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MY BOSS DIDN´T COME AND THE TRAINING IS GONE!
Complicity or Failure!

“You should have invited my boss to this seminar, clamored a
participant, in a conversation with the Training Department
Manager!”

“How can we change anything if the “source of the problem” is
not present?”

More and more we believe that training is made of examples and
that the absence of management represents, not only a lack of
commitment to change, but also and mainly, an enormous
obstacle to any type of result assessment.

This article will exploit three important aspects in the
development of training programs: The consequences of
management absence, which can be done to ensure the
presence of both, superior and subordinate (simultaneous or not)
and how this “complicity” potentializes the desired results.



CONSEQUENCES OF ABSENCE

As we said previously, there is no better training program than
one initiated by management itself, through example. It´s not
enough to say, you must do it, and do it always ... Increasingly the
subordinates describe their superiors as “Do as I say not as I do.”
There is no trust that resists this type of posture. Additionally, it is
not enough for management to authorize the “budget”; which
alone, does not represent commitment to results.

The “return problems” are another serious consequence; occur
upon the return of subordinates who, full of gas, seek to apply
what they saw and meet management that do not really
understand what is being said or proposed, demonstrating
indifference to the learning process; consequently the proposal is
rejected and subordinates get demotivated, who end up feeling
like “ugly duckling.”

Considering that more and more the development process of
subordinates is in the hands of relevant management; the
absence of management in programs with the presence of
subordinates may be interpreted as lack of interest for this or
that element, relegating him/her to the limbo.

Training programs focus, most of times on “what to do”, leaving
the “how to do” part to be covered, which certainly gets very
complicated without the presence of relevant management. The
change ends up being left for “after” the event and almost never
takes place.



PRESENCE FACILITATORS

The following observations may make the presence of
management easier at training programs in which subordinates
also take part.

The informal environment of a training program, where
everybody gets less defensive, may be the ideal moment for the
manager to give “that” feedback to subordinate. It is a great
opportunity for a more authentic and true communication; And
why not, bidirectional?

Quick changes will be accomplished more easily when all
“characters” of the process experience together the same
situation; communications are more uniform, obstacles are
analyzed by the whole group. The motivation of one feeds the
other’s etc.

Training is a competitive differential accepted by everybody; the
executive who believes on this must invest his time in this “type
of activity”; even more, he must show that training is also work
and part of personal and organizational growth.

Every change contains the so called conditioning (superior) and
conditioned (subordinate) factors. How can any change take
place if both are not together, pulling in the same direction?



Subordinates tend to relate better to superiors who “step down
from their pedestal”, who do not use the power of their position
to get results, especially when the nature of such results demand
group actions.

CONCLUSION

We would like to finish up with a suggestion that may seem naive 
or simplistic to most people.

Our experience shows that few superiors resist to an invitation of 
a subordinate to participate in a program together. You, 
subordinate, have already tried this? When you did it, did you 
really show conviction? Did you present tangible/quantified 
arguments? 

How about trying one more time?

The reader may ask, and the title of the article? Wouldn’t it be 
the case to make this training unit responsible for requesting 
management to give the example, through their presence? We 
truly don’t believe so, at least in first instance.

Would you like an example? Imagine a training program of a 
Director and relevant Secretary; who should invite the Director?

To wrap up, what will be the best testimony as to the training 
really having produced any result? The “Boss”, Subordinate or 
T&D unit?



TRAINING: TO APPRAISE IT IS NECESSARY TO KNOW 
WHAT YOUR CLIENT’s EXPECTATIONS!!

WHAT HAVE WE BEEN DOING?

ACT 1: You, Training Manager of “PROFITCENTER” company
receive a request from an internal client, the Commercial
Superintendence, to externally hire a Negotiation training
program.

ACT 2: You, External Consultant, receive a call from Training
Management of “PROFITCENTER” company, requesting a
proposal for a Negotiation program.

What may be the outputs or consequences common to both
requests?

•Training management and external consultant are going to work
over a need, sometimes, without being able to question it before
the requestor (Commercial Superintendence);
•More than that without being able to establish a relation with
other complementary needs, known or not, from Commercial
Superintendence;
•Both will be reacting to a situation ( and not proacting)
•Once Training Management doesn´t want to take chances, they
will ask the price to “10” Consultancies, seeking to “broaden the
number of options.”
•Mostly these options result in External Consultancies with
uneven qualitative levels because the search is based on
“Google´s indications”. This favors quantity and not necessarily
quality.



• Aware of the fact that price will be the most important criteria
for bidding many External Consultancies may not even send their
proposals; while others will present mediocre or standard ones in
order to offer a more competitive cost.
• After receiving proposals, considering it will be difficult for
Training to read all of them thoroughly, the focus will probably be
placed on the lowest price, novelty or the emphasis of “WI”
(whose indication it was).
• Once the proposal was requested by Commercial
Superintendence, through the Training Department, there may
be a certain difficulty on part of the External Consultancy to
obtain information to customize its proposal and adequate it to
the internal client´s business. After all, there is always the
“problem” of territorial borders on each side of the players
involved.

The reader must have noticed that, in the “model” presented,
everybody loses:

Commercial Superintendence, Training Department and External
Consultancy.

WHAT CAN WE DO?

What we are going to defend, below, is a new relationship 
process we called  “Consultative Training”.



In this approach, the external consultant assumes an active
posture in the relationship. It is not enough to only assess the
client´s needs, because he, many times, may not know exactly
the best option for his problem. This attribution is the External
Consultant´s, who must try to deeply aware of the company and
market in which the client operates. He must question the needs
presented and assist the client in identifying those that haven’t
been listed yet.

The External Consultancy that acts based on “Consultative
Training” does not sell solutions simply containing the lowest
price when compared to those of the competition.
It sells SOLUTIONS TO CLIENT´S PROBLEMS, both current and

future. More than that, it proves that its solution proposals are
the best ones, through the assessment of results.

External Consultant must possess multidisciplinary knowledge,
capacity to listen and question the client in order to determine
his real needs and become fully aware of the situation. Showing
himself as a partner to the client is the only way to develop a
long lasting relationship, based on mutual trust. Recent studies
performed by BD WEC (Brazilian Training Data Bank) identified
“knowledge of the organization” as the second factor of
fidelization of companies towards their External Consultancies;
only behind “quality of work”.

DIFFERENTIALS 

What would be the differentials of Consultative training?



• Multidisciplinary Participation: External Consultant, Internal
Client and T&D together in all stages of the process.
• Generation of Trust: The investment in time, by the External
Consultancy, to know the company, the posture of T&D as a
“Solution Provider” and not as a controlling agent, contribute to
an environment of trust and long term vision.
• Focus on Client´s Needs: Identification of demands verified or
not by him.
• Focus on Results: Pre and post-event activities to set targets and
assess the results attained.
• Connectivity: Define programs that can attend to, as a whole,
many areas of the company
• Proactivity: Identification of potential problems and proposal of
solutions through training or other complementary approaches.
• Singularity: Proposal of customized solutions arising from deep
knowledge of client´s business by External Consultancy.
• Absence of Pressure: Considering there is no single
product/service to be “pushed” to the Client, he does not feel the
pressure that many times characterizes the relationship with
External Consultancies.

DISADVANTADGES

"Consultative training” has some disadvantages that may not be
disconsidered:

üDemands greater talent and time on part of External
Consultancies and T&D;
üRequires previous inquiry about the Client and, consequently, a
considerable amount of investment, without any guarantee of
return;



üDemands a multidisciplinary vision of Client-Company's
business, not always available in External Consultancies.

OUR CONCLUSIONS

• “Consultative training” is the shortest path for any organization
away from the “sameness” that may be characterized in its
Corporate Education process.
• The Internal Client will be better assisted.
• The training area more respected.
• The External Consultancy will optimize its performance.
• The work, as a whole, will produce better results to the
business.

FINALLY, THE REAL NEED OF THE INTERNAL CLIENT WILL BE
CLEARER AND, CONSEQUENTLY, WHAT MUST BE ASSESSED.

MYTHS AND MISCONCEPTIONS ABOUT ROI IN 

TRAINING

THE PROBLEM

In these post-crisis times, all areas within the organizations are
worried to prove “unequivocally” their contribution to the
financial results of the company. For some – sales, finance, and
production – it’s easy. For others, to produce evidence of this
contribution translates into an enormous challenge. The HR area
finds itself in the second group.



The famous calculation of return on investment in HR reached its
apex more than thirty years ago. It is possible to find literature on
this subject written after the 60's of last century (even though it
seems to us that the first document on this subject was written in
1935). In other words, for many years it has been defended the
thesis that HR can, eventually, prove to be a Profit Center. But it is
in "skimpy times” that such question comes to surface even
more.

Worried with being able to financially express the result of their
actions, T&D managers dust off their shelves and re-read classics
such as Hamblin, Magger, Kirkpatrick and Jack Phillips. It is
common that many people regain their enthusiasm with the
ideas of Dr. Jac Fitz-enz, author of some of the best known
academic materials on ROI in training. Let us see what Fitz-ens
affirms about the assessment of training results:

"The objective of an assessment effort, valid and reliable, which
attributes a specific value to the result of a training program is
simply this: demonstrate the probable correlation between the
training event and a subsequent change of quality, productivity,
sales or service.

The methodology must imply the following: ΨDƛǾŜƴthe established
conditions, and assuming that other factors are the same, the
observed effect is, most likely, result of ǘǊŀƛƴƛƴƎΩ.

Before starting to previously censor the subject, note that the
principle of ceteris paribus (all the rest being the same) is the
basic foundation to all 'proof' attempts. And it is precisely the
presupposition that sustains all business planning and their later
assessment.έ



That is, to prove the thesis that it is possible to appraise training
results in extremely financial terms, the author proposes an
artifice widely used in modeling exercises. Create a closed
system, isolated from the influence of any other variable that is
not the one being studied. It works in theory, but in practice, it is
fruit of an inference that will hardly deserve any credit.

I do not mean, with this, to say that it is impossible to assess the
financial return rate of some T&D actions. If we add all costs of a
Sales training (direct or indirect) and divide them by the
additional result obtained in a given period after training,
perhaps we may attribute the resulting effect to the work done.
But how can this be accomplished with training on “Ethics and
Social Responsibility”? To sum up the costs is easy, but how to
assess financially the product resulting from this training?

Based on Borges-Andrade (in my opinion, the best Brazilian
researcher on this subject) I can state that all experiences
performed to determine the final value of T&D actions are scarce
and inconclusive. Great evolution has been made in the
assessment of processes, but little has been done to actually
measure the results.

POSSIBLE SOLUTION ALTERNATIVES

It has been defended that it will always be possible to assess the
results of a training action. But not always such result will be
expressed financially. So, what to do? Give up measuring results?
Of course not.



First of all, it is necessary to internally agree on what is being
measured. An interesting lead on how to do it is supplied by
marketing area. To assess the effectiveness of your marketing
actions, a company may resort to several indicators: market
share, brand retention, customer preference and satisfaction
amongst others. Having done for many years the messianic task
of cathequesis, marketing professionals have proven to
organizations that this group of indicators expresses marketing
effectiveness. Sales volume expresses an efficient sales action.

To be very sincere, I seldom see T&D area agreeing with its
internal client on the expected result for the action to be
implemented. What we want to achieve at the end of such
training:

a) Performance changes for each participant?
b) Performance changes in the group of trainees?

In the first case, the assessment will have to be based on
program content. In the second, it shall attempt to observe group
behavior. This is only an example of what T&D should discuss
prior to thinking of assessing results.

In practical terms I suggest that, before commencing a process
for assessing the results of training actions, you should answer
the following questions:



a) Why measure?

If the only motivation is trying to save your neck from a possible
cut of personnel, be careful. It may backfire, and you may end up
convincing your superiors that the investment in training has not
resulted in effective financial contribution to the business. This
would not be a problem in normal times, after all, this is not the
only reason why companies train their staff. But in post-crisis
times, it can be an excellent justification for a deeper cut of
personnel and an economy apparently more substantial.

As my partner and mentor - Costacurta Junqueira – says: “it is still
worth pointing out that the training area image is not always the
most positive one.” Programs oriented exclusively in “fun”,
entertainment, reconciliation or creation of social networks
certainly do not contribute for improving this image”. Think
carefully about what you have been doing before starting a new
internal campaign for measuring results.

a) What to measure?

As we said before, in some cases it is possible to associate a
training action to financial indicators. But not always. Only for
analogy’s sake, think about the following: what is the financial
value of happiness? Being this the greatest objective of a human
being, can the reaching of such goal be measured in dollars or
reais?

That is why, once again inspired by Borges-Andrade, I propose 5
dimensions to be assessed:



- Reactions
- Learning
- Behavior in the position
- Changes provoked within the organization
- Final value

These dimensions compose what the author calls – inspired by
Hamblin – MORE (model of integrated and summative
assessment). Kirkpatrick mentions 4 levels, Jack Philips presents
you a fifth one. If you intend to use them, no problem. What
cannot be done is to start a process without knowing what is to
be assessed.

c) How to measure?

That everything can be measured, there is no doubt. Even though
there is no such table or scale for that purpose, it is not difficult
to assess customer’s level of satisfaction towards our products
and services. It is done through indicators that everyone agrees
expresses the greatness of what one seeks to evaluate. In other
words, measuring means to compare the result attained with the
planned objective.

That is also how we must work in training. Depending on the
action’s intent, it is possible to select indicator that Express if
objectives have or have not been reached. But consensus is
necessary regarding these indicators, otherwise, their validity will
be questioned and it may be discredited. It is also fundamental
that we do not fall into the temptation of measuring "a"
intending to measure "b". Enjoying a product does not mean you
intend to purchase it. I love ice cream, but in my current diet I
cannot even conceive having it.



It is important to remember that there are two types of
assessment: for processes and for products. Like everything else
in life,, to measure both is essential to assessing training
effectiveness.

But let´s not forget the “golden rule”: the desired results define
the forms of assessment. The other way around does not work.

d) What to do with the results?

My suggestion is pragmatic.

Proclaim them all over the place. Showing that we are not
necessarily a Profit Center, but that we are giving an effective
contribution so the organization can generate positive results,
mainly in a socially responsible and ethically defensible manner.

But what if the results are not as positive as we thought? Let´s
remember there is only one reason for measuring things: to
improve them. If we are not performing as intended, it is
important to investigate what must be done to revert such
situation.

e) Are there risks involved?

Always. But the risk of keeping the perception of T&D area as a
black box is much greater. The most important here is to “sell
internally” the Idea that T&D contributions are not necessarily
expressed in financial terms. Many are the currencies used by the
organization to assess efficiency, efficacy and effectiveness of
their actions.



Do not let yourself fall into the trap that "everything that matters
is money". We should always remember Peter Drucker who used
to say that profit is only one of the indicators of a company´s
competence.

I think that answering these five questions is essential to start
thinking about implementing a result assessment system for T&D
actions. But it is worth asking another simple question. You,
training professional, have already inquired your internal client as
to his perception of "result" for a training action? Is it possible
that the currency used by your client to assess his services is
financial return? I really don´t think so!
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