Implementing training within the workplace 
By Andre du Toit of Lodgeical Consulting

On-going training is a crucial element of operating in today’s competitive lodge industry, not to mention satisfying the ever growing expectations of the global traveler. External consultants and trainers will provide you with the professional push but your staff on the ground will have to keep the momentum going, writes Andre du Toit of Lodgeical Consulting.

The fundamental purpose of training is the transfer of knowledge from those who have it, to those who don’t. Just having those skills however is not enough. The trainer must have the ability to impart their knowledge in a way that is understandable to the learner and in a manner that makes the learning process fun and interactive. Lodge managers and supervisors are the ones that need to master the training process as they are the ones on the ground. They should be guided by professionals with on the ground operational experience combined with teaching knowledge. 

Ultimately though, they need to adopt a basic training strategy:

DEFINING THE NEED FOR TRAINING – The first sign of need is when there is a gap between what the employee can do and what they should be able to do. Expansion of services, menus or new technology/ equipment would always require new training. Unsatisfactory performance levels can be effectively corrected by training. Regular performance appraisals will highlight the need for individual training needs.

PREPARING YOURSELF - As with anything preparing yourself is of primary importance. Knowing the job backwards is not enough to leap into a training session. You need to decide how much information is required by the learner. Set a series of dates by which you need to achieve certain skill levels. Break the job down into teachable sections and write down key points. Make use of props and make sure you have the necessary equipment and materials. Have some novel ways to get certain points across and prepare to make it interactive.

PREPARING THE TRAINEES – Not everybody likes the idea of training. They may have a fear of learning. It is best to put learners at ease by letting them know of the intended training session, what the purpose of the training is, how it is going to be conducted and how they will benefit from it.

ESTABLISH CURRENT SKILL LEVEL – A lot of time can be wasted if an appraisal is not carried out. Observe your staff in the workplace, ask questions to test their knowledge, ask them what they would like to achieve or where they think their weaknesses are. Often we think we know more than we actually do! Refresher courses are effective, but staff will be more motivated if you give them new skills that they can practice. Keep staff hungry for knowledge and self improvement.

PRESENTATION- There are three types of learners: Visual (learn by seeing), Auditory (learn by listening) and Tactile (learn by doing).Presenting must be an interactive session in order to hold the attention of your learners. Explain and wherever possible demonstrate what has to be done and how. Often you will be dealing with different learner abilities so it is important to be clear, thorough and patient. Move along step by step and encourage questions. 

UNDERSTANDING – The best way to identify understanding is to have the task demonstrated to you by the learner. Let them explain to the class at the same time. Doing and verbalizing the new skill will help it sink in. If an error is made, use that moment to correct and drive home certain points. We constantly learn from our mistakes. The trick is not to repeat them! 

PRACTICE – Once the learners have an understanding of the new task, it is time to practice. Use mock-ups and role plays to build confidence, speed and accuracy. Use a ‘building’ approach for progressive learning. That is, once they have mastered separate tasks, get them to link them and practice them jointly. E.g. taking an order, making a cappuccino and serving it to a seated guest. Three separate tasks completed as one. Depending on the learner ability you may need to break the making of a cappuccino into three learning 

stages.

PERFORMANCE – Once you are happy with the new skills mastered by your staff put them on the stage. There must always be someone at hand to help in the early stages to reassure and compliment well executed tasks and check that the new skills are completed thoroughly and to the desired level. Retrain wherever necessary. A thorough job done in the beginning will give your staff the confidence to go the extra mile and ensure that less and less coaching required – until you raise the bar again!

Training is a ‘must’. Growing the skill base of loyal staff members is thoroughly rewarding. The results of focused training become defined as ‘moments of magic’, as guests experience your new levels of service excellence. Provide your staff with the ultimate tool – TRAINING!
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