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CHAPTER 19

TRAINING PROGRAMS FOR PAINTING

by

Jay I. Leanse

. INTRODUCTION

Tralning programs are used by many companies that
want employees to become efficient and productive, par-
ticularly where technical advances require improvement in
knowledge and skills. In the coatings industry the use of
high performance protective coatings, the critical need for
effective surface preparation and paint application, and
the development of sophisticated equipment make it
necessary to have ongoing training programs for workers.

There are increasing numbers of government regula-
tions affecting the entire coatings industry. To comply,
manufacturers must develop new materials. Trends away
from low-solids systems have developed new technologies
including coatings with at least 70% solids, two-part
catalyzed systems, emulsions and latices, water-soluble
and colloidal dispersions, powders, and radiation-cured
systems.() New systems require the development of dif-
ferent equipment and application methods. Regulations
are felt in the paint shop in new procedures and tech-
niques. Changes in materials and equipment make the old
ways of painting unsatisfactory. New ways must be
learned.

Procedures associated with development of the latest
materiais and equipment must be communicated to those
responsible for the work. Training provides an ideal forum
for transmission of information.

Training programs also make good economic sense.
Most companies cannot afford to have their employees
learn jobs by trial and error. For example, changes in resin
formulations are taking place in the coatings industry to
accommodate other new technologies and regulations.
Resin systems will be made of more constituents and
of higher priced raw materials. One anticipated result of
the changes in resin systems is that in ten years the
average price of a chemical coating is expected to be three
to five times present levels. Higher prices makes it increas-
ingly expensive to waste materials.

Waste is not the only consideration with higher-priced
coatings. Painting a 50-foot freight car requiring an
average of 29 gallons of paint cost $350 in 1977, including
stenciling and labor.2 A decade from now the cost of the
paint alone will be at least $500 — four times more than
the $130 spent for the paint in 1977.

Programs aimed at demonstrating correct procedures
and techniques help to better use expensive materials and

2000

452

reduce costly mistakes caused by uninformed employees.

Another way to use training is to target and eliminate
specific or recurrent problems. If, for instance, delivery
dates are constantly missed or certain coatings con-
sistently present application problems or failures, a com-
pany should take measures to correct the problems. Once
identified, paint defects, which result in costly and time-
consuming work, can be eliminated. Thorough instruction
in airless equipment, for example, may be all that is
necessary to reduce operator problems associated with
high pressure spray equipment.

Training can be regarded as a motivation tool or as a
“productivity initiator”. People generally want to do qual-
ity work. But all workers must understand why things are
done in a recommended way. If workers know why
coatings must be applied in a particular way, they take
greater pride and satisfaction in the work, and the owner
gets desired results.

Il. STEPS FOR SUCCESSFUL TRAINING

Application procedures must be followed correctly to
produce high quality coatings. For this reason, emphasis
on motivation is an integral part of any training program.
Workers must have a sense of pride and of the importance
of their work. Without that feeling even the most dedicated
worker can lose interest.

For training to be effective, the company must be
receptive to change. Management must understand the
need and objectives of training and support it. Training will
not attain its potential if employees are not allowed to
practice what they have learned. Acceptance must come
from everyone — from upper management to supervisors
and co-workers. |n a study of problems that exist between
learning and changes in behavior on the job, Katz® says
that once a worker recognizes a need to improve, and
wants to learn how, other conditions must exist in the work
environment. Primarily, it must be a permissive climate
where new knowledge and skills can be used. A company
not hostile to change can reap the benefits of an
employee’s training experience.

Once the need for training is recognized, the next step
is to determine the areas of need. Specific problems must
be pinpointed. This task is more difficult than it first ap-
pears.
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IDENTIFY TRAINING NEEDS

A systematic approach helps determine the training
needs of a company. For example, a trainer wishing to
develop materials for painters and blasters must know
specifically what those workers should learn. The question
asked by the trainer, “precisely what do the operators need
to know to do the best possible job?" is commonly
answered, ‘‘they must know everything about cleaning the
surface and the equipment.” This may be true, but the
answer is too general to be of any value. The identification
of specific tasks required of the operators must follow so
that appropriate and useful materials can be developed.

Trainers have developed a number of approaches to
determine training needs. They include performance
reviews, records, patterned interviews and surveys. One
systematic approach includes four relatively simple tech-
niques.® The first of these is an individual performance ap-
praisal. Once a person or group’s performance has been
evaluated, training can be developed in areas that
specifically need improvement. A supervisor or worker
should be abie to isolate the problem. A second approach
is to conduct a more general survey. A list can be given to
supervisors asking them to rank the degree of need for dif-
terent areas. Results can determine the content of the
training program. A third method is to pre-test trainees to
find what they already know. In training first-line super-
visors, for example, their field experience is a sound train-
ing basis. Simply build on and reinforce knowledge that
already exists. If skills are going to be taught, a perform-
ance test should be designed; if knowledge or attitudes
are to be taught, a written test is appropriate.

The fourth approach is to seek help from an advisory
committee of key people in the company. The committee
helps to determine training needs and later to implement
the program once designed. The trainer should be able to
present the committee with materials for consideration,
rather than asking broad and general questions. The pur-
pose of the committee is to advise from different view-
points within the company. This kind of committee is
valuable when asking for reactions to information
previously collected or for recommendations on how to
proceed with training.

The four approaches provide a basis for a training pro-
gram. However, determination of needs alone does not
assure a successful program. Once needs are identified, a
logical step is to determine whether the problems can be
solved by training, or whether procedural changes would
be more effective. Training objectives should be outlined.

B. WHOM TO TRAIN

Once objectives are determined, a training program
can be designed and trainees selected. A program could
be designed for the entire paint department, with special
emphasis for different job categories. For example, first-
line supervisors can be trained for management duties
while painters receive training in airless spray equipment,
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application of inorganic zinc or in safety and health pro-
cedures. Who is trained depends on the previously deter-
mined needs. There is a great difference in training for
skills development and management responsibilities.

Training related to painting procedures can also be
designed for employees in other departments. If an objec-
tive is to design clearer specifications, then spec writers
should receive training, perhaps in conjunction with the
foremen in the paint shop. Other personnel who may be
trained in the paint shop are QA and QC managers, field in-
spectors or supervisors and program managers.

An effective level for training is with new employees.
At this point basic skills instruction can be taught,
especially if the employees are new to the field and un-
familiar with elementary painting procedures. This is also
a good time to introduce company policy to employees, no
matter what their status.

Employees already with the company can also be
trained. If an objective is to introduce new and better
equipment and techniques to painters, employees must be
brought up-to-date on changes. Training can be used as a
motivational tool, especially when an employee has poten-
tial and desire to move up.

Up and down the career ladder, all employees can
benefit from training, but only if the program is designed to
meet specific needs. It cannot be over-emphasized that
problem areas must be carefully determined and analyzed
to set objectives and decide which employees will benefit
most from a training program.

C. TRAINING METHODS

Once a company decides whom to train and what to
teach, several training methods can be chosen. It is impor-
tant to remember that training adults is different from for-
mal schooling. Training should be compatible with the way
adults learn. Trainers have identified certain patterns of
adult learning that are important when preparing training
programs. The following rules suggested by John Randall
apply to every type of learning, whether it is acquiring
skills, facts or changing attitudes.?

Adults must want to learn; they must have some
sort of an incentive, such as job advancement or a
raise in salary.

Adults learn only if they feel a need and can see the
immediate benefits, such as learning a technique
that makes a job easier.

Learning and retention rates are highest among
adults if they have active involvement in the learn-
ing process, such as immediate practice and con-
tinued use. This is especially true when learning
new and unfamiliar skills.

Adults build new learning on their previously ac-
quired knowledge and experience. This is both an
asset and liability in terms of training. If knowledge
interpreted in terms of past experience does not fit
well with previous experiencs, it is likely to be re-
jected.
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