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Executive Summary

If there is one Achilles heel to a small to mid-sized business, it’s without a
doubt employee training.

Everyone “knows” that employee training is important, but most see it
as an expense and not an investment, in terms of both money and time.

The “expense” of training, when done properly, is actually an investment
in your business that can pay back many times over. Many business own-
ers forget the expenses of poorly trained staff: turnover, poor production
quality and volume, distraction of other staff for help, redoing incorrect
work and so on. The time put into training can be viewed similarly: when
spent effectively, it can be incredibly profitable.

According to a study done by The Training Magazine in 2001, businesses
that spent about $273 per employee annually on training averaged a 7%
voluntary turnover rate whereas businesses that spent about $218 per
employee annually averaged a 16% voluntary turnover rate. According to
a study of 540 businesses done in 1998 by the American Society of Train-
ing and Development (ASTD), those that invested more in training earned
a 37% higher gross profit per employee.

The numbers are there and the studies are crystal clear — companies that
invest in employee training have higher productivity, revenue and profit
growth that do not.

The question should not be if business owners should invest in formal
job training, but how. How can they get the best return on investment on

their training funds?

That is the subject of this whitepaper.
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The Challenge

Employee training can and should teach the employee exactly how to do
the job and stand on it’s own, thereby drastically reducing “on-the-fly”
training, which is a burden to everyone involved. If your employee train-
ing programs alone don’t result in 100% proficient employees, you have
an inefficient training system. With such a system, your company will suf-
fer from high turnover, low production, slow growth, low employee mo-
rale, inter-office conflicts and other frustrating side effects.

According to studies, businesses that invest in more training, enjoy higher
profits per employee. But employee training is almost an afterthought to
many small and mid-sized businesses...why?

Because most employee training methods don’t work. Studies show the
importance of employee training, but very few companies can get a pow-
erful employee training program up and running.

There are five deadly mistakes many small business make with their em-
ployee training:

Employee Training Mistake #1
Most employee training programs consist solely of on-the-job training.

It takes a long time for new employees to understand their jobs, it is very
annoying to the existing staff who need to teach the new employees, you
can’t quantify the new employees’ knowledge or skill level as you don’t
know what’s being covered and what isn’t, you can’t quantify the transfer
of skills and you can’t get consistent results as there is no standard curric-
ulum -- it’s whatever the employees teaching the jobs remember to say.

An employee training program with only on-the-job training will be a con-
stant aggravation for everyone involved and it promotes the new employ-
ee to carry forward another’s confusions and misunderstandings.

Employee Training Mistake #2
One of the most fundamental failures of most employee training pro-
grams is that they don’t clarify key, specialized words.

When someone steps into a new job, he usually has little or no under-
standing of the company or industry. Even people who are industry veter-
ans often have fundamental misunderstandings about certain aspects of
their industries.

When you don’t understand various words, you won’t correctly under-
stand the sentences. If you don’t correctly understand sentences, you
won’t correctly understand paragraphs. If you don’t correctly understand
paragraphs, you won’t correctly understand pages.

By the end of studying a training manual in which you found many misun-
derstood words, who knows what you would and wouldn’t understand.
You’'d have a drastically different view of the subject or activity than the
authors—the people who are trying to communicate to you the attitudes,
ideas, and actions that they found most beneficial or successful for the
job the new employee is learning.

A good analogy for this would be shooting a bow and arrow. If you’re go-
ing to try and hit a bulls-eye fifty feet away, you’re going to need to launch
the arrow with perfect precision—with just enough force and at just the
right angle. If you are off by a few inches of pull or by a degree or two of
angle, you could end up missing the target by many feet.

When you’re trying to learn something, the “bulls-eye” is full conceptual
understanding with no confusion and the ability to immediately do it.

Not understanding key words of the job causes varying degrees of confu-
sion regarding the product or industry and actually causes the employelel
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to withdraw from the job. Why is that? Well confusion and misunder-
standings are uncomfortable. Have you ever read a highly technical paper
that was full of terms you didn’t understand? Did you make it through it?
How did you feel while reading it?

This same effect occurs on the job. When the person is surrounded by
little things that he doesn’t understand, he will find it hard to focus on the
job and be efficient. It’s simply an observable fact. Surprisingly enough,
we’ve increased people’s ability to do their jobs just by clarifying all the
key, specialized words they heard and used every day. We’ve had multi-
year veterans shocked how many misconceptions and wrong assump-
tions they had due to never formally defining the key words.

If you aren’t clarifying the key words employees hear and use for every
job you train people on, your training will fail.

Employee Training Mistake #3
Most employee training materials aren’t based on how the experts actu-
ally do the job.

The first thing anyone involved in training employees must realize is that
the training alone should result in an employee who is 100% proficient at
his job. Employee training does not exist simply to “introduce” employees
to the job or industry or to “make employees feel good” or anything other
than to effectively teach the entire job to an employee, resulting in his
ability to do it with 100% proficiency.

When your employee training can’t produce 100% proficient employees,
hiring new employees becomes a chore of considerable magnitude. How
are you supposed to rapidly expand a company that can’t rapidly turn
new hires into valuable producers?

Training programs have to be built from the knowledge of the people who

do it best. In essence, if you want everyone to be as productive as your
top producers, you have to “clone” those individuals.

Employee Training Mistake #4

Most employee training materials are created without a workable model
to govern exactly which information is needed and how it should be pre-
sented and taught.

Training materials have to be complete in information, taking a new hire
from knowing nothing about his job, to becoming an expert, just like your
top producers. The information has to be easily understood, well ordered
and presented, so the new hire can achieve complete understanding on
a gradient basis.

Gathering the right information and supplying just enough to do the job
—not too much or too little—is a science unto itself and many employee
training programs fail due to having too much or too little information
provided.

Employee Training Mistake #5
Rarely do employee training programs ever include drills that allow the
employee to practice until he’s perfect.

One of the most important parts of our employee training program is
the drilling. A drill is an exercise that teaches key information and actions
through repetition. This is a pretty technical piece of building employee
training programs. There is a very specific and workable set of drills that
can be used to teach anything. They are used not only in the educational
fields but even the military.

It’s obvious that you can’t simply hand someone a manual full of details
on how to perform a job and expect it to sink in. Each sequence of actions
must be crafted into drills to allow the employee to practice it.
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The Solution

Keeping in mind the points where most employee training programs fail,
our Rapid ROI™ training system is built on principles that work, leaving
out all those things which don’t. This will save you money and time, those
things which should be your biggest concern.

Accelerated Training Solutions’ employee training programs can be ap-
plied to any job, rapidly creating 100% proficient employees who know
their jobs cold, leaving out the stress on your existing employees and lines.

By isolating which things don’t work in employee training, we were able
to bring about a training system that is very straightforward. Bringing you
the results that you deserve and desire, while leaving out all the things
you don’t.

Our training programs are classroom based and instructor led, giving your
employees the chance to study on their own pace, eliminating “on-the-
job” training.

Let’s take a look at some of the unique tools we use to build exceptional
training programs.

Rapid ROI™ tool #1: Study Guides

A study guide is an ordered list of training steps for the employee to fol-
low. It lists every policy he is to read, every essay he is to write and every
drill he is to do in the order they are to be done in.

The study guide allows for the material to be studied on the correct gradi-
ent. This means learning the basic things first and gradually moving into
more complex things.

Rapid ROI™ tool #2: Policies

When we speak of policies, we mean the principles evolved and issued
by top management for a specific activity to guide planning and actions.
They are the laws that add up to group agreement.

Policies evolve from group experience and reflect the successful actions
of the job and organization.

Every training program must be based on written policies on the theory
of the job and how to do it. The policies are the final word—they explain
things exactly as they’re meant to be understood and show exactly how
the job is to be done. Written policies eliminate the highly unpredictable
“he-said-she-said” method of teaching.

Rapid ROI™ tool #3: Essays and Practicals

When you have an employee read a policy, it is very important that he
fully understands it and how the data applies to his job. Some people are
very active mentally when they read; they are consciously thinking with
the material as they read and ensure they fully understand it. Most are
not, however.

One way we address this is by having the person write essays that have
him explain why things are done a certain way, or have him give examples
of his experiences with what he’s studying, or have him explain certain
things in his own words. The key is that it forces him to think with the data
he read.

We also create practicals that simulate real-life circumstances and ask
him to solve the hypothetical problem using the tolls he has read.



WHITE PAPER: CUSTOM EMPLOYEE TRAINING FOR SMALL AND MID-SIZED BUSINESSES

Rapid ROI™ tool #4: Drills

This is where our training system really shines. Drilling is the only way to
ensure an employee truly understands the specialized words, functions
and processes of his job. This applies to any job, no matter how simple it
seems at first.

Practice makes perfect. Drills let the employee practice the job exactly as
it would be done and therefore build competence. You won’t find another
training method out there that utilizes drills like we do.

Rapid ROI™ tool #5: Final Practicals and Implementation Program

By the end of our training programs, the employee fully understands the
“how’s and why’s” of the job and has drilled them until he knows them
cold. The last piece of the training puzzle is an on-the-job component.
This is where final practicals and an implementation program come in.

Final practicals and implementation programs have the employee apply
what he has learned live on the job, under the watch of an expert. If the
employee learned how to handle 20 different situations in training, he
would be expected to handle all 20, live on the job, to satisfactory results.
Once he has done that, you know he can handle the job on his own.

This on-the-job aspect, also called an apprenticeship, goes very quickly
once all the prior training and drilling has been completed. A smooth ap-
prenticeship requires that the other work be done first, and this is why
on-the-job training fails when done as the one and only step.

Rapid ROI™ tool #6: The Company Trainer

The final piece of the training puzzle is correctly delivering the training,
and this is the Company Trainers’s responsibility. The Company Trainer
doesn’t have to be an expert at the jobs taught by the training materi-
als—he must be an expert at getting people to understand their training
materials.

When your employee training is built properly, all the answers to how the
job is done are found within it. The Company Trainer then specializes in
ensuring the employee understands his training materials, not in teaching
the specific jobs.

There is a very specific way that employee training must be delivered, and
if this isn’t done correctly, the best training in the world can be utterly in-
effective. Our Company Trainer Course was built by our best trainers who
have personally graduated thousands of employees on our programs.
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Case Study #1

In 2003, Consumer Energy Solutions Inc. - one of the nation’s largest en-

ergy consulting firms - was facing a crisis: the Do Not Call Registry. As
. . . $500,000 -
they were a residential sales force, their leads shrunk by as much as
70% in some markets. Their solution was a transition from residential to »450,000 1
commercial sales, posing a daunting challenge. The only way they could >400,000 -
make the transition was by having a sales training solution that effectively $350,000 -
taught their people how to sell commercial programs. $300,000 - o
m Before Training
$250,000 - for T
- - . . A ini
The training Accelerated Training Solutions put together consisted of $200,000 - s Atter Training
two modules: the first was an introduction to the energy industry, key $150,000 -
word drilling, script and Q&A sheets, extensive sales call drills, actual call $100,000 -
reviews and more. The second module a customized sales training pro- $50,000 -
gram that taught the fundamental technology and psychology of success- ' s
ful selling. This course has a comprehensive suite of drills, practicals and

hands-on exercises to ensure that the salesperson has a high enough level
of understanding to immediately implement what he or she has learned.

The results were astonishing. We took 4 weeks worth of their sales pri-
or to starting the training program and 4 weeks after completion. A test
group consisting of 25 people, went from closing 775 deals in 4 weeks to
closing 1,737 deals in 4 weeks. 100% of the people increased their num-
bers. Their average increase in individual production was 126%.

We also followed up with a 90 day retention study, taking 100 people as
a subject. Out of these 100 people, 7 stayed before the training program.
After Accelerated Training Solutions’ training program, 50 out of 100
stayed. The retention was an impressive seven times higher afterwards.
Prior to this training program implementation, Consumer Energy Solu-
tions was losing close to $500,000 per year on turnover costs. This includ-
ed about $150,000 spend on hiring advertisements alone. After training,
the annual turnover cost was reduced to an incredible $50,000.
Annual Turnover Costs
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Case Study #2

The second case study was done at Measurable Solutions, one of
the largest physical therapy consulting firms in the nation. Their pub-
lic contact division required a training program for their lead genera-
tors. The lead generators were calling past reaches and making cold
calls, as well as handling incoming new reaches. Their purpose was

Course Sales

42

to enlighten the prospect on what Measurable Solutions could offer 37

them and get them interested enough to talk to a sales person. Their

purpose was to provide the actual sales people with qualified pros- 32

pects, who were already reaching for Measurable Solutions’ services. / \ /

27
We built them a custom sales training lineup not unlike the program fea-
tured in case study #1: an introduction to the industry and company, key

/\
word drilling, scripting, question and objection handling, sales drills and *
more.
17 / v

We compared 4 months worth of statistics before the implementation of
the training program in June 2007 with 4 months after June. Measurable 12
Solutions’ public contact division realized a 67% increase in sales in the 4 Feb-07  Mar07  Apr07  May-07  Jun07  Juh07  Aug07  Sep07  Oct-07
months after the implementation of the training program.
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» Conclusion

You can have a powerful employee training program that will reduce
stress, turnover and burnout, increase production and morale and create
loyal, dedicated employees who care.

If you think investing in your employees by training them on how to do
their jobs and watching them leave is expensive, compare it to not train-

ing them and watching them stay.

It’s proven that good training, well delivered, can generate an incredible
ROI. Period.
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