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Getting off on the right foot

Many companies provide some sort
of introductory training or orientation for
most of their new employees. It may
take the form of an older employee
assigned to show the new employee
"the ropes." Or it may be left to the HR
department or the individual's new
supervisor to show them where the cof-
fee pot is and how to apply for time off. 

Many organizations, especially in
government and academia, have creat-
ed new employee training that is
designed, exclusively or primarily, to
provide mandated safety familiarization. 

Yet some companies in highly com-
petitive industries recognize the value in
New Employee Orientation (NEO) that
goes much farther. They require several
weeks or even months of training to
familiarize every new employee with
the company, its products, its culture
and policies, even its competition. 

There is a measurable cost to that
training, but is it worth it? Let's look at
some of the issues. 

Some Background Facts

The technology in the workplace is
changing very rapidly and companies
that can't keep up will drop out of com-
petition. 

The American Society for Training
and Development (ASTD) reports that
less than $1500 per employee was
spent for training in 1996. The largest
part of that (49 percent) was spent for
technical and professional training. Only
two percent was spent for New

Employee Orientation
and three percent on
quality, competition
and business prac-
tices training. 

Reasons To Not
Do New
Employee
Training 

Even at the less
than $1500 per year
for training an
employee we report-
ed above, it is still a
cost. For some com-
panies, especially those with tradition-
ally high turnover, it can be a major
expense. If your profit per employee is
less than $1500, it would be difficult to
convince the stakeholders that training
is justified. Besides, we all know it is
the responsibility of the school system
to train people to be workers. And it is
the worker's responsibility to learn how
to do a job so they can get hired. 

Why Do New Employee
Training

Not surprisingly, all the reasons not
to train new employees (except cost
itself) are actually reasons to do that
training. If you have high turnover, train-
ing new employees will make them
more productive. They will feel better
about themselves and the job. They will
stick around longer. 

If your profit per employee is less
than $1500 per year, you have major
problems. You need to start training all

your employees, not just your new
employees, right away. Show your
stakeholders the potential ROI of the
training as we will discuss below. 

And if you still believe that our
schools provide adequate training to
make students labour-ready you are
living in a dream world. Yes, some job
seekers make the effort to learn on
their own the skills needed for a new
job, but most get that training on the
job. 

Required Training

Government regulation, insurance
coverages, and common sense dictate
some training that MUST be given to
every new employee. 

Other Reasons for New 
Employee Training

American International Assurance is
an ISO 9002 certified insurance com-
pany. AIA makes a commitment to

training for their staff because
AIA "recognizes that the train-
ing and development knowl-
edge, attitude and skills of the
staff and agency field force
are fundamental to its contin-
ued efficient and profitable
performance." 

Orchard Supply Hardware
considers its New Employee
Training programme impor-
tant enough to include in their
list of benefits for full and
part-time employees. 

An Interesting Proposal

Dr. Edward Gordon recommends
companies make training a stand-
alone function, separate from HR. He
points out a twenty percent increase in
training expenditure since 1983 has
not kept pace with the twenty-four
percent increase in workers in the
same period. He suggests Training
Managers use Return on Investment
(ROI) to demonstrate that the training
function is a profit center, not just a
cost center. 

Summary

In Dr. Gordon's article cited above,
he points out that companies such as
Sprint, Xerox, General Electric and
General Motors have opted to estab-
lish Corporate Universities, reflecting
the importance they place on employ-
ee training. 

The value for smaller companies is
arguably even greater. And there is no
better time to start employee training

All managers will have to deal
with difficult employees during
their careers. First, there will
always be difficult employees.
Second, it's your job as the man-
ager to deal with them. If you
don't deal the problem, it will only
get worse. 

Why Are Difficult Employees
Like That?

Difficult employees are that
way simply because it is a behav-
ior that has worked for them in the
past. They may not know any
other behavior or they may
choose this behavior when they
think it will be most effective. You
will be successful in dealing with
difficult employees only to the
extent that you can make these
undesirable behaviors no longer
effective for them. In many ways,
it's like dealing with children. If
every times a child screams, its
parents give it candy, what will
the child do when it wants candy?
It will scream, of course. 

The same is true for the
employee who "blows up" when-
ever anyone disagrees with him.
When he does that people stop
disagreeing with him and he
thinks he has won. 

How Can A Manager Deal With
Difficult Employees

Evaluate
It is important when dealing

with difficult employees to act
quickly. Often you will need to act
almost immediately to neutralize a
dangerous situation. However, it
is always appropriate to think
before you act. Clearly if an
employee comes to work with a
gun, you will need to act more
quickly than when someone com-
plains that another employee is
always taking credit for her work.

In either case, take the appropri-
ate amount of time to evaluate the
situation before you act. You don't
want to make it worse. 

Recognize that most employ-
ees can be "difficult" from time to
time. This can be caused by
stress on the job or away from it.
Some employees are difficult
more often than others. It is not
always your least-productive
employees who are difficult. So
take a moment to evaluate each
situation for the unique situation it
is. 

Do your homework
Always act on facts. Don't base

your actions on gossip or rumor.
The person spreading the gossip
is a difficult employee in their own
way. If you have not seen the
inappropriate behavior yourself,
look into it. Ask the people report-
edly involved. Collect all the facts
you can before you act. 

Don't use the fact that you
haven't seen the inappropriate
behavior as an excuse to delay
doing something. It is important to
act promptly. 

Make sure you aren't part of the
problem. It will be much more dif-
ficult to remain calm and impartial
in confronting the difficult behav-
ior if you are partly responsible. If
that's the case, be sure you
acknowledge your role in it, at
least to yourself. 

Develop a plan
You're a manager. You know the

value of planning. This situation is
no different. You need to plan the
timing of the confrontation. You
need to select a quiet, private
place where you won't be inter-
rupted. You need to decide
whether you need to have others,
like an HR representative, present

in the meeting. Plan the confronta-
tion and then make it happen. 

When you have prepared, it is
time to act. You do not need to act
impulsively, but you must act
quickly. The longer an inappropri-
ate behavior is allowed to contin-
ue, the harder it will be to change
it or stop it. 

Confront the problem
Don't put it off. It may not be

pleasant, but it's an important part
of your job. It will not "fix itself". It
can only get worse. You have
planned this confrontation. Now
you need to execute.

Deal with the behavior, not the
person

Your goal is to develop a solu-
tion, not to "win". Focus on the
inappropriate behavior; don't
attack the person. 

Use "I" statements like "I need
everybody on the team here on
time so we can meet our goals"
rather than "you" statements like
"you are always late". 

Don't assume the inappropriate
behavior is caused by negative
intent. It may be from fear, confu-
sion, lack of motivation, personal
problems, etc. 

Give the other person a chance
to develop a solution to the prob-
lem. They are more likely to "own"
the solution if they are at least
partially responsible for develop-
ing it. 

Try to draw out the reasons
behind the behavior

As you talk with the difficult
employee, actively listen to what
they say. Stay calm and stay posi-
tive, but remain impartial and non-
judgmental. Ask leading ques-
tions that can't be answered in
one or two words. Don't interrupt. 
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