DOES NOT LEAD TO FIELD PERFORMANCE
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the learner sees the rationale for the use of the computer
and its link to their ultimate success versus surviving a
six-hour tech-driven explanation of the inner workings of
the computer.

¥ Learners must see themselves in the new role,

For business purposes, computers no longer offer a
competitive advantage, they are ubiquitous, and changes in
speed and hard drive size are no longer earth shattering.
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redlistic scenarios in which they can experience
success, or learn from failure.

¥ When testing, avoid giving the learner optionsthat
are obviously right or wrong. Create possibilities that will
highlight the slim and difficult to explain nuances and
organizational expectations of the job. Having four
answers that are technically correct, two of which are
close, but only one that meets cultural and organizational
muster is a powerful learning tool that creates true
understanding versus rote recitation.

¥ Understand what the new hire needs now to be successful,
then plan for additional learning®as appropriate. Punishing
new hires by making them sip from a fire hose makes no
sense from an educational viewpoint and can lead to
retention issues when learning leads to frustration versus
empowerment.

¥ Hnally, cut the talking heads. If it is necessary for the new
hires to meet marketing, senior sales, finance, etc., create
a social venue for this purpose and keep the classroom
face time to aminimum.The president taking time to talk
about the progression of the company serves a purpose
setting context and vision. Having the marketing teams
for every product take one to two days of training time to
cover the minutia of their products serves no purpose
since the appropriate amount of data should already be in
the learning. Are there creative ways to accomplish face
time without negatively impacting training?Yes. Take the
time to discover the right approach for your culture.
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THE REAL WORLD.

Information management has created very tight and well-
defined pathways for data movement that are present in all
major companies and therefore have also lost their power
for competitive advantage. What then is the only true
competitive advantage any organization has true control
over? The speed at which an organization efficiently and
effectively creates competence in the sales force is the true
competitive advantage. While your competitor alows its
sales force to learn by trial and error, your sales force can be
posting veteran sales figures in half the time. While your
competitor® sales force returns from training ready to learn
how it@really done, your people hit the ground running and
experience success.

When customers recognize the quality of your people
regardless of tenure, then you have competitive advantage.

Andy Hartnett is a Cettified Performance Technologist and
President of Symmetry Consulting, Inc., an organization
dynamics and human performance consulting firm located
in Downingtown, PA. He is President-Electfor the Greater
Philadelphia Chapter of ASTDand a former board member
and President of SPBT. For more information, visit
<www .symmetryconsulting.org>.
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espite investing a significant portion of their annual

budgets in training, many organizations still fail to

prepare salespersonnel with the skills and confidence

neededto move product, market sha, or other indices
consistent with revenue generation. Instead, organizations
leawe it up to new, inexperienced leamers to wade through
boxes of manuals,tech reports, product profiles, competitive
profiles, etc.N and then expect the new hire to use that
information effectively in making a sale.

Organizations fail to integrate product training with their
sales process or, if thisintegration does occur, they fail to take
into account the context in which the sales occur.
Organizations conduct sales
training, computer training, and
product training in silos, instead
of creating multilayered training
scenarios that look and feel like

performance requirements and the standards by which
performance will be measured. This includes not just
knowledge or technical skills but cultural approach to
customers, business decision-making criteria, competencies,
and, most importantly, behaviors. Behaviors?

Yes, behaviors take competencies and break them down
into discrete pieces of datathe leamer can use to enhance,
change, or grow skills.|t@the datathat is necessay to counsel
a new hire and seasoned employee regarding the same
competency. A wide range of employees can be held to a
competency, but the expected and allowed behaviors will vary
with tenure,skill, etc.,and thesedifferencesshould be explicit.

Add all this GtuffO to
trainingE why they@ never get
out of training! Actually, the

“The transition from the best training is attained when

we strip away much of the

the real world. The student cy7rent state to tb@f%t?xﬁ”e Sldte present day approaches to

receives their manuals, comesto
the home office for centralized
testing and training, and then
returns to the work site to

has traditionally been

training and deliver only core,
business-aligned data and
experiences. Does every pro-
duct need a half-day marketing

relearn the data in the context MﬂdéV@SﬂWl&lt@d, Mﬂd@?’St&ljfed presentation from the product

of their dayto-day routine.

manager? No. Does computer

This approach leaves em- 777/ inadequa[ely addressecd.” training need to be separated

ployees unprepared and uncom-
fortable in their ability to
perform in their new roles. Even
more dangerous for the organ-
ization is the lack of confidence
that is created in the product, company, sales processi or all
threeN when the new hire fails to perform to their
expectations in the real world. No program will create battle-
hardened sales professionals from neophytes, but it can
reduce the shock phase that reduces efficacy during the initial
entry into their sales environment.

Any training program that exists in a company in which the
sales managers can say,@o to training and we@ show how to
really do it when you get back(s a program that, at the least, is
misunderstood and, at the worst,is completely out of alignment
with the business goals and objectives of the organization.

For people to continue to develop, they must have, in
addition to knowledge, skills linked to successful
performance, the ability to self-assess, an understanding of the
culture in which they perform, etc. This level of preparation
cannot occur in asilo.

Sdes executives, aong with their training and
development personnel, need to articulate precise job

—Bill Veltrop

from roleplaying? Never. The
learner should receive the data,
skills, and attributes necessary
for success, not mastery over
minutia that in no way
supports the critical role of revenue generation your sales
force provides the organization.
Some quick steps that can enhance the learning and
revenue generation of sales personnel:
¥ Product knowledge must be woven into al training. While
reviewing the cal reporting system, where does product
knowledge make sense? How about reviewing a client
profile and then integrating the product knowledge
necessary to understand and plan future calls on thisclient?
¥ Give only baseline product knowledge. What is baseline?
Baseline is that knowledge necessary to gather and utilize
other knowledge and skills. Baseline is not an anatomy
and physiology text, it is specific chapters or even pages
that allow the learner to understand and find information
as needed.
¥ Technical training, such as computer skills, should be
woven into the roleplays and learning activities in a
manner that allows for just-intime learning. In this way,
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