Managing a Small Training Department

M aking the M ost of Your Resources

By Carol P. McCoy, Ph.D.

Today' s organizations are eyeding people to domore with less Training degpartments
are no excetion. In fact, one fourth of all training departments in the United Sates
consist of only one trainer. With small businesss on therise, there are likdy to be eve
more small training departments in the future. How can atraining staff of only one to
threepeople —with a lroadrange of resporsibiliti es- ensure that it makes a significant
contribution to its organization? This chaper explores drategies that trainers in small
departments have used successully by. Readers will | earn keys to working with internal
subjed matter experts through atrain-the-trainer process aswell as keys to working with

exerna consultants and gher exerna resources.

Succesqul strategies of small training departments are & varied as the individuals
involved. Much more so than in large departments, trainers in small departments have a
chance to placetheir unique stamp on an organizaion. The caes in this book ill ustrate
the variety of approaches small departments use to ensure abig impad. The following
key strategies are esential to the small training organizetion’'s siccess
» Determining priority training needs
» Establishing your credibility and building a strong base of support for your efforts
» Determining the best resource strategy for using internal and external resources
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» Maintaining your resilience and a positive dtitude

This chapter briefly explores these strategies, which have been used succesdully by the
case authors and by other trainers in smal departments. In addition, it will provide
detalled gudance @out establishing an effedive “train-the-trainer” process for internal
resources and seleding and working with external resources to expand your staff’'s

cgpadty and cagpabili ty.

Determining Priority Training Needs

A thorough training needs asessment, identifying spedfic training neals that if
met or unmet would impad the organizaion most, is the foundation for a successul small
training department. In doing a neeals assessment, it is essential to use a variety of
methods, both forma and informal, to gain a dea, complete picture. The caes in this
book illustrate the range of methods for conducting a neals assessment.  Strategies may
include using paper and pencil written surveys, interviewing employees and managers,
analyzing problems encountered, or doing reseach related to the problem or isue. A
criticd strategy in asessng neads and implementing performance-based training is
conducting a thorough job and task analysis of performance requirements. See Gettle's
Monsanto case for an excdlent introduction to developing performance-based training.
Companies that are pursuing 1SO quality certification can identify training neels by
creaing job profiles and training plans relating to 1SO certification. For more information
on ISO certification and how it relates to training neels, see Gettle's chapter on

Monsanto; Balling's chapter on Collagen; Maxwell and Jost’s chapter on Nortel; and
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Monnin's chapter on Strategies for the 90s. Another helpful approadc to assessng needs
and clarifying prioritiesis to creae atraining advisory board. The dapters by Arnold on
Navistar, Taylor on LWCC, and McCoy on UNum provide insights into how advisory

boards can be help set your diredion.

Other approadies to needs assessnent are more informal. For example, personal
intuition based on your experience working in the businessto identify needs or training
strategies is valuable. The caes on American Honda, Nortel, and Logited all ill ustrate
how the aithors used their experience in the company to help them understand training
neals. Listening to your internal customers also can help identify problems that might
have training implications. Teading or fadlitating training allows the “lone trainer” to get
a pulse of the organizaion and lean first hand about the issues fadng employees. Tuning
into the recommendations of employees who attend outside training programs provides
clues about potential high-impad training interventions. Nancy Nunziati discovered a
training program that ultimately helped to move Logited's culture to one of increased
acountability because she listened to employees who had attended a time management

program and gven it rave reviews,. (SeeNunziati’'s Logitedh case.)

In many instances, a small organization may not have the internal resources needed
for a detailed neals assessment that can identify the best way for training to support the
businessobjedives. Linda Taylor’'s chapter on LWCC is an excdlent example of using a
consultant, who aready had the ea of the cmpany president, to conduct a training neels
asesgnent. Taylor shows that as a result of documenting neeals, she was able to
document the need and gain four additiona training staff members. Katie O'Neill at
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Rock-Tenn and Millar Farewell of American Honda dso relied on outside cnsultants to
help them clarify a business need and determine the best approach to solving a training

problem.

A key part of conducting a needs assessment is determining priorities because it
will be important to focus training resources where they can do the most good. First, it is
esential to examine business data that indicates the severity of problems or highlights
potential opportunities and their potential impad on the business Farewell’s case on
Honda is a good example of how to colled data to determine the impad of eledricd

trouble shooting skill s on service to motorcycle owners.

A seaond asped of clarifying prioritiesis to determine problems where training can
adualy have an impad and to identify al the solutions needed to change performance
Sometimes the best solution is not a training program, but training along with other
interventions -- such as increasing the staff or providing appropriate incentives to perform
in the desired way. Training often neals to be acompanied by other follow-up adions to
change amployeebehavior. SeeMcCoy’s case on UNum to lean how cal monitoring by

supervisors following telephone skill s training can lead to improved customer relations.

A third part of identifying priorities is clarifying the priorities and expedations of
senior sponsors who pay for training and champion its value. Assessng the receptivity of
the organizaion's snior management to training is essential in determining whether or not
training can have an impad. Monnin's chapter illustrates why it is © important to
understand the red expedations of an organization’s nior management--management’s
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ladk of commitment to training utimately led to their eliminating the position of training
diredor. Monnin was able to provide useful services to her previous employer as an out-
sourced dredor of training once she understood their red expedations. Furthermore, she
learned to identify better customers for her services--companies where training could have
a more dgnificant impad because they had senior managers who reaognized the

reguirements for meaningful training and were willi ng to support training more adively.

Training advisory boards, which include key senior sponsors, or interviews with
senior managers can be very helpful in determining senior management’s priorities. For
example, after reviewing company data, UNuUM’ s training department was not sure whether
to focus the initial leadership development efforts on current or aspiring managers as the
primary target audience After meding with the senior sponsorship group, however, it
becane dea that current exeautives and people managers were the most critica audience
Katie O'Nelll’s chapter on Rock-Tenn provides helpful insights in how she worked with
senior management to clarify their priorities. For additional information on conducting a
neals assessment, readers may refer to Allen (1990; Kaufman et a. (1993; McCoy

(1993; Philli pset a. (1995; Zemke and Kramlinger (1989.

Establishing Your Credibility and Building Support for Training

Building buy-in or ownership for your strategy is esential. The first step in
building support is having a business perspedive—being able to think like a business
person, understanding the dynamics and performance indicaors of your organizaion's
business spe&king the language of your company’s business and showing how training
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and other performance interventions are aiticd to your busineses success A well
planned and exeauted neals assessment is esential in developing this businessperspedive.
At first, unlessyou have had line experience in the industry or your company, you may
have asteg leaning curve and may need to immerse yourself in company documents,
reports and industry publicaions to help gain a dea understanding of your organizaion’s
business A key component of businessunderstanding is talking to people throughout the
organization and asking the right kinds of questions. All the caes illustrate the
importance of knowing the business Buisman’'s case on Norway Savings Bank, for
example, shows how the HRD manager leaned about the business by being an adive

member of severd criticd bank committees.

An equally important step is planning a well-thought-out evaluation strategy so
you can demonstrate the value of training and how training contributes to the business
There ae some excdlent resources to help you understand training evaluation. (Seefor
example, Phillips and Holton, 1995) In some caes, the business will want to see a
training adivity report showing the numbers of people who have been trained (as in

LWCC), whilein other cases, they will want to seemore bottom-line data (as in Nortel).

Nourishing partnerships with critica players who need to support training or who
are the target audience for training will creae support for your training approad. For
example, sponsors may or may not provide the budget needed to develop and deliver
training; and managers may or may not alow their employees time to participate in
training or take care to reinforce and reward the use of newly-leaned skills and behavior
on the job. For people to champion and support training they neeal to believe in its value.
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Mike Gettle’'s Monsanto case describes in detaill his approacd to building relationships at
all levels throughout the Monsanto plant in Muscdine, lowa. Because the technicians
were esential to both program development as well as implementation, Mike took a
bottoms-up approad to building support. Another good example of building ownership
for training is Raquel Arnold’s creaion of a broad-based training advisory group, the
“Progressve Educaion Council,” at Navistar's Springfield Plant. This advisory group,
which consisted of representatives of union and management, validated needs and even
solved training related problems, such as improving the dfediveness of the Interadive
Leaning Center. At Rock-Tenn, Katie O’Nelll did such a good job of creding officer
involvement that they wanted to crede their own vision of management development,

rather than one proposed by an external consultant.

Beaoming an expert at managing expedations and being clea about requirements
for success are esential parts of maintaining credibility in a small training department.
Peter Block’s classc book, Flawmess Consulting (1981 provides excdlent guidance on
the aiticd skill of contrading. It helps you to distinguish between what is good business
that can succeal and make a ontribution and what is bad business that is doomed to
falure. In setting expedations or “contrading” with your training customers, it is
esential that you be dea with people who request training about what you can and
cannot do for them, about whether or not training is the right solution to their problem,
and about what they need to do to supdement any training intervention with needed

businessadions to ensure that training has an impad.
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Training alone will rarely improve performance Frequently, it will be necessary to
ensure that clea standards, appropriate tools and job aids, measures of performance and
rewards and incentives are in placeto encourage people to use the skill's, knowledge and
behaviors leaned in training. Gettle's case on Monsanto ill ustrates well how to ensure
that training is integrated with on-the-job performance by using job aids and job
procedures as the training tools. Rogovin's case on Kidder Peabody provides a wonderful
example aout the limits of ethics training in changing behavior when there ae far too
many incentives for people to behave unethicaly. Refer to Robinson and Robinson’s
(1996 Performance Consulting: Moving Beyond Training to help you in analyzing the
business stuation to ensure dl the nealed solutions in addition to training are gplied to

addressany businessproblem.

Determining the Best Resour ce Strategy

One thing is for sure—to be successul in asmall training department, you can not
do everything yourself. Finding and making the best use of resources that are not diredly
under your control is a aiticd competency. You will neal to take alvantage of internal
resources as well as external resources. Interna resources include subjed-matter-experts
(the red workers), other Human Resource professonals, and other internal supgiers who
can help you with everything from assessng neeals, determining priorities, seleding
vendors, designing and developing materials, borrowing training materials, delivering
training, marketing training, providing follow-up coacding and reinforcement to arranging
for training logistics, such as fadlities or required technology to use dternative delivery.
Randy Maxwell and Karen Jost's case on Nortel is an excdlent illustration of using
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internal partners to expand the technologicd capabili ties of atraining unit. While you may
or may not be dharged for using the services of employees in your organization, there is
definitely a st to using internal resources—lost production time while people ae
working on adivities that are not part of their primary work acountabilities. You can use
external resources for many or al of the same adivities listed above, however, you

normally have to pay an explicit feefor outside resources.

How do you deade whether to use inside or outside resources? Several fadors
are important to consider in making the dedsion to use internal or external resources:
time, budget, need for involvement, required expertise, need for outside perspedive,
resource aailability, track record of success and skepticism about work done by
outsiders (“the not-invented-here-syndrome.”) Often it is best to use a @mbination of
internal and external resources in developing and instructing training programs. (See
Table 1 to help you make your resource dedsions.) The cae studies in this book all
provide examples of how to make the most effedive use of your resources. The following
sedions describe in more detail how to work with internal resources (and train non-

trainersto train) and how to work with external consultants.
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Table 1—M aking Resource Choices

Use Internal Resources When

Use External Resources When

Y ou have severe budget constraints
You have time to guide subjed-matter-
experts, develop and test materials.

You nedal spedfic expertise found only
inside your organiz&ion.

Quadlified credible resources are
available and committed to the program.
You want to build sponsorship and
ownership through involvement.

You organizétion can produce high
quality  materials  quickly  and
inexpensively.

The organization tends to mistrust

programs “not invented here.”

Budget is available.

You have little time to develop a
program or materials.

The epertise required is found only
outside of your organization.

Outside resources will have more
credibility as authorities on the subjed.
You nedal a fresh, detached, objedive
outside perspedive.

You lack the cagadty to produce high
quality or technologicdly sophisticaed
materials required.

A relevant proven, tested, credible

program is realily avail able.

Internal Resources. A Train the Trainer Strategy

With a small training department and a large austomer base, you can train a aitica

mass of people in time to med business neeals by training people who are not in the

training department to deliver your programs. These “trainers’ may be other Human
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Resource professonals, line managers, regular employees, or trainers who are dedicaed
to spedfic lines of businessor functions. The caes by Gettle on Monsanto, Balling on
Collagen, O’ Neill on Rock-Tenn, Rogovin on Kidder Peabody, and McCoy on UNum are

all good examples of using non-trainers to train.

Benefits in Training Non-Trainers to Train. There ae many advantages to
developing the training skills of others outside your department. First, increasing
resources who can deliver training allows you to reat more people faster. Seoond,
resources who are dose to the business have the aedibility that comes with business
expertise, and they can tailor the training material to red-life situations and deliver the
training so that it meds the spedfic neals of that business If the target audience works
on different shifts from the training department, utilizing people who work on the shift to
deliver the training meds a aiticd logisticd need. In addition, people have an increased
sense of ownership of training that is taught by one of their people versus smeone from
“an ivory tower.” Furthermore, training employees with subjed-matter-expertise to
deliver programs means that you don’'t have to be an expert in everything. Mike Gettle's
case of the Monsanto Muscatine Plant is an excdlent example of increasing effediveness
and ownership of training and overcoming logisticd challenges of various work shifts by
using technicians in the plant to deliver on-the-job training (OJT). Another excdlent
example of using a train-the-trainer strategy with an exeautive population is Carolyn
Baling's case where she used VPs to introduce ISO cetificaion to al Collagen
employees. Using the VPs as trainers ensured ownership, enhanced credibility, and helped

adiieve an aggressve implementation schedule.
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An additional benefit of training othersto train is that the newly developed trainers
get to lean new skills. Developing training and fadlitation skills can be atremendous
opportunity for non-trainers. One of the best ways to lean about a subjed is to teath
someone dse -- people usualy deepen their expertise in topics that they tead. As the
UNuM case shows, the manager of Unum’s 1-800 Phone Center leaned to be amaster
trainer of Communico’s Magic of Customer Relations telephone skills program, and as a
result she significantly sharpened her ability to satisfy customers as well as her ability to
coach others on their phone skills. Also, improved fadlitation and presentation skill s can

help improve peopl€e' s ahility to lead and influence others outside of training situations.

Challenges in Training Non-Trainers to Train. On the other hand, there ae
some major challenges to training people outside of the training department to become
effedive trainers. First, gaining organizational support for others to do training can be a
challenge in itself. Non-trainers have other priorities besides training—their priority is to
make products or provide support services for these products. It takes time for non-
trainers to lean new skills and then apply those skills in training situations. It may be
difficult to persuade non-trainers to take on additional job responsibilities, espedaly in
downsizing situations when people ae drealy overloaded with the work of others whose

jobs have been cut.

Seoond, it is difficult to asaure the quality and effedivenessof programs that are
taught by people who are not profesgonal trainers. How do you go about identifying
people who are willi ng to tead others and are likely to be dfedive trainers? In general,
line managers have not learned to tead. To those who have never done it, training often

From In Action: Managng the Small Training Saff (ed. Carol P. McCoy). Reprinted
with permisson from ASTD, Alexandria, VA. 12



looks deceptively easy. People may underestimate the required preparation, and
consequently may not bewmme sufficiently familiar with the training material or take
enough time to pradiceto ensure an effedive delivery. Also, subjed-matter-experts may
know so much that they fall into the trap of leduring and answering al the questions

themselves rather than ading as fadlitators who draw on the expertise of the group.

Finaly, getting administrative support for decantralized programs can be a big
challenge. When training is offered by another areg the businessunit may need to provide
administrative support as well as instructors for the programs. Administrative asgstants
who are not in a training department are usualy unfamiliar with the trials, demands,
nuances, and detailed follow up required to ensure that training programs run smoothly. It
takes time & well as edfic knowledge to provide smooth logisticd support to programs.

Y ou nedl to train the alministrative support people & well asthe trainers.

Finding the Right People to Be Your Trainers. So, how do you go about finding
people who would be successul trainers? First, you need to be dea about the aiteriafor
an effedive trainer for a spedfic program. While your spedfic requirements will vary
somewhat, there ae some standard criteria for seleding trainers. A criticd requirement is
knowing enough about a subjed to have aedibility with your target audience For
example, you want to make sure that anyone you choose to tead leadership sKkills is
perceved to be an effedive leader and that anyone who teaders customer service is
known for their skill with customers and their customer-orientation. Often you can ask
the business @onsor or the Human Resource representative from a particular businessto
name the aedible experts. Sometimes you can identify these people based on your own
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observations in and out of the dassoom. In the dassoom, look for people who
demonstrate solid program understanding in training exercises and who show excdlent
presentation skill s when they voluntee to share information or ad as a spokesperson for a
group after a bre&k-out sesgon adivity. Stay attuned to the quality of information people
share with you when you conduct a needs assessnent interview or speek with them in a

casual phone conversation.

Another important requirement is the trainer’s enthusiasm about the subjed and
their desire to tead others about it. Are they willing to put the time and effort into
leaning how to tead a program about a particular subjea? Often people will | et you

know that they would be interested in teading a subjed.

Keys to a Successful Train-the-Trainer Process. Making trainers out of non-
trainers (subjed-matter-experts or SMES) is not easy. There ae, however, a number of
steps that can ensure that employees and managers who lean to tead your programs
succeal in delivering effedive training. First, it is essential that you have a seledion
process and criteria to help you choose the right people who have the aedibility, talent,
and interest in teading a particular subjed. Businesss are often reluctant to part with
their red subjed-matter-experts and may want you to be @ntent with a“warm body” as a
trainer versus the person who would do the best job. You'll need to convince managers
that in the long run, having a qualified SME tead an effedive program has a more
positive impad on the businessthan having an unqualified person provide poorly delivered

training, which ultimately leals to errors, ineffedive businessprocesses and costly rework.
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Next, it is important to provide anyone who teades training with the right tools
and leaning to ensure they succeal. An effedive train-the-trainer process for SMEs
might include the following steps:

1. Clarify the expedations of the training certification process with the SME and the
SME's managers. Let SMEs know that it takes time, effort, skill, and pradice to
beame an effedive trainer. Let them know that not everyone participating in the
certificaion processmay succee in being “certified as atrainer.”

2. Ensure that the SME is exposed to the program prior to teading it. It is helpful to
require that the SME attend the program as a participant in order to understand the
content, flow, leaning dynamics and pitfalls of the program. This may not aways be
possble if the SME needs to tead the pilot program, however, the SME may lean
about the program if they can play a significant role in program design.

3. Provide a tea, user-friendly instructor’'s manual or leader’s guide that explains the
learning objedives, key leaning points, training materials, and training adivities for all
content. In some caes you can use job aids and job procedures if trainers are
providing OJT.

4. Provide a train-the-trainer workshop that teades the gpropriate cntent and
fadlitation skills. Keys to a succesful workshop include aeding a safe and
supportive leaning environment; helping people to assss their own skill |evels as
trainers; providing many opportunities to pradice and improve by videotaping pradice
segments and providing constructive feedbadk and improvement idezs.

5. Observe new trainers and provide cading. One way to do this is to require new

trainers to tead programs with an experienced co-trainer or co-fadlitator who can
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provide on-the-spot coaciing and assstance Trading the program evaluations to
identify areas where new trainers need to improve is another method.

6. Creae a cetified trainer network that alows line trainers and SMES to share ideas
about what works and doesn’'t work in delivering training. Be sure to follow up with
trainers to help them solve any problems they encounter.

7. Reward and reaognize the @ntributions of SMES who contribute to training either as

designers or instructors.

Working Effedively with Outside Resources

There ae many resources outside of your organization who might help you with
training. Outside resources could include nsultants and vendors, graduate students
seeking an internship in HRD, high school or undergraduate students who participate in
work-study programs, and temporary help. You can obtain excdlent services from
students wishing to learn HRD in adion as part of various gudy programs. At UNum, we
recently used a USM graduate student in HRD who wanted some red life company
experience to develop a self-study writing skils module & part of an employee
certificaion progran—we wuld have never made the deadline or kept the budget without
additional free help. Raguel Arnold of Navistar has used graduate students on several

occasions to help with neals assessment and program development.

How can you find outside resources who can help? Keeping a network with other
trainers and HR professonals within your company and other organizaions is a helpful
strategy. You can ask your colleagues for referrals for competent external resources.
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Joining the national American Society for Training and Development (ASTD') and the
locd ASTD chapter can provide you with useful contads. You may find consultants by
attending national or locd conferences. Frequently, training conferences will include
expositions of vendors, who could be future resources for you. ASTD publishes an
consultant diredory, and also maintains an on-line service ASTD On-Line, which can
serve @ another source for consultants. Once you've joined any professona training
organization or attended a training conference, you will be alded to a myriad of mailing
lists. Take time to review the cdalogues, fliers and “junk mail” that you receve becaise
they may include predsely the resource you will need at alater time. Finaly, the internet

may be apossble source of consultants.

If you have the budget, and you know external consultants who have the aedibility
and skill s to get the job done, consultants can be agood way to deliver training. Perhaps
you can score aquick win with an off-the-shelf program. These programs can be helpful
in meding generic skills, such as communicating effedively, managing time, preventing
sexual harassment, managing others, etc. Nunziati’s case on Logited is a good example
of using a generic time management program. Sometimes vendors offer spedal deds on
their programs and alow some anployees to attend their programs for free or a nomina

feein order to build interest.

A key to succesdul use of consultants and vendors is having a well-thought-out

seledion processto ensure that you hire the right one. SeeKatie O’ Neill’s case on Rock

' ASTD, 1640King St., Alexandria, VA 22314 Telephore: 703683-810Q

From In Action: Managng the Small Training Saff (ed. Carol P. McCoy). Reprinted
with permisson from ASTD, Alexandria, VA. 17



Tenn for an excdlent discusson of how to work with consultants. Important steps in

seleding a ansultant to develop a program include the following adions:

1. Locae potential resources and cregde a cadidate list. Having more than one
consultant provides options, a better chanceto get the most cost-effedive solution, the
potential to gain ideas from more than one source, and a badk-up strategy in case your
first choicefalls through for any reason.

2. Creae avendor seledion committee Sharing the responsibility for seleding the right
vendor with the business not only improves your seledion, but it also credes a sense
of businessownership for the training.

3. Crede seledion criteria to help you choose the most appropriate consultant. Criteria
might include expertise, familiarity with your industry, proven trad record, cgpadty of
the company to produce high-quality training materials using a variety of delivery
medanisms, cgpadty to produce training quickly, solvency of the vendor (to ensure
that they last throughout a long program development time), the quality of their
instructors, and your gut fed about how it would be to work with them, etc.

4. Crede arequest for proposa (often referred to as an RFP), which includes design
spedficaions that detail your requirements. (SeeMcCoy, 1993 and Abella, 1986for
more information on design “specs.”)

5. Review proposals and work samples. Make sure that you review written proposals,
and sample training materials to get a fed for the mnsultant’s dyle, approac, and
competence

6. Ched references. It is amazng what you can lean by speging with other people
who have worked with the vendor. It can help you avoid a disastrous dedsion or lean
how to work most effedively with the consultant that you hire.
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7. Med with the finalists, and make sure that you spe&k with the people who will adually
do the work, not just with the sales person. If you are seleding a cnsultant to deliver
training, make sure that you observe the instructor to ensure that they are competent
and that there is a fit with your organization. If you cannot observe them teat alive
program, you can usually observe them on video tape.

8. Negotiate with the @nsultant to ensure that you get the best ded before making your
dedsion. Inoneinstancel had a cnsultant reduce his feeby $40,000in order to bea

out a competitor’s bid.

Hiring the right consultant is only half the battle. When you are short of resources,
it is tempting to think that a consultant will do al the work for you. With customized
programs, consider the time and effort required to manage wnsultants. While consultants
have expertise, they require guidance and monitoring. Unless they understand your
business the cnsultant’s programs won't truly med your business needs. Farewell in
the American Honda cae mentions that he seleded a mnsultant who rode amotorcycle,
and that ongoing communicaion with this consultant helped contribute to his projed’s
success The mnsultant’s contribution varies tremendously depending on how you
manage them. Even though consultants are outside your organization, they should not
appea to be external or out of touch with your organization’s issues and culture. This
may require wnsiderable wading from you. You should not let consultants run loose

throughout your organization. If you have hired them, they represent you.

Some keys to working well with consultants include the following steps. First,
make sure that you creade awell-thought-out contrad that clealy spedfies the roles and
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responsibilities of the mnsultant and your organizaion. Next, it is important to build a
projed plan with regular milestones, and clarify expedations of how you and the
consultant will work together. It is essntial that you provide an orientation and
introduction to your organizaion. For a program to be dfedive, it is important that the
consultant understand and fit within your organizaion's culture. See Nunziati’s case on
Logitedh and O’ Nelll on Rock-Tenn. Be sure that you follow up at significant milestones
to ensure that the consultant is progressng on schedule. Finaly, it is helpful to have a
safety valve and a badk up plan in case the mnsultant fails to mee deal lines or does not

work out as planned.

Maintaining Resilienceand a Positive Attitude

Having a positive dtitude is essential to your success—your attitude dfeds your
ability to think of posshilities, to influence others, to build key partnerships inside and
outside your organization. It also is a source of sustained momentum and energy you will
neal to overcome obstades and the foundation for your mental and physica well-being.
A key challenge in a small training department is fadng al the demands and keeping up
with the constant work pressures without being overwhelmed. Sometimes it is easier to
notice d that you cannot do rather than what you can do. Given the size of the
responsibilities you face you can fed like “atiny sped of dust in the universe” to quote
the words of Ed Asner on the Mary Tyler Moore show. This pitfall of feding of small,
inconsequential and powerless can be particularly compelling if you have previously
worked in a very large HRD department, or if your department has been downsized
significantly.
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A key part of resilience is taking care of yourself so that you have the energy to
work long hours. Carolyn Balling has written a book, Fit to Train (1997, and offers
seminars at various conferences that offer advice on edaing and exercise habits that help
maintain your physica and emotiona hedth. Balling’'s case on Collagen shares sme of
her tips for maintaining her positive outlook. Keeguing a sense of humor is key. In
addition, finding time to do adivities that restore you can go a long way in regenerating
your spirit. Anne Monnin, for example, makes aure that she dlows time to play tennis or
ski, depending on the season. | find that working in my garden and watching or
participating in sports is very restorative for me. If you travel as part of your job, take
advantage of opportunities to lean about different cultures and take in locd sights when
you travel on business For those of you who are open to it, polarity therapy can be a
wonderful way to relax yourself, tap into your credivity, and focus your energy. This
therapy involves a mixture of light massage, working with crystals and a variety of
relaxation techniques.  For more information on polarity therapy, write to the American

Polarity Therapy Association.”

When you're in a small department, it is easy to get into a readive mode in which
you respond to urgent demands for your services and stay in a @nstant state of crisis.
Being in constant crisis can be very exhausting and discouraging—it can lead you to fed
that you aren't making a meaningful contribution becaise you stay focused on short-term

requests versus important longer-term priorities that are not so urgent. Having a longer-

? American Polarity Therapy Association, 2888BIuff Street, Suite 149, Boulder, Colorado 80301 Phore:
3035452080 E-Mail: SATVAHQ @aol.com
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term focus not only helps the organizaion you serve, it also helps you stay true to your
values and priorities. Staying focused on what you want to acamplish and how you can
make adifference versus dwelling on what you cannot do makes a big dfference in your
attitude. On a personal note, my entire outlook on my job at Chase dhanged when an
exeautive in our businessin Brazl told me that he valued my advice and that | would be
much more dfedive if | focused on what | could do rather than what | could not do. This
attitude shift not only helped increase my effedivenessas a wnsultant, it did alot to buoy

my spirits and confidence & well.

Books and workshops can be wonderful ways to refocus yourself on important
goals and to restore needed balance in your life. I've found that reading Robert Fritz,
founder of DMA and author of The Path of Least Resistance Learning to Bemme the
Creative Forcein Your Own Life (Fritz, 1989, and attending his workshops to be helpful
in redizing my aspirations. You can lean to take adions and pu supports in placethat
make it much easier for you to succeeal. Fritz teades the importance of visualizing your
important goals on a daily basis, and taking adions that make it easier for you to focus on
your goals. For example, | was having a hard time working on my previous book partly
becaise | felt tired and my environment distraded me from writing-- my computer was st
up at an uncomfortable desk and chair next to my very comfortable bed. Not unlike many
writers who experience “writer’s block,” | wasted time berating myself for procrastinating.
After taking one of Fritz workshops, | took mental and physicd steps to help redirea
myself back to my goal. First, | visuaized the book being completed and how pleased |
would be: visualizing success made me fed happy and energized. Next | bought an
ergonomic chair and desk and learned to take bre&ks to restore my energy. After those
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changes and leaning to resped my own retural working cycle, | was able to work for

much longer periods. This same principle helped me in my businesswork as well.

Stephen Covey’s books, audio tapes, and workshops also encourage people to
make doices to respond to what’s redly important in their lives versus what is merely
most urgent (seefor example, Covey, 1990. Leaning by listening to audio tapes is a
grea way to change your perspedive or learn new skillswhile traveling. Personaly, | was
very inspired by listening to Covey’s audio tape on First Things First as | drove to work
in the morning. It was a much better way to start the day than listening to the news

disasters of the day and the latest country hits.

Participating in leaning adivities of al types helps to build your skills and gve
you a new perspedive. Stephanie Burns, author of Artistry in Training (Burns, 1996,
advocaes the value of leaning a completely different skill unrelated to your job, such as
learning how to play a musicd instrument or how to sky dive, to kegy your mind sharp, to
build your own flexibility, and to enhance your awareness of what’s involved in the

learning processitself.

One excdlent way to build your sKill's, increase your persona network with others
who have comnmon interests, and refresh your enthusiasm is to spedk at various training
conferences, present courses or workshops at a locd university, and author books and
articles.  Since writing Managng a $nmall HRD Department (McCoy, 1993, | have
spoken about that topic and other topics at locd and national ASTD conferences, at an
International Quality and Productivity Conference and at a locd conference, “Women in
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Management,” sponsored by the University of Southern Maine in Portland. In addition, |
tead Managing Training and Development at the University of Southern Maine's Schoal
of Continuing Education. It's very rewarding for me to share what | know and to lean
from others in the HRD professon. Conneding with people outside of my current
organization keegs me plugged into organizaional and businesstrends, and aso gives me
a broader context for my work. Publishing can be awonderful way to share knowledge
and lean at the same time. 1've enjoyed interviewing and working with other trainers as
part of writing and editing books. Finaly, I've found it enlightening to work with

publishing companies as an HRD expert who reviews potential manuscripts.

Summary

In conclusion, there ae several strategies to ke in mind so you can thrive in a
small training department. First, you need to ensure that you have identified the priority
training neals and that you focus on these priorities. Seand, you neel to take steps to
establish your credibility and build a strong base of support for your efforts by getting to
know the business and creding pertnerships with key players inside your organization.
Third, have aresource strategy, that takes advantage of al potential resources inside and
outside of your organization. This will grealy expand your cgpadty and effedivenessin
providing training support. Finaly, you will get much more done in your work life and
fed much more satisfied and hedthy if you find ways to keep your outlook balanced and

positive, and your adivities focused on your important goals.
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