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I
sn’t it amazing how seemingly inconsequential decisions and events may turn out
to make monumental differences in our lives? This is equally true for organiza-

tions as for individuals. Not too long ago, one of our clients decided to run some
data analyses on the relationship between tenure—how long sales associates had
been in the job—and sales results. Concerned by relatively high turnover among
sales associates and convinced that the longer one sells, the more one sells, senior
management had decided to invest several million dollars in a “tenure program” to
retain sales personnel. To verify the precise impact of tenure on sales, our client ana-
lyzed the existing sales data on the full population of 48,000 sales associates whose
tenure in the position ran from three months to 45 years.

Imagine her surprise when the analysis turned up the following results: Overall,
tenure accounted for only 1.6 percent of the variance in sales. After two years in the
job, tenure accounted for a mere 0.8 percent of the variance. In other words, length
of time in the sales job had almost no effect on sales. 

Obviously amazed—everyone in the company “knew” that the longer one sold,
the better one did—our client crunched the numbers several different ways, all end-
ing up with the same results. Based on the data, the only sane conclusion was that
tenure did not predict or determine sales success. With some trepidation, she apolo-
getically presented her findings to management. Shock . . . disbelief . . . aggressive
questioning . . . and a host of explanations followed. The fallout was incredibly dra-
matic, and now—two years later—there is an entirely different approach to per-
formance improvement decision making in that organization. Our client has
received recognition and greatly increased authority with respect to how new train-
ing and performance enhancement initiatives are selected. The organization has also
made a strong commitment to metrics and data-based decision making. Overall,
the company is emerging as a recognized industry leader in terms of learning and
performance.
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Why are we opening the Beyond Training Ain’t Performance Fieldbook with this
story? Well, for two reasons. First, we wanted to emphasize the wonderful potential
that exists for you to make a huge difference to your organization by taking small,
yet very vital performance consulting steps. You can powerfully affect desired out-
comes beyond a default solution when performance isn’t quite right by focusing on
what really matters (obviously not tenure in our example), despite all the organiza-
tional lore to support traditional decision making. And second, to share with you
what we have experienced—a dramatic and unexpected result from what was an
almost lighthearted decision we made several years ago. At that time we responded
to a conference request for proposals with a presentation submission titled “Telling
Ain’t Training.” The session was a success. Designed for a modest audience, we ended
up with more than 500 participants who sat on the floor and stood in every avail-
able space, all practically pressed cheek to jowl. It was a “happening.” From that
event, the initial interactive presentation evolved into workshops, books, confer-
ences, and a host of exciting outcomes. We have received dozens of emails and let-
ters from around the globe with reports of how the Ain’t books have led to major
changes and results in various organizations—from military and high tech, to coffee-
houses, public education, and even early-childhood learning practices. We are
humbled and astounded.

The lesson for all of us is not only that small decisions and actions can have
powerful, unforeseen consequences. It is also that if we leverage these decisions and
actions carefully, we can increase their impact even more. This realization leads us
very naturally into the reason for creating this fourth Ain’t book, the Beyond
Training Ain’t Performance Fieldbook.

The original Training Ain’t Performance has received positive response from
reviewers and reader-users. But as was true of its predecessor, Telling Ain’t Training,
a persistent theme from correspondents has been, “Thanks, but I want more. Help
me and my team turn this book into something we can use to become better at
human performance improvement. Give us additional practical tools we can apply
in our organization.” 

Well, you asked for it; you got it. Beyond Training Ain’t Performance Fieldbook is a
true fieldbook because it takes you to the next level in improving workplace perform-
ance. By “you,” we mean training practitioners and professionals; new or aspiring per-
formance consultants; managers of training groups; human resource development,
human resource management, organizational development/effectiveness specialists;
and all managers concerned with achieving valued results from people. Even if we
haven’t mentioned your specialty or position, if you seek to help people attain results
that you, they, and all stakeholders value, we’re thinking of and writing for you. Step
inside this Fieldbook. Lay aside your preconceived notions. Let’s work together to
achieve these bottom-line successes we all desire.

viii
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How the Book Is Structured

Speaking of working together, while we, as authors, are responsible for the contents
of this Beyond Training Ain’t Performance Fieldbook, we are also part of a team.
Together we have crafted this volume as follows:

� There are 15 chapters that contain tools, techniques, guidelines, and
strategies to help you apply the principles that appeared in the book
Training Ain’t Performance (published by ASTD in 2004). In most chapters,
we summarize and occasionally comment on or enlarge upon principles
from chapters of Training Ain’t Performance. Most chapters end with a
summary of key points and suggestions for applying content and tools.

� We use three icons that you will encounter frequently. They are

which signals a reference to some part of Training Ain’t Performance.

which identifies key things you can do to transform yourself. It is
an encouragement for you to try this on your own.

which accompanies ideas for transforming your training/performance
improvement group. Where you see this icon, we’re suggesting an
activity in which everyone can participate.

� To make this Fieldbook truly application oriented, we provide a CD-ROM
containing electronic copies of the assessments, exercises, exhibits, figures,
tables, and worksheets that appear in the book. They are in PDF format so
you can display them in group presentations or print out copies for meet-
ings, training sessions, and project work. You will need Adobe Acrobat or
Acrobat Reader software to open these files. If you don’t have this software,
go to www.adobe.com for a free download of Acrobat Reader.
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Training Ain’t Performance opened with a case study titled “Show Me the Money.”
What quickly became apparent from the two characters, Melvyn and Marna, is

that the former exhibited all the normal behaviors of a successful bank loan officer
and Marna appeared to be a bit odd in the role. Melvyn was neat, careful, knowl-
edgeable, motivated, and punctual, and displayed all the other attributes that most
of us believe accompany workplace success. Marna was casual in her dressing,
frequently late to work, had some loan defaults, and was not always available at the
bank. We know this doesn’t look good.

But wait. What is it that the bank wants? Is it good behavior and neat appear-
ance or more profitable loans and higher revenues? Looking at the details of that
case, of course we figure out pretty easily that Marna, with the bigger and more
profitable loan portfolio, is the better performer. But in the real world, what we dis-
cover is that behavior and appearance frequently trump results. Although we know
what the right answer is in a specific case, somehow we often give into appearance
and what seems to be organizationally acceptable—form over function.
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Introduction:
Why Beyond Training Ain’t Performance?

Chapter 1

This introductory chapter 

� emphasizes the distinction between knowing and doing
� guides you on easing yourself and your organization out of the

training mentality toward a more productive performance orientation

� points out the limits to doing it on your own

� helps with the initial steps of bringing others aboard on your journey
to performance

� prepares you to institutionalize what Training Ain’t Performance
recommends

� states the mission of the Beyond Training Ain’t Performance Fieldbook
and makes a “worthy” promise to you.



It Ain’t Always Easy

Why is it that making things happen when we know what is right is so difficult?
Several reasons:

1. Knowing ain’t doing. How is it that we can be part of an ongoing event,
know that something is wrong, and still play along? Here are two recent
examples from our own experience:

• The scene: Positronics, a high-tech company, is desperate to increase com-
prehensive solution sales. To this end it has launched a marketing and sales
campaign for its new product, FlexGrowth. As a client company’s needs
change and grow, FlexGrowth adapts with them. The client pays only for
what it needs, but Positronics builds in the potential to scale up, scale down,
or move in any direction the client requires. Contracting for FlexGrowth
doesn’t just buy equipment and/or software; it buys the client adaptive, flexi-
ble information technology infrastructure that seamlessly and effortlessly
“flexes” with the needs of the client. It offers capacity and performance with-
out unnecessary investment, and it includes strategizing with Positronics on
an ongoing basis. It sounds great, but sales are unimpressive. The company
concludes that more sales training is needed. The problem: In our investiga-
tions we discovered that the sales representatives were not very confident
that the company could deliver as advertised. FlexGrowth was not directly
integrated into their sales quotas and compensation. Customers weren’t
getting the concept. Competition had a sharper-edged approach. So what to
do? The proposed solution: After a lengthy survey pointing out all of these
problems, and others, management’s decision was to provide more training
to the salesforce, even though every one of them had already been through
several iterations of FlexGrowth training. It hadn’t worked before, but
conventional wisdom suggested that we try it again, this time with the
admonition to “Do a better job. Make the training stick!”

• The scene: À la Mode is a retail boutique clothing chain positioned as a
buyer’s total clothing consultant: “You feel so at home with our clothing
consultants that you’ll want to return again and again.” The problem:
Repeat business is down. Management has determined that the main
reason is “lack of customer engagement” that should result in a complete
quality experience. Whereas the company’s proposed solution was training
on quality customer engagement, our analysis clearly indicated that the
concept of “quality customer engagement” was not universally understood.
To some employees (even among management), it meant “a personalized,
caring, empathic, conversation during the sales transaction.” To others, it
encompassed engagement from the moment a shopper entered the bou-
tique until he or she left it. Another group viewed “customer engagement”
as continuing beyond the time spent in the store (via phone calls, emails).

2
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Our investigations turned up customer concerns with what they perceived
as restrictive sales promotions and a less advantageous frequent-buyer pro-
gram compared with that of the competition. The proposed solution:
Training on quality customer engagement gained consensus, even among
the retailer’s training team who had demonstrated in a workshop using
hypothetical cases that they knew it was not the way to go. 

It’s oh-so difficult to apply what we know to what we do, often despite
concrete data displayed before our eyes. In this Fieldbook we will return to this
problem many times and work on strategies and tactics to unite our percep-
tions with our actions—our knowing with our doing.

2. I don’t know where to start. Who are you and how did you get here? People
in your position most commonly come from another field, and you were great
at what you did there. You communicated well. Suddenly, you’re part of a new
team, probably within the training or human resources development (HRD)
group. The expectation seems to be that you will impart what you know to
others. So you train. But you see that training ain’t performance. You hear
other people suggest applying other interventions. But which ones? And how?
Or maybe you are a training professional and you’re good at it. How do you
step beyond the training arena? How do you avoid traipsing into other profes-
sionals’ territories (for example, human resources, organizational development,
organizational effectiveness, or management)? Excellent questions. And in
both, or other, cases, you may be wondering what gives you the right to step
in and say “no” to what your supervisors or clients believe should be done.
What’s your authority? Where do you begin? Once again, these are highly
relevant questions and concerns. 

To reassure you, Beyond Training Ain’t Performance is not just a fieldbook.
It is also a guidebook. Many people have been in the same position as you,
raising the same perplexing issues. The short answer to all of these questions is
that you have one mission: to help your clients (the direct-contact people with
whom you work) and your organization achieve results they value. How you
do it will become increasingly clear as you work through the remaining
chapters of this book.

3. Is this something I can do on my own? Probably not alone. You can—and
we sincerely hope will—be a key driver and catalyst for transforming the organi-
zation from a training-fixated entity to one that understands the difference
between virtuous activity and bottom-line results. And through your efforts,
your insight, and especially the data you gather, you will help build a team to
make it happen. In this Fieldbook we present you with exercises and “projects”
to do on your own. When you have these experiences under your belt, we
recommend how to work with colleagues and clients to spread the word.



4. What do I do to bring others aboard? By sharing ideas, cases, and successes
and by easing your colleagues and clients into a new mode of thinking, you
gain allies. Remember, we are here to help. We know that your work will
be so much easier as you gain credibility, trust, momentum, and demonstra-
ble performance results. Each of the succeeding chapters will provide you
with ways of achieving this. Your challenge—and, in a sense, your
mission—will be to demonstrate the value of this training-to-performance
transformation to

• your own managers, by achieving bottom-line results (such as higher
payoff, lower costs, improved customer satisfaction)

• your colleagues, by displaying greater impact, credibility, professional
growth, and job satisfaction

• your clients, by focusing on their issues in a rigorous, data-based manner
that solves their problems in ways they value (for example, decreased error
rates, increased productivity, rapid implementation of new systems, and
decreased turnover)

• your organization, by producing more thorough analyses and systemic,
integrated solutions, and by achieving  business objectives and goals
complete with data-based evidence.

Use the tools in this Fieldbook with each of these populations in mind. As
you experience successes, interest will grow and more people will hop aboard
the performance train.

Institutionalizing What Training Ain’t Performance Recommends

Let’s take one step backward before moving forward. Whether you are in the “train-
ing” group or HRD, you know what a hard battle you and others have fought to
attain credibility and respectability in your organization. Now we seem to be asking
you to leave your hard-won victories behind and proceed into new territory. Whoa!
Can’t we rest on our gains and just train? After all,

� training is what we know. Sorry. We’re delighted that you have acquired
competence and confidence in training, but we also know that a single
solution in a professional’s toolbox is not enough to do all that’s required.
Training is a means, not an end. It’s time to master new skills that integrate
what you know and move on.

� it’s accepted. Thank goodness that training is accepted. We’re not asking you
to dump training but to put it into perspective. As you have seen in
Training Ain’t Performance and you will again encounter in this book, you
build on what has been accepted. Then you go beyond training or other
single interventions and create baskets of valued solutions.

Chapter 1
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� we’ve fought so hard to get this far. Great! You’ve accomplished one leg of the
performance journey. There are still miles to go. You’ve rested enough, and
it’s time to venture forward. New performance horizons beckon.

� everyone understands training, but the performance message is hard to
explain.This is true. But performance is nothing more than a placeholder
term for what your clients and the organization desire. Don’t say “perform-
ance.” Instead, say, “increased sales,” “greater consistency,” “more integrated
solutions,” or any other result that has meaning for your client. These are
messages they’ll understand, especially if you define them in concrete terms
(and with this Fieldbook, you will).

� it keeps me employed. That’s short-term thinking. If results don’t improve,
eventually your value will decrease. Downsizing often starts in the “soft
service” sectors that do not consistently show business results (that is,
revenues, market penetration, cost savings). It’s in your best interest to
become a performance improvement professional with a string of bottom-
line success stories.

As a final argument for institutionalizing Training Ain’t Performance, you will
get to make a significant, recognizable difference for individual performers, the
organization, customers, sometimes society at large, and—not in the least—your-
self through expanded capabilities. This is the direction in which the training world
is moving anyway. Don’t be the last person to become part of it.

Setting a Mission and Making a Promise

The mission of this Fieldbook is to make you and your organization self-sufficient
as workplace learning and performance (WLP) professionals. As you step into the
succeeding pages you will acquire this self-sufficiency via the

� tasks and activities in which we engage you 
� tools, methods, and work guidelines we provide
� ongoing development activities we recommend
� competence and confidence you acquire as you work through the chapters
� successes you achieve and recognition you garner from all of your stake-

holders.

You will institutionalize Training Ain’t Performance as you let go of the default
decisions of the past and apply what both Training Ain’t Performance and the
Beyond Training Ain’t Performance Fieldbook recommend. 

Here is our promise to you. Undertake the activities we offer you and your
organization. Use or adapt our tools to your unique context. Follow the recommen-
dations in these pages and—we promise—you will experience performance success.
Take this guarantee with you as we step into the next chapter.

Introduction: Why Beyond Training Ain’t Performance?
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