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Resource Sheet Number 1830
Expert Input to Training

Training must be done by trainers.  This is elementary, but trainers do not necessarily know the subject matter.  How do we reconcile the two?
Subject Experts
These people are totally immersed in the subject.  They are passionate about it, know a lot about it, and are usually keen to transfer their knowledge.  Because they know so much, they are inclined to assume that to understand what they understand; learners have to learn as much as they know.

After so many years living and breathing the subject, they tend to forget that once they themselves knew very little about the subject, but were quite effective with what little they knew, at what little they were expected to do.

They tend to ignore the fact that people new to the profession can be effective in limited areas of work knowing what they NEED to know.

Intense knowledge comes with time.

Knowledge and Concept Comprehension

It is worth just confirming the role that knowledge and comprehension play in training and in effectiveness in the workplace.
Many trainers ignore the role of conceptualisation.  They know that knowledge alone does not make one effective in the workplace.  Take a person working at the Information Booth in a Shopping Centre.  She may know every shop in the Centre and can tell you what they stock down to the last pin.  But she is no use if she is rude and distant.
She has knowledge, but is now lacking in certain affective and psychomotor skills.  Let’s look again at the Cognitive, Psychomotor and Affective domains.
	Cognitive
	Psychomotor
	Affective

	Knowledge (Recalls)
	Repeats
	Is aware

	Comprehension (Comprehends)
	Applies to achieve an end
	Reinforces

	Application (Applies)
	Applies in a new way or  in a new arena
	Promotes

	Analysis (Analyses)
	
	Defends

	Synthesis (Synthesises)
	
	

	Evaluation (Evaluates)
	
	


If you look down the levels under the Cognitive Domain, you see what are commonly called the Levels of Abstraction.  Knowledge is the lowest level of Abstraction and Evaluation is the highest.
Let’s get back to the enquiry lady.  She has to KNOW.  However, she also has to be friendly, warm, polite and have an attitude that the customer id very important.

This does not only mean that she needs Psychomotor skills that go beyond repetition, and that achieve towards an end.  It does also not just mean that she needs Affective skills of awareness, reinforcement, promotion and defence.

She also needs Comprehension of certain key concepts.

Let’s list these concepts.  They are:

1. Shopping Centres are there for the customer and without the customer, there is no business.

2. Customers are always right (based on the retailing credo “The Customer is always right”.

3. Customers are more likely to enjoy shopping (and therefore spend more) when they feel good about themselves.
4. People feel good about themselves when they are perceived as being important.

The important thing about these concepts is that you cannot KNOW a concept.  You have to COMPREHEND it (or understand it).  It does not help to be able to repeat the words of the concept, but you have to be able to put them into practice through your ATTITUDE.  (We’ll skip the enormous subject of opinions, attitudes, values and beliefs for the moment).

Therefore, training an enquiries clerk requires a trainer who has the ability and skills to transfer knowledge, comprehension and conceptualisation.
The General Manager of the shopping centre has all the knowledge, and also understands the concepts, but has he the skills to transfer knowledge and comprehension?

Trainers

The skill of training is a lateral series of skills starting at needs (or gap) analysis, through objectives, design, training, assessment, evaluation and the final link: the demonstration that the evaluation has shown that the needs have been fulfilled.
Training is a logical, meticulous, scientific: - but at the same time, warmly human skill, that enables learners to learn what they need to know.

Please note: training aims at what the learners NEED to know.  Subject Experts without the discipline of training tend to teach what the experts WANT the learners to know.

There’s a big difference.  So big, that it’s bigger than the Encyclopaedia Britannica.

Trainers vs. Experts

Trainers are trainers; and Experts are experts; and both are needed in the training realm.  But, since there is usually a shortage of skills in training, do you train an expert to train, or get a trainer and use the expert to supply the NEEDED (not wanted) knowledge?

The answer is: it depends on the situation.

The short answer is, trainers often become better at training with the help of experts, than experts become good trainers.
Why?

The expert is always tempted to assume the basic knowledge.  The trainer will never make those sort of assumptions.  Experts are also impatient, and less dedicated to sequential development than the trainer.  The expert is too immersed, the trainer is detached.

The expert makes an excellent coach and mentor; you would NEVER consider a trainer for the jobs of coaching and mentoring.

So what do you do?

Generally, you need to create a team that consists of trainer and subject matter expert.  What often works well, it that the trainer does all the work, consulting with the subject matter expert every step of the way.
What happens in a training course when a learner asks a technical question that the trainer cannot answer?

Easy – the trainer says, “I don’t know, let me get the Subject Matter Expert on the phone right now.”

How can the learners respect the trainer who is not a subject matter expert?

The learners rarely ever know what the knowledge and capacity of the trainer is.  What is more, they rarely care.  They should be too busy learning.

Remember:

Learning is a two-way exercise:
Trainers train and learners learn.  No amount of training will train a learner who is unable or unwilling to learn.

Remember also: that humility means trainability.  If the learner is too arrogant to learn with a trainer, don’t train that learner; send the learner to a trainer of the learner’s choice.
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