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Breakthrough Results and its associated partners have
been delivering world class sales strategy, operational
change, performance and process improvement
programmes to commercial and professional services
firms for over 20 years.

These programmes have been extremely well received
with a 98% "high" or "very high" satisfaction rate.
Furthermore, 95% of our clients have requested
additional work from us.

In a wider strategic and organisational change
programme, eg, introducing new strategic directions,
fundamental shifts in culture and attitidues, major
structural and operational reorganisations, or greatly
enhanced performance demands, the pre-requisites
for and approaches to successful change are generally
well accepted. They are covered in our Dawin©
Change white paper and summarised in the following
graphic.

Change Management and transformation:
‘8 Steps’ model

Evidence shows that the most successful corporate
change programmes adopt an eight stage approach.
For each stage there are measurable criteria and clearly
defined actions.

Create a sense of urgency

Form a powerful guiding coalition

Establish the vision

Communicate the vision

Empower others to act

Gain short term wins

Consolidate and produce more change
Institutionalise changes and build for the future

1.
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8.
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However, training programmes, as part of learning
and development, are more immediate and focused
with time expectations for results measured in days or
weeks rather than months or years, but the benefits
are also expected to be sustained over the longer
term.

We observed in many organisations that after the initial
impact, little of the learning from our training was
actually being sustainably applied in practice, that
people were slowly (or rapidly in some instances)
reverting to long held habits. Miller Heiman has also
reported such findings.

In these companies, our research indicated that
barely 30% of the tools and ideas we introduced
were imbedded into the processes of the
organisation and that whilst we worked hard to make
the lessons memorable both during and after
programmes with aide-memoires and supplementary
learning materials, people did not turn what they
learned into consistent habits. Thus, huge potential
was being lost. Why?

We saw four main reasons for this:

1. Training was treated as a distinct and separate
event rather than as an integrated part of a
wider change process with a clear compelling
vision and direction

2.The learning was not applied on a just-in-time,
at the point-of-need, basis

3. Managers did not fully buy into, exemplify or
implement the new strategy, processes, skills
and behaviours

4. Results were not demanded that required these
new habits be practised immediately and
consistently

Whilst responsible for training at the Chartered
Institute of Marketing, it was a consistent and
depressing finding that up to 50% of attendees on
courses could not explain exactly why they were
there. They had been sent by their companies with
inadequate explanation and had ignored the
preparatory work asked for by the CIM.

In summary, where the model for training is that
learning is seen as an event and not as an integral
part of driving wider changes in attitudes and
behaviour to achieve significant breakthroughs in
strategy, direction, operations or results, then there
will be a major shortfall in the effectiveness and ROI
of that training.

The flaw in approaching training as an event lies in
the biological workings of the brain. Learning is lost
without using approaches before, during and after
the training event that engage emotional intelligence,
encourage a sense of urgency, change attitudes and
instil fledgling behaviours.
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Six key elements to sustain change from training

Digesting new information is no indicator or predictor
of enhanced performance. We have found that unless

people are engaged for a sustained period of 2-3 months

through experiences that elicit their feelings and prove
the efficacy of the training, no amount of (technical)

information translates into sustainable behaviour change.

Given behaviour change comes from attitude
change, we have identified six types of emotional
learning that are necessary to engage and
sustain benefits from training:

1 Focus on the present - attitudes determine
behaviour

We behave in ways that are consistent with our
attitudes otherwise we experience anxiety (cognitive
dissonance) compelling us to behave differently.
Attitudes create our emotional responses and
feelings which in turn fuel our thinking and lead to
our behaviour. So in order to change behaviour in
the long term we must also shift our attitudes.

This can only be done by increasing people's self
awareness and helping people evaluate their current
commitments in the light of attitudes often derived
from the past. By asking people to focus on their
attitudes in our present and what is driving the way

they feel, we can help them update their attitudes and

so ultimately create new behaviours. (This is a central
part of the Springboard®© and Managing Teams©
programmes.)

2 Increase awareness of the learning styles of
different individuals

People have very different learning and decision

making styles that are often not catered for in training.

Introverts (eg, quiet participants) need time on their
own and then the opportunity to interact, whilst
extroverts (eg, visual learners) want pictures and
examples that they can test against their own
experience. There are also a proportion of

kinaesthetic learners (around 20% of executives) who

learn best when they are moving (we would say
fidgeting) in some way. We have proven many times

that having small toys on desks (eg, lego, stress balls,

rubik cubes) helps these learners as their bodies are
active and therefore their minds are at their most
responsive. ‘(The Duke of Wellington was well known

to “fiddle’ constantly with a telescope whilst discussing

reports and tactics with his officers.)

3 Dialogue in groups

Dialogue in groups, ie, a true, open, exchange of
ideas and meaning, is a powerful source of feedback
from others and provides the opportunity to test
assumptions and try out new approaches. People
are innately social and are fundamentally drawn to
interact, so it would be hard to justify how real
change can happen without it involving interaction.
Changes take place that are far more powerful when
done collectively than individually as other people
provide a sense of context and reality.

4 Provide one to one and peer feedback that

links behaviour to attitudes

When working with groups it can take a long time to
create an atmosphere of trust and openness where
individuals become more truthful with themselves
and others, but once this is attained, change in
individuals and teams can be remarkably rapid and
sustained. Focused rehearsal (through manager and
peer review) during and after training is a very powerful
way to sustain good practices, build confidence around
new attitudes and condition behaviours.

5 Continue attitudinal and behaviour changing

practices after the training

Management leadership and ‘walking the talk’ - so
giving credibility to the demanded changes - is
crucial here. Reinforce training with practices such
as: surfacing and reconciling conflicting assumptions
and beliefs; creating an aspirational future and targets
that demand applying the new learning; aligning
manager and team members expectations, measures
and rewards; providing coaching, appreciation and
encouragement to participants, ie, developing not
just telling.

6 Committing sufficient time to translate learning

into habits

It is tempting during the enthusiasm of a training
session to set ambitious goals, but after a day or two
back in the daily demands of life, the motivation
wanes and we slip back into our automatic habits.
The trick of habit change is to make sure it is focused
on something highly specific that will be easily
completed (quick wins clearly associated with the
new behaviours) and is repeated over a period of
time so as the new habit is stronger than the old one.
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6 Cont-
| have learned more
By taking the time to demonstrate to ourselves about the true impact of
that sustained change can be achieved, we trigger business values in these
improvement of other interpersonal behaviours. For six months than in all my

example, getting someone to remember people's

names may also have a significant effect on time in this industry and |

improving their relationships and self esteem. have never seen such a

committed, bonded and

Results? successful team as was
generated by this

Where together with our clients these approaches
are adopted we have found that on average 70-80%
of the tools and insights now get imbedded into the
processes of an organisation and continue to be VP Sales, Communications
applied six months after any training.

program.

Furthermore, clients accelerate the time to results
and are better able to track the benefits of the
training investment.

Breakthrough Results works with companies to
help them grow and create value on the bottom
line.

We specialise in developing winning sales strategies,
implementing best practice sales operations, and
helping you deliver outstanding results.

We contribute to leadership, business, marketing,
consultancy, M&A and turnaround implementations.

We provide consulting, training and interim
management.

Our people are experienced, senior, industry
practitioners.

Our clients are global, international and national
companies across all sectors and all sizes.

To discuss any aspect of the issues raised in Breakthrough Results Ltd
this White Paper, please contact

paul.cherrett@breakthroughresults.co.uk or Capton Green

telephone 07802 866 946. Capton
Dartmouth
TQ6 0JE
Tel 01803 712 766
Note: Breakthrough Results is much indebted to Mike Griffiths for Mobile 07802 866 946
the foundation of this article. www.breakthroughresults.co.uk
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