Training Is Broken:
Here’s How to Fix It
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Training Today

In a recent Harvard Business Review article, Steve Glaveski surveys the mess that is modern workplace
training. According to Training Industry, in 2018, businesses spent approximately $355.2 billion on training
programs for employees, split $166.8 billion for North America and $199.3 billion for the rest of the world.
Judging by the survey results Glaveski unearths, trainers have many frustrated customers:

* 75% of managers across the surveyed organizations were dissatisfied with their
training results. As the survey authors state, “For the most part, the learning

doesn’t lead to better organizational performance, because people soon revert
to their old ways of doing things.”

» 70% of employees lack mastery of necessary job skills, according to Gartner.
e Only 12% of trainees apply what they learn to their job.

e Only 25% of respondents to a McKinsey study thought their training improved
business performance.



Most existing training programs are terribly ing
Everyone is taught at a set time; everyone ig



















Training for most employees occurs in a lecture-style format, usually in-person or via webinar, either when software/hard-
ware is deployed or upgraded, or when someone in authority realizes a critical mass of employees are deficient in a skill.
Depending on the budget, the organization either imposes the training burden on an existing employee or it hires an
external training firm. This approach poses several problems:

a. As noted above, trainees forget 75% of new material within six days if it goes unused. Good instruction must
anticipate and correct for that fact. Training should incorporate “refresher” exercises soon after initial training to cement
knowledge of the material. This could be done in the form of “post-training” exercises that trainees do and which the
trainer reviews with them. Hands-on training—in the case of software, following along with the instructor—helps trainees
retain learned skills. “Cheat sheets” or pictographic guides allow trainees to refresh themselves when skills are called
for. Without “going through the motions,” being corrected where appropriate, and possessing “study guides” when the
challenge arrives “in real life,” trainees understandably walk away with an ever-diminishing reservoir of knowledge.

b. Trainers must understand their trainees’ environment. A trainer pulled from other internal responsibilities has a
few advantages when training co-workers. They know what it's like to work in the trainees’ legal organization. They know,
or should know, the firm’s software/hardware infrastructure. And, they are probably sufficiently “tech-savvy” to learn the
new skills. An internal employee-trainer also suffers from several deficiencies. This person is not a teacher and just
because they know something or can learn it, doesn’t mean they can instruct others effectively. If the employee-trainer
possesses an IT background they may relate poorly to the “user” side, as opposed to their typical “administrator” side, of
technology and the workflows that the law firm uses. Finally, if the employee-trainer is someone whose time would
otherwise be dedicated to client work, that employee’s productivity and billable work suffers because they are asked to
wear two wildly different hats, and they are unlikely to be relieved of client responsibilities when training duties are
added. Consequently, neither assignment achieves its full potential.

External trainers with legal experience mitigate these issues. They know how law firms work. Their job is training; they
know how to teach. Good external trainers can easily speak to both users and IT to educate firms on efficient workflows
that benefit everyone. They talk with trainees about their challenges and, with the end-goal in mind, move a trainee from
a convoluted process or work-around to a seamless experience that makes the task simpler to complete.



6. Understand that
trainees are not
infinite sponges.

The most common training in legal organizations occurs at or near
an employee’s first day of work. Some of this is necessary—how
one enters time, uses the phone/intercom system, or lookups
case files and documents, for example. However, the bulk of what
remains need not be presented immediately upon hire. The first
day of a new job is overwhelming enough—meeting people, new
hire paperwork, et cetera, without bombarding the new hire with
training they won’t remember. In this respect, new hire training is a
red herring—you think you are doing something productive when
it's really just lost in the sea of the “first day frenzy.” Your goals are
noble, and your heart is in the right place, but there’s only so
much new employees can absorb out of the gate.

To borrow a childhood game example, top-notch new hire training
should look more like a ladder than a chute. New hires should not
be force-fed a bunch of technology skills as they are “sliding out
the chute” at the end of a very hectic first day or first week.
Excellent new hiring training occurs over weeks, step by step or
rung by rung up the ladder. As the new employee becomes ever
more acclimated to their environment, new questions arise, which
a regularly appearing trainer could happily answer at a time
relevant to the employee when he/she can remember it; perhaps
cover one program per week, with ample time in each session for
review and questions.

New hires need training, even on “everyday programs” like Micro-
soft Office or Adobe Acrobat, things most hires have been exposed
to but likely never taught. Remember, today’s “wandering mouse
clicker” doesn’t teach someone how to work effectively; at best,
someone learns an inefficient approach and, at worst, something
that will make their work both slower and more difficult. But the
calendar should not dictate new hire training. As outlined above,
effective, and therefore efficient, training is delivered at the right
time, for the relevant task, in a way that makes it memorable. The
first day of work meets none of these requirements.






