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Turning Learning Into Action™ 
How to get more out of every tra ining dol lar 
The Manager ’s Role in Train ing 
 
Ef fect iveness of Training 
American industr ies annual ly  spend more than 
$100 bi l l ion on tra in ing ,  but only 10 to 30% of 
th is  expenditure is  actua l ly transferred into 
resu lts back in the workplace .  This is  according 
to a report written by Baldwin and Ford in 1992, 
and reconf irmed by Ford and Weissbein in 1997. 
 
Austra l ian companies spend $4 bi l l ion dol lars 
annual ly  on tra in ing ,  and in most cases probably 
90% of th is  money is  wasted.  
 
Inst inct ive ly ,  most execut ives know that current 
tra in ing programs are not achiev ing the resu lts ,  
even i f  they don’t  have measurable resu lts .  
 
After a good tra in ing program part ic ipants are 
insp ired and committed to making changes and 
adopt ing the new sk i l l s .  Indeed, most courses 
now make i t  easy for part ic ipants .  They recap 
each day of the program emphas is ing what ’s  
important ,  get part ic ipants involved, use d i f ferent 
learn ing sty les a l l  through the program, and f in ish 
the process with an act ion p lan that everyone 
completes .  
 
Yet ,  despite tra in ing program improvements over 
recent years ,  how many tra in ing fo lders are 
gather ing dust under the desks in of f ices a l l  
around the country ,  and have never been opened 
aga in s ince the tra in ing program? 
 
Behavioural Change 
The f i rst  step to overcoming th is  waste of 
corporate t ime and money is  to understand the 
key d i f ference between the in format ion and 
knowledge component of learn ing and the 
behavioura l  change component .  

 
When tra in ing departments trans it ioned from 
tra in ing to learn ing and development th is  was a 
step in the r ight d irect ion . The sk i l l s  and 
knowledge p iece of learn ing could be descr ibed 
as the tra in ing component .  Chalk and ta lk for 
tra in ing had proven to be very inef fect ive , so the 
sty le was changed to become more interact ive .  
Dif ferent accelerated learn ing techniques were 
introduced, and courses were des igned to 
address d i f ferent learn ing sty les and preferences .  
Al l  of th is  was an attempt to increase the 
ef fect iveness of tra in ing .  I t  certa in ly helped, but 
the fundamenta l  issue remains ,  that behavioura l  
change rare ly takes p lace on a two-day tra in ing 
course .  St i l l  today ,  investment by most 
companies is  a lmost exc lus ive ly in sk i l l s  and 
knowledge, not behavioura l  change. 
 
Pre and Post Training 
I agree with Broad and Newstrom who in their  
book, Transfer of Tra in ing (1992) ,  demonstrate 
how each p layer -  the manager ,  the part ic ipant 
and the tra iner -  have important ro les to p lay 
before and after the tra in ing process .  I t  shows 
that what is  most in f luent ia l  for the successfu l  
transfer of tra in ing back into the work p lace is  
the manager ’s  ro le and the part ic ipant ’s  ro le 
before the event ,  and then the manager ’s  ro le 
after the event .  
 
However ,  I  be l ieve other important quest ions 
st i l l  need to be ra ised. 
 
Consider -  to what extent do your managers 
work with part ic ipants before a tra in ing program 
to c lar i fy  expectat ions and the outcomes that are 
required? 
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While gett ing the pre-course process correct 
is very valuable, and because it is relat ively 
s imple most companies are now doing this 
by s imply including pre- 
work mater ia l  and pre-work d iscuss ions with the 
manager and th is  does indeed impact on the 
success  
of a tra in ing course .  But ,  I  be l ieve the rea l  gold is  
ava i lab le after the tra in ing course .  
 
Why Not the Manager?  

I  be l ieve that Broad and Newstrom’s assumption 
that i t ’ s  only the managers who can in f luence the 
behavioura l  changes back in the work p lace is  
obsolete .  Yes ,  they are on hand, but they are 
rare ly best p laced to support candidates .  In fact ,  
in many cases ,  I  would suggest that the manager 
is  the last person who should be chosen to 
support candidates back in the work p lace , 
especia l ly  cons ider ing what makes behavioura l  
change successfu l .  
 
So let ’s  take a look at what happens when 
indiv iduals return from tra in ing courses and use 
th is  to understand the impact of the ro le of the 
manager .  They have learnt some new sk i l l s  that 
are re levant to them in their  ro le and wi l l  create 
better resu lts for them i f  implemented. They are 
insp ired and br imming with enthus iasm and 
committed to doing th ings d i f ferent ly .  
Then what happens? There is  an inbox fu l l  of  
emai ls  to answer ,  the work load has p i led up 
whi le they were away. Pr ior i t ies sh i f t  and, 
a l though they had c leared the decks to the best 
of the ir  ab i l i ty ,  they are now snowed under 
aga in .  The immediate focus moves from new 
ideas to f i re f ight ing .  Their  t ime and energy is  in 
fu l l  demand. Their  manager wants to see them, 
their  team needs them. The tra in ing fo lder gets 
put as ide…. they ’ l l  get to i t  later in the week. 
 
So can the manager intervene at th is  stage and 
save the day? The expectat ion is  that the 

manager wi l l  s i t  down with the part ic ipants and 
rev iew the course ,  what they learnt and what 
they need to do di f ferent ly .    
 
In many cases managers are too busy to s i t  down 
with part ic ipants post a tra in ing course .  They 
want the tra in ing to be implemented, but the 
constra ints and pressures of the current 
environment means that these very important ,  
but not urgent ,  meet ings rare ly happen.  
 
Lack of t ime is  b lamed for many problems in the 
work p lace today .  However ,  I  be l ieve one of the 
reasons that managers rare ly f ind t ime to have 
such meet ings is  that they know the meet ings 
rare ly get the required resu lts ,  and they ’re r ight .  
A s ing le meet ing wi l l  not get the required 
resu lts ,  the fo l low up needs to be cons istent 
over a per iod of t ime.  
 
Why is  i t  that when a fo l low up meet ing does 
happen managers are st i l l  inef fect ive?  
 
How Behavioural Change Occurs 
Behavioura l  change doesn’t  happen quick ly ,  i t  
happens over a per iod of t ime. The level of 
change required by the indiv idual  depends on the 
sk i l l s  or knowledge being implemented. For 
example ,  with tra in ing that is  non-emotional ,  
such as systems and procedures ,  the behaviour is  
re lat ive ly easy to change. I t ’ s  a log ica l  thought 
process and rare ly involves an indiv idual ’s  be l ie f  
system. However ,  i f  you’re ta lk ing about team 
bui ld ing sk i l l s ,  communicat ion , sa les and 
leadersh ip ,  these require a h igher level of 
personal commitment to change and for the 
indiv idual  to operate beyond a surface level of 
change.  
 
The model below shows that resu lts  are created 
by behaviours ;  and behaviours are created by our 
thoughts and fee l ings .  Thoughts and fee l ings are 
often shaped by bel ie fs  and va lues .  
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Behaviours can be changed by purely focus ing on 
the behaviour i tse l f ,  but i t ’ s  much eas ier and 
more ef f ic ient to look at the thoughts and 
fee l ings above the l ine .   
 
Address ing va lues ,  bel ie fs  and fears means the 
behaviours usual ly  change very rapid ly .  
 
Managers and Behavioural Change 
The quest ion that needs to be asked is  how wel l  
tra ined are managers to d iscuss chal lenges to 
implementat ion with employees at a 
th ink ing/ fee l ing leve l?  
 
Even i f  some managers do have the abi l i ty to 
have a qual i ty coaching sty le conversat ion , how 
many employees would be wi l l ing to s i t  down 
and discuss their  fears openly with their  
manager? By most employees i t  would be 
cons idered inappropr iate indeed. This is  
part icu lar ly  d i f f icu lt  i f  the manager is  involved in 
the process of decid ing which employee gets the 
next promotion. 
  
Non-Manageria l  Support 
I  bel ieve that for the reasons of t ime, sk i l l s  and 
appropr iateness ,  managers are not best p laced to 
support ind iv iduals once they return to the work 
p lace post a tra in ing program.   
 
So what can be done to support and help 
part ic ipants implement post tra in ing what they 

have learnt ,  i f  we cons ider that managers are not 
the people best p laced to do so? 
 
I  be l ieve corporat ions have a rea l  need to 
address th is  behavioura l  change p iece . Options 
inc lude: 
 
• Create an internal  team of implementat ion 

specia l i s ts  who are tra ined to work with 
indiv iduals one on one after the tra in ing 
process .  These can be from human resources 
or from other departments .  

 
• Encourage indiv iduals to buddy up with other 

learners on their  course and provide them 
with a structured process to work through 
post tra in ing .  
The process could inc lude a ser ies of br ie f ings 
with speci f ic  quest ions to add ref lect ion and 
learn ing .  

 
• Outsource the support required by 

indiv iduals post the tra in ing process .   
• Uti l i se ‘e- learn ing ’  systems to create an 

accountabi l i ty  process post learn ing events .  
 
• Raise the awareness of part ic ipants to the 

chal lenges they face with implementat ion post 
tra in ing courses and of fer se l f -coaching 
exerc ises to support act ion p lans created in 
the tra in ing program. 

 
• Create mater ia ls  and job a ids that help with 

ref lect ion and learn ing post a tra in ing course . 
  
For a l l  of  the processes above managers do have 
a ro le in support ing the part ic ipants .  Also , 
involvement of the managers in the decis ion of 
which process to choose ensures their  fu l l  
support .   
 
I  be l ieve that together you and your management 
team can reverse the trend of wasted tra in ing 
dol lars and begin to maximise your investment .  I  
wish you wel l  as you take steps to turn learn ing ,  
with in your organisat ion , into act ion .  

Feelings 

Thoughts 

Beliefs         Values 
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RESULTS 
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Unseen 
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Emma Weber 
Lever – Transfer of Learn ing 
CEO & Founder 
 
Lever –Transfer of Learn ing  is  leading the f ie ld of 
learn ing transfer specia l i s ts  who are support ing 
companies to meet their  needs and turn learn ing 
into act ion. Lever of fers both advisory or 
implementat ion consultat ions ,  not of fer ing 
tra in ing i tse l f ,  but working a longs ide current 
tra in ing programs. Serv ices inc lude face-to-face 
br ie f ings ,  te lephone act ion sess ions .  Each serv ice 
is  ta i lored for the indiv idual c l ient .  To ta lk to a 
Learn ing Transfer specia l i s t  to d iscuss your 
current tra in ing programs please ca l l  our of f ice 
on 02 8221 8833 and ask to speak to Emma 
Weber .  
.  


