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Blended learning

Blended Learning

years ago in the UK
almost all learning and
development occurred

through classroom style training, or
simply through doing the job and
learning as you went.

There was then a period where computer
based training became popular -
presumably driven by a desire to make the
whole training process more time and cost
efficient. For those of us who experienced
it though, neither the material nor style

of delivery was particularly engaging and
question marks were inevitably raised
over the depth of learning that could be
achieved in this way.

And in recent years coaching has become
almost as popular in some companies as
traditional classroom style training, with
e-learning, webinars and other online
training also coming to the fore.

But in 2010 what we are likely to see more
and more often, is a blended learning
approach being taken. The blend often
varies from organisation to organisation
and training tools that are appropriate

in one business may not be available, or
otherwise appropriate, in another. But if
blended learning is for you, what online
and offline training media might you put in
your blender?

» Classroom style delivery — face to face
with trainer (offline)

» One-to-one coaching (offline)

» Mentoring — one to one or increasingly
using email/online forum in e-mentoring
relationships (either online or offline)

» E-learning that is either simply
on screen information/knowledge
transference or otherwise very
interactive learning that uses a forum,
discussions, quizzes etc (online)

» Self development i.e. where the trainee
proactively reads and researches on
their own (online or offline)

» Virtual classrooms (online)
» Webinars (online)

» Podcasts (initially online and then used
offline)

And just in case you are confused by
jargon, blended learning is also sometimes
referred to as m-learning (mobile
learning), hybrid training, or mixed
learning.

There are huge benefits to be gained from
taking a blended learning approach now
that so many tools and options are so
readily available in so many organisations.
Blended learning can, for example:

» Accommodate all the different learning
styles of the delegates in a way that
traditional training cannot thereby
increasing opportunities for delegates to
learn effectively and efficiently.

» Be more cost efficient by reducing face
to face contact time with a trainer (and

associated reductions in travel and
other expenses of delegates) whilst not
reducing overall study time.

» Be more time efficient by encouraging
delegates to study at times appropriate
to their needs and at times, outside of
normal working hours.

» Provide an opportunity for varied
and creative training techniques to
be introduced in a way that was not
previously possible.

Creating a blended learning programme
though does require an approach that is
more innovative, creative and forward
thinking than has traditionally been

used in training departments. It also
requires skills that may not be currently
available within a training department or
management team, especially with the
increased use of technology and distance
learning. Therefore any blended learning
programme would need to be put together
with plenty of preparation time allowed
and provision included for the up-skilling of
existing trainers prior to development of,
and delivery of, the programme.

For more information about blended
learning from Jaluch, call us on +44
(0)207 152 4090.

Jaluch is a member of the eLearning
Network (www.elearningnetwork.
org) and can provide a fully blended
training programme for your staff
and managers.

Jaluch
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Managing staff

Delegation Dilemmas

hy on earth should we ever delegate work when
Wit is already crystal clear that the person we want
to delegate to won't do the job half as well as
we could do it, or otherwise won't do it in the timescale we
would do it in - and then just imagine how long it's going to

take us to sort out the mess they then create?

In today’s fast moving and hectic working environment the more
senior a manager, the more they are likely to need to delegate.
Should you be in any doubt, delegating, ultimately, is about
retaining responsibility for a task or project, but handing over the
day-to-day work to achieve that task or project to a nominated
individual. Contrary to popular opinion it is not therefore about
handing over work and then just assuming it will get done!

In a nutshell, we all delegate in order to be as efficient as
possible in our roles. We delegate in order to pass work over
to those more suited to do it, to meet deadlines, to balance
everyone’s workload evenly, to free up our own time. BUT... If
we fail to delegate then we will plan to fail. It's as simple
as that! Time is too short in most modern businesses for us to
survive without delegating appropriately.

So the big question we are left with is why do so many of
us lack good delegation skills? To find out the answer to
this, first fill in the table below:

What really stops you from delegating?

Yes / A Little / No
Yes / A Little / No

Fear of loss of control

Lack of trust in the person to whom we
are delegating

Yes / A Little / No
Yes / A Little / No

Fears about quality being compromised

Inability to organise and prioritise our own
workload therefore we fail to identify early
enough what can be delegated

Person to whom we would delegate does Yes / A Little / No
not work for us therefore we avoid the
complexity of managing someone else’s

direct report

Concerns that the person will not do the Yes / A Little / No

job the way we intended it to be done

Lack of awareness of other people’s spare | Yes / A Little / No

capacity
Desire to complete the job in the quickest

possible time: therefore we hold back
from giving it to someone more junior

Yes / A Little / No

But before you decide you need some training in delegation skills,
read on...

Loss of control

Rather than needing delegation skills training, perhaps you

need one of the following: Building your self confidence as a
manager; developing your communication skills; improving your
organisational skills; learning to overcome your fear of managing
those who can be over-assertive.

Lack of trust

Rather than delegation skills, consider: learning how to overcome
your fears; team-building to enable trust to be built up across
the team; confidence in managing discipline if you have staff
members who are genuinely untrustworthy.

Fears about quality

Consider here: how to give timely and constructive feedback;
developing coaching and training skills; improved communication
and planning skills.

Inability to organise & prioritise own workload
Time management skills!

Person does not work for us
Improving self confidence or effective communication skills.

Concerns that the person will not do the job the
way we wanted it to be done

Consider assertiveness skills, effective communication skills,
building interpersonal relationships, coaching skills.

Lack of awareness of other people’s spare
capacity
Consider effective communication skills, effective interpersonal

skills, or perhaps you would benefit from training in planning and
organisation skills.

Holding back from giving work to someone more
junior

Consider coaching skills, time and priority management skills,
strategic thinking skills.

In summary therefore, please, please don’t waste any
money on delegation skills training for your managers
unless you have first really tried to ascertain the root
cause of why they do not currently delegate — you might
then find a different sort of course is the one that will
reap dividends.

Jaluch
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Leadership skills

Creating and Developing a Team

1. Forming

ccording to
management theorist
Tuckman, in order to

become a successful team,
a group needs to move » Polite behaviour
through 4 different stages of
development:

> Getting together for the first time

» Formal rules and methods of working
are yet to be established

» People try to get to know one another
» Purpose/aims of the group established

» Clinging to what is known

4. Performing
» Cohesive feel to team

» High creativity, morale and
loyalty shown

» Achievement

3. Norming
» How should it work?

» How are we going to agree on things?
» Integrating values, attitudes and skills
» People willing to change their views

» Systems, procedures established

2. Storming

» Behaviour changes as
confidence grows and team
members find their feet

» Team members bid for power/
roles

» Individuals sell their ideas

» Exploring ideas, issues and
approaches

A group can get stuck at

any stage of the circle.

The ability of the leader to
recognise what is happening
and to take appropriate
action at every stage is
crucial to the team'’s success.

00 00000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000000

Difficult Performance Reviews

One of the hardest roles of any manger is carrying out good
formal performance reviews. But this job becomes especially hard
when the manager already knows that their employee is psyching
themselves up for a confrontation during their next performance
review or is aware that they will react really badly to whatever it
is that needs to be said to them. But to overcome some of the
difficulties, here are a few tips from the Jaluch trainers:

» Take time out of your busy day to plan the discussion,
bearing in mind what you think they will bring up and what
you wish to bring up.

» Also, make time to go and get information from other
managers to back up any views/opinions you are going
to present to your employee. As well as getting the views
of others, pull together as many facts and figures and other
relevant information as you can to give your employee the
least wriggle room possible.

» Check back on their last review to remind yourself what
was said; remember that if their last review was ‘glowing’, they
might throw it back in your face this time!

» Remind your employee the day before the review, of the place
and time of the meeting so that you set the formal tone of
the meeting at an early stage.

» If you think it could be helpful, why not spend time prior to
the meeting pre-planning some options/actions for how
you/they might turn things around, this should help move
the conversation from a negative to a positive.

» Think through the layout of the room and positioning of
chairs. Make sure that the layout gives you the advantage, as
you will need to come across as assertive and in control.

» For someone who may well turn out to be a ‘slippery fish’
consider carefully whether this may be the time to break with
normal protocol and procedure and arrange for someone
to sit in with you to observe. Always check first though that
your senior manager/HR agree that this is the right way to
manage the situation.

The Jaluch team is able to provide support with drafting
performance review documentation, providing training
for staff or managers with performance reviews and
providing coaching for individual managers who have a
difficult situation to handle. Please do get in touch.

Jaluch
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Training & development

Learning and Development Solutions

and development solutions to

hundreds of organisations for
over 7 years. Our clients find our
style engaging, down to earth and
commercial in its approach. As a
business we thrive on relationship
building and delivering solutions that
really hit the mark.

J aluch has been delivering learning

As a result, programmes are developed
only after we have had extensive
discussions with our clients. And in those
discussions, we consider strategic goals,
training needs analysis outcomes, the
way in which the organisation wishes

to achieve its goals, the culture of the
organisation, the needs of staff and of
course, all the relevant financial and
practical considerations.

Blended learning

In line with current best practice, Jaluch
offers a full blended learning programme
for those organisations that are interested.
Blended learning programmes typically
contain a number of online and offline
training solutions including online
e-learning, webinars, virtual classrooms,
and podcasts and offline mentoring,
coaching and classroom style delivery.

Training needs analysis
and learning styles analysis

Where required, Jaluch is able to
undertake a full training needs analysis in
an organisation prior to discussing training
requirements. Also, prior to developing any
programmes, if appropriate, Jaluch is able
to undertake a learning styles analysis of
the delegates who will be taking part.

Psychometric profiling

In line with current trends in leadership
and management development, Jaluch is
able to carry out psychometric profiles for
delegates prior to beginning any training
programmes. We have access to various
tools including DISC and Insights profiling.
Profiling is incredibly useful at the start of
such programmes as it enables the trainer
to support individuals throughout the
training. Psychometric profiling can make
delegates more self aware, understand
where and how they need to develop
themselves and it can provide a clear focus
for training goals.

Management and
leadership development
programmes

Programmes Jaluch delivers can include
some or all of the following:

Leadership skills

Managing and motivating staff
Excellence in communication skills
Effective written communications
Improving Business English skills
Self presentation skills

Formal presentation skills
Delegation skills

Coaching skills

Mentoring skills

Managing change successfully

Managing performance and carrying out
effective performance reviews

Listening and questioning skills

VVV VYV VYV VYVYyVYYVYY
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In your words...

Here's what some of our clients have said
about our management and leadership
training:

“The trainer was knowledgeable,
engaging, experienced, and articulated the
ideas/concepts well. This was an enjoyable
and valuable course. I would recommend
it to all line managers.”

T Stewart - Warner Brothers

“This was the single most useful and
relevant course in my career. Great day
John Dwyer - BYTES Technology

1

“We were very pleased with the
Management and Supervisory training
Jaluch delivered. Above all, delegates were
impressed with the depth of knowledge
displayed by the trainer and the ability

to pitch it to a large group with diverse
abilities. We look forward to running more
sessions in the future.”

Paul Santer, Personnel Manager -
Sunseeker International Ltd

The training really made me reflect on
points that I had never thought about
before. It was really a useful event that
really added value to all of us.”

Pietro Concalvo - Business Research
Group

I just wanted to say thank you, this is

the first course I've heard such positive
feedback from. Everyone I have spoken
to has really appreciated the content and
presentation of the training and has come
out very much more positive - a breath of
fresh air”

Jim Runciman - Animal

“Audrey delivered a very polished, precise
and professional session to a group which
constituted two professors, a clutch of
PHD clinicians and the CEO. Very well
done. Or as they say on Ebay A++"
Jeremy Lewis - Anglo-European
College of Chiropractic

Jaluch
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Managing staff

Coaching - Just a Passing Fad?

“Coaching” is one of those buzz words that may originally
have swept through your business a few years ago like

an annoying draught. Many though, just shut the window
and got back to work, forgetting all about it. But life, as
always, has moved on and coaching in many organisations
is fast changing from passing fad to permanent fixture,
and in particular, is now being hailed as the best answer to
those tricky individual management issues that mainstream
training just doesn’t seem to be able to address.

With that said, coaching remains a bit of a mystery to many, hard
to define and a bit suspicious with all the talk about confidentiality
and definitions that appear to blur into what has traditionally

been referred to as mentoring, teaching or counselling.

At Jaluch, we feel you can only really decide if any fad is in fact to
become a permanent fixture if you know what it is and how it can
work for you and your organisation. So let’s start with a little quiz!

1. Coaching is about raising awareness and

acting on this new knowledge TRUE / FALSE

2. Coaching must take place in a context
of responsibility — the coachee taking
responsibility for their actions that is!

TRUE / FALSE

3. Coaching works on the assumption that
everyone has in them the answers to their
problems, the challenge is to draw those out

TRUE / FALSE

4. An excellent coach is essentially an

. TRUE / FALSE
excellent questioner

5. Coaching only works if there is genuine
trust and rapport between the coach and the
coachee

TRUE / FALSE

6. Coaching is at all times confidential due to
the likelihood that it may also cover personal
issues that impact on work behaviour

TRUE / FALSE

The answer to all the above is of course TRUE, and essentially,
that's what coaching is all about. The bit that’s made it so great
in the eyes of the businesses that have already benefitted is that
the results appear to be long lasting! But why should this be the
case when so often attendees on a training course cannot even
remember the name of the trainer just a few weeks (days?)

after attending? The answer is that coaching is different and

long lasting because it’s all about the coachee changing their
perspective and taking personal responsibility, therefore they start
to naturally adapt their behaviour in a positive way!

One important area to address though is whether it is possible
for internal managers to act as coaches to staff within the
organisation given point 6 in our quiz. But don't be tempted to
write off your managers as potential coaches. Some of them,

if given a little training, could shape up to be really effective
coaches. You might even consider asking a number of selected
managers over the coming months if any of them would consider
being trained up to operate as internal coaches for staff outside
their own area or department?

0 ©00000000000000000000000000000000000000000000000000000000000,
. .

A few Jaluch coaching facts and
figures from the UK...

» Most common reason for appointing an external
coach for a manager — coaching has been made a
requirement in lieu of formal disciplinary action being
taken

» Most common reason for appointing an external coach
for a director — leadership skills coaching required in a
confidential setting

» Most common reason for appointing an internal coach
for @ manager — to address performance issues in order
to avoid formal performance management procedures

» Most common area to be addressed by coaching —
communication and interpersonal skills

» Most frequent duration of coaching — three to six
months with around one coaching session per month

00 ©00000000000000000000000000000000000000000000000000000000000,
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Looking for evidence??

One of our more sceptical coaching clients said this about his
experience...

"My first impression when I was asked to attend a one to one
coaching session was “here we go! I'll be sitting in a room with
some do-gooder who will tell me how to act, how to speak and
what I should eat”. To say I was pleasantly surprised when I sat
down with Yvonne would be an understatement! She was very
pleasantly spoken, not in a patronising way but in “listening”
way, as if I was the coach, there to educate her. The sessions
were more of a friendly discussion talking about politics, social
activities, the plight of the pigmy dung beetle... and nothing like
a formalised coaching session. This in my mind, was and is a
very clever approach to coaching, imagine someone who actually
listens to you!

Being a traditional manager I expected nothing from the meetings
and to be truthful I wasn't told anything I didn't already know.
The big difference that it has made is that now I use the tools
and techniques previously taught to me to my advantage. In a
nutshell, my management technique has not changed much, I
have not changed, the people around me have not changed, but
now I am more aware of my impact on my surroundings and

can make more educated decisions, which benefit me and my
company.”

Scott — Senior Manager, Engineering

Jaluch
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Learning Styles

hen putting together
a training programme,
one of the important

factors for consideration needs to
be the likely learning styles of the
delegates. By ensuring that the
programme is designed to maximize
their opportunities for learning and
development, this will then result in the
best possible return on investment of
the training.

The way in which we are motivated

to learn, and our preferred method

of gathering and remembering new
information will depend very much on
our own individual style. We all absorb
information in different ways, and have
our own personal justifications for
spending our valuable time studying and
developing new skills.

Our personal style is a unique balance of
many different characteristics. Several of
the main behavioural styles are set out
below. Many managers will be able to
identify with some of these descriptions,
and will have seen the different ways

in which different individuals tackle any
opportunities to learn. You have probably
also experienced a combination of some
of the styles shown here, and these
broad descriptions may help managers
understand the required approach to take
in any training activities which are being
designed.

For staff who are naturally direct, clear-
thinking and forceful, their motivation
will be in working towards the success
and achievements which the learning

will bring. They will need to see that the
direct result of their training will be the
achievement of a clear career goal or
work-related objective. They will be drawn
to any learning activities which are fast-
track, competitive, or have a fixed “prize”
on successful completion. They will not
want to tackle any training programme
where they risk failure, as they love to
win! However, they may be extremely
motivated by the chance to pass on their
knowledge to others in a formal setting, as
(if they have the patience!) they may be a
natural teacher.

Outgoing, verbal, lively people will
need to learn in the same way! They will
need a fast-moving, entertaining coach
who inspires, and, as they are probably
quite sensitive underneath all that

 /

optimism, they will prefer someone who
empathizes and listens, as they also need
to know that their feelings and experience
are being acknowledged. They will prefer
learning in a group, as they enjoy sharing
and networking, and will need to know
that they are not alone in specific areas
of weakness, as they can feel quite
vulnerable. A coach who follows up and
keeps them focused is also essential, as
they can be a dreamer, and may not be
good at planning their time and following
through on plans.

Alternatively, you may have staff that are
very dependable, loyal and steady in
their approach to life, and will prefer a
structured, methodical training programme
which fits in with their already highly
organized routine! It may take them some
time to buy into the training, as they rarely
rush headlong into any arrangement, but
once they have made the commitment to
learn, they will work consistently to the
agreed schedule. They will work best if the
schedule is not chopped and changed, and
if the workload remains at a consistent
level. They will feel most comfortable with
a trainer who they can trust and who can
support them right through the entire
programme.

And finally, some individuals are logical,
detailed and procedural in every aspect
of their lives, and will respond best to

a training programme which shows full
analysis of the training need, the agenda
and content, and that the trainer has the
necessary qualifications and experience to
properly execute the training. If you have
staff who are this type, they will relish
any training which enhances their expert
status. Whilst they will have a naturally
cautious and worrying approach, their very
precise style will highlight that they are a
perfectionist — be careful that this doesn't
lead to delay in completing important
training objectives. They will respond best
to a trainer who can deal with their many
analytical questions, and who does not
bully or become confrontational. They are
capable of absorbing a mass of factual
information, but may find softer skills and
emotional issues more challenging.

In summary, everyone is a unique
blend of many different types, and

in understanding the strengths and
weaknesses of those people you
manage you will be able to take a
very positive step towards successful
training.

Jaluch
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Managing staff

Mastering Motivation

ecent research into the benefits
Rof perfume and scent in the

workplace has shown that some
scents can dramatically reduce the
number of mistakes made. Lavender
reduces mistakes by up to 20%,

jasmine by up to 33% and lemon oil,
by a staggering 54%.

In contrast, the staff at Jaluch say they
lose focus at work when the air is filled
with the ‘scent’ of baking bread, cooking
onions and spicy food!

So where does that leave you when trying
to work out how to motivate your staff? To
some of you, motivation might be all about
the theories of illustrious characters such
as Herzberg and Maslow with his famous
motivation pyramid, but to the rest of us,
motivation is a simple conundrum that
asks “what do you have to do to get your
staff to do what they are paid to do, in the
way you want them to do it?”

In deciding how to motivate staff, why not
pause for a moment to consider whether
you are seeking to establish motivators for
the team as a whole, or whether you are
seeking to establish what motivates each
individual within the team. It might be that
what you need is a combination of team
and individual motivators to achieve your
goals.

If you wish to focus on individual
motivation, rather than motivation of the
team, here are some variables you might
consider:

» what does each individual like/dislike

» do they like (or shy away from) public
recognition

» are they influenced by material things

» how do they like to relate to their
colleagues

» how do they prefer to be managed

» what communication style brings out
the best in them

» why do they come to work in the first
place

» what sort of environment do they work
best in

» are they motivated by money or is that
a secondary motivator for them

Turning the focus away from individuals
to the managers who are responsible for

them, at Jaluch we come across a whole
variety of managers who between them
have tried endless different approaches to
motivation. Here we summarise for you
just a few of their most tried and tested
methods.

The Prize Theory of Motivation

You believe in using rewards to reinforce
effective behaviours immediately after they
successfully complete a task for you.

The Goal Theory of Motivation

You believe that staff always respond

if the goals are clear, therefore a key
part of your management strategy is to
constantly set and re-set the goals for
both individuals and team.

The Dream Team Theory of
Motivation

You seek to inspire your staff with visions
of rich rewards and public acclaim. You
constantly encourage them to strive for
awards and trophies. You tell them they
are the best and you believe that these
dreams will motivate your staff to achieve
success.

The Carrot Theory of Motivation

As a useful, cost efficient method of
motivation, you believe in dangling a
carrot (reward) just out of reach of your
staff to inspire them to always strive a
little harder.

The Training Theory of
Motivation

Every time you think someone has lost
their way or is not overly motivated, you
send them on a training course to revive
their enthusiasm for their job. Also, every
time someone has done a good job you
send them on a training course to reward
them for their efforts.

The Example Theory of
Motivation

You believe that if you, the manager,
sets the right example, employees will be
motivated to follow your lead.

The Process Theory of
Motivation

You ensure that for every activity there is
an appropriate process or procedure to
follow. In this way staff will be motivated
because they are clear about what is
required and the process to follow to
achieve it.

But if you are thinking that working out
what motivates employees at work is a
waste of time, consider this quote from
Jim Rohn:

“If someone is going down the wrong
road, he doesn’t need motivation to
speed him up, he needs education to
turn him around.”

Jaluch

Telephone: +44 (0)1425 479888

Email: help@jaluch.co.uk

Website: www.jaluch.co.uk
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