that are noted for later review  
  Written post - training feedback forms or online surveys  
  Verbal reactions given by trainees to their managers    

 These trainee reactions are the fi rst indication of the program ’ s 
effectiveness.   

Strengths.   The beauty of reaction data is that it can be collected 
immediately once the training ends. All trainees are readily avail-
able so the information is relatively easy to obtain from 100 percent 
of the attendees. Feedback is collected through relatively simple 
means so it is not expensive to gather and analyze. Reaction forms 
completed anonymously by trainees encourages honest comments. 
If the feedback is complimentary, it gives the trainer confi dence 

•
•
•
•
•
•
•
•

•
•
•
•
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that the program produced a positive first impression that will 
most likely be shared with the next trainee group.    

Weaknesses.   Others think reaction data is misleading. A study by 
George Alliger entitled  “ A Meta - Analysis of the Relations Among 
Training Criteria ”  (1989) indicated an exceedingly weak correla-
tion between reaction and other evaluation criteria (that will be 
reviewed later in this chapter). In other words, positive reactions 
do not necessarily mean that attendees experienced intended ben-
efi ts from the training. Richard Clark, a professor of educational 
psychology and technology at the Rossier School of Education 
at the University of Southern California and his co - author Fred 
Estes go even further to debunk the value of reaction data in their 
book  Turning Research into Results: A Guide to Selecting the Right Per-
formance Solutions  (2002). They state that people like training pro-
grams more when they learn almost nothing and tend to dislike 
courses when they learn a lot. Perhaps it has something to do with 
the discomfort that change in knowledge and skills (and resultant 
attitudes and behavior) produces in some people, especially those 
with high levels of denial and resistance in the fi rst place.   

  L e a r n i n g 

 Learning measures the change in acquired knowledge that occurs 
from pre -  to post - training. Evaluation at this level seeks trainees 
answers to questions such as: 

  Did they learn what they were supposed to learn?  
  How much knowledge did they gain compared to the knowledge 
they were expected to gain?    

 Learning is usually assessed by comparing scores on topic -
 related instruments and/or tests administered before and after 
training. Measurement and analysis is more easily conducted on a 
group scale when tests are given to all trainees at the beginning and 
end of a classroom training experience. Hard - copy, electronic, and/
or online formats are all possible. Establishing reliable, clear, scor-
ing measurements will minimize the risk of inconsistent or misin-
terpreted results. Pre -  and post - training interviews with trainees 
and/or observations of them can be collected and analyzed as well.   

•
•
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Strengths.   Liking and learning are not necessarily correlated, so 
making assumptions about training impact based solely on reaction 
may not be a wise strategy. Learning is a stepping stone to skills, 
attitude, and behavioral change; documenting trainee knowledge 
acquisition usually signifi es a subsequent report of potentially posi-
tive training impact. Conversely, measuring knowledge and uncov-
ering gaps helps pinpoint areas that must be addressed. Overall, 
it is usually good for both employees and for the organization 
when trainees learn through training. It is also fair to say that it is 
good for the training professional to strive for and measure this 
change if and when it occurs. Evaluation mechanisms to measure 
learning such as what training participants knew before (pre - test) 
and after (post - test) attending training can be relatively simple to 
implement but require more thought than reaction - level evalu-
ation. Such data is highly relevant to the training topic, clearly 
delineated, and quantifi able.    

Weaknesses.   Poorly designed systems and processes to capture 
learning data will increase the cost and time that are required to 
measure and analyze information. Also, learning ’ s direct effect on 
specifi c behavioral change can be less easy to quantify. For exam-
ple, it is challenging to assess what behavioral change (if any) will 
be seen in trainees who acquire product knowledge as a result of 
participating in product knowledge training. If the trainees were 
customer service representatives, one goal would be that they 
could now answer customer questions more quickly and accu-
rately. If the trainees were salespeople, one goal would be that 
they could now overcome customer objections more easily and/or 
be perceived as more knowledgeable by the customer. Learning is 
a stepping stone to behavior change, but does not ensure it.   

  B e h a v i o r 

 Behavior measures the extent to which trainees apply their newly 
acquired knowledge to change their behavior. Evaluation at this 
level seeks trainees answers to questions such as: 

  Did they put their learning into effect when they returned to 
work?  
  Was their relevant knowledge and skill used?  

•

•
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  Did they demonstrate noticeable and measurable change in 
activity and work performance when back in role?  
  Was the change sustained over time?  
  Would they be able to transfer their learning to another person?  
  Are they aware of their change in knowledge, skill, and behavior?    

 Assessing whether behavioral change has occurred requires 
regular, subtle, and ongoing observation and interview by an 
external source over a period of time. Data then needs to be 
transferred to a suitable analytic tool for further study in order to 
reduce the observer ’ s natural subjectivity. The trainees ’  opinions 
of their own behavior change is relevant but highly subjective and 
unreliable and needs to be buttressed by other data. Feedback 
using a 360 - degree approach is a useful way to augment the train-
ees ’  self - opinions. With 360 - degree feedback  (signifying the com-
plete circle of people working around the trainee) trainees receive 
pre -  and post - training behavioral feedback from all employees 
who work with and observe the trainees ’   behavior. Arbitrary 
snapshot assessments are not reliable indicators because people 
change behavior at different times in different ways that can only 
be captured by ongoing observation,  reporting, and analysis.   

Strengths.   Data - collecting instruments and processes for behavioral 
evaluations, designed around key result and performance areas, 
produce fi ndings that are more meaningful (that is, more clearly 
linked to goal achievement) than reaction and learning data. Behav-
ioral observations can be integrated into existing performance 
 management systems and serve to strengthen the breadth and 
depth of feedback provided by the organization. Self - assessment can 
be useful as long as carefully designed criteria and measurements 
are used and augmented with a team approach (that is, 360 - degree 
feedback) to observe and document behavior change. Using this 
method contributes to a supportive work environment that encour-
ages and rewards peers helping peers for the betterment of the 
department and ultimately the entire organization.

    Weaknesses.   Accurately measuring behavioral change is more diffi -
cult to quantify and interpret than both reaction and  learning eval-
uation methods. Some in the organization will question whether 

•

•
•
•
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the necessary time and labor - intensive expense of  capturing 
pre -  and post - training behavioral data is justified. Simple and 
quick data collection processes are unlikely to be adequate. Coop-
erative, skilled, and relatively objective observers (and trainees) 
are necessary, but they are diffi cult variables to control. Managing 
and analyzing ongoing, subtle, behavioral assessments on a large 
scale is a challenging assignment. Online and electronic data col-
lection methods can be more diffi cult to incorporate into existing 
structures. 

 Evaluating whether behavioral change has occurred is an 
extremely important yet challenging assessment to make. Docu-
menting favorable reaction to training and trainee learning con-
tributes little to the organization if concurrent changes in trainee 
behavior back at the job are realized but not reported.   

  R e s u l t s 

 Results measure the effect on the organization and/or work envi-
ronment that the trainee ’ s improved job performance causes. Eval-
uation at this level seeks answers to trainees ’  questions such as: 

  What changes in results are attributable to training - related 
improved job performance?  
  Which result measures are already in place only requiring a 
link to training input?  
  Which result measures might need to be created to accommo-
date their newfound output?    

 Results that are produced because trainees have improved 
job performance usually fall along key departmental and/or 
 enterprise - wide goals such as improved productivity, less waste, 
lower costs, more deadlines met, reduced accidents, fewer cus-
tomer complaints, higher quality ratings, sales growth, greater 
employee satisfaction, and customer retention. Collecting train-
ing related results information usually represents an overlay with 
normal, good management practice. All that might be necessary is 
linking training activities to regular data collecting processes.   

Strengths.   Quantifying and analyzing improved job performance 
results that can be solely attributed to the training program 

•

•

•
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 provides a signifi cant basis for determining training ’ s return on 
investment (ROI). Comparing pre -  and post - training productivity 
for each trainee in key result areas is not diffi cult if systems (such as 
standards of job performance) and monitoring procedures are 
already in place to capture this data. Annual performance apprais-
als can be structured to measure and reward the individual  trainee ’ s 
impact on business results in key result areas. 

 Kirkpatrick and other theorists have referred to ROI as per-
haps a fi fth evaluation level. Others include it as an extension of 
Level IV results evaluation. Training ROI will be discussed in the 
next chapter. 

 Gathering results data to assess training ’ s fi nancial value is 
not a new endeavor. A great example of a results - oriented train-
ing evaluation process was reported in an early study (1953) pub-
lished in  Personnel Psychology  by Wallace and Twitchell and cited 
in 1972 by Bass and Barrett in  Man, Work, and Organizations.  The 
study reported that the amount of life insurance sold by sales-
people tends to decline after year one. The study found that after 
four years 52 percent of Canadian insurance agents were  selling 
10 percent less than in their fi rst year, while only 29 percent 
of this sample of 243 agents were selling more. Another group of 
230 insurance salespeople underwent three four - week classroom 
training periods at Purdue University and carried out training 
assignments on the job for the remainder of the year. A control 
group that did not receive training was matched with each of the 
230 training program attendees for aptitude, sales volume, mari-
tal status, and age. The production by salespeople in the control 
group decreased by 10 percent per month for the one - year study. 
By contrast, the production by salespeople who had participated 
in the training rose by 23 percent for that same one year following 
training. It is clear that through a training evaluation process that 
focused on results, a determination could be made that the train-
ing program had a positive impact on the organization ’ s stra tegic 
goals for increased sales.    

Weaknesses.   Having the ability to measure the trainee ’ s post -
  training impact on the organization and/or work environment 
assumes that the organization already has systems in place to mea-
sure job performance in key result areas. This is not always the 
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case. It is diffi cult, if not impossible, to measure training ’ s impact 
after the fact when systems are not in place to collect baseline 
(pre - training) job performance data. Conducting results evalua-
tion across the entire organization is very challenging due to scale 
and constantly changing job structures, roles, and responsibilities. 
Linking training impact to bottom - line results changes can be elu-
sive. External factors can greatly infl uence enterprise - wide and/
or departmental performance that have little to do with changes 
to trainee behavior. Demonstrating cause - and - effect relationships 
between training and improved job performance results can often 
be a challenging proposition. 

 For example, XYZ Hospital regularly sends its receptionists 
to training for handling diffi cult visitors and phone calls. Recep-
tionist reactions to the training (via evaluation forms) have been 
favorable, and learning instruments completed before and after 
the training indicate that trainees are absorbing knowledge. 
Feedback from co - workers indicates that, after attending training, 
the receptionists appear to be calmer when dealing with irate visi-
tors and phone calls. However, visitor complaint data maintained 
hospital - wide indicates no appreciable decrease in complaints 
against receptionists has been noticed since the training began. 

 This case illustrates the numerous issues that often make track-
ing results data diffi cult. Complaints lodged against receptionists 
don ’ t always include names; therefore it is diffi cult to determine 
whether the receptionist being cited has been trained or not. 
The hospital occasionally employs temporary workers to fi ll in for 
receptionists when regular employees are sick or on vacation; com-
plaints lodged against receptionists could be the temporary work-
ers who are not training recipients. Not all less - than - satisfactory 
interactions between employee and receptionist are documented; 
hospital - wide visitor complaints may be less than accurate. These 
reasons illustrate the diffi culties encountered in linking training 
impact to bottom - line results.    

  Difficulties and Necessities of Data Collection 
 Training professionals appreciate evaluation ’ s importance to the 
entire training process. Evaluation data is vital to determining 
whether the training effort has addressed issues uncovered in the 
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original training needs assessment. It becomes more meaningful 
and useful when, according to Kirkpatrick, each evaluation level 
builds on the previous one. 

 Examining the data collecting process shows that it is increas-
ingly more diffi cult to collect data at each subsequent evaluation 
level: reaction data is easiest to capture, followed by learning and 
behavior; results data is most diffi cult to document. Not surpris-
ingly, evaluation data beyond reaction is collected less frequently. 
Catalanello and Kirkpatrick reported in the  Training and Develop-
ment Journal  (1968) that 77 percent of a national sample of train-
ing directors used reaction data as a criterion for measuring 
training effects, while only 46 percent used results data. ASTD ’ s 
 2005 State of the Industry Report  reported that 91.3 percent of their 
respondents evaluate their training programs at Level I, 53.9 
 percent evaluate at Level II, 22.9 percent evaluate at Level III, 
and 7.4 percent evaluate at Level IV. 

 On the other hand, training professionals appear to spend 
signifi cant time trying to improve evaluation efforts. The ASTD 
2004 Competency Study found that survey respondents spend 
7.6 percent of their time measuring and evaluating training. 
More specifi cally, they gather data to answer questions regarding 
the value or impact of training; focus on the impact of individual 
programs to create overall measures of system effectiveness; and 
leverage fi ndings to increase effectiveness and provide recom-
mendations for change. 

 Recent data, reported in the ASTD  2005 State of the  Industry 
Report , indicates that training professionals collect learning, 
behavior and results - oriented evaluation data far less often than 
reaction data. Many explanations are possible for this trend. Col-
lecting in - depth evaluation data is a resource - intensive process 
requiring time and people skilled in this procedure, two resources 
often in short supply in many organizations. Organizations seem 
generally satisfi ed with training professionals whose priority and 
performance provide the desired training (programs). Evaluating 
training program effectiveness beyond reaction is usually viewed 
as a nice - to - have, not a must - have, and so it is done infrequently. 
If training is conducted on - site by an external trainer or by send-
ing employees to off - site programs, the likelihood of collecting 
evaluation data diminishes even more. Training is assumed to 
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be successful as long as trainees react favorably to the training 
 program as indicated by reaction data. 

 But training success is measured by people changing their 
knowledge, skill, attitudes, and behavior so they can perform 
their jobs more effectively and be more likely to achieve their 
goals, their departments ’  goals, and the organization ’ s goals. It 
is risky to assume that trainees ’  positive reactions to training pro-
grams results in learning, behavioral change, and improved job 
performance in key result areas. 

 The training professional cannot safely assume, for example, 
that sales training participants who reacted favorably to sales 
training are now selling more; that customer service people who 
reacted favorably to customer service training are providing better 
customer service; or that interviewers are conducting better inter-
views and selecting better candidates because they enjoyed selec-
tion interview training. 

 Ideally, the training professional should institute, at minimum, 
a Level I evaluation process and then make every attempt to build 
on each subsequent level, collecting data from each of the four 
evaluation criteria. If using all four criteria is not possible, then 
using one level (reaction) or two levels (reaction and learning) or 
three levels (reaction, learning, and behavior) is preferred. Even 
using only reaction data can still give the training professional 
important evaluative information. 

 The outcome of a comprehensive evaluation process also 
gives the training professional the opportunity to present impor-
tant information to the decision - makers who endorsed the train-
ing effort in the beginning and to publicize successes to training ’ s 
stakeholders and trainees. Stakeholders refers to all groups who 
might be affected by training ’ s actions and successes, including 
employees, customers, investors, board of directors, stockholders, 
donors, and suppliers. Documenting and providing a full array of 
aggregated evaluation data, including reaction summaries, learn-
ing improvements, behavioral changes, and/or performance data 
reinforces the perception that training is a positive organizational 
force, a well - placed investment with tangible returns. The train-
ing professional hopes the outcomes have met expectations, but 
even if they haven ’ t met every goal, the results will likely demon-
strate that training processes can facilitate needed changes that 
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support the mission and purpose of the organization. A more 
complete discussion related to promoting training ’ s successes will 
be reviewed in Chapter  9 .   

  Evaluating a Training Program: 
A Case Study 
 It is not uncommon to predicate a training program ’ s success on 
infl uencing behavioral choices the trainee says they will display 
if/or when confronted with a specifi c situation. For instance, one 
goal of safety training would be that  “ by the end of this training, 
participants will be more likely to follow proper safety procedures 
in the event that a fi re is observed in the workplace. ”  A pre -  and 
post - training questionnaire completed by trainees could ascertain 
their likelihood to follow these procedures and thus see whether 
the desired change in preferred behavior had been achieved. 

 Sexual harassment prevention training defi nes sexual harass-
ing behavior for trainees and sends the message that it is unwar-
ranted, illegal, and will not be tolerated by the organization. 
Additionally, information is usually presented instructing trainees 
to take appropriate action (such as talk with a manager and/or 
consult human resources) if they experience sexual harassment. 
Stated in SMART terms (see Chapter  4 ),  “ By the end of this 
training, participants will be more likely to contact a manager 
or human resources if they feel they are being sexually harassed 
as measured by trainee ratings on a pre and post training assess-
ment instrument. ”  A second SMART goal would state:  “ By the 
end of this training, participants will be less likely to ignore  sexual 
harassment behavior as measured by trainee ratings on a pre -  and 
post - training assessment instrument. ”  The following case study 
examines efforts to evaluate the success of achieving these two 
goals. 

  Data Collection 
 A total of 687 people were surveyed before and after  attending a 
two - hour sexual harassment prevention training program to deter-
mine the action they would pursue if they felt sexually harassed. 
Training program participants were mixed groups of males and 
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females, managers and non - managers, from all  departments of 
several different organizations. Group sizes ranged from fi fteen to 
fi fty attendees. All training programs had identical topic agendas. 
At each training session, after introductory remarks, the facilita-
tor would make the following statement to the group: 

  “ Assume for a moment that you currently feel you are being 
sexually harassed at work. On a scale of 1 to 5, with 1 being highly 
unlikely and 5 being highly likely, write on the blank piece of paper 
in front of you the probability that you would take each of the fol-
lowing six actions: (1) talk to a manager (assuming he or she is 
not the harasser); (2) report the incident to human resources; 
(3) contact an attorney; (4) confront the harasser; (5) ignore the 
behavior; or (6) discuss the incident with a co - worker. ”  

 Trainees were asked not to put their names on their papers to 
maintain anonymity and confi dentiality. Trainees then attended a 
two - hour instructor - led sexual harassment prevention classroom 
training program. At the conclusion of the two - hour session, just 
before distributing reaction evaluation sheets, the trainees were 
asked to take out the piece of paper they had previously com-
pleted and revisit their answers to the hypothetical situation: 
What would they do if they felt they were being sexually harassed 
at work? They were asked to write their new (post - training) 1 to 5 
ratings for each action next to their original (pre - training) rat-
ing, even if it was the same as their original response. All papers 
were collected.  

  Data Results and Analysis 
 All trainee pre -  and post - training mean scores for each action were 
compiled and analyzed for statistically signifi cant differences. Sta-
tistically signifi cant differences would indicate divergence that is 
not likely the result of a random event. 

 For the option  talking to a manager  (Figure  7.1 ), the mean pre -
 training rating was 3.4, as compared to a mean post -  training rat-
ing of 3.7, a statistically signifi cant change at p  �  0.001.   

 For the option  reporting the incident to human resources   
(Figure  7.2 ), the mean pre - training rating was 3.1, as compared to 
a mean post - training rating of 3.7, a statistically signifi cant change 
at p  �  0.001.   
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 For the option  contacting an attorney  (Figure  7.3 ), the mean 
pre - training rating was 1.8, as compared to a mean post - training 
rating of 2.0, a statistically signifi cant change at p  �  0.01.   

 For the option  confronting the harasser  (Figure  7.4 ), the mean 
pre - training rating was 3.8, as compared to a mean post - training 
rating of 4.0, a statistically signifi cant change at p  �  0.001.   

 For the option  ignoring the behavior  (Figure  7.5 ), the mean 
pre - training rating was 2.5, as compared to a mean post - training 
rating of 2.2, a statistically signifi cant change at p  �  0.001.   
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Figure 7.3. Group Average for Action 3
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Figure 7.4. Group Average for Action 4
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Figure 7.5. Group Average for Action 5
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 For the option  discussing with a co - worker  (Figure  7.6 ), the mean 
pre - training rating was 3.4, as compared to a mean post - training 
rating of 3.6, a statistically signifi cant change at p  �  .05.    

  Discussion 
 Before attending sexual harassment prevention training, trainees 
anticipated that if they were confronted with sexually harassing 
behavior, they would respond, in descending order of preference, 
in the following ways: 

   1.   Confront the harasser  
   2.   Report the incident to human resources  
   3.   Discuss with a manager or co - worker (tie)  
   4.   Ignore the behavior  
   5.   Contact an attorney    

 After attending the training, trainees anticipated that if they 
were confronted with sexually harassing behavior, they would 
respond, in descending order of preference, in the following ways: 

   1.   Confront the harasser  
   2.   Talk with a manager or report the incident to human 

resources (tie)  
   3.   Discuss with a co - worker  
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   4.   Ignore the behavior  
   5.   Contact an attorney    

 Using the criterion of self - reported anticipated behavior, 
Level III according to the Kirkpatrick Evaluation Model, the 
results indicated that the training program achieved the goal of 
increasing the likelihood that trainees would contact a  manager 
and/or human resources if sexually harassed. The training pro-
gram also achieved the goal of decreasing the likelihood that 
trainees would ignore sexually harassing behavior. Level 1 reac-
tion data was collected, analyzed, but not reported; it was deter-
mined that trainees had overwhelmingly positive feedback related 
to their overall impression of the training, the presenter, and the 
practicality of the information. Level II learning data was not col-
lected, nor was Level IV results data. Level III data was viewed as 
most relevant in this case. 

 Unexpectedly, trainees reported with statistical signifi cance 
that their fi rst choice was to confront the harasser, a prefer-
ence that was a consistent fi nding with both the pre -  and post -
 training assessment. Confronting the harasser is an option rarely 
discussed, much less encouraged in sexual harassment prevention 
training.  

  Evaluation Process Raises Questions 
 When the evaluation process raises unexpected questions, it is 
imperative that the training professional pursue the fi nding(s) 
to see where they may lead. In this case, the training professional 
unexpectedly found that trainees would prefer to confront their 
harasser. If this were the fi nding within a single organization, the 
training professional, in discussion with human resources, should 
weigh the proposition that employees, if they so desire, should have 
the opportunity to confront their harassers. 

 The irony is that guidelines from the Equal Employment 
Opportunity Commission, the federal agency responsible for 
enforcing laws regarding sexual harassment, states that  “ It is help-
ful for the victim to inform the harasser directly that the conduct 
is unwelcome and must stop. ”  Current sexual harassment train-
ing does not typically encourage or include tips for trainees to 
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confront sexual harassers directly. The subject is certainly one for 
further discussion. 

 The evaluation process hopefully fi nds positive trainee reac-
tions, learning gains, desired behavioral change, and improved job 
performance results. If the evaluation process uncovers less than 
satisfactory feedback, the training professional has the informa-
tion necessary to make needed changes to the training program to 
improve outcomes. The next chapter will examine a further delin-
eation of the evaluation process that helps determine training ’ s 
value in fi nancial terms.          

             Summary   
   1.   The training professional must collect data to determine the training 

program ’ s impact on trainees knowledge, skills, attitudes, and behavior.  

   2.   Although the training professional is ultimately responsible for an  effective 
evaluation process, others in the organization play signifi cant roles in 
supporting the effort.  

   3.   Donald Kirkpatrick ’ s four - tiered evaluation model is the most widely 
respected and used evaluation model in the fi eld.  

   4.   Evaluation data builds from each successive tier, although data gathered 
at each subsequent level is increasingly valuable and diffi cult to obtain.  

  5.  The evaluation process can uncover unexpected fi ndings that may have 
unintended implications for the organization.
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                   Chapter Eight   

 E va l u a t i o n  Pa r t  2 :  I s 
Tr a i n i n g  A d d i n g  Va l u e ?           

   “ It is not the strongest of the species that survive, nor 
the most intelligent, but the one most responsive to 
change. ”  
 Charles Darwin    

  Purpose 
 This chapter will enable you to accomplish the following: 

  Examine processes for calculating training ’ s value  
  Learn about a return on investment (ROI) methodology that 
calculates training ’ s costs and benefi ts in dollars and cents terms  
  Examine learning analytics, a process that organizes raw train-
ing evaluation data into a format of actionable information  
  Explore additional tools that a training professional can use 
to evaluate training, such as online surveys, data marts, and 
 digital dashboards that convert large amounts of relational 
data into easy - to - grasp formats so that decision makers can 
make more informed decisions     

  Overview 
 Training professionals face a daunting task when they attempt 
to assign value to training. Accurately calculating expenses and 
return on an organization ’ s training investment is an exhaustive 
process that reaps great rewards when properly executed. This 

•
•

•

•
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chapter examines evaluation models and technology - assisted 
evaluation that can demonstrate training ’ s value to the organiza-
tion in terms that everyone understands — dollars and cents.  

  Determining Training ’  s  Value 
 The question  “ How did the training go? ”  is being replaced more 
frequently with the question:  “ Is training worth the expense? ”  
With organizations in the United States spending billions annu-
ally on training, it seems reasonable that the professionals 
responsible for the effort are more frequently asked to calculate 
training ’ s dollars - and - cents value. 

 The focus on accountability has also been encouraged by 
recent study results. A 1999 ASTD report offered defi nitive 
 evidence that increasing investment in training improves prof-
its and  total shareholder return  (TSR). The study ranked 2,500 
 corporations on how much they spent on training, and the results 
showed that organizations in the top half of the ranking realized 
a TSR that was 86 percent higher than those in the  bottom half. 

  Perception of Value Varies by Position 
in the Organization 
 Training ’ s value is often defi ned by the person ’ s position in the 
organization. The training professional ’ s goal is to close the knowl-
edge/skill/attitude/behavior gap between actual and desired job 
performance, as indicated in the initial training needs assessment. 
The trainer will see value in positive changes in trainee job per-
formance. The department manager ’ s goal is to achieve depart-
mental goals. The manager wants training to help meet or exceed 
performance targets projected for the work unit. The senior man-
agement team wants to fulfi ll the organization ’ s mission and vision 
and gain a competitive advantage. Management wants training to 
improve enterprise - wide results and equate training ’ s value with 
adding shareholder value.  

  Kirkpatrick ’  s  Evaluation Model Enhancement:  ROI  
 Attempting to determine training ’ s value in dollars and cents 
is a challenging but not a new phenomenon. Training ’ s value, 
 according to Kirkpatrick ’ s evaluation model developed in the 
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1960s and discussed in Chapter  7 , is determined by assessing 
each of four progressively in - depth evaluation levels: reaction, 
learning, behavior, and results. 

 Some experts believe that a Level V evaluation,  return on 
investment  (ROI), is a subset of Level IV results and does not 
warrant a separate level. Other professionals, namely Dr. Jack 
 Phillips, claim that ROI is a separate evaluation level that com-
pares training program benefi ts to costs. 

 Phillips is chairman of the ROI Institute, an organization 
established in 2003 and based in Birmingham, Alabama. The 
Institute strives to assist professionals in improving their pro-
grams and processes by using the ROI Methodology. Phillips is 
a world - renowned expert on accountability, measurement, and 
evaluation. He received his undergraduate degrees in electrical 
engineering, physics, and mathematics and a master ’ s degree 
in decision sciences from Georgia State University. He received 
his Ph.D. in human resource management from the University 
of Alabama. Dr. Phillips developed the ROI Methodology in the 
1970s, published his fi rst study, Measuring the ROI in a Coopera-
tive Education Program, for Lockheed - Martin in 1973, and has 
authored ten books on the subject. 

 While all evaluation data has value when analyzed and used 
for making decisions to improve training, a more in - depth evalua-
tion process will yield more useful information. ROI information 
is deemed more valuable than data generated through Levels I, 
II, III, and IV for several reasons. While reaction data seeks to 
identify training consumer preferences, ROI data seeks to quan-
tify training ’ s benefi ts to those who fund, support, and approve 
the effort. Not surprising, Level I evaluation data is the easiest to 
access and is collected most frequently, estimated by the ASTD 
 2005 State of the Industry Report  to be gathered 91 percent of the 
time training is conducted. Level V evaluation data is the most 
diffi cult to access and is collected least frequently. Phillips esti-
mates that ROI analysis is implemented between 5 percent and 
10 percent of the time due to expensive and resource intensive 
data - collection methods. 

   R O I   M e t h o d o l o g y 

 Phillips ’  ROI method involves applying fi nancial metrics to 
the data collected from each of the four levels of evaluation in 
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 Kirkpatrick ’ s model (learner reaction, learning, job behavior, 
enterprise - wide results) and applying them to a formula that cal-
culates return on investment.   

   1.   Assign a fi nancial value to diffi cult - to - quantify intangible ben-
efi ts such as increased job satisfaction, commitment to the 
organization, improved teamwork, positive reactions to train-
ing, learning gains, and reductions in complaints, confl icts, 
and stress levels.  

   2.   Calculate a fi nancial value for other benefi ts derived from 
the training program such as Kirkpatrick ’ s Level IV results.  

   3.   Compute training program costs. These costs generally 
include instructor or facilitator fees; content development, 
training materials, facilities; travel/lodging/meals/refresh-
ments, training department salaries and benefi ts, participant 
salaries and benefi ts; and training administrative and/or 
overhead costs.  

   4.   Determine a benefi t/cost ratio (BCR) by dividing total pro-
gram benefi ts by total program costs:

    BCR   �     Total Program Benefi ts/    Total Program Costs        

   5.   Determine ROI by dividing net program benefi ts (total pro-
gram benefi ts  �  total program costs) by total program costs:

    ROI   �     Net Program Benefi ts    /Total Program Costs           

  A n   R O I   E x a m p l e 

 After conducting a training needs assessment, an organization 
determined that outdated and ingrained business processes 
barred it from achieving its strategic goals. The training manager 
recommended, with the approval of senior management, insti-
tuting a continuous process of review and improvement. During 
Phase 1 certain employee groups were trained in selected topics 
related to total quality management. After one year, the organi-
zation decided to do an ROI analysis to see whether the initia-
tive should be expanded in the second year to include additional 
employee groups. 
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 The fi rst - year training program costs totaled  $ 100,000, 
 including trainee salaries and benefi ts, instructor or facilitator 
fees, program design and material costs, administrative or over-
head costs, training supplies, and refreshments. First - year training 
program benefi ts totaled  $ 350,000, resulting largely from process 
improvements that included time saved in streamlining customer 
acquisition and problem - solving processes, creation of paperless 
supply ordering processes, and improved troubleshooting and 
response - to - problem processes. Intangible benefi ts including 
reported increased job satisfaction, organizational commitment, 
teamwork, and customer satisfaction were also factored into the 
 calculation. 

     BCR    �     Total Program Benefi ts    /Total Program Costs     
�     $  350,000�$100,000   �   3.5   or   (  3.5  :  1  )     

     ROI    �     Net Program Benefi ts    /Total Program Costs     
�      $   350,000    �     $   100,000             �   2.5   or   250    Percent      

 An ROI of 250 percent means that for each  $ 1 invested, there is 
a return of  $ 2.50 in net benefi ts after costs are accounted for. The 
organization decided to expand the continuous process review and 
improvement effort in the second year to include all employees.  

  B e n e f i t s  o f  t h e   R O I   M e t h o d o l o g y 

 The diffi culty in collecting Level V data, according to Phillips and 
other ROI advocates, is offset by its numerous benefi ts. 

  Aligns Training with Organizational Need.  Effective training is all 
about deploying resources to achieve organizational goals. Deter-
mining ROI for programs focused on the organization ’ s training 
needs demonstrates training ’ s alignment with, and investment in, 
enterprise - wide efforts to support goal achievement. Revisiting 
the training needs assessment that uncovered the original train-
ing need and the knowledge, skills, attitudes, and behavior that 
the training aimed to change supports the notion that the return 
on training investment is being applied to high priority training 
programs. 

  Determines Individual Training Program Contributions.  ROI anal-
ysis allows training professionals to determine the bottom - line 
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contribution that each training program produces. Once ROI is 
calculated, senior management can identify the programs that 
demonstrate the greatest return on investment and make decisions 
such as to expand the program ’ s target audience and/or increase 
the organization ’ s investment in specifi c training  programs. 

 Conversely, the programs that demonstrate the weakest 
return on investment can be examined more closely to deter-
mine the cause of the outcome. Decisions can be made to either 
redesign the program to make it more cost - effective or eliminate 
the program and shift investments to programs that produce a 
greater yield. 

  Earns Senior Management Respect.  ROI analysis helps earn 
senior management respect because training is expected to be 
accountable for its activities. Linking training with bottom - line 
performance improvements means more executives expect train-
ing to be run as a business. Donna Goldwasser, senior editor for 
 Training  magazine, says that executives now expect traditional, 
 “ soft ”  training metrics (such as reaction summaries and learning 
improvements) to be accompanied by more direct proof of train-
ing ’ s value to the organization in terms of dollars and cents 

  Justifi es Budget Expense.  Training has long been regarded as 
a necessary, unavoidable expense that fl ew under the radar of 
organizational accountability. The ROI Methodology gives train-
ing professionals the opportunity to justify budget expenses by 
demonstrating fi nancial benefi ts that organizations receive from 
training. 

 When resources shrink or business downturns occur, orga-
nizations are compelled to look for ways to reduce spending. 
Training departments, like all departments, have been the target 
of budget cuts. Phillips ’  ROI Methodology gives budget - cutting 
decision - makers another metric to consider: Cutting the training 
budget may also mean reducing fi nancial returns on the train-
ing investment. 

  Improves Support for Training.  Those in the organization who 
viewed training skeptically as a department that spent funds with-
out accountability may change their opinions when ROI is cal-
culated. Armed with powerful data, training professionals can 
publicize ROI results to senior management, department manag-
ers, supervisors, and non - supervisory employees to clearly show 

c08.indd   172c08.indd   172 6/17/08   10:45:53 AM6/17/08   10:45:53 AM



Evaluation Part 2: Is Training Adding Value?  173

the positive fi nancial impact that training produces .  Stakeholders 
will be more likely to support training when they know that the 
effort they are investing in is yielding a signifi cant return on 
the organization ’ s dollar. 

  Isolates Training ’ s Effects.  A critical step in the ROI process is 
isolating training outcomes from other factors that infl uence 
output. One or more techniques, such as use of control groups, 
separate out non - training related factors from ROI calculations. 
For example, if customer satisfaction levels spike after a cus-
tomer service training program, the improvements may have 
been caused — at least in part — by other factors such as cyclical 
 patterns, a new customer promotional program, or a new sales 
campaign not related to the training. The ROI model requires 
that all potential contributing factors be identifi ed and accounted 
for to determine the precise effect of training on investment 
return.  

   R O I   a t  I t s  B e s t 

 Phillips states that his ROI Methodology should be implemented 
selectively as a process improvement tool and not as a perfor-
mance evaluation tool for the training department. Determining 
ROI strengthens and improves the training process. It provides 
its greatest value to the organization when it is applied to train-
ing programs that are 

   1.   Critically important to supporting organizational goals;  
   2.   Costly and highly visible with large target audiences; and  
   3.   In which management is strongly interested.    

 Under these conditions, ROI fi ndings make the greatest impact 
on both training activities and the decision - makers who shape 
training ’ s organizational role.   

   ROI  Challenges 
 Investment or the cost of training may be easier to identify than 
its return or benefi t. Assigning value to trainee - reported changes 
like improved job satisfaction, increased organizational commit-
ment, reduced stress, better time management, and enhanced 
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teamwork in dollars and cents is tricky. Isolating these changes 
to one training experience can also be diffi cult to support. Some 
say training ROI assessments should be thought of as estimated, 
not absolute, fi nancial calculations. 

 It is not accidental that Level V evaluation is conducted least 
frequently than the other four levels. It is the most diffi cult, time -
 consuming evaluation process. The training professional must 
be convinced that calculating ROI benefi ts outweigh the labor -
 intensive process, and that the information derived will be worth 
the extra effort. 

 For the trainer, the dialogue has shifted from the generic 
 “ How did the training go? ”  to the more specifi c  “ What value did 
the training bring to the organization? ”  Whether the evaluation 
process includes any or all Levels I, II, III, IV, or V, the atten-
tion to measurement can only help make training a more valu-
able organizational contributor. What ’ s important, says  Training  
magazine ’ s Goldwasser, is that a business value has been attached 
to the training experience.  “ By attempting to measure value — by 
any means — we can ’ t help but promote its existence. ”    

  Learning Analytics 
 In short, learning analytics studies the impact of training on 
trainees. The training professional ’ s challenge is greater than 
simply ensuring that the target audience is exposed to learning 
activities. The organization needs to ensure that the right knowl-
edge, skills, and competencies are acquired. Top - performing 
organizations seek to understand the economics of their training 
initiatives and to leverage that understanding to create effi cient 
and effective programs and processes that will make them mar-
ket leaders. They seek to measure learning results using the same 
process in place to determine strategic goal performance. The 
training professional ’ s goal is to quantify the ROI of learning in 
terms that are understood by stakeholders (internal to the orga-
nization) and shareholders (external to the organization). The 
ability to report on the effectiveness of training programs has 
become increasingly mandatory, as both stakeholders and share-
holders demand accountability for the organization ’ s efforts to 
leverage training to its greatest advantage. 
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  The Need to Know 
 Senior management teams, focused on achieving enterprise - wide 
strategic goals, need to know how specifi c initiatives will deter-
mine their success: 

  Does our sales force know enough to sell our new product 
lines better than the competition can sell theirs?  
  Have our employees received training required to comply with 
government regulations?  
  Do our employees know how to access information about our 
products or services so they can adequately inform customers 
and differentiate us from our competitors?  
  Do our non - employee strategic partners in the fi eld have the 
knowledge, skills, attitudes, and behavior to properly repre-
sent our organization to customers?    

 Customer education is a major contributor to revenue and 
profi t. Employees armed with the proper knowledge, skills, 
and competencies to deliver this vital information have the great-
est potential to contribute to the organization ’ s strategic goals. 
The senior management team has a profound need to know that 
this is occurring.  

  The Connection: Enterprise -  Wide Results 
with Learning Data 
 Organizations have made great advances in generating large 
amounts of data about their strategic goal accomplishment and 
about their training programs. The challenge continues to be to 
demonstrate the connection between trainee learning and their 
ensuing contribution to strategic goal achievement, the ROI that 
results from training. 

 To that end, training professionals try to answer such critical 
questions as: 

  Which departments use training most or least and what impact 
does that use or nonuse have on trainee job performance?  
  Which training topics are most effective?  

•

•

•

•

•

•
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  Which training (instructor - led classroom type as well as 
e - learning) programs are generating the greatest results, and 
which are generating the poorest results, in terms of trainee 
reaction, learning, behavior, results and ROI?  
  Which programs should be expanded and which should be 
dropped?  
  Which department managers use the most or least training 
resources? How do their departments ’  performance metrics 
compare?  
  What is our training ROI on a program - by - program basis? 
Which should be expanded and which should be eliminated 
to reduce expenses without diminishing program quality?  
  Is the organization complying with mandatory government 
training requirements?  
  Which departments and/or managers are meeting or not 
meeting expectations?    

 Leading organizations now team training professionals with 
department managers to create a set of learning metrics that are 
used to set standards and expectations for training resources uti-
lization and optimization.  

  Application of Kirkpatrick ’  s  Evaluation 
Level 3 and Level 4 
 Measuring training evaluation at Kirkpatrick ’ s Level III ( behavior 
applied on the job) and Level IV (impact on enterprise - wide 
results) occurs respectively in only 22.9 percent and 7.4 per-
cent of the organizations surveyed, according to the ASTD  2005 
State of the Industry Report . Apparently, this level of evaluation has 
proven too diffi cult (costly? time - consuming?) for most training 
professionals to undertake. The need to compare training data 
to enterprise - wide performance data in order to create objective 
measures of training ’ s organizational impact (combining and 
standardizing data from many different sources) stretches beyond 
the borders typically undertaken by training professionals. 

 Analytics represents the discipline of correlating and analyz-
ing large amounts of data that originate from diverse and diver-
gent locations in order to identify trends and  opportunities for 

•

•

•

•

•

•
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innovation and mission critical strategic improvement. With 
 analytics, organizations can create metrics that determine 
whether causal relationships exist between training efforts they 
make toward achieving objectives and the results they produce. 
Just as enterprises have learned to measure sales and marketing 
program effectiveness, it is now possible to measure training ’ s 
effectiveness in producing results. Training recipients can be 
connected to improved business results by correlating knowl-
edge, skill, attitude, and behavior acquisition with achievement 
of enterprise - wide strategic goals. Even one step further, analyt-
ics provide the organization with the ability to visibly observe the 
impact of their training investment on areas such as compliance, 
effectiveness, effi ciency, revenue, and costs.  

  System Requirements 
 The essence of an effective analytics system is its ability to dis-
till a dizzying amount of data into actionable information. It is 
a conduit to data that is otherwise hidden from view. It must be 
user - friendly, so it becomes an instant addition to the training 
professional ’ s decision support infrastructure. It must allow for 
out - of - the - box analyses that are not predetermined. The system 
should include intuitive and effi cient data - sharing capabilities 
so, for example, department managers and senior managers can 
monitor operations directly from their e - mail boxes. The system ’ s 
architecture should be scalable to an enterprise - wide level so 
that the amount of data to be processed does not fundamentally 
limit the value of the system.  

  Analysis Possibilities 
 While it is impossible to predict all the possible analyses that a 
team of senior managers, department managers, and training 
professionals would strive to achieve, the following areas should 
be addressed: 

  Tr a i n i n g  To p i c  U s e 

 Determine levels of use by training topic to identify areas for 
which additional investment might be justifi ed and current costs 
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might be reduced. Resulting actions will improve the effi ciency 
of the training program.  

  Tr a i n i n g  A c t i v i t y 

 Identify departments that use training and those that do not and 
correlate this data with departmental goal achievement. Result-
ing actions will increase access to training for underperforming 
departments.  

  R e g u l a t o r y  C o m p l i a n c e 

 Identify departments that have participated in compliance pro-
grams. Resulting actions will assess departments that have greater 
or lesser exposure and generate action to mitigate risk.  

  R e s o u r c e  U s e 

 Evaluate the effi ciency of resource use to determine the most 
and least useful resources. Resulting action plans will identify 
trends in resource use and generate plans to use resources more 
effi ciently.  

  F i n a n c i a l  A n a l y s i s 

 Assess the true total cost of training programs and their use by 
different departments. Resulting action plans will ensure that use 
and future budget allocation are appropriate.  

  V e n d o r  A n a l y s i s 

 Evaluate use of training vendor offerings (both off - the - shelf and 
off - site) to determine cost - per - trainee, trainee satisfaction, learning 
gains, and improved job performance. Resulting action plans will 
ensure greater use of vendors who achieve high levels of trainee 
satisfaction, low cost - per - trainee investment, learning gains, and 
improved job performance.  

  e  -  L e a r n i n g  A n a l y s i s 

 Compare the use of e - learning training with instructor - led, class-
room training to determine cost - per - trainee, trainee satisfaction, 
and knowledge/skill/attitude/behavioral transference to on - the - job 
results. Resulting action plans will match training offerings with the 
most effi cient and effective delivery systems.   

c08.indd   178c08.indd   178 6/17/08   10:45:54 AM6/17/08   10:45:54 AM



Evaluation Part 2: Is Training Adding Value?  179

  An Efficient Process 
 Most organizations struggle with the process of identifying  training ’ s 
impact on strategic organizational goals. Since there is a time lag 
between analyzing and correlating data and reporting results, 
traditional reporting systems tell what happened in the past, but 
not what is currently happening. Analytics identify what is hap-
pening, why it is happening, and immediate actions that can be 
taken to create continuous improvement. 

 Immediate access to correlated information improves  training 
operations, reduces costs, allows more effi cient use of training ven-
dors, ensures compliance, and improves training ’ s overall impact 
on enterprise - wide operations. It allows senior management, 
department managers, and training professionals to all receive 
actionable information that is linked to the common goal of lever-
aging training to achieve maximum organizational performance  .

  An Example:  Analytics in Action 
 A training professional wants to analyze a new sexual harassment 
prevention training initiative that has been rolled out to the orga-
nization. The government requires that all employees in a super-
visory role receive a minimum of two hours of interactive training 
on the topic at least once every two years. More than one thou-
sand individuals must comply by the end of next quarter. Individ-
uals must complete either an instructor - led classroom option or 
a self - paced e - learning module, both of which are available. The 
training professional decides that he wants to view the following: 

   1.   Number of trainees attending each classroom session to see 
whether the facilitator is training close to the one - hundred -
 seat room capacity.  

   2.   Number of trainees yet to be trained from each department 
to check manager compliance with the initiative to train all 
supervisors and managers by end of next quarter.  

   3.   Number of trainees using the classroom option and the self -
 paced option to see whether both should continue to be 
offered.  

   4.   Learning retention using the two delivery options to see 
whether one approach has better learning gain than the other.  

c08.indd   179c08.indd   179 6/17/08   10:45:55 AM6/17/08   10:45:55 AM



180  A Practical Guide to Training and Development

   5.   Total cost of the program so an ROI analysis can be  performed 
at a future date.  

   6.   Trainee satisfaction with each delivery option to determine 
ongoing use.    

 Analytics determined that the classroom was never more 
than 54 percent fi lled to capacity for any training session. Action 
was taken to schedule fewer sessions (saving facilitator fees) and 
enrollment per session grew to 86 percent capacity. 

 Only 47 percent of Mary Contrary ’ s managers and supervisors 
had completed the program, while no other manager had a compli-
ance rate lower than 75 percent. The training professional sent an 
e - mail to Mary (with a copy to her manager) letting her know of the 
discrepancy. Within two weeks, Mary ’ s compliance numbers had 
jumped to 80 percent, the same compliance number as her peers. 

 About the same number of managers and supervisors are 
using classroom and self - paced training. With an 86 percent class-
room capacity rate, cost per trainee for either option is the same. 
Reaction data indicates that trainees are equally satisfi ed with 
both learning options. Since post - training retesting indicates that 
learning retention is the same for classroom and self - paced train-
ees, it appears that both delivery options will be kept. 

 An ROI analysis will be performed at a future date when the 
cost of the training program can be compared with the (hope-
fully) reduced number of sexual - harassment - related complaints, 
investigations, and lawsuits.   

  Technology -  Assisted Evaluation 
 Evaluation requires data. Technology can provide great assistance in 
generating and correlating data that supports the evaluation process. 
Online surveys, data marts, and digital dashboards are three tools 
used to assist organizations in evaluating their training  methods. 

  Online Surveys 
 Online surveys are structured interviews in which questions are 
displayed online. Responses by survey participants are recorded 
for the evaluator to analyze. 
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 Much can be learned from online survey responses that aid 
the training evaluation process. Surveys can be constructed to 
ask questions regarding: 

   1.   Trainee reactions to training programs  
   2.   Assessment of program content  
   3.   Presenter competencies (for instructor - led classroom  training)  
   4.   Quality of learning activities  
   5.   Relevance or usefulness of the training program    

 The trainee reactions to these questions help determine 
changes to future training programs. 

 Online surveys can also be used to help determine trainee 
knowledge retention. Questionnaires that relate to the training 
topic can be distributed to participants weeks and/or months 
after they have attended a training program to see which ques-
tions (and what percentage of questions) are answered correctly. 
Knowledge erosion can point to needs for retraining as well as 
topics that have to be covered. 

 Online survey questions can ask trainees to self - report on 
behav ioral change they have experienced since completing train-
ing. Surveys can also be distributed to receive 360 - degree feedback 
from others about the trainees ’  post - training behavioral change. 
The evaluator can analyze this data to determine the trainees ’  
apparent behavioral change resulting from the training program. 

  O n l i n e  S u r v e y  C h a r a c t e r i s t i c s 

 The evaluator ’ s goal is to achieve a 100 percent return rate with 
online surveys. Analyzing training data is most effective when 
most (if not all) trainees respond. The survey should be short —
 ten questions or fewer. The survey must be in an easy format 
should take only take fi ve or ten minutes for users to complete. 
If it ’ s too long, they will not respond. A mix of closed (multiple -
 choice) and open - ended questions is suggested. Closed questions 
are easier to analyze; open - ended questions, while more diffi cult 
to analyze, may provide richer data. 

 Two examples of closed questions are: 

  My overall impression of the trainer was favorable.   Yes   No  
  I found the training program useful.   Yes   No    
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 Two examples of open questions are: 

  What was most benefi cial about the training? Please comment.  
  How would you have liked the training done differently? Please 

comment.    

 A two - tiered survey process is possible. The fi rst survey tier, as 
described above, is short and easy to respond to. On that survey, 
ask whether the trainee is willing and interested in completing a 
survey with more in - depth questions. If so, the respondent then 
proceeds to a more in - depth second - tier survey at the conclusion 
of the fi rst. In this way, the evaluator can capture more in - depth 
information without risking a low response rate by subjecting all 
responders to more in - depth questions in the fi rst tier. The evalu-
ator must expect that only a small percentage of all respondents 
will probably proceed to the second tier.  

  C a p t u r i n g  P r e  -   a n d  P o s t  -  Tr a i n i n g  D a t a 

 Evaluation is the process of determining training ’ s value or 
effectiveness for the purpose of making decisions. Capturing 
pre -  and/or post - training data using online survey methodology 
provides information to the evaluator that would otherwise be 
unattainable. 

 Reaction surveys and learning instruments completed during 
the training program assess trainee attitudes and knowledge dur-
ing the experience. Online surveys allow evaluators to capture 
data both before and after training has been completed and pro-
vides the opportunity to compare it to the data collected during 
the training. 

 Online surveys completed pre - training allow evaluators to 
determine how much information trainees know before the 
 program. In - class surveys indicate knowledge gains attributable 
to the training program. Online surveys completed post -  training 
indicate knowledge that has been retained. Scores from post -
 training surveys that fall below a certain level can indicate the 
need for retraining. 

 Trainee behavioral data can be captured via an online survey. 
A self - report as well as feedback from others can be compiled and 
tabulated through a pre - training online survey. The online  survey 
process can be repeated post - training, and the information that 
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is compiled and tabulated can indicate behavioral changes that 
the training program produced. Online surveys conducted weeks 
and/or months after training can indicate whether behavioral 
changes produced by training have continued to be manifested 
at work.   

  Data Marts 
 A data mart is a specialized version of a data warehouse. It is 
 similar to comparing a supermarket with a distribution  center. 
Data marts contain a subset of operational data that helps 
 decision - makers to strategize based on analyses of past trends and 
experiences. A data mart is predicated on a specifi c, predefi ned 
need for a certain grouping and confi guration of select data. The 
confi guration emphasizes easy access to relevant information. 

 Organizations typically have multiple data marts, each one 
relevant to one or more departments for which it was designed. 
Data marts may or may not be dependent or related to other data 
marts in the organization. 

 If the data marts are designed to use shared facts, dimensions, 
and assumptions, then they will be related and interdependent. 
Training data marts typically incorporate data that is present 
across the enterprise. 

 In some applications, each department is the owner of the 
data mart, including all the hardware, software, and data. This 
enables each department to use, manipulate, and develop its data 
as appropriate to departmental needs. In this model, data marts 
do not interact with each other and so altering one data mart does 
not alter information inside others or inside the data warehouse. 

 A data mart is a decision - making tool that provides easy access 
to frequently needed data. It creates the ability for a group of data 
users to collectively view the same information and thus improve 
their problem - solving and decision - making response time. It is 
lower in cost than implementing a full data warehouse. Potential 
data mart users are more clearly defi ned in a data warehouse. Data 
marts allow end - users to manipulate their data without interfering 
or depending on the centralized data warehouse to  manage that 
workload. For security purposes, data marts  selectively separate an 
authorized data subset for viewing by a select group of end - users. 
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Data marts can provide a  proving ground that  demonstrates the 
viability and ROI potential (of training) prior to migrating it to 
the data warehouse.  

  Digital Dashboards 
 The digital dashboard is a business management tool used to 
visually ascertain the status of an enterprise by viewing year - to -
 date strategic goal accomplishment in real - time. Based on the 
metaphor of the instrument panel in a car, digital dashboards 
use visual, at - a - glance data displays pulled from disparate busi-
ness indicators to provide warnings, action notices, next steps, 
and summaries of business conditions. They are intended to give 
decision - makers the input necessary to drive the business. Devices 
such as red or green or yellow lights, alerts, drill - downs, summa-
ries, and graphics with pie charts and bar charts highlight the 
visual display. Users can see high - level processes and then drill 
down using pre - programmed menus into lower - level data. 

 Three main types of dashboard dominate the market: stand -
 alone software applications, web - browser - based applications, and 
desktop applications. Specialized dashboards track all enterprise -
 wide functions, including human resources, recruiting, sales, 
operations, security, information technology, project  management, 
customer service, and many others. Departments are the end -
 users and information technology is the enabler. The effective use 
of digital dashboards is based on relying on the correct choice of 
metrics to monitor. 

  H i s t o r y 

 Digital dashboards began to be developed in the 1970s. Most 
 systems were developed in - house by organizations to consolidate 
and display data that was already being gathered in various infor-
mation systems throughout the organization. The goal was to 
provide information to decision - makers that supported fast and 
accurate internal decision - making processes. With the surge of 
the World Wide Web in the 1990s, digital dashboards as we know 
them today began to appear. Today, digital dashboard technol-
ogy is available off the shelf, but certain companies still continue 
to develop and maintain their dashboard applications in - house.  
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  B e n e f i t s 

 Digital dashboards allow end - users to view how well each depart-
ment is doing in relation to its performance metrics. They gauge 
how well an organization is performing overall by allowing the 
end - user to capture and report specifi c data points from each 
department within the enterprise, thus providing a snapshot of 
enterprise - wide performance. The visual presentation of per-
formance measures make them quick and easy to assimilate. 
 Management can identify and deal with negative trends imme-
diately. Detailed reports can be generated when new trends 
emerge. More informed discussions and decisions can be made 
based on collected and shared information. Real - time informa-
tion helps to make adjustments where necessary in order to align 
strategies with organizational goals.  

  Tr a i n i n g  C o n t e n t 

 Human resource dashboards usually have a training component. 
While the metrics that are tracked and reported vary according 
to the enterprise and the preferences of the end - user, typical 
training metrics include the following items: 

   1.   Percent of employees or managers who report that training 
has improved work performance  

   2.   Percent of employees involved in training and development 
plans  

   3.   Percent of employees who achieve development plan  objectives  
   4.   Average dollars spent on employee training  
   5.   Percent of planned training activities that develop predeter-

mined competencies.                                   

Summary  
   1.   Training ’ s value can be calculated by assigning a dollar value to the data 

uncovered within each of Kirkpatrick ’ s four evaluation levels.  

   2.   A return on investment (ROI) methodology, advocated by Dr. Jack Phillips, 
attempts to calculate training ’ s costs and benefi ts in dollars and cents.  
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   3.   Learning analytics attempts to organize raw training evaluation data and 
create an output of actionable information.  

  4.  Additional evaluation tools, such as online surveys, data marts, and digital 
dashboards, help make large amounts of relational data available in 
easy - to - grasp formats for decision - makers to make more informed 
 decisions.
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Chapter Nine

E n s u r i n g  a n d  P r o m o t i n g 
Tr a i n i n g  S u c c e s s

“We must become the change we want to see.”
Mahatma Ghandi

Purpose
This chapter will enable you to accomplish the following:

Present recommendations to decision-makers to gain approval 
to proceed
Market the training program internally to the entire 
 organization
Publicize success to employees, stakeholders, and customers
Conduct a training audit

Overview
Once all of the key processes have been completed, the training 
professional is ready to present recommendations to the decision-
makers for rolling out the training program to the organization. 
After receiving permission to proceed, the training professional 
must then launch an internal marketing campaign to the entire 
organization that brings everyone up-to-date on the forthcoming 
training program. Once it’s underway, it is crucial to collect and 
analyze evaluation data and publicize successes to employees, 
stakeholders, and customers. Conducting regularly scheduled 

•

•

•
•
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training audits helps keep effective training processes in place 
and changes practices that need alteration.

Get ting Ready to Market
Let’s assume that each step in the training process has been 
completed: needs assessment data has been compiled, analyzed, 
categorized, and prioritized; design and delivery options have 
been explored and decided on; budgets have been formulated; 
evaluation processes, tools, and techniques are in place. Before 
launching the training effort, depending on the organization’s 
normal processes, the training professional should seek and 
receive (in)formal approval by a manager or group, such as the 
senior management team, to proceed. Meeting with the appro-
priate individual(s) to review and discuss plans prior to rollout 
serves many purposes. It’s one last opportunity for the decision-
maker(s) to ask questions and provide input on multifaceted 
aspects of the training effort. It’s also an opportunity to confi rm 
their buy-in, support, and involvement with the proposed pro-
gram. Seizing this and other opportunities to market the train-
ing program internally is a useful way to create anticipation 
and engagement with the training effort. Effectively pre-selling 
the training product/service with potential customers (that is, 
employees/trainees) will go a long way toward breaking down 
barriers to change and readying the audience for the training 
experience when it’s made available.

For training to accomplish its primary goal of facilitating 
change in trainee knowledge, skills, attitudes, and behaviors, it 
must take on the attributes of any successful product and/or ser-
vice: it must appeal to (and satisfy) the ongoing needs of its users 
or customers. It is helpful for the training professional to think of 
the overall training effort as a product and/or service that must 
be embraced by all internal customers, employees at all organiza-
tional levels.

Approval Meeting
At minimum, the training professional should address several key 
points when meeting with the approving body. Address questions 
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as to the “who, what, when where, why, and how” of the training 
effort (although not necessarily presented in that order) gleaned 
mainly from needs assessment results, along with other key pieces 
of information. The training professional hopes all in attendance 
are of the mindset that training’s goal is to help the organiza-
tion achieve its mission and strategic objectives and that imple-
menting the suggested recommendations will fulfi ll this purpose. 
Address the following key points:

Why is training prescribed? Training’s purpose is to change 
employee knowledge, skill, attitude, and behavior. Needs assess-
ment results would have indicated that training would achieve 
job performance improvements, having a positive impact on the 
organization’s strategic goals. It may be worthwhile to summa-
rize the comprehensive training needs assessment process that 
was conducted, including the data collection methods that were 
used, such as interviews, surveys, and other reports, and the num-
bers of people and job categories that provided input.

What topics and information will be covered?  Distributing 
and discussing the selection grid (see Chapter 6) with all poten-
tial topics identifi ed alongside their strategic goal impact, pro-
vides the rationale for the training program topics selected. 
The training professional must be as certain as possible that the 
selection grid is an accurate representation of the organization’s 
training priorities. The training professional does not want the 
approving body to review, question, discuss, and debate the rat-
ings in the individual cells of the selection grid. If this occurs, the 
decision-makers are essentially telling the training professional 
they don’t feel comfortable with the recommendations result-
ing from the training needs assessment process. In that case, the 
training professional must ascertain the source of the decision-
makers’ discomfort, regroup, and address those concerns before 
proceeding with the training program (rollout).

Recommended priority training program topics and related 
content refl ect the knowledge and skill improvements that will 
have the greatest impact on strategic goal achievement. A pro-
posed program agenda with goals should be developed and pre-
sented for each training topic offered. For example, an agenda 
for a product knowledge session could include information 
on product history, current specifi cations, features,  warranties, 
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troubleshooting methods, frequently asked questions, and return 
policies and procedures.

How will training be designed and delivered? Program content could 
be designed by either internal or external sources. Classroom -led 
instruction, e-learning/technology-assisted training, or a blend of 
both classroom and technology methods is possible for training 
delivery. Training programs could be presented by in-house train-
ers, other internal employees such as subject- matter experts, exter-
nal consultants, or others who have the competencies to conduct a 
successful effort.

Who will be the training recipient(s)? Identify the target audience, 
including the total number of people to be trained. The training 
professional may recommend and discuss that it is advantageous 
to train certain segments of the employee population fi rst, with 
other target groups to follow. For example, a greater impact on 
the organization’s strategic goals may occur if sales and customer 
service employees attend product knowledge training fi rst, fol-
lowed by human resources and manufacturing staff.

When will training begin? The decision-makers will want to 
know the timeline for launch, for example, the third quarter of 
the current fi scal year. They will also want to know the approxi-
mate date by when all target audience members will have com-
pleted training e.g. the fi rst quarter of the following fi scal year.

Where will training occur? Identify all classroom training 
location(s), both onsite and offsite.

What other information should be shared? Other information 
that can be shared at the approval meeting and other appro-
priate forums include annual budget projections (that is, train-
ing expenditure as a percentage of total payroll (minus benefi ts 
and taxes), training expenditure per employee, hours of train-
ing per employee, total program benefi ts, total program costs), 
plans to market the training program internally, evaluation 
methods and anticipated success metrics for Levels I through IV 
and ROI, and ways of publicizing training’s successes through-
out the organization.

Once the training professional receives permission to imple-
ment the training program, it is critical to communicate the 
training plan to the entire organization.
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Marketing Training Information to the 
Entire Organization
It is important to inform all employees about the process and 
results of the training needs assessment, the highly ranked train-
ing topic(s), the timeline for the rollout, the involvement of the 
management team, and the knowledge/skill/attitude/behavior 
improvements that are the training program’s goals. These are 
the people who participated in the training needs assessment via 
interview and/or survey, and so they will defi nitely want the train-
ing professional to close the loop, to tell them the assessment 
results and how the collected information will be used. When 
the next training needs assessment is conducted, employees will 
remember that their input was valued the previous time.

Using the appropriate organization communication  channels 
(staff meetings, e-mail, voice mail, enterprise-wide meetings, cata-
logs, and/or newsletters) to tell employees about the results of 
the training needs assessments and the training program to 
 follow will create positive buzz and anticipation for the training 
effort. A thorough and comprehensive internal marketing and 
communication effort will serve the training professional well 
when it is time to deliver the training program. Most employees 
will remember and understand the reasons they are attending 
the program and will enter the training experience with a greater 
likelihood of exploring change instead of resisting it or wonder-
ing where the need for the training topic originated.

Publicizing Training Outcomes to Stakeholders
Various industry leaders are proud to report research fi ndings 
to the organization’s stakeholders. “Most ten-year-old cars still on 
the road,” “highest-rated in customer service,” “fewest dropped 
calls” are examples of what organizations say when attempting 
to instill the perception of product quality, value, and customer 
attentiveness in the hearts and minds of stakeholders, especially 
both potential and current consumers.

“You can’t manage what you can’t measure” is an old manage-
ment adage. “You can’t market what you don’t measure” is true 
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as well when it comes to communicating training’s  organizational 
impact. Data collection and analysis are required to make claims 
about training’s contribution to the organization’s strategic 
goals. Once the training program is underway, it is imperative 
that the training professional have the processes in place to col-
lect  evaluation-related training information on an ongoing basis. 
Reporting data that publicizes training’s impact sends a strong mes-
sage that serves many purposes. It demonstrates the organization’s 
commitment to continuously working to maintain and improve 
employee knowledge and skills. It lets everyone know that the train-
ing professional is monitoring, analyzing, and reporting on specifi c 
metrics. Depending on the results, the data reported gives every-
one insight into the training department’s organizational impact 
by reporting on specifi c evaluation measures and outcomes.

R e a c t i o n  D a t a

Summarizing and reporting aggregated, or total, reaction data 
lets everyone know how trainees are responding to the training. 
Depending on the questions asked, trainee feedback is being 
received and reported regarding the program content, instructor 
competency, learning activities, and other characteristics of the 
training. Positive reaction data from one training session will give 
future trainees a positive fi rst impression of the training and con-
fi dence that the program they’ll be attending will be a rewarding 
experience.

For example, if the answer to “Please rate the usefulness of 
the information presented” received an average score of 4.4 on a 
5-point scale for the employees who have participated so far in 
a time management training program, the remaining  employees 
will have confi dence that the information to be presented in 
training will be useful to them as well.

L e a r n i n g  D a t a

Summarizing and reporting aggregated learning data lets every-
one know whether learning is occurring during training. When a 
high percentage of trainee scores improve on pre- to post- training 
learning instruments, it indicates that trainees are acquiring 
knowledge, the fi rst step toward skill, attitude, and behavioral 
change.
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For example, if the time management training pre-test of all 
trainees thus far yielded an average percent correct score of 63 
and a post-test yielded an average percent correct score of 81, 
it appears that those who have participated in the program are 
now more knowledgeable about effective time management tech-
niques than they were before the training. Similarly, if it can be 
reported that 88 percent of the trainees’ post-training scores 
improved over their pre-training scores, it seems that the great 
majority of trainees acquired knowledge. Combined with reac-
tion data, it might be accurate to conclude that most trainees had 
a favorable reaction to a positive learning experience.

B e h a v i o r a l  D a t a

Summarizing and reporting aggregated behavioral data lets 
everyone know whether the training program is producing 
behavioral change. When a great majority of trainees and/or the 
people who observe them report frequent incidences of pre- to 
post-training behavioral change, it indicates that training is facili-
tating behavioral change.

For example, if 74 percent of the trainees who have partici-
pated thus far in a time management training program self-
reported that they now spend signifi cantly more time working on 
high-priority tasks and to-do items than before training, it seems 
that the great majority of trainees are now better time managers. 
Combined with reaction and learning data, it might be accurate 
to conclude that most trainees had a positive reaction to a learn-
ing experience that produced behavioral change.

R e s u l t s  D a t a

Summarizing and reporting aggregated results data lets everyone 
know whether the training program is producing results. When 
a great majority of trainees achieve signifi cantly higher pre- to 
post-training job performance results, it indicates that training is 
facilitating change in job performance results.

For example, if 79 percent of the supervisors of trainees who 
have participated thus far in time management training report 
that their direct reports have gained 10 percent on their key 
result areas/performance indicators from pre-training levels, it 
seems that the great majority of time management trainees are 
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now more productive. Combined with reaction, learning, and 
behavioral data, it might be accurate to conclude that most time 
management trainees had a positive reaction to a learning experi-
ence that produced positive behavioral change and a 10  percent 
increase in performance.

R O I  D a t a

Summarizing and reporting aggregated ROI data lets everyone 
know the return on the organization’s training investment in 
fi nancial terms. When training is viewed as a sound fi scal invest-
ment in employee knowledge and skill enhancement, the effort is 
perceived less as a necessary expense and more as a wise deploy-
ment of resources.

For example, if the ROI of time management training is calcu-
lated to be 84 percent (meaning that $1.84 is returned for every 
$1.00 invested), the expense of the training program is viewed as 
very worthwhile. Combined with reaction, learning, behavioral, 
and results data, it might be accurate to conclude that most time 
management trainees had a positive reaction to a learning experi-
ence that produced positive behavioral change and improved job 
performance at a cost-effective price.

O t h e r  M e t r i c s

Organizations report training activities using several measures. The 
possibilities are only limited by the organization’s data- collecting 
capabilities and preferences. ASTD, in its 2007 State of the Indus-
try Report, uses investment, expenditure distribution, effective ness, 
and effi ciency as major categories to analyze and report training 
activity. Training professionals should think through their rea-
sons for collecting and reporting various training data before pro-
ceeding. Following the metrics used by ASTD or other reporting 
organizations gives organizations the ability to benchmark their 
fi ndings against nationwide results. Examples of training metrics 
tracked in various enterprises include the following:

Training expenditure per employee
Training hours used per employee
Training expenditure as a percentage of total payroll (not 
including benefi ts and taxes)

•
•
•
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Distribution of training expenditures among internal 
resources, external services, and tuition reimbursement
Number of enterprise-wide employees per training staff 
 member
Average cost per learning hour used 
Training hours per delivery method: instructor-led classroom, 
self-paced, or a blend
Training utilization per department
Reaction, learning, behavior, results, and ROI data per 
 training delivery method: classroom-led instruction, 
self-paced, or a blend
Reaction, learning, behavior, results, and ROI per training 
topic
Percent of employees who completed mandatory compliance 
or regulatory training
Number of employees trained per training staff member
Time required for employees to achieve readiness or 
 competence

In an increasingly competitive business environment, orga-
nizations are always looking for opportunities to leverage train-
ing. Collecting, analyzing, and reporting evaluation data and 
other metrics used to track the volume and performance of the 
training effort differentiate one enterprise, in a positive way, 
from another. In ASTD’s 2007 State of the Industry Report, the 
training performance effectiveness metric used most often was 
productivity improvement, followed by employee retention, qual-
ity of products and services, customer satisfaction, employee 
 satisfaction, increase in sales and revenue, safety improvement, 
employee engagement, overall profi tability, overall performance, 
and compliance.

Organizations that are willing and able to report such infor-
mation to their stakeholders send the message that they are 
proud of their training processes and the results they produce. 
They are banking on the far-reaching ramifi cations that such a 
pronouncement will produce.

Employees sense WIIFM, the opportunity to develop knowl-
edge and skills that will assist current performance and perhaps 
make them more competitive for other internal job  opportunities. 

•

•

•
•

•
•

•

•

•
•
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If they feel training will be advantageous to them personally, their 
readiness to learn is enhanced, and they are more interested 
and motivated to explore training. Investors perceive that their 
investment will bear fruit with an organization that nurtures and 
grows its human resource talent. And customers hearing positive 
training news will be more likely to purchase a product and/or 
 service from an organization that bluntly states that, because of 
its  superior training processes, its employees are better trained 
that the employees of their competitors.

N o t - S o - G o o d  R e s u l t s

Undertaking an evaluation process is a calculated risk. It is not 
safe to assume that all training outcome data will be favorable. 
For example, trainees’ reactions to training might be both posi-
tive and negative, learning gains not as prominent as anticipated, 
behavioral change bordering on inconsequential, performance 
results marginal, or ROI smaller than expected.

The training professional needs to ask the necessary ques-
tions and collect the required information to draw accurate, eval-
uative conclusions about the training program’s effectiveness. 
There is no guarantee that favorable results will be uncovered. 
He or she must be prepared for the possibility that all news will 
not be good news.

Once the evaluative data is revealed, the training professional 
must deal with the results. Training professionals would probably 
conclude that broadcasting less-than-favorable data to stakehold-
ers without a corrective action plan is like shooting oneself in the 
foot. Publicly casting dispersions on one’s own training effort 
would seem to serve little if any productive purpose. No news 
about the training’s impact, however, is not good news.

Evaluation in this context is the process of determining 
training’s value and/or effectiveness for the purpose of making 
decisions. The training professional must deal with less-than-
 satisfactory evaluation data in a constructive and straightforward 
manner. From the onset of the training process, evaluation data 
(reaction, learning, behavior, results) must be analyzed for trends 
so that corrective changes and decisions, where necessary, can 
be made early on. The goal is for training to be as effective as 
 possible so that it provides maximum value to the organization. 
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Collecting and analyzing actionable evaluation data and  dealing 
with the results ensures that the training effort is fulfi lling its 
responsibilities.

The training professional can continue to report on effi ciency 
and volume metrics (that is, number of employees trained, invest-
ment, delivery methods) and save effectiveness data for a later 
date when midstream changes have taken place and effectiveness 
data may improve. Regardless, the training professional must let 
the enterprise know the activity level and resulting impact that 
training is having on the organization.

The Training Audit
An audit is a process normally associated with an offi cial exami-
nation, analysis, and verifi cation that the organization’s fi nancial 
matters are in proper order. Most organizations are required by 
federal and/or state law and/or internal bylaws to conduct fi nan-
cial audits annually so that government regulators, investors, and 
other stakeholders can gain assurance that the enterprise is fi s-
cally healthy.

A training audit examines, analyzes, and verifi es that the orga-
nization’s training effort is in proper order. While few, if any, 
organizations are required by law to conduct training audits, they 
achieve a similar goal as a fi nancial audit: They assure that the 
enterprise is healthy from a training point of view.

Just as a fi nancial audit can make recommendations for 
changes to various accounting procedures where warranted to 
improve performance, a training audit can make recommenda-
tions for changes to various training processes where warranted 
to improve performance.

Seven Keys to an Effective Training Audit
Intentionally or not, organizations follow three different paths 
when it comes to their training efforts: they either provide 
training that is predominantly effective, provide training that is 
 predominantly ineffective, or provide no training at all. Given the 
choice, employers would naturally prefer the option of providing 
training that is overwhelmingly effective. By conducting  periodic 

c09.indd   197c09.indd   197 6/17/08   10:52:14 AM6/17/08   10:52:14 AM



198  A Practical Guide to Training and Development

training audits, organizations can self-assess their processes to 
develop action plans and implement changes to ensure that effec-
tive training will be an ongoing activity. Seven key areas to consider 
include the following:

1 .  Tr a i n i n g  N e e d s  I d e n t i f i c a t i o n

Does the organization have and regularly use a systematic,  ongoing 
training needs assessment process, using either a task analysis or a 
strategic needs assessment method, to identify specifi c knowledge, 
skills, attitudes, and/or behaviors needing improvement?

If training needs identifi cation processes are in place, the 
organization must ensure that it regularly initiates this activity on 
an annual or consistently scheduled basis. This way, the informa-
tion generated from the assessment determines training offerings 
that always refl ect current and high priority learning needs. One 
individual should be responsible to ensure and communicate 
that this process is conducted with information and recommen-
dations to the decision-makers for appropriate action.

If a training needs assessment process is not in place, the 
organization must initiate and endorse such an activity to ensure 
that its training effort is aligned with the organization’s strategic 
goals and resultant learning needs. A specifi c individual must 
own the training needs assessment process. That individual is 
responsible for driving the process and ensuring that the train-
ing needs information is collected, analyzed, and communicated, 
with recommended actions, to the decision-makers for their dis-
cussion and ultimate approval.

2 .  I n t e r a c t i v e  Tr a i n i n g

Does training engage the adult learner interactively, whether in 
an instructor-led classroom environment, self-paced, or blended 
training delivery, so that knowledge, skills, attitudes, and behav-
ioral change have a greater opportunity to occur?

If training is perceived to be adequately interactive, the orga-
nization needs to ensure that this continues to be the case, since 
training’s overall effectiveness and value are maximized when this 
occurs. Continuously collecting and analyzing aggregated evalua-
tive reaction data provided by trainees will indicate whether train-
ing is actively engaging learners.
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Interactive content, delivery methods, and/or instructional 
techniques help engage trainees in the learning process and thus 
make them much more likely to explore and commit to learning 
initiatives and behavioral change than disengaged trainees.

If the training professional is uncertain or knows that the pro-
gram is not suffi ciently interactive, he or she must take action to 
ensure that training is adequately interactive. The fi rst step may 
be to initiate the data collecting processes that ask trainees the 
appropriate question(s) to assess the current state. The data may 
indicate that changes are needed in program content, delivery 
method, and/or instructor technique. Regardless of the source 
of disengagement, corrections must be made so that training 
is more interactive and more effectively engages trainees. The 
 overall training effort is generally evaluated more positively and 
produces greater impact when the interaction level between 
trainees and the training activity is high.

3 .  Q u a l i f i e d  Tr a i n e r s  a n d  C o n t e n t  P r o v i d e r s

Whether performed by in-house training staff, internal subject-
matter experts, or external content providers and/or trainers, 
has a training professional reviewed and approved the qualifi ca-
tions and training materials of all providers to ensure that they 
will produce a high-quality training experience?

Even if trainers and content providers are qualifi ed, organi-
zations should continue to preemptively review trainer compe-
tencies and their program content to ensure continued quality 
control. Qualifi ed providers are more likely to produce a training 
effort that achieves intended program goals.

Legal challenges to the legitimacy of the organization’s train-
ing program can be thwarted by demonstrating that due dili-
gence was followed in determining the best resources to use for 
a particular training initiative. On an ongoing basis, training pro-
fessionals should observe training program content and delivery 
fi rst-hand to ensure that trainees are being provided a quality 
product. This direct knowledge of training output will give the 
training professional ample opportunity to provide accolades 
and constructive feedback to the providers.

If organizations do not review the qualifi cations and com-
petencies of their training content and delivery providers, they 

c09.indd   199c09.indd   199 6/17/08   10:52:14 AM6/17/08   10:52:14 AM



200  A Practical Guide to Training and Development

run the risk of using training resources that will not adequately 
 support training goal achievement. Just as an employer would not 
hire individuals without fi rst checking their qualifi cations and 
background, organizations should not designate individuals for 
training tasks without fi rst reviewing their skills and competen-
cies to perform satisfactorily. Observing training fi rst-hand also 
gives the training professional the information needed to deter-
mine whether the provider is performing to their expectations.

4 .  D e m o n s t r a t e d  M a n a g e m e n t  S u p p o r t

Is management clearly committed to supporting the training 
effort? What evidence reinforces this assumption?

If management is clearly committed to supporting the 
training effort, it is in everyone’s best interest to make manage-
ment’s support visible and well-known throughout the organi-
zation. According to the ASTD 2007 State of the Industry Report, 
94.4 percent of their BEST Award Winner executives issued 
public statements supporting training, 89.4 percent included 
training objectives with performance goals, and 73.4 percent par-
ticipated as an instructor or speaker. Trainees will be more likely to 
embrace the training effort when they know that the program 
enjoys management support.

Managers can clearly demonstrate their support for training 
in a variety of observable ways. For example, they can ensure that 
100 percent of their training-eligible direct reports participate 
in training within the shortest period of time possible. They can 
conduct staff meeting discussions that specifi cally include train-
ing. They can develop performance evaluation goals that include 
training participation and consistently monitor progress toward 
goal completion. They are conscientious about (or have received 
training in) how to encourage trainees to integrate their newly 
learned knowledge and skill into their job performance.

If management is supportive behind-the-scenes but not 
publicly, a clear and public communication campaign must 
be mounted to demonstrate its support for the training effort. 
Management must (1) provide adequate fi nancial investment; 
(2) communicate supportive public pronouncements; (3) link 
participation in training to performance expectations, (4) encour-
age, not impede, training participation; and (5) actively solicit 
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trainees returning from training to apply their new-found 
 knowledge, skill, attitude, and/or behavior on the job. If manage-
ment is publicly supportive but falls short behind the scenes, the 
team needs to walk the talk if it wants to maximize its training 
investment and subsequent positive organizational impact.

The organization’s employees receive a clear message from 
management regarding training’s priority and importance. 
Strong public and behind-the-scenes support usually results in a 
training effort that fl ourishes; weak or no public and/or behind-
the-scenes support usually results in a training effort that fl oun-
ders. The opposite is rarely true; strong management support 
rarely produces a fl oundering training effort, and weak manage-
ment support rarely produces a training effort that fl ourishes.

5 .  E v a l u a t i o n  P r o c e s s e s

Are evaluation processes in place and consistently used? Is action 
taken once evaluation data is collected and analyzed?

If evaluation processes are in place, the organization must 
continue to collect, analyze, and communicate the data through 
appropriate channels to stakeholders. Efforts should be made, if 
they are not already in place, to expand evaluation capabilities 
to include Levels I through IV (reaction, learning, behavior, and 
results) of Kirkpatrick’s evaluation model (Chapter 7). Processes 
should also be instituted, if not already in place, to conduct ROI 
analysis when deemed necessary.

The beauty of evaluation data is that it is always actionable 
once it has been collected. At the very least, reaction data can 
serve to recognize and reward trainers and/or content developers 
for providing a positive training experience. Reaction data can be 
shared with stakeholders to publicize the trainees’ positive reac-
tion to training. Where indicated, reaction data can be used to 
change the training program to make it more user-friendly. At the 
very best, comprehensive evaluation data from Levels I through 
IV plus ROI can serve as the basis for a multitude of conclusions 
regarding training’s impact on the organization’s strategic goals.

There is no benefi t to ignoring evaluation data. Strategies 
should be in place to use evaluation data to the fullest extent 
possible. It can be used to justify and support training to the 
management team by calculating and communicating its impact 
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on strategic goals and ROI. Evaluation data may also generate 
 excitement among prospective trainees and customers. The train-
ing professional uses the information to initiate changes that 
make the training effort more effective and/or effi cient.

If evaluation processes are not in place, the organization needs 
to establish methods for collecting evaluation data, beginning with 
Kirkpatrick’s Level I. Efforts should then be made over time to 
expand the reach to include progressively deeper evaluation levels.

A lack of evaluation capabilities presents a host of problems. 
The organization, if challenged in court, may have diffi culty 
defending the ability of the training program to have adequately 
prepared employees to do their jobs effectively. Without evaluation 
data, the organization cannot assess training’s effectiveness and 
cannot determine what changes, if any, are necessary to improve it. 
Evaluation outcomes serve as the foundation for training success; 
without such data there are no successes to report to stakeholders.

6 .  Tr a i n i n g  D a t a b a s e

Does a training database track targeted and actual employee partic-
ipation in training programs and other vital training information? 
Are reports generated that communicate actionable information 
for decision-makers, training professionals, and managers?

If a training database is already in place, the organization 
must continue to track all training activities. Whether web- or 
server-based, training profi les established for each employee 
indicate programs to complete, if required, for licensing, certi-
fi cation, compliance, competency, and/or career development. 
Reports can be generated that monitor the progress of all com-
pleted and pending training for each employee grouped by 
department, manager, division, and/or enterprise-wide. These 
systems help ensure that all employees receive the training they 
are required and/or intended to receive in the designated time 
frame. Expense tracking is included in database input, assigning 
training costs associated with each training activity. Reports can 
then be run to determine training effi ciencies and ROI. Legal 
questions regarding any employees’ participation in any training 
activity can be easily summarized and reported.

If a training database system is not in place, the organiza-
tion does not have the capability to easily track employee train-
ing activities. It will be more diffi cult to monitor if pending 
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training has been completed and if employees are completing all 
recommended training. Actionable information is not  available 
for decision-makers, training professionals, and managers to 
assess training activity. Training expense tracking is more cum-
bersome and ineffi cient, with greater likelihood of inaccuracies. 
Determining overall training effi ciencies and ROI becomes much 
more diffi cult. Since any employee’s participation in any training 
activity cannot be easily summarized and reported, resolving legal 
questions becomes a very challenging exercise.

Training tracking databases serve as the basis for determining 
effi ciency results and are essential for documenting, communi-
cating, supporting, and justifying the level of training activity and 
expenditure throughout the organization.

Without such databases in place, the organization must rely 
on ineffi cient and potentially inaccurate methods for collecting 
essential, training-related statistics.

7 .  R e t r a i n i n g  O p p o r t u n i t i e s

Is employee retraining strongly encouraged and undertaken as 
needed to ensure trainees possess adequate job knowledge, skill, 
attitude, and behavior subsequent to initial training participa-
tion? Excluding compliance requirements, there are many rea-
sons why trainees might need retraining. Perhaps they did not 
achieve the expected competency levels the fi rst time around. 
Maybe it’s been a while since they participated in their last train-
ing program, so their knowledge, skill, attitudes, and/or behav-
ior have eroded or need updating.

Organizations that retrain employees after an initial train-
ing experience generally have the advantage of elevating trainee 
knowledge and skill before a problem surfaces. Training often 
appears to be recommended as an outcome of an unfortunate 
work-related event such as formal counseling, a work-site acci-
dent, or a customer complaint. When organizations have proac-
tively mandated retraining, trainees are more likely to view the 
retraining experience in a positive way (that is, “The organiza-
tion cares about my knowledge and skills being current”) than 
if  retraining is only indicated as a reaction to a negative event. 
Retraining reminders can be built into the organization’s train-
ing tracking system so that employees are automatically informed 
when a certain amount of time has passed since the initial  training 
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 experience. Retraining can be recommended when program 
evaluation fi ndings (learning, behavior, and/or results data) on 
a trainee indicate that adequate competency was not achieved 
with the fi rst training experience. From a legal perspective, 
organi zations can demonstrate their sincere desire to improve an 
employee’s job performance by documenting retraining activities.

Organizations that do not retrain employees after an initial 
training experience are placed in a more reactive mode. They 
retrain when job performance issues arise or potential  damage 
has already been done in terms of customer dissatisfaction,  fellow 
employee discontent, and/or fi nancial loss. From a legal perspec-
tive, it is diffi cult to defend a circumstance in which a trainee 
who did not achieve competency when fi rst trained is allowed 
to continue to perform job duties without an attempt to retrain 
and elevate knowledge and skill levels. The organization appears 
to be negligent in allowing a less-than-competent employee to 
 perform job duties without mandated retraining.

The Audit Conductor
The training professional can conduct training audits. Doing so 
on a regular basis can serve as the basis of a performance evalu-
ation goal, along with developing and executing an action plan 
for rectifying defi ciencies uncovered in the audit.

Sometimes, to alleviate any appearance of a confl ict of interest, 
another internal person familiar with the training effort can admin-
ister the audit. Another option is for a member of the management 
team to work in conjunction with the training professional to con-
duct the training audit and then report their fi ndings and recom-
mended action plans to the appropriate  decision-making body for 
permission to proceed.

Expert external consultants can also administer training 
audits. Local chapters of professional training and development 
organizations can provide lists of qualifi ed individuals to under-
take the task.

Capturing Audit Results
The audit conductor can use the form in Exhibit 9.1 to capture 
and summarize audit results.
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Exhibit 9.1. Training Self-Audit

A training audit’s purpose is to assess training practices and processes and, where 
necessary, develop action plans and implement changes to ensure that effective 
training will be an ongoing activity. Seven key areas are listed below. Please circle 
“yes” or “no” in answer to each  question.

1. Training Needs Identifi cation YES NO

Does the organization have and regularly use a systematic, ongoing training 
needs assessment process, using either a task analysis or a  strategic needs assess-
ment method, to identify specifi c knowledge, skills, attitudes, and/or behaviors 
needing improvement? 

Comments/Suggested Action Items:

___________________________________________________
___________________________________________________

2. Interactive Training YES NO

Does training engage the adult learner interactively, whether in an instructor-led 
classroom environment, self-paced, or blended training delivery, so that knowl-
edge, skills, attitudes, and behavioral change has a greater opportunity to occur?

Comments/Suggested Action Items:

___________________________________________________
___________________________________________________

3. Qualifi ed Trainers and Content Providers YES NO

Whether performed by in-house training staff, internal subject matter experts, or 
external content providers and/or trainers, has a training professional reviewed 
and approved the qualifi cations and training materials of all providers to ensure 
that they will produce a high quality training experience?

Comments/Action Items:

___________________________________________________
___________________________________________________

A Practical Guide to Training and Development: Assess, Design, Deliver, and 
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Exhibit 9.1. (CONTINUED)

4. Demonstrated Management Support YES NO

Is management clearly committed to supporting the training effort? Is there clear 
 evidence that reinforces this assumption?

Comments/Action Items:

___________________________________________________
___________________________________________________

5. Evaluation Processes YES NO

Are evaluation processes in place and consistently used? Is action taken once 
evaluation data is collected and analyzed?

Comments/Action Items:

___________________________________________________
___________________________________________________

6. Training Database YES NO

Does a training database track targeted and actual employee  participation in 
training programs and other vital training information? Are reports generated 
that communicate actionable information for decision makers, training profes-
sionals, and managers?

Comments/Action Items:

___________________________________________________
___________________________________________________

7. Retraining Opportunities YES NO

Is employee retraining strongly encouraged and undertaken as needed to ensure 
trainees possess adequate job knowledge, skill, attitudes, and behavior subsequent 
to initial training participation?

Comments/Action Items:

___________________________________________________
___________________________________________________

A Practical Guide to Training and Development: Assess, Design, Deliver, and 
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Rationale
The goal of a training audit is to initiate a process to examine, 
analyze, and determine whether the organization’s training effort 
is in proper order. Organizations that can honestly and comfort-
ably answer “yes” to each of the seven audit questions probably 
have an effective, ongoing training program in place. Questions 
to which the honest answer is uncertainty or a defi nitive “no” 
represent opportunities for the training professional to more 
closely examine training processes and procedures to see how to 
improve performance and service to the organization.

Conducting a training audit on a regular basis, much like 
retraining, allows the organization to continually offer a com-
prehensive, effective, and effi cient training program before 
problems arise. By proactively examining the training effort and 
making changes where indicated, the organization ensures that 
training continues to do its job: to facilitate change in employee 
knowledge, skill, attitudes, and behavior in order to help the 
enterprise achieve its purpose.

Summary

 1. Presenting recommendations to decision-makers to gain approval 
to  proceed is the fi rst step in rolling out the training program to the 
 organization.

 2. Marketing the training program internally to the entire organization 
allows everyone to become enthused and prepared for the upcoming 
 training programs.

 3. Publicizing success to stakeholders builds support for the training effort 
and justifi es the organization’s investment.

 4. Conducting a regular training audit keeps successful practices in place 
and mandates changes to those processes that need alteration.
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non-training issues, 74–77

ranking of the, 77–79
selection grid for prioritizing 

training projects, 78fi g–79
NEO (new employee orientation), 

109–110
Non-supervisory employees

commitment stage and, 10
denial stage and, 6–7
exploration stage and, 9
resistance stage and, 8

O
Observation, 17
OD (organization development) 

department, 5–6
Off-site training

agenda and goals of, 137–138
budget and timing of, 139–140
certifi cation and continuing 

 education units (CEUs), 140
overview of, 137
presenters of, 139
reputation of, 138

Off-the-self training, 110–112
Off-the-shelf materials, 100
OJT (on-the-job training), 116
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Online training
description of, 124–125
learning analytics of, 178
virtual classroom, 96, 178
Web courses and modules, 126–127

Organization Development Network 
(ODN), 15

Organizational change
changing perception of, 3–4
failure to sustain, 11
force fi eld analysis of, 4–5
as training element, 2
See also Change process; 

 Kirkpatrick’s evaluation model
Organizations

achieving performance expecta-
tions by, 32–33

aligning training with needs of, 171
connecting learning data to 

results in, 175–176
enterprise-wide strategic goals of, 

38–42
fi nding formulas for success, 33
identifying training needs, 49–78
importance of goals for, 43–47
marketing training information to 

entire, 191
perception of training value and 

position in, 168
policies, procedures, facilities and 

equipment of, 76–77
retraining opportunities of, 

203–204
Orientation to learning, 83, 86
Outsourced provider selection

customized vs. custom-designed 
program, 130

evaluating outsourcing options, 
130–132

fi nding resources, 132–137
off-site training, 137–140

Outsourced training programs
comparing RFP responses, 

136–137
goals, length, and delivery 

method of, 134

instructional media,  deliverables, 
due date, and budget of, 
135–136

off-site, 137–140
Request for Proposal (RFP) on, 

133–134
vendor selection grid based on, 

136fi g
See also Training programs

Outsourced training vendors
determining competencies of, 129
evaluating resources on, 133–137
evaluating use of offerings by, 178
experience of, 130
listing resources for, 132–133
selection grid for, 136fi g
work quality and credentials of, 

131–132
See also Training professionals

Outsourcing training
case study on large organization, 

142–143
case study on small business, 

140–142
fi nding the right providers for, 

129–144
mixing and matching approach 

using, 143–144
tradeshows and conferences 

on, 133
trend toward, 100

P
Participates. See Trainees
Performance

achieving organizational 
 expectations of, 32–33

compensation, benefi ts, and 
incentives affecting, 75

Kirkpatrick’s model on results on, 
150, 155–157

KRAs (key result areas) indicators 
of, 50–51

leadership and management 
issues affecting, 75

motivation issue affecting, 74–75
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Performance (continued)
policies, procedures, facilities and 

equipment affecting, 76–77
staffi ng issues affecting, 75–76

Performance management systems
goals tied to, 45
needs assessment for, 75

Personnel Psychology (Wallace and 
Twitchell), 156

Phillips, J., 169, 171
Planning. See Training design plan
Podcasts, 127
Policies and procedures, 76
A Practical Guide to Training and Devel-

opment (Moskowitz), 3, 16, 20
Practice time, 87–88
Preparing Instructional Objectives 

(Mager), 89
Presage variables, 107–108
Process variables, 108–109
Product vendors, 16
Professional journals, 16
Professional organizations, 15
Pyramid competency model 

(ASTD), 12fi g–14

Q
Quality, Productivity, and Competitive 

Position (Deming), 34

R
Rae, W. L., 146
Reaction data, 192
Readiness to learn, 83, 85–86
Reasonable care concept, 28
Regulatory compliance issue, 178
Request for Proposals (RFPs)

comparing, 136–137
to outsourced training vendors, 133

Resistance stage
change process and, 8–9
overcoming, 47

Results data, 193–194
Retraining opportunities, 203–204
Rogers, C., 82
ROI Institute, 169

ROI Methodology
BCR (benefi t/cost ratio) compo-

nent of, 170, 171
benefi ts of using, 171–173
best practices of, 173
description of Phillips,’ 169–170

ROI (return on investment)
challenges of using, 173–174
data on training, 194
example of, 170–171
formula for, 171
Kirkpatrick’s evaluation model 

use of, 156, 168–169
Phillips’ method using, 169–170, 

171–173
training database to determine, 

202, 203
Role play instruction, 121
Role-related goals, 44, 91
Roles (training professional), 12fi g, 

13–14
Rothwell, W. J., 12
Rule of exception, 92–93

S
Self-concept, 83, 85
Self-direction, 84
Self-study (self-paced) training, 

124–125
Senior management

evaluation responsibilities of, 147
gathering information from, 51, 

53–54
information gathering receptivity 

of, 53
training which earns respect of, 172
See also CEOs

Sequencing training topics, 94–95
Sexual harassment prevention 

 training
background information on, 160
data collection on, 160–161
data results/analysis of, 161–164fi g
discussion on, 164–165
questions raised by evaluation of, 

165–166
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Skills
defi ciencies as barrier to 

goals, 48
erosion of, 25

Small group discussion, 119
SMART goals

overview of, 44–45
sexual harassment prevention 

training use of, 160
training design planning use of, 

89–92
Society for Human Resource Man-

agement (SHRM), 15, 21
Society for Insurance Trainers and 

Educators, 133
Society for Pharmaceutical and Bio-

tech Trainers, 133
Socrates, 145
SPC (statistical process control), 34
Staffi ng issue, 75–76
Stakeholders

CEOs, 51, 53–54
management, 26–27, 51–58, 75, 

101–103
publicizing training outcomes to, 

191–197
senior management, 51, 53–54, 

147, 172
supervisors/managers, 7–11
training manager, 148
See also Trainees

State of the Industry Report (2005) 
[ASTD], 50, 95, 124, 126, 158, 
169, 176

State of the Industry Report (2006) 
[ASTD], 96, 97, 110, 112, 
126, 129

State of the Industry Report (2007) 
[ASTD], 6, 19, 49, 95, 99, 158, 
194, 200

Strategic goal method, 51–53
Structured experience activity, 122
Subject-matter experts (SMEs)

train-the-trainer model applied to, 
114–116

training delivery through, 113–114

Supervisors/managers
commitment stage and, 10–11
denial stage and, 7
exploration stage and, 9
resistance stage and, 8
See also Management

T
T�D (journal), 16
T-group (or leaderless group 

 activity), 122–123
Take-away materials, 98–99
Task analysis method

case study on use of, 64–66
completing the Training Action 

Plan, 61, 63, 65
description of, 58–60
identifying job tasks using, 60, 

64–65
identifying priority training 

needs, 61
monitoring and measuring 

 progress and change, 63–64
rating levels of ability and task 

necessity, 60–61, 62e–63e, 65
Tavistock Institute, 123
Technology

live instructor versus use of, 
112–113

technology-based materials, 101
for training delivery, 124–127

Technology-assisted delivery
self-study (self-paced) and online 

training, 124–125
teleconferencing, 125–126
web courses, 126–127
web modules and podcasts, 127

Technology-assisted evaluation
data marts, 183–184
digital dashboards, 184–185
online surveys, 180–183

Teleconferencing, 125–126
380-degree feedback, 181
Time-bound goals, 44–45, 91
Timing issues

learning analytics application, 179
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Timing issues (continued)
off-site training, 140
plan for managing training time, 

93–94
providing practice time, 87–88

Toastmasters, 16–17
Tolstoy, L., 81
Tradeshows and conferences, 133
Train-the-trainer model, 114–116
Trainees

evaluation responsibilities of, 148
fi rst impressions of training by, 87
materials provided to, 98–99, 100
maximizing training needs assess-

ment survey participation, 58
online surveys of, 180–183
retaining opportunities for, 

203–204
training instruction role by, 

119–120
transmissional learning by, 26–27
WIIFM (What’s in it for me?) and, 

9, 45, 86, 195
See also Adult learners; Employees; 

Stakeholders
Trainer competencies

common defi ciencies of, 23–25
common themes of, 18
competency-building activities, 

15–18
determining vendor, 129
IBSTPI study on, 106–107
key skills learned about, 17–18
presage variables of, 107–108
process variables of, 108–109
pyramid model (ASTD) on, 

12fi g–14
related to training delivery, 105–109
taking action to develop, 19

Trainers. See Training professionals
Training 2005 Industry Report, 50, 95, 

124, 126
Training 2006 Industry Report, 96, 97, 

110, 112, 113, 126, 129
Training 2007 Industry Report, 6, 19, 

49, 95, 99, 158, 194, 195

Training
aligning organizational need 

with, 171
change element of, 2
consequences of failed or 

 ineffective, 20–23
defi nition of, 2
determining priorities of, 43
determining value of, 168–174
ensuring successful, 188–207
force fi eld analysis behavior 

change after, 5fi g
goal focus element of, 2–3
liability of inadequate, 28
managing participant behavior 

during, 28–29
for minimized liability, 27–30
needs assessment for, 49–79, 171
off-site, 137–140
participant fi rst impressions of, 87
purpose of, 189
ROI analysis improving support 

for, 172–173
ROI model isolating effects 

of, 173
supportive role in achieving goals, 

41–42
transmissional learning through, 

26–27
WIIFM (What’s in it for me?) issue 

of, 9, 45, 86, 195
See also Evaluation

Training Action Plans, 61, 63, 65
Training and Development Journal, 

150, 158
Training audit keys

1: training needs identifi cation, 198
2: interactive training, 198–199
3: qualifi ed trainers and content 

providers, 199–200
4: demonstrated management 

support, 200–201
5: evaluation processes, 201–202
6: training database, 202–203
7: retraining opportunities, 

203–204
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Training audits
capturing results of, 204–206e
description of, 197
rationale for, 207
seven keys to an effective, 197–204
See also Audit conductor

Training database, 202–203
Training defi ciencies

failure to address important job 
tasks, 25

inadequately skills or unqualifi ed 
trainers, 24–25

knowledge and skill erosion fol-
lowing, 25

policy not to ensure practice, 23
unrealistic expectations, 23–24

Training delivery
achieving training goals 

through, 105
assessing outsourced, 134–135
classroom techniques used for, 

116–124
instructor competencies related 

to, 105–109
using internal and external 

resources for, 109–116
technology-assisted, 124–127

Training delivery resources
informal OJT (on-the-job 

 training), 116
live instructor versus technology, 

112–113
off-the-shelf design and delivery, 

110–112
overview of, 109–110
using subject-matter experts 

(SMEs), 113–114
training-the-trainer model as, 

114–116
Training design

adult learning theory applied to, 
82–84

including practice time in, 87–88
incorporating adult learning 

 concepts into, 84–88
planning, 88–103

Training design plan
allocating resources and expenses, 

99–103
covering key topics in, 93
determining training medium, 

95–97
using goal statements in, 92–93
for managing training time, 93–94
program requirements and con-

straints considered in, 97–99
questions guiding the, 88–89
sequencing topics in, 94–95
SMART goals used in, 89–92

Training (magazine), 16, 174
Training manager, 148
Training mediums, 95–97
Training needs

case study on gathering 
 information on, 53–58

case study on task analysis for, 
64–66

using macro and micros models to 
identity, 50–66

strategic goal method to identity, 
51–52

task analysis method for, 58–64
Training needs assessment survey, 

56e–58
Training professionals

career challenges for, 20
commitment stage and, 11
competency development by, 

12fi g–19
denial stage and, 7–8
evaluation responsibilities of, 147
exploration stage and, 9–10
facilitating change role of, 11–14
inadequately skills or unqualifi ed, 

24–25
off-site, 139
presage variables of, 107–108
process variables of, 108–109
resistance stage and, 8–9
training audit on qualifi cations 

of, 199–200
trend toward lower-salaried, 100
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Training professionals (continued)
See also Instructors; Outsourced 

training vendors
Training programs

allocating resources and expenses 
of, 99–103

assessing outsourced, 134–137
assessing true cost of, 178
defi ciencies of, 23–25
designing and planning of, 

82–103
determining individual contribu-

tions of, 171–172
requirements and constraints of, 

97–99
See also Outsourced training pro-

grams
Training success factors

approval meeting recommenda-
tions, 188–190

marketing training information to 
entire organization, 191

publicizing training outcomes to 
stakeholders, 191–197

training audit as, 197–207
Training value

BCR (benefi t/cost ratio) measure 
of, 170, 171

dealing with unfavorable results 
on, 196–197

learning analytics approach to, 
174–180

organizational position and per-
ception of, 168

ROI (return on investment) 
approach to, 156, 168–174

technology-assisted evaluation of, 
180–185

training audit process to measure, 
197–207

Training vendors, 16–17
Transmissional learning, goal of, 26
Turning research into Results: A Guide 

to Selecting the Right Performance 
Solutions (Clark and Estes), 152

Twichell, C. M., 156
2007 ASTD State of the Industry Report 

(ASTD), 6

U
Understanding Statistical Process 

 Control (Wheeler), 36
University of California San Diego 

(UCSD), 53, 142–143, 144
USA Today report (2006), 21

V
Vendors. See Outsourced training 

vendors
Virtual classroom training

description of, 96
learning analytics of, 178

Vision
aligning mission, goals and, 

38fi g
mission relationship to, 38

Volunteer activities, 17

W
The Wall Street Journal, 37
Wallace, S. R., 156
Web courses, 126–127
Web modules, 127
Websites

online course, 126–127
training-related, 16

Wellins, R., 12
Wheeler, D., 36
WIIFM (What’s in it for me?), 9, 45, 

86, 195
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