THE REVISED AND UPDATED ESSENTIAL "'.

B

and development professionals as they grapple with issues of globalization, rapidly changing
technology, and a more sophisticated and diverse group of learners that has changed the way
knowledge and skills are transferred to the workplace. This new edition includes expanded
information on cultural differences, reveals how differences impact training, and suggests tips
and techniques for training across cultures. Training in tough economic times receives special
consideration and the text also explores storytelling as a leadership and training tool. And because
today’s trainers are called upon to deliver training in many ways, the text also includes a structured,
efficient approach to on-the-job training.

' THE
. TRAINERS

Designed as a practical resource, The Trainer’s Handbook is filled with helpful checklists, forms, -
and specific activities that can be put to use right now to design, develop, and deliver your own '
exceptional training programs. In addition, the book’s website makes it a snap to print the &

and exhibits that are included in the text. L

JANDBOOK

Filled with the knowledge and a proven framework 7he Trainer’s Handbook give S YO
to deliver useful information in an accessible way and create specialized instru

R

groups, distance learning, and active training programs.

Karen Lawson

Fourth
Edition

ISBN 978-1-118-93313-8
90000
8

93313

118

97781



THE

TRAINER'S
HANDBOOK

Fourth Edition

Karen Lawson

WILEY



Trim Size: 7in x 10in Lawson ffirs.tex V1-11/14/2015 1:32pm Page ii

&

This book is printed on acid-free paper. oo
Copyright © 2016 by Karen Lawson. All rights reserved

Published by John Wiley & Sons, Inc., Hoboken, New Jersey
Published simultaneously in Canada

No part of this publication may be reproduced, stored in a retrieval system, or transmitted in any form or by
any means, electronic, mechanical, photocopying, recording, scanning, or otherwise, except as permitted
under Section 107 or 108 of the 1976 United States Copyright Act, without either the prior written permission
of the Publisher, or authorization through payment of the appropriate per-copy fee to the Copyright
Clearance Center, 222 Rosewood Drive, Danvers, MA 01923, (978) 750-8400, fax (978) 646-8600, or on the web
at www.copyright.com. Requests to the Publisher for permission should be addressed to the Permissions
Department, John Wiley & Sons, Inc., 111 River Street, Hoboken, NJ 07030, (201) 748-6011, fax (201) 748-6008,
or online at www.wiley.com/go/permissions.

Limit of Liability /Disclaimer of Warranty: While the publisher and author have used their best efforts in
preparing this book, they make no representations or warranties with respect to the accuracy or
completeness of the contents of this book and specifically disclaim any implied warranties of merchantability
or fitness for a particular purpose. No warranty may be created or extended by sales representatives or
written sales materials. The advice and strategies contained herein may not be suitable for your situation.
You should consult with a professional where appropriate. Neither the publisher nor the author shall be
liable for damages arising herefrom.

For general information about our other products and services, please contact our Customer Care
Department within the United States at (800) 762-2974, outside the United States at (317) 572-3993 or
fax (317) 572-4002.

Wiley publishes in a variety of print and electronic formats and by print-on-demand. Some material included
with standard print versions of this book may not be included in e-books or in print-on-demand. If this book
refers to media such as a CD or DVD that is not included in the version you purchased, you may download
this material at http:/ /booksupport.wiley.com. For more information about Wiley products, visit
www.wiley.com.

Library of Congress Cataloging-in-Publication Data:

Names: Lawson, Karen.

Title: The trainer’s handbook / Karen Lawson.

Description: Fourth edition. | Hoboken : Wiley, 2015. | Revised edition of the author’s The trainer’s
handbook, 2009. | Includes bibliographical references and index.

Identifiers: LCCN 2015036769 (print) | LCCN 2015041901 (ebook) | ISBN 9781118933138 (paperback) |
ISBN 9781118933152 (pdf) | ISBN 9781118933145 (epub)

Subjects: LCSH: Employees—Training of —Handbooks, manuals, etc. |
Training—Handbooks, manuals, etc. | BISAC: BUSINESS & ECONOMICS / Human Resources &
Personnel Management.

Classification: LCC HF5549.5.T7 1344 2015 (print) | LCC HF5549.5.T7 (ebook) | DDC 658.3/1243—dc23

LC record available at http:/ /lccn.loc.gov /2015036769

Cover Image: © iStock.com/malija
Cover Design: Wiley

Printed in the United States of America

10 9 87 6 5 43 21



Trim Size: 7in x 10in

&

Contents

List of Tables, Exhibits, and Figures
Acknowledgments

Preface

PART I. TRAINING FUNDAMENTALS

. Assessing Needs

Understanding Needs Assessment
Needs-Assessment Process
How to Conduct a Needs Assessment

Developing an Action Plan

Assessing Participants’ Knowledge, Attitudes, Skills

Key Points

. Understanding Adult Learners

Andragogical versus Pedagogical Model
How and Why People Learn

Learning Styles

Application of Learning Principles

Key Points

. Training Styles

Trainer Characteristics and Competencies
Training Style

Learner-Centered versus Information-Centered
Key Elements of a Trainer’s Style

Key Points

. Understanding Today’s Learner

The Changing Training Environment
Self-Awareness
Diversity Issues

Key Points

. Writing Instructional Objectives

What Are Learning Objectives?
Writing Learning Objectives
Key Points

Lawson ftoc.tex

V1-11/17/2015

vii
Xi

Xiii

o w W

21
21
24

25
25
26
28
36
38

39
39
41
64
68
69

71
71
72
73
8l

83
83
85
92

4:36pm  Page iii



6.

Trim Size: 7in x 10in Lawson ftoc.tex VI1-11/17/2015 4:36pm Page iv

&

Writing an Instructional Plan
Instructional Plan Overview

Time Needed to Develop a Training Program
Cost Considerations

Major Components of Design

Creating a Design Matrix

Creating a Detailed Instructional Plan
Components of an Instructional Plan
Instructional Methods

Developing Materials

Key Points

. Selecting, Designing, and Developing Active-Training Methods

The Case for Active Training
Cooperative Learning

Creating an Active-Learning Environment
Designing Active-Training Activities
Common Methods and Materials
Experiential Learning Activities

Key Points

. Delivering Training

Creating a Positive Learning Environment
Experiential Learning Cycle

Tips for Using Specific Methods
Improving Platform Presence

Key Points

. Using Visual Aids

Retention Rate in Visual Learning
Reasons to Use Visual Aids
Guidelines for Using Slides

Using Flip Charts

Using Videos and Video Clips
Key Points

. Working with Groups

The Trainer as Facilitator
Ways to Encourage Participation
The Art of Asking Questions

Responding to Questions

Contents

93
93
94
95
96
96
101
101
106
107
15

117
117
118
19
122
124
136
142

143
143
166
172
177
179

181
181
182
184
186
189
191

193
193
194
195
196



&

Trim Size: 7in x 10in

&

Contents

Scaling the Wall of Resistance
Problem Situations

Key Points

. Using Creativity

Creativity with Small Groups

Props and Other Theatrical Techniques
Using Games

Creative Closings

Key Points

. Evaluating Training

Evaluation Basics

Four-Level Model for Training Evaluation

Participant Evaluation and Accountability for e-Learning
Accountability for Training

Significance of the Evaluation Process

Key Points

PART Il. SPECIAL TRAINING CONSIDERATIONS

13.

Training across Cultures
Globalization of Businesses and People
Culture and Cultural Dimensions
Becoming Culturally Intelligent
Practical Application

Key Points

. Storytelling as a Training Technique

The Value of Storytelling

Types of Stories

Telling Personal Stories
Capturing Your Personal Stories
How to Tell Your Story

Key Points

. Using Technology in Training

Workplace Trends

Advantages/Benefits of Distance Learning
Disadvantages/Drawbacks to Distance Learning
Types of Distance Learning

Guidelines for Designing Distance Learning

Designing and Developing Activities

Lawson ftoc.tex

V1-11/17/2015

200
205
214

215
215
218
221
226
230

231
231
233
245
247
250
250

251

253
253
254
255
262
265

267
267
269
271
275
277
278

279
279
280
282
284
286
288

4:36pm  Pagev



Vi

Trim Size: 7in x 10in

&

Delivering Content and Activities

Key Points

. Training On the Job

The Need for Structured On-the-Job Training
Selecting the Trainer

Developing an Instructional Plan

On-the-Job Training Model

Evaluating On-the-Job Training

Key Points

. Training During Tough Times

Prove the Value of Training

Methods to Stretch Training Dollars
Technology-Based Delivery Methods
Just-in-Time Materials

Key Points

. The Business of Consulting: Internal and External

The Changing Role of the Trainer
The Client-Consultant Relationship
Developing a Proposal

Setting Clear Expectations
Selecting an External Consultant
After the Project

Key Points

Appendix A: Answers to Exercises

Appendix B: Recommended Resources

Appendix C: Criteria for Selecting Packaged Programs

References

Index

About the Author

Lawson ftoc.tex VI1-11/17/2015 4:36pm Page vi

Contents

294
296

297
297
299
301
304
307
311

313
313
314
322
327
327

329
329
330
335
336
337
340
341

343
347
349
351
355
367



List of Tables, Exhibits,

Trim Size: 7in x 10in

and Figures

Table 1.1
Exhibit 1.1
Exhibit 1.2
Table 1.2

Exhibit 1.3
Exhibit 2.1
Exhibit 3.1
Exhibit 3.2
Table 3.1

Table 3.2
Exhibit 3.3

Exhibit 4.1
Table 4.1
Table 5.1
Exhibit 5.1
Exhibit 5.2
Exhibit 5.3
Exhibit 6.1
Exhibit 6.2
Table 6.1
Table 6.2

In-Depth versus Mini Needs Assessment
Needs-Assessment Process

Method Selection Criteria

Advantages and Disadvantages of Data-Collection

Methods

Confidential Presession Questionnaire
Learning Style Profile

Characteristics of Effective Trainers
Instructional Styles Diagnosis Inventory

Learner-Centered versus Information-Centered
Training

Advantages and Disadvantages

Learner-Centered or Information-Centered
Behavior

Diversity-Awareness Inventory
Generational Differences
Reference Chart for Objectives
Editing Learning Objectives
Sample Objectives Worksheet
Objectives Worksheet

Design Matrix

Instructional Plan, Part |
Instructional Methods

Instructional Methods and When to Use Them

Lawson fbetw.tex V3-11/17/2015

10
12

13
23
29
41
43

65
66

67
72
77
87
89
90
91
97
103
107
10

5:11pm  Page vii

vii



Table 6.3
Exhibit 6.3
Exhibit 7.1
Exhibit 8.1
Exhibit 8.2
Exhibit 8.3
Exhibit 8.4
Exhibit 8.5
Figure 8.1
Figure 8.2
Figure 8.3
Figure 8.4
Figure 8.5
Figure 8.6
Figure 8.7
Figure 8.8
Exhibit 8.6
Table 9.1
Exhibit 10.1
Exhibit 1 1.1
Table 12.1
Table 12.2
Table 12.3
Exhibit 13.1
Exhibit 13.2
Exhibit 13.3
Exhibit 13.4
Exhibit 14.1
Exhibit 16.1
Exhibit 16.2

Trim Size: 7in x 10in

Lawson fbetw.tex V3-11/17/2015

List of Tables, Exhibits, and Figures

Matching Methods to Desired Outcomes

Checklist for a Quality Participant Workbook

Video Preview Form
Sample Participant Cover Letter
Sample Tips for Participants

Sample Email to Manager

How to Prepare Your Employees for Training

Delegation Assignment
Classroom Style

Horseshoe

Single Square or Round

Cluster

Conference

Semicircle and Full Circle
Chevron

The Experiential Learning Cycle
Creating an Activity

Using Visual Aids

Preventing Dysfunctional Behavior
Sample Action Plan

Measuring Training Results
Level 2 Evaluation Methods
Determining Training Costs

Cultural Awareness Self-Assessment

Sample of Importance of Using Names

Case Example
Case Example

Story Matrix

Model for Teaching a Task or Procedure

Worksheet for Teaching a Task

112
114
126
145
146
147
148
150
151
152
152
153
153
154
154
167
174
190
207
229
234
239
248
257
262
264
265
276
304
306

5:11pm  Page viii



Trim Size: 7in x 10in Lawson fbetw.tex V3-11/17/2015 b5:11pm Page ix

List of Tables, Exhibits, and Figures ix
Exhibit 16.3 Trainer Effectiveness 308
Exhibit 17.1 Checklist for Selecting Peer Trainers 315
Exhibit 17.2 Plan for a Train-the-Trainer Program 316
Exhibit 17.3 Negotiating with Consultants and Service Providers 318
Exhibit 17.4 Case Study for Lunch-and-Learn Session 321
Exhibit 17.5 Guidelines for Conducting a Teleseminar 324
Exhibit 17.6 Technology-Based Delivery Methods 326
Exhibit 17.7 Tips to Maximize Your Training Dollars 328
Exhibit 18.1 What'’s Your Trust Quotient? 338
Exhibit 18.2 Checklist for Selecting an External Consultant 339



Trim Size: 7in x 10in Lawson fbetw.tex V3-11/17/2015 b5:11pm Page x

&



Trim Size: 7in x 10in Lawson fbetw.tex V3-11/17/2015 b5:11pm Page xi

Acknowledgments

I would like to thank the many people who have attended my training
sessions throughout the years. In essence, they are the authors of this
book. They have taught me what it means to be a learning and devel-
opment/training professional.

I am grateful to the many training professionals who have shared
their tips and techniques from conference platforms and also one-on-one.
Many of those colleagues have become my close friends. In particular,
I thank Steve Sugar for his willingness to share games, ideas, and
materials. I also thank my dear friend, Harriet Rifkin, with whom I have
shared the joy and pain of growing as a training professional, for her
caring and sharing.

I thank my editor, Matt Davis, for his patience, understanding, and
encouragement.

Finally, to my husband, Bob Lawson, I can never adequately express
how much I appreciate his love and support throughout the years. I also
thank him for his belief in me when I didn’t believe in myself. He is my
colleague and partner, my champion and much-needed critic, but most of
all, he is my best friend.

Xi



Trim Size: 7in x 10in Lawson fbetw.tex V3-11/17/2015 b5:11pm Page xii



Trim Size: 7in x 10in Lawson fpref.itex V2-10/28/2015

Preface

The field of workplace learning and development is growing by leaps and
bounds. Along with the growth of the industry comes the demand for
trainers. For our purposes, “trainer” refers to anyone who is responsible
for delivering primarily classroom instruction, but with the growing use
of technology in training, the term also applies to someone who may be
designing and delivering nonclassroom-based training as well. A trainer
might be an internal HRD professional responsible for providing train-
ing to the organization’s employees. A trainer can also be a subject-matter
expert who has been enlisted as a full-time professional trainer. Another
category of trainers includes those who deliver training on a part-time
basis as part of their overall job responsibilities. The term also applies
to the external practitioner who contracts with an organization to design
and/or deliver training programs. Often the external trainer is a casu-
alty of corporate downsizing or maybe someone who just wants a career
change. In either case, this individual has turned to the training profes-
sion as a means of utilizing skills or expertise in a particular discipline or
subject area.

Internal or external, full-time or part-time, the demand for trainers
often exceeds the supply. To meet this need, organizations often turn to
those in line positions as a talent pool for trainers. More and more, people
are being asked to deliver training as part of their jobs. These “nontrain-
ers” or subject-matter experts are expected to deliver training, not just
present information. Unfortunately, these folks have received little or no
formal instruction on how to train. They are thrown into the position to
sink or swim. Left to their own devices, they find themselves training the
way they were trained or taught. In many situations, that means a didactic
approach in which the trainer stands in front of participants and dumps
information on often-unhearing ears.

Although the approach just described never really worked as a sole
method of training adult learners, it is even less effective today. Train-
ers are no longer viewed as merely disseminators of information. They
are now expected to be facilitators, agents of learning, and performance
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consultants. These new roles require them to direct their efforts away from
specific task-oriented instruction and to concentrate on helping people
and organizations improve performance.

Trainers need to design, develop, and deliver training that encourages
people at all levels of the organization to take responsibility for their own
learning. The trainer becomes a catalyst, a resource person, and often a
coach to help people through the discovery process.

The effective trainer will also have to understand business needs and
identify how those needs are linked to learning and performance needs.
Quite simply, the purpose of training is to help line managers solve busi-
ness problems. Trainers must develop partnerships with those managers
who are ultimately accountable for the success of training. Before this can
happen, however, trainers must become proficient at the skills and com-
petencies that define them as professionals. Every profession requires its
practitioners to master a certain body of knowledge and a set of skills.
The training profession should be no different.

To that end, this book, written primarily for the novice classroom-based
trainer, presents a comprehensive, systematic approach to developing
training skills and competencies. Those who are thrown into full-time,
professional training positions with little or no formal training will be
able to use this book to learn the fundamentals of training or supplement
what they already know. They can be brought “up to speed” in a rela-
tively short period of time. Although best suited to the new trainer, this
book is a good reference for those with more experience. Experienced
trainers will learn new tips and techniques to enhance their current skills
and help them deliver on-target training that meets individual as well as
organizational needs.

The success of any training program or initiative depends on a sys-
tematic approach to delivering effective instruction with high impact for
both the participants and the organization. To that end, trainers will need
to understand various principles and concepts of learning and also follow
a process that results in behavioral change. This process (reflected in the
arrangement of Part I of this book, “Training Fundamentals”) consists of
tive parts: analysis, design, development, delivery, and evaluation.

The analysis phase is covered in Chapters 1 through 4. In Chapter 1,
you learn how to conduct a needs analysis at both the organizational and
individual level. Chapter 2 addresses the principles of adult learning as
well as learning styles. You have an opportunity to learn about your own

&
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personal training style in Chapter 3. To round out the analysis phase,
Chapter 4 provides you with additional insights and understanding of
the complexity and diversity of today’s training environment.

The second phase in the instructional design process is addressed in
the next two chapters. Chapter 5 explains how to write training objectives,
and Chapter 6 presents a step-by-step approach to developing a complete
instructional plan.

Once the program has been designed, the next step is to fully develop
the program, selecting and creating activities and tools to create an excit-
ing and effective learning experience. You will learn about specific active
training methods and techniques in Chapter 7.

The next step in the instructional process is delivery. Chapters 8
through 11 give you creative tips and techniques for delivering a
dynamic and professional training session. You will also learn how to
deal with difficult people and situations.

In Chapter 12 you will learn how to evaluate training and measure its
effectiveness. You will learn how to go beyond the “smile sheet” at the end
of a session and develop more tools and techniques to show the benefits
of training to employees and the organization.

By developing your skills in each of these five areas, you will indeed
become a master of your craft.

Since the first edition of The Trainer’s Handbook, published in 1999,
the world and the workplace have changed dramatically. Consequently,
the field of workplace learning and development has had to change
and adapt in order to meet the needs and demands of an increasingly
complex environment. Globalization, rapidly changing technology, and
a more sophisticated and diverse group of learners have changed the
way in which knowledge and skills are transferred to the workplace
and have placed more demands on learning and development profes-
sionals. Recognizing that training has moved beyond the fundamentals
addressed in Part I, this fourth edition includes Part II, “Special Training
Considerations.” Use the information in Part II to enhance or supplement
the knowledge you gained in Part I.

Globalization has created a multicultural work environment through-
out the world. With more and more organizations expanding into
international markets, training is seen as a key element to global success.
Both domestically and internationally, today’s trainers will be interacting
with people representing a multitude of cultures. Chapter 13 addresses

&
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cultural differences and their impact on training. It also provides tips
and techniques for training across cultures.

One of the growing trends in organizations is the use of storytelling
as a leadership tool to convey organizational vision, culture, and values.
Storytelling is also an effective teaching and learning method to convey
information, teach a lesson, enhance the learner’s experience, and increase
retention. In Chapter 14, you learn how to incorporate storytelling into
your training designs.

Technology is more than a trend; it’s a way of life, and it’s only going
to continue its rapid growth and influence on how we live and how we
learn. Chapter 15 offers a number of suggestions for using technology in
training.

One approach to training that has existed since the beginning of
civilization is on-the-job training. So, why is it included in a section on
“special considerations”? Rarely is on-the-job training included in books
on the design, development, and delivery of training. Most likely, books
about on-the-job training are published as separate entities. Because
today’s trainers wear many hats and are called on to deliver training in
many ways, including one-on-one, they need one resource that will help
them deliver effective training regardless of format. The information
presented in Chapter 16 presents a structured, systematic approach to
on-the-job training.

Chapter 17 offers strategies for training during tough economic times.
You learn how to maximize your training dollars by adapting to change,
using resources more efficiently, and becoming more business savvy.

Chapter 18 is for those who find themselves in either an internal
or external consulting role. As a result of the movement or evolution
of training to performance consulting, the training and development
professional must learn to function as a true consultant. In this chapter,
you learn how to develop a client-consultant relationship that positions
you as a valuable resource and business partner within the organization.

This book includes checklists, forms, and specific activities you can use
immediately in designing, developing, and delivering your own train-
ing programs. The book’s website makes it easy to print the tables and
exhibits included in this book. Not only will you find them useful as you
develop your own programs, but you may also choose to use them in your
own train-the-trainer programs.
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Chapter 1

Assessing
Needs

LEARNING OUTCOMES

In this chapter, you will learn
* To identify key steps in the needs-assessment process
* To select appropriate methods to gather data
* To develop questions for a variety of needs-assessment techniques

* To apply the needs-assessment process to a specific organization and
situation

Understanding Needs Assessment

Every year companies spend thousands and thousands of dollars in train-
ing programs that fail. Why? Because they fail to provide programs that
meet the specific business needs of the organization and the specific pro-
fessional development needs of the employee.

A needs assessment is the core of any training program. It gives you the
basis for program development and establishes the criteria for measuring
the success of the program after its completion.

What Is a Needs Assessment!?

Needs assessors are much like physicians, who ask a series of questions
and order a battery of medical tests to uncover and treat the causes rather
than the symptoms of an ailment. Needs assessment is the process of

5:09pm  Page 3
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determining the cause, extent, and appropriate cure for organizational
ills. The process addresses the organizational context and combines orga-
nizational analysis, data gathering, and interviewing techniques to iden-
tify and shrink the gap between desired and actual knowledge, skills, and
performance. It is a careful study of the organizational context, the job
itself, and the knowledge, skills, and abilities of the job incumbents.

Simply put, the process identifies the desired performance and the cur-
rent performance. The difference or the gap between the actual and the
desired level of performance becomes the training need and provides the
basis for the training design. The correct problem identification (cause) is
the key to developing and implementing appropriate corrective measures
(proper cure).

Why Conduct a Needs Assessment!?

Before we address how to conduct a needs assessment, we need to take a
look at the reasons for doing one. Overall, the purpose of a needs assess-
ment is to prevent a quick-fix, bandage approach to business problems.
Instead, a needs assessment, if you do it properly, will ensure that the
solution(s) addresses the real issue(s) and effectively focuses the appro-
priate resources, time, and effort toward a targeted solution. The follow-
ing are some valid reasons for conducting a needs assessment.

To Determine Whether Training Is Needed. Poor performance is not always
a training issue. Often performance problems are the result of poor
management practices, organizational barriers, or inadequate systems or
equipment. A needs assessment, if conducted properly, will determine
whether training is necessary and avoid the mistake of applying a
training solution to a nontraining problem. If it is determined that the
problem does require training, the needs assessment will help you
identify the performance issues that training should address.

To Determine Causes of Poor Performance. Asnoted, poor performance can
be the result of many other factors, including poor incentives, lack of inter-
nal motivation, the work environment, poor management, inadequate
skills and knowledge, or the employees’ lack of confidence. Sometimes,
the cause may be poor management. Poor management practices might
include poor hiring decisions, poor communication, unclear expectations,

5:09pm  Page 4
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or inadequate coaching and feedback. For example, there is a saying that
“ducks don’t climb trees.” Unfortunately, corporations are full of “ducks”
in positions that require “squirrels,” and no matter how hard they try,
they will never succeed in their positions. In other words, if employees
are put in positions for which they are unsuited, all the training in the
world will not improve their performance. In other cases, managers fail
their employees by not stating clearly their expectations or standards of
performance.

Often employees do not know what is expected of them. They may
have the knowledge, skills, and ability to do the job quite well but are
not meeting the manager’s expectations. If that is the case, then the train-
ing needs to be directed toward the manager rather than the manager’s
employees.

To Determine Content and Scope of Training. A needs assessment will help
determine the type of training necessary to achieve results. Should it be
workshop, self-study, or on-the-job? It will help you identify how long
the training program should be and who the target audience is. It will
also help you identify what should be included in the program and the
degree of urgency.

To Determine Desired Training Outcomes. The needs assessment will help
you determine what knowledge, skills, and attitudes need to be addressed
during the training. It will also help distinguish “need to know” from
“nice to know.” By focusing on what the trainees actually need to know
in order to do their jobs better, a program can be developed that will get
results.

To Provide Basis of Measurement. A needs assessment provides a baseline
against which to measure results or changes. It is simply a starting point.

To Gain Management Support. By involving line management and other
key organizational players, you will find the support you need for the
training program to succeed. Because they have had input, they will have
a vested interest in the program. Management commitment comes if man-
agers and supervisors see that you are developing training programs in
direct response to their specific needs.

5:09pm  Page 5
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Needs-Assessment Process

The needs-assessment process can be as detailed and involved as needed
or desired. Many factors must be taken into consideration, including time,
money, number of people involved, resources available, and so forth.

A full-blown needs assessment is both time-consuming and costly.
Frankly, few organizations are willing to make that kind of investment. A
typical alternative is to conduct an abbreviated form of needs assessment,
using only two or three methods.

Table 1.1 offers a comparison between an in-depth and an abbreviated

needs assessment.

Whom to Assess

Lawson cOl.tex V3-11/17/2015

The Trainer’s Handbook

The people assessed depends on the goal and the required depth of the
assessment. Consider the following categories of people and then decide
which groups to target as data sources.

Types of Information

Methods

Scope

Length
Cost

Focus

Exposure/Visibility

In-Depth
Quantitative
Multitiered approach
Surveys

Observation
Interviews

Focus groups
Document reviews

Widespread organization
involvement
Broad-ranging objectives

Several months to a year
Expensive

Linked to defined outputs
Long-term

High profile and risk

In-Depth versus Mini Needs Assessment

Mini
Qualitative

Interviews
Focus groups

Fewer people involved
Short-term focus

Few days to a week
Inexpensive

Immediate, quick results

Lower risk

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of Pfeiffer,
an imprint of John Wiley & Sons, Inc.
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Senior Management. To get a clear picture of the problem and its business
impact, start with senior management. Ask more strategic questions that
address the direction of the organization as well as anticipated indus-
try changes. In other words, start with an organizational context. If you
are an internal consultant, you should already have a good idea of the
issues driving the need for training. If you are external, you will probably
need to do some research first and then ask specific questions to gain bet-
ter insight into the organizational issues that can be addressed through
training.

Here are some questions that will help you gain a better understanding
of the organization’s business needs:

* What is the vision of the organization?
* What is the mission of the organization?

* What are the primary goals and objectives, both short-term and
long-term?

¢ What organization or industry issues are driving the need for
training?

¢ What is your most critical concern right now?

Target Population. It is also important to identify the target population,
those who will receive the training. Often they are overlooked. They
should be contacted to find out both their perceived and real training
needs. If they are not consulted, it is unlikely they will have a sense of
ownership or “buy-in,” and they will most likely approach the training
experience with resistance and resentment.

Target Population’s Managers. Those who manage members of the target
population are a critical source of data, because the purpose of the
training is to help the line manager solve a business problem or meet a
business need. These business needs may include improved productivity,
decreased errors, fewer accidents, increased business, decreased turnover
or absenteeism, or fewer customer complaints.

Direct Reports. When the target population consists of managers or
supervisors, good sources of data are those who report to these people.
Direct reports can often provide valuable insight into the skills that
managers and supervisors need to improve.
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Co-Workers or Peers. More and more organizations are using 360-
degree feedback as part of their assessment process, providing employ-
ees with performance feedback from multiple sources. Talking with or
surveying the target population’s co-workers or peers, for example, can
provide valuable insight into the skills necessary for a successful team
environment. The more organizations that use cross-functional teams,
the more critical the need becomes to involve other team members in the
assessment process.

Human Resource Personnel. The human resources (HR) department is
probably the best source of records and documents. It, of course, will
have data on turnover, grievances, safety violations, and so forth, as well
as performance appraisals and the like. The HR professionals can also
provide interesting insight into the organization’s culture.

Vendors. Vendors are a good source of qualitative data. They can share
their perceptions of the organization or specific departments with which
they interact, plus give some valuable insights into industry standards
and practices.

Customers (Internal and External). Customer surveys provide quantitative
data that can help pinpoint specific deficiencies, that is, gaps between
desired and actual behavior. Survey data will provide information on the
level of satisfaction relative to customer-service practices, the quality of
the product or service, and delivery systems.

For example, an organization may survey external customers to
determine customer satisfaction regarding a call center’s activity, such
as response time in answering the telephone, friendliness of the service
representative, ability to solve the customer’s problem, and turnaround
time for a request. An internal customer satisfaction survey will include
similar items but would be targeted to a specific department. The systems
or information technology (IT) department, for example, may choose
to send a survey to all the other internal departments it supports to
identify how well IT is meeting the needs and expectations of its internal
customers.

Competitors. Published competitor data such as sales results, market
share, stock prices, and financial reports help to identify the organiza-
tion’s position in relation to its competitors and helps to pinpoint areas
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for improvement. Gather these data from an organization’s annual report
or from trade publications.

Industry Experts or Observers. Industry experts have their thumbs on
the pulse of the business in which your organization is engaged. They
identify trends and industry standards against which your organization
can measure itself. Experts may be identified through trade publications,
where they may have written about the industry or may have been
cited by others as experts in the field. One can also learn about and
from experts by attending their sessions at professional conferences and
“surfing the Internet” for appropriate websites.

How to Conduct a Needs Assessment
Exhibit 1.1 provides an overview of the needs-assessment process.

Step I: Identify Problem or Need

A good place to start is to take a look at the organization’s statements
of vision, mission, values, and goals. Ask to look at the strategic plan. If
these organizational data do not exist, suggest that these statements and
documents be developed before addressing any training issues. Because
the purpose of training is to help solve organizational problems, you must
have a clear understanding of what the business problems are.

The first step is to identify the problem or need, stated in dollar terms, if
possible. Find out what the problem is costing the organization in errors,
turnover, lost business, or additional help. Remember that the desired
outcome minus the current outcome identifies the need.

After the need has been determined, define the specific objective
the training program should meet. The objective must state the desired
performance or behavior and be measurable, observable, realistic, and
“fixable.” Working with line managers, determine what to measure
and how to tie it to organizational goals. Outcomes relate to the specific
need. For example, the goal or outcome of safety training is to reduce
accidents by a particular percentage. Customer service training should
result in fewer customer complaints.

While examining possible causes, it is important to ask, “Is the prob-
lem due to a lack of knowledge or skill or is it operational?” For example,
improper telephone use may have been identified as the problem.
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EXHIBIT I.lI. Needs-Assessment Process

Step 1: Identify Problem or Need
* Determine organizational context.
* Perform gap analysis.

* Set objectives.

Step 2: Determine Needs-Assessment Design
* Establish method-selection criteria.

* Assess advantages and disadvantages of methods.

Step 3: Collect Data

¢ Conduct interviews.

¢ Administer questionnaires.
* Administer surveys.

* Review documents.

* Observe people at work.

Step 4: Analyze Data
* Conduct qualitative analysis.
¢ Conduct quantitative analysis.

e Determine solutions/recommendations.

Step 5: Provide Feedback
e Write report.
* Make an oral presentation.

¢ Determine next step.

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc.

Incoming calls are being disconnected when the person who answers the
call tries to transfer his or her calls. At first glance, it might appear that the
people handling inbound calls need telephone skills training. However,
if the telephone system is not set up to handle multiple functions, then
training will not solve the problem.
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Step 2: Determine Needs-Assessment Design

Lawson c¢0Ol.tex V3-11/17/2015

To determine the true causes, not just the symptoms, of the problem or
need, employ several investigative tools and techniques, including inter-
views, surveys, questionnaires, observation, and document examination.
Choose investigative or data-collection methods on the basis of their
appropriateness to the problem. The choice of methods will depend on
various criteria such as time, cost, or available resources. These criteria,
as well as the advantages and disadvantages of various data-collection

methods will be explained later in this chapter.

Step 3: Collect Data

Many methods are available for conducting a needs assessment.

Data-Collection Methods and Tools

Interviews

Questionnaires

Attitude surveys

Observation

Tests of proficiency
Organizational statements and plans
Turnover records

Performance appraisals
Procedures, handbooks, or audits
Training evaluations

Exit interviews

Samples of work

Job descriptions

Complaints, error rates, and rejects

Call reports, incident reports, and grievances

Trade, government, and business publications

Criteria for Selecting a Method. From the rather extensive list of meth-
ods, select those most appropriate for the situation. Many factors will
determine which methods to select. Look at the criteria in Exhibit 1.2,
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2 EXHIBIT 1.2. Method Selection Criteria

e Time

e Cost

¢ Number of people involved
* Workplace disruption

e Complexity

* Confidentiality

¢ Trust level

¢ Comfort level, knowledge, expertise of assessor
¢ Validity

* Reliability

¢ Adaptability

* Participant-friendly

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc. Q}

think about your own needs-assessment situation, and determine which
criteria you believe should be taken into consideration.

Advantages and Disadvantages of Data-Collection Methods. Data-collection
methods fall roughly into six categories: open-ended questionnaires,
closed-ended questionnaires, survey instruments, interviews, observa-
tion, and document examination.

To help determine which data-collection methods to use, it is a good
idea to look at the advantages and disadvantages of each, as shown in
Table 1.2. Weigh these considerations against your chosen criteria.

The most common approaches are covered in detail next.

Interviews. Whether for an in-depth or an abbreviated needs assess-
ment, one-on-one and group interviews are valuable data sources. When
developing interview questions, be sure to ask open-ended rather than
closed-ended questions. Closed-ended questions can be answered with
a simple “yes” or “no.” For example, a question such as “Do you think
there is a need for training?” elicits a one-word response. Probe further
by asking an open-ended question. To get to the heart of the matter right
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Table 1.2. Advantages and Disadvantages of Data-Collection Methods

Open-Ended
Question-
naires

Close-Ended
Question-
naires

Instruments

Individual or
Group
Interviews

Observation

Analysis of
Existing
Information

Advantages

Allow respondent to introduce
new topics.

Easy to develop.

Inexpensive to administer.

Easier to answer.
Inexpensive to administer.
Feeling of anonymity and
confidentiality ensured.
Less time-consuming.

Validated through research.
Quick and easily administered in
groups. Scored quickly.

Can read nonverbal messages.
Easier to talk.

Build commitment for training.
Clarifies expectations.

Can introduce new topics.
More detailed information.

Better understanding of variables.
Provides real-life data and examples
that can be used in course material.
Real situations, highly relevant.
Relatively low cost

Factual, highly valid.

Easy access to many sources in
one place.

Inexpensive and not very
time-consuming.

Unobtrusive.

Provides specific examples.

Disadvantages

Communication is one-way.
Respondents may not want to put
comments in writing.

Prone to ambiguity and opinions.

Limited information.

Require more skill and work to
prepare.

Items subject to misinterpretation.
Difficult and time-consuming to
construct.

Administration and coordination
needed.

Difficulty in choosing most
appropriate.

Difficult and time-consuming to
construct.

Need to research different types.

Time-consuming.

Some people may feel threatened.
Can be affected by interviewer bias.
Difficult to organize and

analyze data.

People may be influenced by peers.

Time-consuming.

Requires some knowledge of
the job.

People may be anxious, nervous.
Difficult to record data.

May be outdated.

Many not cover all areas needed;
too generic.

Risks misinterpretation.

May be biased.

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of Pfeiffer,
an imprint of John Wiley & Sons, Inc.
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away, ask a question that begins with “how” or “what” such as, “What
would help you do your job better?” Try to avoid asking questions
that begin with “why.” First, people may not know why. Also, “why”
questions tend to put people on the defensive.

Sample Interview Questions

Plan to take considerable time and care in writing questions. Not only should

they be designed to elicit as much information as possible, but the questions must

produce answers that will provide meaningful information. Although questions will

vary according to the specific situation, some sample questions are included below

that may help here. After reading sample interview questions, make a list of ques-

tions you might ask. Be sure to identify your interviewees. Different sets of ques-

tions are required for the employees in the target audience and their managers.

Questions for Target Audience

What is a typical day for you?

With whom do you interact on a regular basis?

What are the typical situations, customers, or projects that you deal with?
What training have you received to prepare you for this position?

What additional training do you think you need to help you do your job
better?

What are the most difficult aspects of your job?

What do you like best about your job?

How do you know you are doing a good job?

What type of feedback do you receive about your job performance?

How often do you receive feedback?

Questions for Managers of Target Audience

What would you like your employees to do differently?

How would you describe the current level of performance in your depart-
ment (or unit or team)?

What are the important issues, problems, or changes your employees face
at the present time?

What skills, knowledge, or behaviors do you think your employees need to
acquire or improve on in order to do their jobs better?
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* What are the potential barriers that might get in the way of your training
efforts?

* What methods do you use to measure employee performance?

* How often do you give feedback to your employees about their
performance?

* What is the biggest challenge you face as a manager?

As mentioned earlier, communication is critical throughout the pro-
cess. Interviews must be carefully planned and executed. The following
guidelines will help you to conduct interviews smoothly and efficiently.

* Schedule in advance. Be respectful of people’s time. Be sure to
contact your interviewees well in advance of the interview
and arrange meetings at their convenience. If they view an
interview as an imposition and a disruption, they will probably
not be as forthcoming or cooperative in responding to questions.
It is also helpful to send the questions in advance so they can
prepare or think about their answers. This preparation will enable
the interview to move along more efficiently, and the interviewees’
answers will be more meaningful.

* Prepare an agenda. Good meeting management includes an
agenda, prepared and sent out well in advance of the meeting.
Needs-assessment interviews are no exception. Be sure to indicate
the purpose and provide some direction or guidelines on how the
interviewees can prepare for the interview. Of course, also include
logistical information such as the date, location, and the time (both
starting and ending).

* Ensure privacy. This point should be a given; however, unless
you take special care to arrange for a private meeting spot ahead
of time, you might find yourself meeting in a less-than-ideal
environment.

* Eliminate distractions and interruptions. Once again, planning is key.
Take the necessary steps to ensure that you are not interrupted
during the interview. In many cases, this means that you will
need to communicate the importance of the interview session in
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advance and request that the interviewee do whatever it takes
to maintain an interruption-free environment. If possible, try to
conduct the interview away from the work site.

* Clarify purpose. Begin the interview by clarifying the purpose of
the meeting. Emphasize the importance of the needs-assessment
process and clearly explain the entire process and what you are
going to do with the information. Give interviewees an opportu-
nity to ask questions about the process before beginning the formal
interview session.

e Stress confidentiality. Assure all interviewees that their answers and
remarks will be held in the strictest confidence. Be sure to explain
how the information will be used. Focus groups, in particular,
need to be reminded that, although the speaker’s identity will be
protected, what the person says will be recorded. It is critical that
members of the focus group respect one another and not divulge
any information shared within the group.

* Use good communication techniques. To be an effective interviewer,
hone your active listening skills, particularly your ability to clarify
and confirm. Interviewees are prone to rambling and talking in
generalities. Make sure that you understand clearly what the other
person is saying. The following communication techniques will
help you to gather the information you need:

Tell me more about. ...

Give me an example of. ...

Let me make sure I understand. What I heard was. ...
If I heard you correctly, you believe that.. ..

Whatever you do, don’t say, “What you mean is ... ” or “What
you're saying is....” These statements imply that the speaker is
not articulate enough to express himself or herself, and you have
to help him or her out.

Observation. Observation involves a person who has received train-
ing in observation skills actually observing others on the job. Trained
observers look for specific behaviors and are skilled in writing down
their observations objectively in concrete behavioral terms. Observations
are often used to validate information gathered by other methods such

&
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as interviews or questionnaires. Another observation technique makes
use of an outside “shopper.” Some organizations (banks, retail sales)
hire outside professionals to conduct telephone or face-to-face shopping
surveys. With this method, representatives from the consulting company
go into a store or branch office and pretend to be customers. They
note specific behaviors such as how they were greeted, friendliness,
and knowledge level of the employees. They may look for evidence of
cross-selling efforts or an offer of further assistance.

Questionnaires/Survey Instruments. An important consideration in
using instruments is whether to develop them or purchase them. Ques-
tionnaires with open-ended questions are easy to construct, whereas
questionnaires with closed-ended questions require more time and
thought. Although published surveys can be costly, using them can not
only save you time but will yield more accurate information because
they have been tested for validity and reliability. Be aware, however, that
published instruments may or may not be specific enough for a given
situation. For both questionnaires and surveys, be sure to send a cover
letter to participants explaining the purpose and what will be done with
the results of the instrument. Make the instructions crystal clear.

Step 4: Analyze Data

Data analysis can be simple or quite complex, depending on the methods
chosen. For qualitative data, such as individual or group interviews, as
well as open-ended questionnaires and observation, do a content analysis,
sorting information into categories (for example, positive and negative
reactions) and identifying common themes. The goal of the content analy-
sis is to categorize and quantify the data as much as possible with minimal
interpretation.

For quantitative data (survey instruments and close-ended ques-
tionnaires), do a statistical analysis. Keep it as simple as possible. Do
not become engulfed in number-crunching activities. Look at the data
in terms of mean (the average, calculated by adding all the values
and dividing by the number in the group), mode (the number that occurs
most frequently), and median (the middle number in a numerical listing).

If your research indicates that training is appropriate, specify the
type of training called for. Should it be workshop training, on-the-job,
self-study, computer-based, or what? Training must address the problem

&
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specifically, and the systems must be in place to support the training
outcomes. For example, you may identify a customer-service training
program as the solution to customer complaints and lost business.
Participants in the training will learn how to handle customer complaints
tactfully and respond to customer inquiries politely and efficiently. Yet
the program will fail if slow delivery makes it hard for the customer to
buy the product.

Clarify and Define the Problem. Although the problem may have been
stated at the beginning of the needs-assessment process by the key
players in the organization, those are really perceptions of the problem.
The data-collection process and subsequent analysis of that data will
help to clarify and to define the real problem.

NEEDS-ASSESSMENT EXAMPLE

A client asked me to deliver a stress management program for a group of execu-
tive secretaries. In a discussion with my contact, the training director, | probed to
uncover what events may have triggered the request. During a recent company-wide
employee meeting, several secretaries were quite outspoken in expressing their dis-
satisfaction with the way they were being treated. As a result, senior management
concluded that this group needed stress management. Although actual performance
had not been affected, the morale and interpersonal relationships were deteriorat-
ing rapidly. | suggested that, before | developed a program specific to their situation,
it would be a good idea to talk with a few members of the target audience. The
training director agreed, and we arranged a focus group meeting with six of the sec-
retaries. As | listened to the secretaries, it became increasingly clear that most of the
stress the secretaries were experiencing stemmed from a single cause: the inability
of the secretaries and managers to communicate effectively with one another. After
listening to the secretaries’ complaints and perceptions of the problem, | concluded
that a stress management program was not the answer. In fact, it would be a waste
of time and money. | suggested that we attack the cause of the problem, not its
symptoms. | recommended that | design and deliver a program that would promote
open, two-way communication between each secretary and her immediate supervi-
sor by showing them how to improve their communication skills and to work more

effectively as members of a boss/secretary team.

During the analysis phase, you will add to your perceptions of the
problem through qualitative data such as interviews and focus groups.
Verify your perceptions with survey results and other quantitative data.
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After categorizing the data, the next step is to identify priorities, always
keeping in mind the business need. The prioritization process is extremely
important since your needs assessment will probably result in a long list
of training needs. Based on an analysis of the data, make your recommen-
dations for specific training programs or interventions.

Step 5: Provide Feedback

After the data have been collected and analyzed, identify the area(s) of
need, design an action plan or strategies, and communicate your con-
clusions and recommendations to key personnel. This feedback should
be delivered in both a written and an oral format. As you prepare to
communicate your findings and recommendations, keep in mind that the
goal is to get approval for your proposal. Plan a strategy for presenting
the information in a positive light. Carefully think through what (and
how much) to share, how to share, and with whom to share findings and
recommendations.

The Written Report. The final report is a critical piece. It should be con-
structed in such a way that it presents the data in an easy-to-understand
format along with conclusions and recommendations. The length of the
tinal report, of course, depends on how extensive the assessment is. In
any case, the written report should contain the following elements:

Executive overview. Provide an overview of your proposal for execu-
tives, an abbreviated, concise representation of the larger document,
limited to one page and distributed to the key decision makers.

Description of the process. Provide appropriate background informa-
tion, such as the problem statement or current situation and briefly
describe the entire needs-assessment process, including purpose,
scope, methods used, and the people involved. Be sure to include
your rationale, that is, your reason for conducting a needs assessment.

Summary of findings. In this section, present your data clearly and con-
cisely, highlighting patterns or significant results.

Preliminary conclusions. Address the analysis of the data, focusing on
key issues that have surfaced. It may be appropriate to show how the
findings relate to or support your (or others’) perceptions. Point out
how the issues relate to the business need. Do not assume that readers
will make the connection by themselves.
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Recommendations. At this point, list your ideas and recommended
solutions to the problem. When identifying training issues, be clear
about what programs should be implemented, who should be
involved, and how, when, and where the training will take place. Be
careful not to lock yourself in by being too specific.

Potential barriers. Solutions to problems are not without problems
themselves. Take a proactive approach by addressing potential barri-
ers up-front and suggesting ways to overcome them. Potential barriers
can be almost anything, but the most common will probably be cost,
time commitment, and the commitment of the target audience and/or
their managers.

Oral Presentation. In addition to the written proposal, plan to present your
information and recommendations to a selected audience. The oral pre-
sentation is an opportunity to hear reactions from the key players. Be
prepared for questions and challenges. Anticipate what they may be and
have responses and answers ready. Look at your presentation as a chance
to sell your ideas. That means you will need to fine-tune your persuasion
and influencing skills. Ask someone who is a skillful presenter and per-
suader to coach you before your presentation or, if you have the time and
the opportunity, participate in a workshop on persuasive presentations.

Selected Audience. Your selected audience depends on a number of fac-
tors such as the corporate culture and internal politics. In general, include
key decision makers and representative stakeholders such as members of
the target audience, their managers, and anyone who may have a vested
interest in the program’s success. Also, the number of meetings and the
levels involved in receiving the feedback should relate to the scope of the
assessment. For example, if everyone in the organization completed an
employee-opinion survey, then every employee should receive feedback.
This is generally done in various group meetings, with the managers shar-
ing the results of the survey along with the appropriate action plan.

Length. In many cases, you may have little control over the length of the
presentation. Senior management will probably determine the time avail-
able based on their schedules, priorities, and other commitments. If they
do not, then request an hour. That will give enough time to present your
case and address any questions or concerns the executives might raise.
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Format/Approach. The key here is to present findings in summary form.
Use slides of bulleted points and simple charts and graphs to illustrate
and highlight important information.

Developing an Action Plan

After presenting the information and making recommendations, solicit
reactions and feedback from the key players. It is possible that they will
immediately approve your proposal. More likely, however, you will be
asked to make some modifications. In some cases, you may have to go
back to the drawing board several times.

Once your proposal has been approved, map out a plan for the design,
development, and delivery of the program(s). Include specific action
items with a time line and appropriate task assignments.

The next step in the process of designing a program that meets the
specific developmental needs of the participants and the business needs
of the organization is to write learning outcomes or objectives, which are
addressed in detail in Chapter 5. However, before you begin the design
and development process, examine some critical elements that are often
overlooked: how adults learn, the different learning styles of your partici-
pants, and your own training style. Finally, examine some of the diversity
issues in today’s workplace that will have an impact on how you design,
develop, and deliver effective training programs. These important con-
siderations are addressed in Chapters 2, 3, and 4.

Assessing Participants’ Knowledge, Attitudes, Skills

So far, we have looked at the needs-assessment process that serves as the
basis of training design, development, and evaluation. It may seem that
after you receive the go-ahead to design and develop a program targeted
to specific needs, the needs-assessment task is over. Not so! You also
must assess the knowledge, attitudes, and skill level of the participants
prior to each session. Different audiences may have different needs. For
example, let’s say the organization has decided to implement a manage-
ment development program to include all levels of management from
first-line supervisor to senior manager level. The needs of a first-line
supervisor will be different from those of a mid-level manager, and
certainly different from those of a senior manager. Therefore, participants
at each level must be further assessed.
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Presession Questionnaire
A short, simple, and straightforward questionnaire such as the one shown
in Exhibit 1.3 can be an invaluable tool in fine-tuning your program.

The information you receive from such a questionnaire will help you
in the following ways:

1.

It can help to design the program at the appropriate level, not
insulting participants” intelligence (and boring them to death) by
dealing with content they already know. By the same token, you
do not want to lose them by talking over their heads.

A questionnaire allows you to identify those participants who
have greater familiarity with the training topic so you can draw
on them as resources.

Conversely, by identifying those with less familiarity with a
topic, you will know who may need additional attention or
encouragement.

The questionnaire will help to weed out those who do not belong
in the session because they are underqualified, overqualified, or
doing work for which the program is irrelevant. This is particu-
larly important for voluntary, open-enrollment programs adver-
tised to all employees in an organization. Unfortunately, no matter
how well the course description identifies the target audience and
learning outcomes, invariably those who do not read beyond the
title will sign up for programs for which they are not suited. When
that happens, take the person aside, explain that the session may
not meet his or her expectations, and offer the person the option of
leaving. Should the person choose to stay, you have at least been
up-front about what the participant can and cannot expect.

The questionnaire can be used to gather information to use in cre-
ating real-life case studies, skill practices, and examples. The more
relevant you can make your material, the more the participants
will embrace the training. Of course, assure the participants that
their contributions may be used but not identified.

The questionnaire can identify potential problems caused by nega-
tive attitudes so that you can take steps to overcome these barriers
or pockets of resistance.
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6. The questionnaire can create a positive learning environment even
before the program starts. It can help participants be mentally
prepared for the training. Also, your interest in finding out about
them even before they come to your session will make them more
receptive to you and what you have to offer.

) EXHIBIT 1.3. Confidential Presession Questionnaire

Management Skills and Techniques: Part ll|
The purpose of this questionnaire is to provide the facilitator of this program with
insights into your current skills in or knowledge about the subject of managing oth-
ers. By knowing what new skills and knowledge you would like from the program,
the facilitator will be better able to meet your needs.

Name: Current Position:

Organization: City, State:

Previous positions held:
@ Formal education beyond high school:
What management courses, workshops, or seminars have you attended?
Briefly describe the responsibilities of your current position:
How long have you managed or supervised others?
How many people do you directly supervise or manage?

What do you believe is the most difficult problem or challenge you face when
managing people?

What one specific thing do you want to get out of this program?

What concerns do you have about participating in this learning experience?

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc.
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On-the-Spot Assessment

Regardless of how extensive your needs assessment is, it is also a good
idea to conduct an informal, on-the-spot, individual needs assessment at
the beginning of the first session. Start by asking the participants what
they expect from the session. Their answers will give you an indication of
whether or not your design is on target. This on-the-spot assessment will
also provide an opportunity to clarify participants” expectations. Rein-
force those expectations that are on target with the training design or
make last-minute adjustments to the program, to make sure participants’
needs are met. Sometimes, participants may have expectations that you
cannot possibly meet in the session. Chapter 8 covers some specific inter-
active on-the-spot needs-assessment activities.

KEY POINTS

* A needs assessment serves as the basis for program development.

* A needs assessment identifies the gap between the actual and desired
performance.

* A needs assessment provides criteria for measuring program success.

+ Start with an organizational context, that is, the business impact of the training
need.

* Use a variety of methods to assess training needs: surveys, interviews, observa-
tions, questionnaires, performance data.

* Get input from various sources, including senior management, target population,
target population’s managers, direct reports, co-workers, customers, vendors,
human resources professionals, competitors, and industry experts.

* Follow a prescribed five-step process to identify both the business needs of the

organization and the developmental needs of the participants.

Once you have completed the needs assessment and developed your
action plan, the next step is to design the training program. Before doing
so, however, you need to have a clear understanding of how adults
learn so you reflect adult-learning principles throughout your training
program.
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Chapter 2

Understanding
Adult Learners

LEARNING OUTCOMES
In this chapter, you will learn

* To examine the basic principles of adult learning that all trainers should
know before undertaking a training assignment

* To identify ways to overcome resistance to learning

Andragogical versus Pedagogical Model

People have been brought up on the pedagogical model of learning that
has dominated education and training for centuries. Because that has
been the standard, people use that approach when they are asked to
teach or train others. In brief, the pedagogical model makes the following
assumptions:

* The teacher is responsible for the learning process, including what
and how learners learn. The learner’s role is passive.

* Because the learner has little experience, the teacher is the expert,
the guru, and it is his or her responsibility to impart his or her
wealth of knowledge. This amounts to an “information dump”
through traditional means such as lecture, textbooks, manuals,
and videos in which other “experts” share their knowledge and
experience.

25
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* People are motivated to learn because they “have to” in order to
pass a test, advance to the next level, or earn certification.

* Learning is information-centered. The teacher “covers” the mate-
rial so that the learner can acquire the prescribed information in
some type of logical order.

* Motivation to learn is largely external. Pressure from authority
figures and fear of negative consequences drive the learner. The
teacher, in essence, controls the learning through rewards and
discipline.

How and Why People Learn

Although adult education theorists differ on just how different adults are
from children, most embrace the andragogical theory of adult learning.
During the 1960s, European adult educators coined the term “andragogy”
to provide a label for a growing body of knowledge and technology in
regard to adult learning. The concept was introduced and advanced in the
United States by Malcolm Knowles. The following assumptions underlie
the andragogical model of learning, which Knowles now calls a model of
human learning (Knowles, 1990).

Assumption |

The first assumption involves a change in self-concept from total depen-
dency to increasing self-directedness. The adult learner is self-directed.
Adult learners want to take responsibility for their own lives, including
the planning, implementing, and evaluating of their learning activities.
This principle is often misinterpreted. Learner self-directedness does not
mean the trainer abdicates responsibility for the plan or approach. From
the beginning, the trainer establishes the training process as a collabora-
tive effort. Throughout the process, the trainer and participant should be
partners engaged in ongoing, two-way communication.

Assumption 2
The second principle addresses the role of experience, a principle unique
to the adult learner. According to Knowles, each of us brings to a learning
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situation a wealth of experiences that provide a base for new learning as
well as a resource to share with others. These experiences may be good
or bad, but they will impact the way in which an employee approaches
a new learning experience. Because people base their learning on past
experiences, the new information must be assimilated. The wise trainer
will find out what the participants already know and will build on those
experiences, rather than treating participants as though they know noth-
ing and must be taught like small children.

Assumption 3

The third assumption is that adults are ready to learn when they perceive
a need to know or do something in order to perform more effectively in
some aspect of their lives. The days of abstract theories and concepts are
over for most adults. They want the learning experience to be practical
and realistic, problem-centered rather than subject-centered. The effective
trainer helps participants understand how learning a particular skill or
task will help them be more successful, that is, how the employee can do
the job quicker, easier, more efficiently.

Assumption 4

Fourth, adults want immediate, real-world applications. They want the
skills and knowledge to help them solve problems or complete tasks.
People are motivated to learn when they see relevance to their real-life
situations and are able to apply what they have learned as quickly as
possible. Therefore, learning activities need to be clearly relevant to the
immediate needs of the adult. To be effective, deliver just-in-time train-
ing and emphasize how the training is going to make participants” jobs
easier.

Assumption 5

Finally, adults are motivated to learn because of internal factors such as
self-esteem, desire for recognition, natural curiosity, innate love of learn-
ing, better quality of life, greater self-confidence, or the opportunity to
self-actualize.
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Principles of Adult Learning

As you begin to design and develop any training program for adults,
keep in mind these additional principles regarding how adults learn:

e Adults must recognize the need to learn.

e Adults want to apply new learning back on the job.

e Adults need to integrate past experience with new material.
e Adults prefer the concrete to the abstract.

e Adults need a variety of training methods.

e Adults learn better in an informal, comfortable environment.
¢ Adults want to solve realistic problems.

e Adults prefer the hands-on method of learning.

Learning Styles

Adults learn through a variety of ways. One person may learn better by
listening; another may be visual or may prefer to read instructions. Some-
one else will need a demonstration.

Learning style refers to the way in which a learner approaches and
responds to a learning experience. There are several learning style assess-
ments available on the market including the following instruments, pub-
lished in the Pfeiffer Annuals:

* Learning Style Inventory by Ronne Toker Jacobs and Barbara Schnei-
der Fuhrmann (1984)

* The Learning Model Instrument by Kenneth L. Murrell (1987)

David Kolb’s Learning Style Inventory (1991) is used widely as a basis for
other models and instruments. These, among others, are all excellent tools
to help you identify learning style. The self-assessment process heightens
your awareness that different people learn in different ways and sensi-
tizes people to the importance of designing training that addresses all
learning styles.

Determining Your Learning Style

To get a flavor for these style differences and to further your understand-
ing of your preferred learning style, complete the learning style assess-
ment in Exhibit 2.1, then score and study it.
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) EXHIBIT 2.1. Learning Style Profile

Instructions: For each of the numbered items below, rank alternatives A through D
by assigning 4 to the phrase that is most like you, 3 to the one that next describes
you, 2 to the next, and finally, 1 to the ending that is least descriptive of you.
1. When solving a problem, I prefer to ...
a. Take a step-by-step approach.
b. Take immediate action.
c. Consider the impact on others.
d. Make sure I have all the facts.
2. Asalearner, I prefer to ...
a. Listen to a lecture.
b. Work in small groups.
c. Read articles and case studies.
d. Participate in role plays.
3. When the trainer asks a question to which I know the answer, I ...
a. Let others answer first.
b. Offer an immediate response.
c. Consider whether my answer will be received favorably.
d. Think carefully about my answer before responding.
4. In a group discussion, I ...
a. Encourage others to offer their opinions.
b. Question others” opinions.
c. Readily offer my opinion.
d. Listen to others before offering my opinion.
5. I'learn best from activities in which I ...
a. Can interact with others.
b. Remain uninvolved.
c. Take aleadership role.

d. Can take my time.

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc.
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EXHIBIT 2.1. Learning Style Profile, Cont’d

6. During a lecture, I listen for ...
a. Practical how-to’s.
b. Logical points.
c. The main idea.
d. Stories and anecdotes.

7. Iam impressed by a trainer’s ...
a. Knowledge and expertise.
b. Personality and style.
c. Use of methods and activities.
d. Organization and control.

8. I prefer information to be presented in the following way:
a. A model such as a flow chart.
b. Bullet points.
c. Detailed explanation.
d. Accompanied by examples.

9. Ilearn best whenT ...
a. See relationships among ideas, events, and situations.
b. Interact with others.
c. Receive practical tips.
d. Observe a demonstration or video.

10. Before attending a training program, I ask myself: “Will I ... ?”

a. Get practical tips to help me in my job.
b. Receive lots of information.
c. Have to participate.

d. Learn something new.

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc.
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EXHIBIT 2.1. Learning Style Profile, Cont’d

11. After attending a training session, I ...
a. Tend to think about what I learned.
b. Am anxious to put my learning into action.
c. Reflect on the experience as a whole.
d. Tell others about my experience.
12. The training method I dislike the most is ...
. Participating in small groups.

a
b. Listening to a lecture.

n

Reading and analyzing case studies.

Q.

. Participating in role plays.

Scoring Sheet

Instructions: Record your responses on the appropriate spaces below, then total the

columns.
Feeler Observer Thinker Doer
1c la 1d_— b
2b_ 2a 2c 2d_
3c 3a 3d 3b___
4a 44 b 4c
5a 5b__ 5d 5¢
6d__ 6¢ 6b_____ 6a
b 7d__ 7a 7c
8d__ 8a 8c 8b_____
9 9d_____ 9a 9c
10d— 10c 10b___ 10a
1nd_ 11c 11a b
12¢ 12a 12d_ 12b_
Total Total Total Total

The Trainer’s Handbook, 4th Ed. Copyright © 2016 by Karen Lawson. Reproduced by permission of
Pfeiffer, an imprint of John Wiley & Sons, Inc.
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Feelers. Feelers are very people-oriented. They are expressive and focus
on feelings and emotions. They enjoy affective learning and gravitate
toward learning experiences that explore people’s attitudes and emo-
tions. Feelers thrive in an open, unstructured learning environment and
appreciate the opportunity to work in groups and like activities in which
they can share opinions and experiences.

Observers. Observers like to watch and listen. They tend to be reserved
and quiet and will take their time before acting or participating in class.
When they do decide to offer an opinion or answer a question, they are
generally right on target. They enjoy learning experiences that allow them
to consider various ideas and opinions, and they seem to thrive on learn-
ing through discovery.

Thinkers. Thinkers rely on logic and reason. They like the opportunity to
share ideas and concepts. They prefer activities that require them to ana-
lyze and evaluate. They will question the rationale behind activities and
will challenge statements that they perceive to be too general or without
substance. The thinkers prefer to work independently and question the
relevance of role plays and simulations.

Doers. Doers like to be actively involved in the learning process. They
will take charge in group activities and tend to dominate discussions.
They like opportunities to practice what they learned, and they are partic-
ularly interested in knowing how they are going to apply what they learn
in the real world. They like information presented clearly and concisely
and become impatient with drawn-out discussions.

Keep in mind that no one learning style is right or even better than
another. The point is that each person learns differently. A variety of
learning styles will be represented in any training session. To be effective,
trainers must design their programs to accommodate style differences.
Predictably, trainers use the styles they prefer. Although itis natural to use
the style with which one is most comfortable, the most effective trainers
will learn how to adapt their styles to meet the needs of all participants.
You will have an opportunity to find out about your preferred training
style in Chapter 3.

One note of caution: recent studies find that the scientific research on
learning styles is weak and unconvincing. Psychologists and neuroscien-
tists, who focus on the functioning of the brain and memory, question

4:37pm  Page 32



Trim Size: 7in x 10in Lawson c¢02.tex V3-11/17/2015

&

Understanding Adult Learners

the credibility of learning styles theory. Although the validity of learning
styles theory may be in question, there is little doubt that people do have
a preference about how they learn. For that reason, learning styles assess-
ments provide value by increasing awareness of these differences, thus
providing a basis for choosing various methodologies.

Perceptual Modality

In addition to learning styles, an effective trainer must be able to
understand the different perceptual modalities. According to M.B. James
and M.W. Galbraith (1985), a learner may prefer one of the following
six perceptual modalities, ways in which one takes in and processes
information:

Visual Videos; slides; graphs; photos; demonstrations; methods and
media that create opportunities for the participant to
experience learning through the eyes.

Print Texts; paper-and-pencil exercises that enable the participant
to absorb the written word.

Aural Lectures; audio recordings; methods that allow the participant
to simply listen and take in information through the ears.

Interactive Group discussions; question-and-answer sessions; ways that
give the participant an opportunity to talk and engage in an
exchange of ideas, opinions, reactions with fellow
participants.

Tactile Hands-on activities; model building methods that require the
participant to handle objects or put things together.

Kinesthetic Role plays; physical games and activities that involve the
psychomotor skills and movement from one place to another.

Research indicates that more adults are visual learners than any other
perceptual style; however, a good training design incorporates all six
modalities to ensure that all participants” needs are being addressed.
Vary activities to create multisensory learning that will increase the
likelihood of appealing to each participant’s style. This multisensory
approach also helps each participant reinforce the knowledge or skills
acquired through the preferred modality.

Learning should be presented in a way that complements each per-
son’s preferred modality. For example, let’s look at a design for training
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several people in a group setting to use a personal computer. The trainer
includes pictures of the computer screen, illustrating what the person
should see when he or she strikes a particular key. The trainer also
demonstrates how to perform certain functions on the computer (visual).
The training design includes print materials such as a manual and short
application-oriented quizzes (print). For review and reinforcement, the
trainer prepares an audio recording (aural). During daily instructional
sessions, the trainer provides many opportunities for the trainee to
answer as well as ask questions (interactive). Of course, the design
includes multiple opportunities for hands-on practice (factile). Finally,
the trainer will create simulation activities in which the trainees will be
asked to create “real-life” work-related documents such as spreadsheets,
reports, and graphs (kinesthetic).

Another important consideration is that people generally learn by
doing, not by being told how to do something. For example, a person
learns more quickly how to reach a new location by driving the car rather
than by observing as a passenger. So the more opportunities a person has
to “try out” or apply the skills, the more likely he or she is to learn the
skills.

Telling is not teaching or training. How many times have you said
to yourself, “I've told him and told him how to do it, but he still gets
it wrong”? Just because you tell someone how to do something doesn’t
mean he or she understands it or has developed the skill to do it.

Still other factors affect the speed at which people learn.

Psychological. Some people prefer the “big picture,” while others want a
step-by-step process.

Environmental. Sound, light, temperature, and seating can all impact
learning. For example, sitting in a hard chair for several hours will put
stress on the body, interfering with a person’s ability to concentrate.

Emotional. Participants’” motivation for attending the session will influ-
ence the learning process. Those who attend because they want to are
more likely to have a positive learning experience than those who are
there because their supervisors required them to attend.

Sociological. People are by nature social beings. Although some people
do learn better alone, studies show that most people learn better and
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experience greater satisfaction with the learning experience when they
are in pairs or small groups.

Physical. People’s physical condition, including hearing, sight, general
health, and energy level, impact their ability to learn. Most people have
less energy in the afternoon. Trainers should keep this in mind when
designing and developing their programs.

Intellectual and Experiential. People in your sessions will vary greatly in
educational background, life experiences, innate intelligence, and abili-
ties. That is why it’s important to find out as much as possible about your
participants before they attend training sessions.

Age. One of the frequent issues that comes up in train-the-trainer and
coaching courses relates to the impact of age on the learning process. Man-
agers, supervisors, and trainers often say that older workers are slower
and more difficult to train.

To set the record straight, researchers are somewhat divided on the
issue of age and one’s ability to learn, depending on one’s interpretation
of learning. In general, research on adult learning shows that adults con-
tinue to learn throughout the years; however, they may take longer to
learn new things (Sterns & Doverspike, 1988). Although younger folks
seem to be more efficient when it comes to memorizing information, older
people are better able to evaluate and apply information. Research find-
ings show that change in adulthood is a procession of critical periods
during the 50-plus years following childhood and youth. These periods
consist of marked changes and experiences during which some of the
most meaningful learning may occur.

Adults have a potential for continuing learning and inquiry that
conventional wisdom has sometimes failed to recognize. Researchers,
however, do recognize that physical changes play a part in the learning
process. As we age, we may experience some hearing loss, lower energy
levels, and slower reaction time. These factors should be taken into
consideration; however, they should not be regarded as proof that older
people are slower or have greater difficulty learning. By observing
adult-learning principles as well as basic concepts of individual differ-
ences and accommodating them accordingly, a trainer can effectively
train any adult.
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Cognitive Overload

Our minds are like sponges as we soak up knowledge and information.
When sponges are saturated, any additional water will run right through.
Just as the sponge is overloaded, a learner can experience cognitive over-
load of his or her working memory. This working memory—the center of
conscious thinking—has an estimated limited capacity of seven “chunks”
or pieces of information. The limits on our working memory depend
on the knowledge we have stored in long-term memory. A person
who is quite comfortable with and knowledgeable about a subject can
easily overwhelm those who are less familiar with the information. The
challenge to the trainer is to present information in such a way that the
participants do not experience overload.

Preventing Cognitive Overload
To prevent cognitive overload, use the following strategies when design-
ing, developing, and delivering your training:

* Minimize the use of lecture. Boil down information into key learning
points, checklists, charts, graphs, or other visuals.

* Have the participants do most of the work. When the participants do
the work, they transfer new information into long-term memory,
much like storing data in a computer. The working memory is now
free to absorb the next chunk of information.

 Create chunks of content or information, and distribute or communi-
cate it incrementally. Use a variety of activities to communicate the
material.

* Design workbooks and other participant materials that present informa-
tion in an easy-to-follow and easy-to-understand format.

* Create job aids for use during and after the training.

Application of Learning Principles

These concepts have certain implications for the trainer. The traditional or
pedagogical orientation is concerned with content. Trainers are concerned
with “covering” material in the most efficient way possible. In contrast,
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the andragogical orientation focuses on process, being attentive to the fac-
tors that either promote or inhibit learning.

Based on what you know about the adult learner and how learning
takes place, take those principles and concepts and translate them into
practical applications in your training programs. Consider the following
points as you create a learning experience for your participants:

¢ Create a comfortable, nonthreatening learning climate in which
people are treated as responsible adults.

* Involve participants in planning their training through interviews,
advisory committees, and other up-front activities.

¢ Allow participants to engage in self-diagnosis by using ques-
tionnaires and assessment instruments both before and during
sessions.

¢ Give participants an opportunity to set their own objectives by
soliciting their input through presession questionnaires and assess-
ment activities at the beginning of sessions.

* Give them an opportunity to evaluate their own learning through
a variety of activities throughout the training program.

¢ Help them understand the “big picture” by pointing out how
the particular training program relates to the business objectives
and/or problems.

* Make the learning relevant to them, that is, show how it will help
them, by using “real-world” examples and activities that connect
with their frames of reference.

¢ Use their experience by asking them to share examples from their
own situations.

¢ Actively involve the participants in the learning process by using
learner-centered activities and structured experiences and by pro-
viding them with many opportunities to master the content.

The more you understand about how and why adults learn, the better
equipped you will be to design training programs that meet participants’
needs and obtain the results you want.
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KEY POINTS

* Training adults is different from teaching children.
* Adults need to be involved in planning, implementing, and evaluating their learning.
* Adults base their learning on past experiences.

* Adults expect training to be directly relevant to them and want real-world
application.

* Adults learn in various ways.

Before you begin to develop your training program, you also need to
have a clear understanding of how your own style and approach to train-
ing may impact the participants’ learning experience.



