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Introduction

Whether you work in Safety, Quality Assurance, Human Resources, or
Operations, optimizing your frontline workforce is the key to optimum
performance. Ensuring frontline workers are trained not only on the what's
of safety and operations, but also on the why’s of compliance, can make a

huge difference in operations.

Why does a robust training program matter? Research suggests
effective training increases engagement, which can boost your bottom
line. In fact, data from Gallup shows that businesses with the highest
employee engagement significantly outperform those with low

engagement.

High turnover, product recalls, and safety incidents are often the result
of ineffective training. In today’s manufacturing world, a strong training

foundation is necessary to protect your people, profits, and brand.

Before beginning your new training program or revitalizing your current
one, it's best to first devise an overarching strategy. Making sure all
elements are thought out and important stakeholders are involved is
crucial. Timing is important, too. Laying the groundwork before making

any major moves is the best way to ensure no mistakes.

Want to learn how to build an effective training program that will get
the entire company to buy in? This e-book will do just that, walking you

through you all the necessary steps and best practices — before, during,

and after launch.




Assign Roles & Responsibilities

The first order of business is to develop your training

program dream team.
Make sure to designate the following roles:

Training Program Manager — It is crucial to assign
a main point of contact (MPOC) for your training
program. The MPOC is responsible for the plan’s
creation and execution. This includes being the go-to
person for answering questions, making decisions,
holding team members accountable to their roles,
and keeping the project on track. Once the training
program is executed, this person should ensure the
right metrics are set up to track success and adjust

the plan, as necessary.

Communication throughout the process will be key.
Equally as important, you’ll need to make sure this
person is given the bandwidth to make (and keep)

the training program as one of their top priorities.

Subject Matter Experts (SMEs) — Once you
determine the content needed for your training
program (discussed in the next section), you'll want
to ensure you have SMEs for each of the topics. A
best practice is to create a cross-functional group,
with representatives from Safety, Quality Assurance,

Human Resources, and Operations.

Dream Team:

— SMEs

IT
Manager

Executive
Support
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IT Manager — Training technology has come a long
way in the last ten years. You'll need someone to
manage computer governance for any or all of the
following (depending on the solution you choose):
HRIS feed integration, hardware purchasing, vendor
approvals for online applications, firewall access, and

setting up computer admin accounts.

Set SMART Goals

Work with your new team to determine your short
and long-term goals for the training program.

Set SMART (Specific, Measurable, Achievable,
Relevant, and Timely) goals to provide clarity and

accountability.

To ensure a return on your investment, consider these

important goals:
Administrative Goals

Short term

Have training program team and goals finalized
by [DATE]

Complete training course development and
reinforcement programs by [DATE] (may need a

phased approach here)

Implement training program across all locations

by [DATE] (may need a phased approach here)

Develop reporting to key stakeholders by
[DATE]

Executive Leadership Support — Don't forget
to include your executive leadership. Having their
support is key to your program’s success. ldentify
at least one executive to be your internal champion
of the program. Include them in the planning and
execution phases, and provide them with program
updates and wins to share with the entire executive

team on a regular basis.

Long term

Achieve 100% training completion rates by

[DATE] (may need a phased approach here)

Launch employee and manager training

incentive program by [DATE]
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Management Goals

Long term

Reduce employee turnover by [X%]
before [date]

100% compliance with [audit names] by [date]
Reduce incident rates by [X%] before [date]

Improve customer satisfaction or loyalty by [X%]
before [date]

Develop Required Training Content

Next, it's time to determine what content you’ll
need to effectively train your employees on the
fundamentals of their job and align them with
corporate goals. Research shows that organizations
with a robust orientation program experience 54%
increased new hire productivity and 50% greater

new hire retention.

When outlining necessary content, conducta
content inventory of your current training library.
Does the material still fit your needs, or has it become
outdated due to changing SOPs and/or evolving

regulations?

Consider content for the following types of training:

Lower product defects and/or recalls by [X%]
Increase productivity by [X%] before [date]

Decrease HACCP or Allergen defect by [X%]
before [date]

Decrease waste by [X%] before [date]

Onboarding for full time, part time, temporary, and
seasonal workers. Recommended human resource

topics include:
Anger Management
Appropriate Behavior in the Workplace
Bullying
Company Benefits
Company Culture & History
Diversity
Proper Workplace Conduct
Sexual Harassment
Social Skills in the Workplace
Substance Abuse
Violence in the Workplace
Visitor Procedures

Workplace Harassment & Discrimination
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Environmental Health & Safety (EHS) — Role-specific training to help reduce injuries, sustain safety culture, and

satisfy OSHA requirements, including:

Ammonia Awareness,

Prevention, & First Aid
Asbestos Awareness
Back Injury Prevention
Basic First Aid
Bloodborne Pathogens
Combustible Dust
Confined Spaces

Electrical Safety

Emergency Preparedness

Ergonomics

Fall Protection

Fire Prevention & Protection
Fire Extinguishers

Globally Harmonized System
(GHS)

Hand & Power Tools
Hazard Communication
Hearing Protection

Heat Exhaustion

Ladder Safety

Lift Truck Safety Awareness
Lockout / Tagout Procedures
Machine Guarding

Personal Protective Equipment
(PPE)

Respirators
Root Cause Analysis

Slips, Trips, & Falls
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Supervisor Development — A great frontline worker doesn’t always make for a strong leader.

Help them achieve their potential with the topics such as:

Communication Leadership
Good First Impressions Behaving Like a Leader
Communication Basics Building Trust
Providing Constructive Feedback Engaging Employees
Active Listening Managing Change
Receiving Feedback Valuing Differences
Difficult Conversations Follow Up and Follow Through
Performance Management Teamwork
Anger Management How to Delegate
Dealing with Difficult People Motivating Yourself and Others
Disciplinary Action Teamwork

Giving a Performance Evaluation

Handling Employee Complaints
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Reinforcement — According to Ebbinghaus’ Forgetting Curve, we forget
90% of what we learn within the first month — or even the first week! Scary,
but there's hope, with simple reinforcement and refresher tools that act as

“booster events” to ensure training retention.

Create short refresher trainings that can be delivered during

downtime or coordinated with routinely scheduled meetings.

Display print and digital signage strategically throughout your plant to

keep training concepts top-of-mind.

Leverage continuous improvement tools for supervisors, such as
tablet-based observation apps and huddle guides, to encourage
consistent communication, promote positive reinforcement, and

facilitate root-cause analysis.

Intervals of refreshers will increase training retention:

100%

50%

Memory Retention

@ = Booster Event
!l;l 1

0 1 2 3 4 5 6 7 8
Weeks After Initial Training

While creating content can seem like a daunting task, there are companies
that have already thought this through for you! Shameless plug: Intertek
Alchemy is the only company that has all of these courses available to you
in multiple languages, and customizable to meet your specific needs — as
well as all of the tools/materials necessary for reinforcing the content’s

primary lessons!
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Identify Audience Needs

Training is not one size fits all. You will need to
carefully think through your employees’ learning

needs and challenges.

So, what exactly are those needs and how can you
ensure they are met? Here's what we come across
most and some best practices for an attentive

audience:

Multilingual Content. Translators can help, but
their delivery of the information can be inconsistent.
Training technology now provides industry-specific,
customizable, multilingual training to employees,

consistently across all plants.

Utilize interactive engagement elements to aid in

comprehension & retention

What did the worker do
wrong?

Easy to Understand Content. The industry often
has employees with varying education levels.
Intertek Alchemy recommends keeping the content
at a middle to high school reading level. It will help
ensure comprehension, which drives the right

behaviors on the floor.

Engaging Content. Trainees want to be edu-
tained. When appropriate, use humor. Integrate
knowledge checks/quizzes throughout to keep
them engaged. Reinforce concepts with games and

provide prizes to the winners.

Professional Development. Make sure to include
options for growth within your organization. Are
there courses employees can take or certifications
they can gain to help them apply for higher paying
jobs? Creating career paths is a great way to retain

employees with long-term potential.

Reached within arm’s
length
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Determine the Appropriate
Method of Training

There are a variety of different training methods.

Select which styles work best for your workplace,

topics, and audience... and mix them up to keep

things interesting!

Typical training methods include:

Technology-based Learning

E-learning courses and web-based
tools, including on-the-job mobile
apps, help facilitate and

reinforce learning.

On-The-Job Training

On-the-job training takes place in
the worker’s environment, whether
on the floor, in the warehouse,

or in the field to learn practical
applications in real-life settings.
But don’t forget to document that

training occurred!

Classroom Presentations

Group-based training delivered by
a supervisor or expert is an efficient
way to teach many workers at once,
saving time. It also encourages
group discussions and live
questions, which help ensure the

training is understood.

BIGELOW.

FAMILY TEA BLENDERS SINCE 1945

Bigelow Tea improved quality and satisfaction
by implementing Intertek Alchemy’s training,
reinforcement, and compliance solutions. Results

included:

50% reduction in

customer complaints
20% fewer quality holds
Zero lost time incidents

30% reduction in downtime

See their story



https://www.alchemysystems.com/content/case-study/bigelow-reduces-customer-complaints-by-50/
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Create a Training Schedule

When it comes to production, time is money and
every minute counts. One of the biggest training
challenges will always will be managing when and

how often workers can leave the floor.

How long should training take? Best practice
tip: Break down training topics into 15-20 minute

sessions to keep your employees engaged.

How will training fit into tight production
timelines? Consider short refreshers, ideal for

periods of downtime.

How often should training occur? Monthly,
quarterly, annually, or just during onboarding? Often
the frequency and timing depend on the topic’s
importance. Some topics may need to be addressed
more often, or only ad-hoc when an incident

occurs, and a reminder of policies or procedures is

necessary.

Keep in mind that different roles, groups,
departments, and locations may have different
training requirements. A training matrix is also a good
checkpoint to ensure all training groups and topics
are covered, while Learning Plans can organize
pre-requisites, enabling supervisors to assign

employees accordingly.

In addition, you should make sure to leave time on

the schedule for make-up trainings. An eLearning

format typically works best for one-off trainings such

as these.

Bonus — A training schedule will help you ensure the
training room does not get double-booked and most
importantly ensures there are employees on the floor

to keep production moving.
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Secure a Functional
Training Room

Training content only gets you part of the way there.
You'll need to have an appropriately-sized training

room with the necessary audio and visual resources.

Think through the fundamentals. Is there adequate
space for the training to take place? Is the space
conducive to individual study or group-based
trainings (as necessary)? Are there enough
computers available for training — and is the software

up-to-date?

When it comes time to train, it's imperative all

the right equipment is ready to go — projectors,
monitors, speakers, microphones, remote controls,
badge readers, USBs, etc. — before taking workers

off the line.

The more information you can gather during the

Discovery phase, the smoother the roll-out process.

And remember, you can always tweak as you go
along. In fact, you must! The best training programs

are dynamic and can adapt along with

the organization. WOOCIIEI
G

By integrating Alchemy’s interactive training and

on-the-floor coaching technology, TruFoodMfg
increased employee retention and reduced injuries
by 80%.

Watch their story



https://www.alchemysystems.com/content/case-study/trufood-manufacturing/

Create a Company-wide Launch Plan

Make your training program’s launch a big deal to

generate excitement. Think through:

WHO should attend the launch? The easy answer
here is — everyone! Employees taking the training,
facilitators that will be delivering the training, and

Managers/Leadership to show their support.

WHEN should the program be announced?
Don’t keep your training program preparations
behind closed doors. Communicate early and often
to ease change aversion and encourage buy-in. The

best time to reveal change is before it happens!

WHAT should the announcement include? Share

the plans you developed in the discovery phase
to help employees understand the “why” of the
program, how it will impact them, and expectations

for success.

HOW should we make the announcement?
Have your executive leader and MPOC deliver
consistent communication using multiple avenues
to ensure clarity and retention. Some avenues to

consider:
¢ Plant meetings
o Staff meetings
¢ Daily huddles
¢ Message boards
¢ Print or digital signage

© Email

i
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Determine the Reporting Structure

What actionable data must you provide? If you still
use sign-in forms and spreadsheets, is it difficult

to locate the data you need — when you need it?
One way to cut down on extra time and confusion
during audits is to switch to automated reporting. An
all-in-one platform automatically tracks attendance,
comprehension, and completion rates, while
providing real-time reporting. It's a great way to
quickly access records for audits, ensure accuracy,

and significantly reduce administrative time.

Share Progress & Results

Share your progress and results on a regular basis

and celebrate wins and achievements with:

Company Newsletters or Emails. Simply sending
out an e-newsletter or company-wide email that
mentions recent wins and successes can lend
transparency into, and garner support for the training

program.

Bulletin Boards in Breakrooms. Using a high-
profile bulletin board where people can post
updates, photos, and wins of working smart is a
great way to recognize employees and keep them

motivated.

You should also consider what the reporting
structure will look like among line supervisors,
department managers, and corporate leadership.
Who will receive which reports and how often?

For full transparency, generate regularly scheduled
reports that illustrate the training program'’s progress
(missed trainings, number of training events by
plant, etc.), impact on company goals, and areas
forimprovement. And don’t forget to designate an
“owner” to generate and distribute the reports —

typically the training program’s main point of contact.

Employee Incentives. An incentive program works
well to motivate employees and celebrate wins. One
company uses “scratch-off” tickets to reward good

behavior, which can be redeemed for prizes.

Manager Bonuses. Another way to boost
performance is to incentivize managers. A system
where managers are rewarded for high training
completion rates is a great way to ensure they take

the lead on training.



As the food manufacturing industry is impacted by
mergers and acquisitions, increasing regulations,
ever-changing consumer demands, and turnover, it is

important to continually re-evaluate your program.

Consider an annual review to make sure the platform is

used to its fullest capabilities, including:

Performance reviews — How are your employees
holding up their end of the bargain? If there are gaps
in completion and passing rates, how might they be
addressed?

Employee satisfaction — What feedback are you
receiving from your employees? Any suggested
changes or new ideas that could or should be
implemented? Survey your employees to get their

feedback at least 1-2 times per year.

New courses — Do new roles, regulations, or

company policies require new courseware?

Course relevance — Should any courses be

updated or retired?

Logistics — Is the current training schedule working
with the production schedule? Are missed sessions
being caught and rescheduled? Is the onboarding
program efficient and effective? Is the training room

up to par with AV needs?

ROI — Are you meeting your training program’s
SMART goals? Are you able to show progression in
workplace safety, product quality, and employee

productivity?



Bottom line: A well-defined and established training program drives

the right behaviors and desired results. The important thing is to always
communicate the training program’s progress early and often. Finally,
regularly revisit and refine your program’s goals and strategy to ensure

training doesn’t become outdated.

Good luck as you work to create your program!

Contact us today for more information:

e (866) 463-5117 ¥ ContactUs@IntertekAlchemy.com @ IntertekAlchemy.com
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