Training - It’s Not Over Until It’s Over                          
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Do you have a favorite spectator team sport?   Maybe it is soccer or football or baseball or basketball or hockey or cricket or beach volley ball.  Have you ever been to a sporting contest when your favorite team is winning until near the very end?  They are doing a great job of executing and suddenly something happens!  Your favorite team falls apart while the other side has a burst of energy and they pull victory from the jaws of defeat.  You are disappointed and maybe even devastated.  Your team put in so much practice and hard work but, they did not finish and they lost at the very end.  You realize once again that, it’s not over until it’s over.
Training is a lot like a team sporting event.  It’s not over until it’s over.  Picture this scenario.  You are Janet Jones the facilitator and the preparation for your training goes smoothly.  A needs assessment is administered and skill inventories are used to identify skill gaps.  You deliver the training and the group is excited to learn.  The learners are involved in problem solving and deep discussion while discovering differing points of view.  Significant skill-practice, assessment, feedback, teach-backs, and your skillful guidance as the facilitator ensure that learning is occurring.  The smile sheet is administered at the end and the result shows learning and true happiness.  The participants’ celebrate as they depart the classroom with a smile.  They intend to change their behavior and apply what they have learned.  Mission accomplished.  You have succeeded.  
Wait a minute………it’s not over.  Three months later in the work setting, only a few of the participants have actually changed their behavior.
What went wrong and what else can be done to influence results?
Certainly, Janet and the participants seemed to do all the right things during the classroom learning scenario. There is even significant evidence that learning occurred as planned. The participants even indicated they would change their behavior.  But it was not over!  The smile sheet does not have the last say.  It is not a measure of the final results.  It is only the initial reaction to all the planning, hard work, and effort that has transpired to that point in time.  So where did Janet go wrong?  What else can she do to influence the performance outcome in the work setting?  How can she stretch performance beyond the smile sheet?  Allow me to offer three realistic possibilities.
1) The ghost in the training room walls.  If the walls in training rooms around the world could talk, here is what they would say.  Ineffective habits are a key reason that performers do not change their behavior in the work setting.  Ineffective habits are the ghosts that linger in the walls of training sessions around the world.  They are a major barrier to performance, yet during learning engagements they are ignored as though they do not exist.  Habits have very little to do with know-how or skill.  Habits are the way people go about performing tasks or activities.  This includes the demeanor or the manner of behavior.  People are sometimes unaware of their habits and how they may affect desired outcomes.  A few examples may clarify the picture. 

· An executive consistently waits until the last minute to communicate meeting date, time and agenda for the upcoming week’s staff meeting. 

· A supervisor uses email to communicate with her individual team members regarding performance issues. 

· A service writer at an automobile dealership consistently fails to notify customers when repairs will take a few hours longer than promised. 

· While standing around the meal staging area, a waiter or waitress in a restaurant avoids eye contact with customers (who need something) at their assigned tables.

· A physician and nurse discuss a patient’s medical condition in an elevator while other people, including visitors, are present.

· An administrative clerk leaves a file with confidential information open on a counter top for anyone to see.

Unless habits are addressed directly, people have a tendency to do what they have always done, the way they have always done it.  Ineffective habits should have a place on the training agenda. Participants should address them, discuss them, and make a commitment to setting them aside.  By asking participants to identify ineffective habits during a training engagement, we allow them to discover this shortcoming and make a commitment to do something about it.  We put these habits on the table for everyone to see and discuss in a positive way.  We can also consolidate these habits and communicate this to the client as a means of gaining follow-up support to address these habits.
2) The invisible partner.  A training solution that is not aligned with a business partner is a training solution likely headed for failure.  The most significant influence on performance results is the client and the immediate supervisor of the participants.  As we have opportunities to engage these important partners, we must learn how to educate them regarding their role.  We must continuously develop strategies to get them involved so that they actively reinforce the desired behavior change.  The operating phrase for this is, “active management reinforcement”.  This is the major challenge for the training profession.  Every training department should be actively engaged in developing strategies that will work in their organization.  It is a goal that can succeed when the right attention and effort is placed on it. 
3) Beyond the smile sheets.  If you are a facilitator or instructor, please don’t hate me for what I am about to say.  Maybe we rely too much on the smile sheet to evaluate the performance of facilitators and instructors.  Other competencies should also be considered and given an appropriate weighting along with the smile sheet results.  Here are just a few for consideration:

· Effective partnering with sponsors and clients 

· Creating effective unconventional design and delivery methods to take advantage of state of the art learning and delivery methodologies
· Creating transfer strategies that successfully engage clients and supervisors in active management reinforcement of the desired behavior change
These are just a few.  I have more, but that’s for a later article.  Some facilitators and instructors may not be in a position to influence these type measures.  When this is true, consideration should be given to cross train them into a broader role.  We want to give them greater insight into the larger performance picture so they can become a stronger partner in solving the behavior change issue.  The idea is to provide incentive and opportunities to influence results beyond the smile sheet so that training makes the ultimate contribution intended.
Before I say goodbye
It is imperative that we think beyond the smile sheet.  Of course, thinking is not enough, we must also act.  Successful change usually begins with looking at an issue or problem in a different way and thinking deeply about it.  When we are truly open to alternatives and we think deeply about it, we soon discover practical solutions that will achieve our goals in ways we never thought about before.  Action begins with a thought.  What are you thinking?  What will you do?
As I sign off, please allow me to say, I hope you are happy with this article.  I also hope you begin trying new approaches to influence behavior change in the work setting.      : - )
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