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OES training make
an impact? The
sparts world savs
“Neg", If a fonthall

team loses several mateohes,
the coach emphasises inten-
sive training, Can anyone
Imagine the coach cuttin
down on lmintn.% hecause o
& series of losses?

Howewer, the businoss
world cuts back on training
during recession as they see
it Az a "nicetoda™ thing. It
is the first way to save mon-
ay. It i5 not central to the
needs of the organisation.
Whilst the trajning function
is partly responsible for this
situation, top managemoent-
fMectsion makers must
shoulder most of the blaine.

The tremendous pace of
change in the business
waorld, in such fields as toch-
nology, competition and
ecustaormer needs, demand
that organisations invest in
training so that they can
mest challenges of the mod-
ern business world and

tiake a profit.

Many  successful organi-
sations have clearly dethon-
strated the correlation be-
bween tratning and business
results. To maximise impact
of training, training has to
be carried out in a systemat-
ic and professional manner.
Howewver, prior to doing
this, several misconcen-
tions about training have to
be eliminated. Can it he
done?

MISCONCEPTIONS

Some of the common mis-
conceptions about training
invalve:

@ Education vs Training;

@ Adhoc Approaches;

& Perlks/Frivileges:

& Activity not Accotm-
plishment;

® Packaged Programmes;

® Inappropriate Design
and Delivery;

® Training as a substi-
tute for good management.

EDUCATION VS
TRAINING

“Traitiers are too theorati-
cal. They do not relate to
husiness needs,” says a gen-
eral mangger. This criticism
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may be partly valld as most
trainers have a background
in education, However, we
need (o make clear the dif-
ference between education
and training. The role of
training iz to frafn, not edu-
cate.

The training managor is
not an expert in sales or
accounting. His expertise
lies in ensuring that learn-
Ing takes place fo satisfy the
identified training need. It
may be desirable, though, to
have a line person (sales.
man or geeouwntant) trained
as a trainer.

Schools and colleges alm
te educate their pupils.
Businesses select employ.
ecs on the basis of their level
of education or tertiary
achievement. The entryv be-
haviour is clearly defined by
the organisation.

Due to the tremendols de-
mands in a f«‘hﬂﬂtﬁ‘f[ﬂt& boiesi-
ness environment, it is re-
cognised that learning must
hean m%fﬂinglpm:ess. Here-
in lies the role of training,
Training aims to devel
svelematically the knowl-
edge, skills and attitudes re-
guired by an employee to
Rgﬁgm to required stan-

The distinction between
education and training can
best be made from the re
marks of an Englishman,
His young son returned
from school beaming with
the news that they had a
class on sex education. The
father was pleazed with the
class but relieved that his
s0n was not given sex train-
ing In school, The function
of training is to train,

ADHOC APPROACHES

Some companies pursue
an ad hoc approach which is
purely reactive rather than

roactive or need-baszed.

ey send employees for an
averseas training pro-
gran;me because sales have
eclined; they conduct a
safety programme due to an
accident in the plant: or
they have a course because
the general manager wants
it. Training must he need-
based.

FERKS/PRIVILEGES

A manager-is.gent for an — enltura?Thia faes b areanien.

overseas {raining pro-
rarmine; the secretary, to a
ingapore seminar even
though there is a relevant
mﬁfam!ne locally. Train-
_ % ere is Seen as a reward;
it 12 not need-hased, The de-
velopment angd social as-
Eects cannot be overlocked
ut training loses its credi-
bility if it is not need-bhased
and relevant to the needs of
the organization,

ACCOMPLISHMENT.
NOT ACTIVITY

“Ten thousand people
went on courses Jast vear.
My target next year iz
120,000," boasted the train-
ing manager of a local com-
pany. Management assesses
the training function on
how many people went on
COUrses, how many courses
were conducted, and how
voluminous the course ma-
terials were. Due to survival
needs, training responds to
the activity spres, Unfortu.
nately, none of the ahove
Imsues s any indicater of
whether people are trained
o1 not.

it i3 not a-:":timrit¥ bt the
accomplishinent of trainin
objectives that is the goal
training/human  resources
development. We have seen
enough of incompetent
managers boasting of par-
ticlpation in numerous
pverseas seminars, Train
ing must be judged by guali
LE and not quantity. During
these davs of total quality
management, it seoms that
training is the anly function
without a quality audit,

PACHKAGED
PROGRAMMES

One organisation boasted
of it packaged American
training programme. There
iz absolutely no harm in
running a packaged pro-
gramme, be it American,
British or French, but the
question  isr iz the pro-
gramme  relevant o busi-
ness neads? Is it worth the
huge cost?

here are hundreds of
packaged programmes off
the shelf, Sure, a packaged
programme saves time and
money in development but
does it fit into our needs and

tion only finds, after spend-
ing two million Malaysian
ringgit, that the programme
was a failure. The general
manager even made a pub-
lic statement to this effect.
Packaged programmes are
ot a panacea for all train-
ing probleins.

INAPPROFPRIATE
DESIGN/DELIVERY

The learning strategy s
lected must satisiy the iden:
tified trainiog need. Tt
would be totally inappropei-
ate to use computer-based
training or invite an exter
nal speaker to deliver a one.
howr presentation and ex-
pect such dramatic results
as an increase in sales, Ev-
ery training session must
include time for demonstra-
tion and practice.

The UK Roval Navy rec-
ommended that no more
than 10 per cent of training
time be spent on explaining
new knowledgpe through lee-
twres. They insisted 25 per
cent of {ime be used for
showing trainees how to do
the job and the remaining 85
per cent of time to be allo-
cated for practice.

It iz easy to lecture to an
aspiring swimmer on the art
of swimming, but after the
lecture he will bardly be
able to float in the pool. It is
important to demonstrate to
him hew to do that in the
pool  itself, and actually
awim.

Moreno developed role
frla:-'; Sorcher and Goldstein

o their book Changing Su-
pertisory Befiavionr demon-
strated the power of behav-
iour anatysis; the Centre for
Creative Leadership empha-
sised practical applications,
All these approaches had
four consistent steps! dem-
anstration, understanding,
practice and feedback. Em-
phasis shifted from teach-
mF to learning. Just plain
talking results in no train.
ing at all.

NOT A SUBSTITUTE FOR
GOOD MANAGENMENT

The training manager of a
local insurance company
conducted a two-day Selling
Skills. course for the insor-

ane: agents, a one-day man:
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agency managers, and oo
ordinated regular two-hour
briefings to brief the sales
force. This was part of a
total quality enbancemett
rogramme for the szales

TCH.

One month after the train-
ing events, the Etraining
manager was pulled up by
the assistant peneral man-
ager of zales. The latter held
the tralning manager re-
sponsible for the decreased
sales and high lapses,

_ How much should train-
ing be held responsible
here? Should it be blamed
for poor and incompetent
management? In this exam-
ple, the AGM Sales was an-
pointed to his position be-
cause the chairman liked
him. Without any prior ex-
perience of selling or man-
agi a sales force other
than his desire for the hene-
fitz of the positlon, he was
Leaﬂ.inﬁ the sales force, His

general manager wasa tech:
nocrat who was appointed
just because of his being at

the right place at the right
time, He enjoved a Stod
desk job, With two incom
Lot rsons leading the
gales lorce, sales naturally
declined,

They expected a growth in
preminm income when
their incentive schemes
were based on sums as-
sured. They were unsure of
teetiang, -abso

Iutely without vision and fi-
nally providing no motivat-
ing sprit for the zales force.

hat we have in this ex-
ample i5 4 managomert
{M'E- lem and morale prob-
arn; certainly not & training
problem.

It was not a training prob-
lem becanse the progranrme
was validated. It was evis
dent that appropriate learn
ing had clozed the training
gap. Course reactions from
participants wers good.

Behaviourists have pro
pounded the following mod-
el for several years:

If the salesman cannot
sell, training can ensure the
agpru fate learming. But
the salesman who can now
“gell” will not sell because
of other factors. The objce-
tive of the sales training
was to ensure sales people
learn how to sell policies
and the objectlve of the
“managentent irodning was:

to ensure sales managers
learn Bow o manage the
field force. And the objec-
tive of briefing sessions was
to brief and not to train,

Should not management
be conducting a post-mor
tem an their fallacies rather
than pulling up training
persannel, particulaet;i,'
when the training was need-
bazed and validated?

Should not the role of
sales managets be 10 make
the salesman who, now af-
ter training, knows how to
sell but will not, to go and
zall?

Training supports  good
management to achieve
business results. It is oot an
aliernative Lo poor manage-
ment. A simple  equation
would be:

Business Hesults =
Training x Work Environ-
ment

In this example, training

did itz job but management
failed, We can only hold
training responsible for en-
guring  appropriate  learn-
ing, The responsibility to
transfer that learning into
positive action rests with
thie Hne managers.
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