Chapter 1 )
The Importance of Training b
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Abstract Understanding how to use training best practices can improve training
outcomes and increase efficiency. It is important to meet the development needs of
the health care workforce who take care of patients by providing effective and suc-
cinct training. The goal of this chapter is to introduce the importance of evidence-
based practices for learning professionals. Evidence-based principles will be
discussed throughout the book to help guide the management and delivery of high-
quality training programs.
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Learning Outcomes

1. Explain the importance of evidence-based training for organizational success

2. Discuss the difference between education and training

3. Describe the rationale for aligning training with the organizational mission
and vision
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The Importance of Using Evidence-Based Training Methods
Shanice was tasked with creating the training for an upcoming health infor-
mation technology implementation. She was part of the nursing informatics
team and was very familiar with how the new technology would work, how it
interfaced with other technology used in the hospital, and the decisions made
when the technology was developed. However, Shanice did not have any guid-
ance for how to create evidence-based training to prepare staff for the upcom-
ing implementation. Based on past training experiences in the organization,
and faced with a minimal training budget, Shanice created a 68-page presen-
tation that went into great detail about every aspect of how the new technol-
ogy would work once implemented. This document was printed and distributed
to each nursing unit, where it sat on a table in the break room. Those nurses
brave enough to look at the document quickly put it down after scanning just
a few pages of information. As the implementation date drew closer, organiza-
tional leaders believed that all of the staff were getting the training they
needed to effectively use the new health information technology system.
When the electronic health record (EHR) system was finally implemented,
nursing leaders noted an immediate rise in late medication administrations,
missed medications, medication errors, missed orders, treatments that were
not delivered, and increased nursing dissatisfaction. Over the next few weeks
overtime increased, hospital-acquired patient infections were on the rise, phy-
sicians expressed frustration with the EHR, nurses were taking more sick
days, and some of the senior nurses turned in their resignations. Change can
create turbulence within an organization, but how could an evidence-based
approach to EHR training help to alleviate the negative impact of this change?

Introduction to Evidence-Based Training

Training is expensive. Care providers are removed from the work schedule and
paid to attend class while a replacement care provider is paid to care for patients.
Additionally, poor training can result in increased health care errors, decreased
efficiency, patient dissatisfaction, and staff frustration. The purpose of this book is
to provide a source of evidence-based best practices that informaticists and learn-
ing professionals can reference to develop and implement effective health infor-
mation technology (HIT) training that best meets the needs of the learners who
support patient care. Currently, there are minimal resources to guide evidence-
based training for the informatics nurses and other health care staff tasked with
developing and delivering HIT training. An understanding of training best prac-
tices, learning theories, and knowledge of the evidence that is used to guide train-
ing best practices can improve patient outcomes, decrease health care errors, and
improve staff satisfaction. The goal of this book is to provide the knowledge
needed to support a more confident and effective approach to delivering and man-
aging training.
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Learning professionals are able to produce consistent and high-quality training by
consistently using evidence-based training methods. One of the most common train-
ing best practices is the ADDIE Model, which provides a robust framework for deter-
mining training needs, identifying interventions, and evaluating outcomes [1]. ADDIE
stands for Analyze, Design, Develop, Implement and Evaluate, and each of the steps
of the ADDIE model highlights the purpose of a training program. Every training
program starts with a gap in knowledge or skills, referred to as a performance problem
because without the proper knowledge and skills, staff cannot perform as expected
with new technology. The ADDIE model assists training professionals to address per-
formance problems by evaluating training from three different perspectives; the orga-
nizational perspective, team perspective, and individual employee perspective. The
ADDIE Model will be covered in more detail in later chapters along with other frame-
works used for structuring efficient and effective training content.

An additional important theme for learning professionals to consider is when and
how to use training best practices, and knowing what to do and what to avoid when
it comes to delivering effective training. Many times, this knowledge comes from
experience gained through trial and error. Throughout this book, the authors will
share their experience and wisdom by providing real-life examples that help illus-
trate the importance of evidence-based practice. Just as patient care delivery is
based on evidence and best-practices, learning professionals can utilize established
guidelines and evidence developed by other learning professionals to guide efficient
and effective training programs.

To begin with, there are some general guiding principles that should be consid-
ered as essential when it comes to developing training. The first item is educating
health care leaders, and reinforcing the importance of creating evidence-based train-
ing developed by using established frameworks and learning theories. Training
must be structured in a way that best meets the needs of the learners. When a formal
needs assessment is not conducted and established models are not used to fully
understand performance issues, training will be less effective and may possibly
focus on the wrong problem. An example of this is when learning professionals
attempt to devise a one size fits all strategy to address a performance issue.

Although at first glance a one-size fits all training plan might appear to save
money and resources, this strategy rarely works well and often causes learning pro-
fessionals to lose credibility in the eyes of the learners and organization. Requiring
learners to sit through a class to acquire information about a topic that they already
know, or having them learn something that they will never use is a waste of time and
resources. Following the correct steps of the ADDIE Model is essential to develop-
ing the right training for the right employee at the right time.

Training Is Not Always the Solution

It is important to use evidence and best practices when developing and delivering
training, however, training is not always the correct solution to a performance prob-
lem. A thorough needs analysis can identify if the problem is technology related,
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workflow related, or associated with a behavioral issue. An example of a scenario
when training was not the right solution is the following request. Leaders asked that
a group of nurses undergo retraining on how to use an EHR communication process
correctly. The identified problem was that messages created by the nurses were not
being saved to the patient’s chart. In this case, leaders decided that the nurses were
doing something wrong and the initial solution was to require the nurses to go back
through training. Training is often the first solution proposed by leaders when a
critical problem arises. After analysis, the real issue in this case was identified as a
system problem that randomly caused some messages to not be saved. Without a
needs assessment, unnecessary time and resources would have been devoted to an
issue that had nothing to do with training. In addition, unnecessary training can be
viewed as a punitive action with a decrease in staff morale [2].

There are times when an informal training solution may be the best method to
meet the needs of the learners. After performing a needs assessment, and following
the steps of the ADDIE Model, it may be determined that creating a job aide, or tip
sheet is the best solution for demonstrating a recent change in the EHR system. An
informal style of training may be the best solution for smaller changes, especially if
the learners are already familiar with the system. Understanding the audience and
selecting the correct type of training is essential to providing effective training.

The previous examples have illustrated the importance of following evidence-
based practices when it comes to providing training solutions. Awareness of the
performance issue and knowledge of the learning audience is key to establishing a
robust training program. When first implementing evidence-based training, it may
take some time for the entire team of learning professionals to incorporate these
evidence-based training practices so that they become part of a standard procedure
for the entire training group. Once training best practices are in place, the next chal-
lenge will be to establish a routine for partnering with health care leaders and stake-
holders to implement evidence-based change.

Reinforcing the role of the training team as a formal partner in providing organi-
zational solutions will help solidify the partnership and build commitment among
leaders. In subsequent chapters, information about creating a culture where training
is aregular part of ongoing efforts to implement successful changes within the orga-
nization will be presented. As evidence-based training practices are incorporated
into an organization and training outcomes improve, the use of evidence-based
training practices will build credibility for the training team.

Education Versus Training

Many people use the terms education and training interchangeably. How these
terms are defined and understood impacts the entire process of designing, develop-
ing, and delivering training. The purpose of training is to develop skills in order to
perform a task. The goal of education is to obtain knowledge [3]. To further high-
light the difference between education and training, would a bakery be more
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successful if the baker has undergone education about pastries, or has obtained
hands-on training to make pastries? In reality, education and training can be inter-
twined, or the process of training can lead to education when more knowledge is
desired (see Fig. 1.1). Conversely, education can include training so that both
knowledge and skills are developed, this is often seen in simulation labs for nurses
and nursing students [4].

Understanding the difference between training and education is important
because it drives the approach used to design and deliver new skills or knowledge.
When an educational approach is employed, the focus of the activity will be on
providing information and knowledge to learners. The educational outcome is for
the learner to leave the course with new knowledge. In nursing, examples of edu-
cation could include a class on the function of the liver, new care approaches for
diabetic patients, or information about how to assess for suicide risk in a patient.
These courses do not include a hands-on component and a large portion of didac-
tic courses in colleges and universities are examples of education rather than
training.

On the other hand, the focus of training is to exit the course with the ability to
perform a new skill or task. The training approach includes opportunities for hands-
on practice so that learners can perform in a real-world environment after training is
completed. Examples of training classes for nurses include simulation with mani-
kins, performing a new wound care technique on a simulator, learning to tie patient
restraints in a lab, or developing the skill to use health information technology
(HIT). However, HIT training without interspersed education that presents the pur-
pose for each process will result in a skills-only approach that will not fully meet the
needs of the learning audience, or attain the quality outcomes needed in healthcare.

Because training is primarily skills focused, the training audience may be
grouped by those who will use the same skills and processes in their daily work.
This means that unit secretaries might attend one HIT class focused on the activities
found in their daily work, nursing leaders may attend a class focused on different
information and processes that align with their roles, and patient care nurses on a
specific unit may receive training that includes only what is essential to know to
perform their daily work.
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Regardless of the educational approach, adult learners value understanding why
the information or skills they are learning are important, and to interpret what is
learned into the greater context of their role [5]. Education or knowledge that is deliv-
ered without context will not be useful for a nurse or other healthcare provider, and
training that does not include the context, the purpose, and the importance of each
step in a process will not provide reliable adherence to the new processes. Further
information about learning theories and brain science will be presented in Chap. 5.

Aligning Training with Mission and Vision

In the nursing profession, the most current evidence and best practices are used to
guide the care provided to patients. This information is available to nurses and
healthcare workers through written policies, guidelines embedded in the electronic
health record, and scholarly databases that can be accessed with the click of the
mouse. In light of all of the focus on using evidence-based resources available to
nurses and other caregivers for the best provision of healthcare, are we using the
most current best practices and evidence to guide the development and delivery of
health information technology training?

In subsequent chapters, evidence and best-practices from the training industry
will be presented to provide the foundations for HIT training programs that support
each organizational mission and vision by producing training that is not only more
efficient, but also more effective at generating learning outcomes that can help
healthcare providers to utilize technology in a more effective manner. When health
care providers are adequately trained to use HIT, patient privacy is supported, and
patient care is safer and of a higher quality [6, 7]. HIT has been widely used in
healthcare for nearly a decade, yet studies continue to highlight the impact of poor
training on patient outcomes, nursing satisfaction, healthcare quality and safety,
patient satisfaction, and the validity of reportable healthcare data [8—12].

When a training program is developed, it is important to align the program with
the organizational mission and vision. Aligning training with the mission ensures
that leaders in the organization are supportive of the training program. In addition,
if training is aligned with the mission, the organizational mission can be embedded
into the training content so that learners can clearly see how the changes being pre-
sented in training align with the mission and help support or grow this mission. This
alignment with strategy is important so that learners can clearly see that a change,
which may feel threatening to the staff, is intended to help the organization continue
to more forward according to their mission.

Aligning training with the mission and vision also requires alignment and
involvement of organizational leaders. It is no secret that the implementation of
health information technology can often trigger resistance and frustration among
healthcare staff. Involvement of leaders can help to provide endorsement of the
training at the highest levels, and positive messages in support of the training often
provide benefits that can help guide acceptance of the change.


https://doi.org/10.1007/978-3-031-10322-3_5

1 The Importance of Training 7
Why Is Training Important?

As changes take place in the work environment and technology advances, there will
always be a need for employees to understand and align with these changes through
development of their knowledge and skills. Training professionals and their teams
provide a valuable service in helping employees develop their skill sets so they can
adapt to changes and be more efficient in performing their jobs. When employees
feel confident about doing their job because they possess the proper knowledge and
skills, they become more productive and add greater value to the organization.
Another benefit of training is that employees who are confident deliver better results
and improved outcomes for the organization.

Nurses and other clinical staff benefit from training every day as they take care
of their patients. They rely on training to show them the correct process for taking
care of patients and documenting in the EHR. Training is essential in helping to
prevent errors and reduce adverse incidents that affect patient care. Without the
proper training, clinical staff can put their patients at risk as well as put themselves
at risk. When nurses and other clinical staff possess the proper training and know
where to find training resources as they need them, they become better equipped to
handle change and take care of their patients. Increased skills as delivered through
effective training give staff the knowledge and ability to do their jobs, reducing
stress, burnout, and increasing employee satisfaction. Additionally, when a patient
receives confident care from a well-trained healthcare provider, patients feel that
they are receiving good care which often helps with recovery.

Summary

Today’s health information technology is complex, and EHR training is essential for
providing safe patient care. Nurses and other clinical staff use the EHR and other
technology every day to document care, and technology cannot be separated from
clinical care. It is critical that staff receive the most effective training on how to use
health information technology based on their role. The EHR contains the informa-
tion needed to provide safe patient care. Information within the EHR is considered
the facility’s legal record of the treatment course provided to patients, and the
patient’s response to treatment. It therefore becomes critical that the data entered in
the EHR record is accurate and complete. Learning professionals play an important
part in training and preparing clinical staff to use the medical record and other
health information technology safely and effectively. Insufficient training can lead
to missing information, medical errors, and produce unreliable data that can place
the organization and patient in jeopardy.

Training is a key element in employee satisfaction and engagement. When
employees feel that the organization that they are working for is investing in them,
they become more motivated and engaged. Training helps with instilling confidence
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and building proficiency. It also promotes continuous improvement and learning
opportunities that can provide career development and growth over time. All these
elements help to enhance the employee experience and create loyalty and retention.

Discussion Questions and Answers

1. Learning professionals are able to produce consistent and high-quality training
by using evidence-based training methods. Which model/method was discussed
in Chap. 1? Why it is important?

One of the most common training best practices is the ADDIE Model, which
provides a robust framework for determining training needs, identifying inter-
ventions, and evaluating outcomes. The ADDIE model assists training profes-
sionals to address performance problems by evaluating training from three
different perspectives; the organizational perspective, team perspective, and
individual employee perspective.

2. Why is it important to use evidence-based practices when developing training?

It is important to use evidence-based practices because they provide a frame-
work to use for conducting a needs analysis to determine the root cause of a
problem. In some cases, training may be the recommended solution and in other
cases a non-training intervention may be required.

3. What is the difference between training and education?

When an educational approach is employed, the focus of the activity will be
on providing information and knowledge to learners. The educational outcome
is for the learner to leave the course with new knowledge. On the other hand, the
focus of training is to exit the course with the ability to perform a new skill or
task. The training approach includes opportunities for hands-on practice so that
learners can perform in a real-world environment after training is completed.

4. Why is it important to align a training program with the organizational mission
and vision?

Aligning training with the mission ensures that leaders in the organization are
supportive of the training program. In addition, if training is aligned with the
mission, the organizational mission can be embedded into the training content so
that learners can clearly see how the changes being presented in training align
with the mission and support or grow this mission.
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