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Preface to the Third Edition

Tools for All Training Managers and
Learning Professionals

How to Manage Training has been crafted from the elegantly simple no-
tion that all training managers are not created equal. It is perhaps the first
book to recognize the reality, perhaps unique to the training field, that
business managers come from widely diverse backgrounds and are jump-
ing onto the training management learning curve at various points. There-
fore, this book provides help, in a disciplined way, not only in a variety of
management content areas but also for a variety of managers.

With corporate layoffs, downsizings, and bankruptcies of recent
years, outsourcing of critical work, and changes in benefits across corpo-
rate America, there are more and more independent consultants and con-
sulting companies providing training services of all sorts. ASTD, the
American Society for Training and Development, based in Alexandria, Vir-
ginia, estimates that about 20 percent of the design and delivery work
in American corporations is done by consultants and contract staff. The
number of consultants in training, learning, performance, and human re-
sources management has increased steadily every year since 1995, and
these professionals will find How fo Manage Training to be of enormous
help. In addition, training directors and human resources directors, who
are in positions with executive responsibility, will find this succinct “how
to” approach, particularly the checklists that tend to expand thinking, very
helpful. Executives will quickly see the scope of the various aspects of
training and be aided in decision making about the broad range of their
responsibilities. The key references mentioned in Chapter 10 and the full
Appendix with summaries of the best thinking in the field provide espe-
cially useful information for people whose job it is to “think big picture”
and to structure and staff the training operation. Managers of training and
trainers, no matter what their titles, will find in this book all the tools
they need for any learning challenge. Flatter organizations, empowered
employees, and teams today often create trainers where none have been
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before. This third edition, in its entirety, is custom-made for you. It is,
above all, a tool for training managers as well as all others who are in
charge of designing, delivering training, and facilitating learning.

In this book, I focus on training management issues relevant to
changes we can expect as we move through the first decade of the new
millenium and on the tools you’ll need to forge a viable training operation.
The features of the book include:

More than 200 checklists and forms, figures, and charts

Succinct analysis of critical issues

Sections of detailed additional related information
Chapter-by-chapter discussions on how to be effective, even in
tough times when budgets are tight and resources are limited

An Appendix containing an in-depth review of literature in the es-
sential field of workplace learning

An extensive Training Management Bibliography

The Appendix is a book within a book, included to provide the train-
ing manager with a focused discussion of the essential elements of learn-
ing design, educational psychology, and organizational development that
together create an environment for transfer of training from training man-
ual and presentation mode to the employee’s job and the company’s
bottom line. The Appendix is a model-driven guide to individual and orga-
nizational learning.

How to Manage Training was written to give doers, facilitators, and
decision makers in training organizations clear guidance and immediately
usable ideas and techniques for accomplishing successful and cost-effec-
tive training in our fast-changing, human resources—dependent business
environment. It is an immediately useful tool for anyone who is already a
training manager and provides insights into the field of training manage-
ment for those on the path to becoming training managers.

This book was written for trainers who have titles such as:

Vice-president of training and development
Human resources director

Learning consultant

Chief knowledge officer

Knowledge engineer

Learning officer

Learning strategist

Personnel director

Training director

Training manager

Training and development manager
Manager of human resources development
Training administrator

Training supervisor
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Training coordinator
In-service education manager
Corporate trainer

Safety training manager
Quality assurance manager
Facilitator

Training specialist

Employee involvement manager
Continuing education manager
Apprentice coordinator
Instructor

Instructional designer
Instructional analyst
Evaluation specialist

Coach

Mentor

Training writer

Course author

Technical writer/editor
Subject matter expert
Instructional technologist

What This Book Will Do for You

In How to Manage Training, 1 provide the tools you'll need to run your
training operation and describe in concrete ways the actions you’ll need
to take to make training work for your trainees and for your bottom line.
Specific advice for getting through tough times of personnel shortage,
tight budgets, limited spaces, and fleeting time, as well as the good times
of adequate staff and intact budgets, is included.

How to Manage Training contains ‘“how to’s”’—practical, proven
techniques to enable you to train your workforce effectively within the
realities of a rapidly changing business environment. In it, I have tried to
go right to the heart of training administration, design, and delivery in
easy-to-understand language and easy-to-use, results-oriented working
forms and dispense with the tangential and the superfluous.

This book is meant for the manager on the move who needs to
choose quickly and use efficiently the right management tools. A wide
variety of checklists and forms is presented so that training managers with
varying experience levels can pick and choose exactly what they need.

Good training is a powerful aid to good business, and good training
managers need to know what makes training work and how to run it effec-
tively. Reading this book will help you understand what makes training
cost-effective and guide you in performing training tasks quickly and with
style. I suggest ways to use training as a vehicle for organizational develop-
ment and to ensure training’s influence and future as a critical business
function.
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Above all, How to Manage Training gives you the confidence to plan
and to implement good training, secure in your application of a wide
range of specialized management skills for making learning happen, for
running your training operation, for developing your training staff, and for
serving your training customers.

How to Use This Book
How to Manage Training is presented in chapters further subdivided into
four consistent sections throughout this book. These four sections are:

Section 1: Key Management Issues
Section 2: Checklists

Section 3: Forms

Section 4: More Information

You can use this book by reading all of the Key Management Issues
sections (Section 1 of each chapter), by extracting all of the Checklists
sections (Section 2 of each chapter), by using only the Forms (Section 3 of
each chapter), or by referring only to the More Information text (Section
4 of each chapter). How you proceed depends on how informed and expe-
rienced you are as you begin reading the book. Each chapter features a
discussion of compromises you can live with if you have limited resources
and of enhancements you can make to your program if you have adequate
staff and budget.

The book is unique in its structure, because it’s presented both hori-
zontally and vertically—in effect, a training management how-to-matrix.
How to Manage Traning can be read and used in either a sequential and
linear fashion or by focusing on only a topic or management tool of partic-
ular interest. For example, you might want to gather all of the checklists
together for use at a planning workshop, or you might want to distribute
all of the forms at team meetings. You'll find these in the same place in
each chapter throughout the book.

The book’s format is itself a model for learning, presenting first the
big picture, then checklists for idea generation, then forms and tools for
direct aid, and, finally, details of additional information on each chapter
topic.

You are encouraged to add your own company information to the
checklists and forms found throughout the book to reflect your special
corporate interests—your company logo, your own letterhead—and to
adapt the forms and checklists as necessary, for example, by adding more
space for computation or writing, inserting additional items in lists, or
tacking on additional rows and columns on charts. You can personalize
the management tools presented here by substituting your own culture-
sensitive words such as learner versus trainee, checkpoint versus mile-
stone, vision versus goal, standard versus objective, teacher versus instruc-
tor, and adviser versus advisor. You are also expected to add identifying
data, such as date, name, job title, telephone number, and department, to
the forms and checklists. How fo Manage Training is written to engage you
in the kind of management that you specifically need.
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Changes in the Field Since the Second Edition

How to Manage Training, Third Edition, is an updated version of the 1998
second edition of the work, edited throughout to include new concepts,
terminology, and training practices. This new edition features thirty new
checklists, twenty new forms, fifty new references in the Bibliography, and
six new features in the Appendix. The third edition includes substantial
additions to four chapters, important modifications to four chapters, four
entirely new chapters, and a refocusing throughout the book toward train-
ing that contributes to high performance, the bottom line, and continuous
learning.

Specific new text and tools are included on how to lead learning or-
ganizations, make the most of e-learning, train for innovation and em-
ployability, run the training operation, and manage training for teams.
Updates are included on designs and documentation to facilitate learning
as well as on tools and practices for making training accountable as a
viable business function. The Third Edition includes more focus on the
individual learner. We also provide a CD-ROM containing all checklists,
forms, figures, and charts.

A chapter-by-chapter synopsis follows:

Chapter 1, “How to Lead Learning Organizations,” emphasizes the
training manager as learning facilitator, enabler, and designer of learning
experiences of all kinds that are delivered in many places—on the job, at
computers, in classrooms. There is also a focus on the need for training
managers to adopt a systems perspective, constantly monitoring the re-
sults of training in terms of business—not only learning—impact.

Chapter 2, “How to Make the Most of E-Learning,” focuses on the
issue of making decisions about e-learning to maximize its use in your
particular company. Ideas in “blended training,” the potential of 24/7
around the globe learning, interactivity and collaboration, and content
standards are all here for your investigation. We present this chapter in
the context of growing pains of the field and give you some concrete help
in choosing wisely.

Chapter 3, “How to Run the Training Operation,” contains all-impor-
tant information about the “make or buy” decision, that is, whether,
when, and how to hire outsiders. It also contains important cost-saving
worksheets and checklists and a new section on legal and government
involvement in training.

Chapter 4, “How To Manage Outsiders,” is driven by the recent rise
and demise of dot-com enterprises with consequent availability of outsid-
ers for hire as consultants, training designers, and instructors. We help
you identify the factors that might lead you to outsource some of your
training operation and give you guidance on the kinds of paperwork you'll
need to manage projects, protect your company’s intellectual property,
and stay within employment law.

Chapter 5, “How to Manage Training for Teams,” is devoted exclu-
sively to the special training challenges of teams. It specifically covers how
to meet the learning needs of individual team members as well as of the
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team as a whole, and how the working of people in teams is different from
other kinds of work efforts.

Chapter 6, “How to Manage Coaching and Mentoring,” brings you
up to date on the ever-growing field of coaching and mentoring. We ex-
plore some new understandings about the benefits and the pitfalls of
coaching, and provide some details about specific forms of coaching and
mentoring such as for promotion of diversity, advancement of women,
and executive development. This chapter contains a wealth of forms and
checklists to guide the training manager in facilitating and developing
these most important avenues for learning.

Chapter 7, “How to Train for Innovation,” discusses the twin issues
of the retention of competent employees and the longevity of the training
operation. Linkage with “significant others” outside the training opera-
tion and career flexibility are two important concepts here. This chapter
shows how to make empowerment win-win for everyone—the individual
as well as the company, and how this can foster innovation.

Chapter 8, “How to Support Learners on Their Own,” helps you rec-
ognize the power of self-directed, on-demand, just-in-time learning that
occurs in workplaces that demonstrate that they value it. Numerous
sources, including ASTD, have identified the phenomenon of learners
learning on their own as one of three major new trends in training. In this
chapter we give you specific guidance in how to encourage learners on
their own, and how to create a culture of support for the variety of learners
in today’s organizations.

Chapter 9, “How to Assess Training Needs,” Chapter 10, “How to
Design and Write Training,” Chapter 11, “How to Implement and Deliver
Training,” and Chapter 12, “How to Evaluate Training,” are the heart of
the training manager’s systematic approach to creating the training that
serves individual learners.

The field is presented in a systems orientation from the training
manager’s point of view, including how to assess training needs, design
and write training, deliver training, and evaluate training. Today’s manag-
ers of the learning enterprise are both challenged and given the tools to
rethink assumptions about training, learning, and performance in order
to lead organizations of learners in today’s less hierarchical and more em-
powered workplaces. How to Manage Training, Third Edition, recognizes
the pull between optimal learning design and strategies for simply staying
in business and the tug of serving the learning needs of the team as well
as those of the individual learner on that team. This book provides tools
and support for meeting these and other current training management
challenges.

Improving performance is the bottom line—your personal perfor-
mance and the performance of your trainees, whether in a classroom or
at a PC. Whether you are a consultant, manager or supervisor, team
leader, or a trainer of any sort, this book is your number-one source for
time-saving, high-quality, proven successful tools for managing training
and supporting workplace learning.



How to Lead Learning
Organizations

American business is already beginning to experience the dramatic
changes that have been evident since the year 2000—changes in the struc-
ture of business organizations, in the view of change itself, and in the
makeup of the employee workforce.

KEY MANAGEMENT ISSUES

Changes in the Structure of Business Organizations. Throughout
the business community, organizations are becoming both smaller and
flatter, with fewer clear lines of command. We are getting used to having
major decisions made by those below the top ranks—midlevel managers
who now have power over critical budgets and personnel resources. We
are seeing customer-driven development of all sorts, from R&D operations
to product design. We are becoming comfortable with coalition problem
solving, with the influence of networks, and with a political kind of busi-
ness culture that values group effort through work teams, ad hoc task
forces, and advisory groups. We are seeing executive and upper-manage-
ment levels disappear. In training management especially, we are finding
a wide diversity of managerial titles and job responsibilities, more man-
agement coalitions and advisors, more teams, and front-line decision
making.

We are seeing an affirmation of the value of a company’s human
resources, enunciated in less rigid ways. We are experiencing a renewed
interest in the people who make a business work; we seem no longer to be
focused primarily on filling slots in prescribed and defined organization
structures, in chains of command, and in narrowly defined job require-
ments. The psychological effects of the terrorist attacks on September 11,
2001 are manifest in a greater consciousness of people and human con-
cerns in the workplace. We are beginning to view learning, the most
human effort of all, as a strategic work process.

A Different View of Change Itself. The knowledge explosion of re-
cent years, fueled by advances in telecommunications and computers, has
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speeded up the rate of change. More information, more channels through
which it can flow, and easier access to it are helping to create “experts”
around every corner—not just in the executive suite or high-powered lab-
oratory. Change can and does originate in unexpected places; it is no
longer an evolutionary process that grows out of a slow-simmering event
or the result of a directive cast down from the top. Change seems to be
discontinuous and random; it demands both an informed and more im-
mediate response and more flexible responders. Training can play a criti-
cal role in helping persons at work manage career and organizational
change.

Changes in the Makeup of the Employee Workforce. Expert sys-
tems, simulations, smart machines, miniaturization, and the organizing
power of computers have and will be removing people from jobs, espe-
cially as the twenty-first century progresses. The individuals who are re-
sponsible for electronic ‘“nonmechanical” machines need to know things
of a more sophisticated nature: how systems and machines interrelate,
how to troubleshoot problems with various logic systems, or how to set
correct and efficient parameters for computations and report generation.
Training workers today is a different matter than it was a generation ago,
and workers’ environments for interface with the tools of business are also
very different.

Today’s workforce looks different from the way it did even during the
early 1990s. More younger professional women with families are at work;
there are more women at all levels; there are more minorities and foreign-
born workers from entry level to boardroom; there are more part-time
workers and consultants, more older workers, and more workers on the
payroll who work at home and are linked electronically with the office.
The changing human profile of the workforce requires training that is de-
signed and delivered in ways that spark the imaginations and unleash the
potentials of this new employee pool. Outsourced work brings with it new
responsibilities for development of human resources.

Questions for Training Management. These changes raise impor-
tant questions for trainers: ‘“How can we manage a company’s knowledge
and skills base so that employees develop with change?”” and ‘“What meth-
odologies for training management will keep a company’s human re-
sources tuned and ready to move the business forward?”

In this book, I suggest answers to these questions by providing guide-
lines that recognize the need for flexibility as well as structure. These
guidelines are based on a methodology that recognizes training as a
system of inputs, outputs, and feedback based on nurtured operational
relationships and program objectives tied to business goals. Training man-
agement is much more than coordinating vendor-delivered courses and
watching the department’s bottom line.

Management Assumptions. This chapter highlights some major
themes that recur throughout the book, and it proceeds from certain as-
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sumptions about management and about training managers. These as-
sumptions are as follows:

1. Management believes that its human resources are what makes
the company strong.

2. Management currently commits a dollar amount to training that
is equivalent to at least 2 percent of its payroll budget.

3. Management supports training in other visible ways, such as by

providing training facilities, training staff (professional and ad-

ministrative), training materials and production capability, con-

ference support, and online services.

Management pays attention to “process’’ quality assurance.

Management carries out procedures that flow from policy.

6. Training managers value equally the potential contribution of
each trainee.

7. Training managers behave as if they believe in flexibility, espe-

cially during needs analysis and course delivery.

Training managers view training as a strategic business tool.

9. Training managers have a broad view of the benefits of human
resources development and see training as one of the critical em-
powerment tools.

10. Training managers see themselves as continuous facilitators of
learning.

S

®

In this book, I also assume that training managers have widely varying
backgrounds and responsibilities and that training management occurs
on various levels. Some training managers know what to do and how to
do it; a reminder of the dimensions of key training issues is enough to
prod them into action. Other training managers need a checklist or “to
do” list to use as a planning tool to get things rolling; others prefer to go
right to the forms for direct use in moving the program forward; still others
want to go through each chapter, page by page, from key issues through
ancillary information to get the big picture before addressing the details
of implementation.

Many managers prefer to understand issues first and then engage in
idea generation, brainstorming, and choosing options. They organize a
specific response to a problem and then review other relevant information
that might have a bearing on the problem. This book is meant to be a
practical guide during these various stages of thought and action.

A PERSPECTIVE ON TRAINING MANAGEMENT

Adopting a Systems Orientation. As training departments change
their structure and become both smaller in numbers of employees and
flatter in terms of hierarchy, it is more important that the core employees
have a systems orientation to the work of the training organization. That
is, when fewer employees have more responsibility and flexibility in carry-
ing out that responsibility, it’s important to always be sure that the group
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as a whole is working toward the same ends and through similar means.
It’s very tempting to measure the wrong things—numbers of trainees,
numbers of classes, numbers of videos, how employee A is doing com-
pared to employee B with these numbers, etc.—rather than the outcomes
and results of training. Training managers must lead the way out of the
isolated accumulation of details about training to the realization of
changed performance as a result of learning.

One way to begin this leadership process is to adopt a systems orien-
tation to your thinking. The foundation of this kind of thinking is the sim-
ple systems model of inputs, processes, and outputs, with continuous
evaluation and feedback; this is a different way of thinking from the old-
style linear thinking that often featured doing your job according to pre-
scribed procedures and the best way you could, getting signoffs that your
work was acceptable, and then going on to the next task. Systems thinking
requires lateral thinking—its structure is more like a web than like a
straight line; it requires that the thinker be flexible and on the lookout for
inputs from numerous sources. It requires that the thinker be innovative
in devising new and improved processes for work; it means that self-as-
sessments and the assessments of others be an automatic part of all per-
sons’ work, and that evaluations are used to make mid-process correction
if necessary.

Learning is this kind of systemic process. Building a learning organi-
zation requires leaders who think this way too and who consciously build
bridges and networks within the company, especially to leverage the posi-
tive effects of learning.

Running the Training Operation. Cost-effectiveness in human re-
sources development—and not just cost—is the major criterion for train-
ing management success. More sophisticated, more informed, and also
more specifically needy employees are demanding effective training that
helps them to do better work. They will no longer accept the generalized
vendor-developed course presented by a well-meaning but off-target out-
sider.

Training Magazine's 1996 Industry Report estimates that training
managers go outside their corporations for $13 billion worth of training
services and products, or 22 percent of all corporate training and develop-
ment.* This 22 percent certainly indicates that outsiders are a significant
part of training program design and delivery, and it also sends a signal
that managers inside corporations should be taking a good hard look at
how this 22 percent is integrated into the corporate culture, goals, and
business plans of the companies they serve. ASTD’s (The American Society
for Training and Development) 2002 State of the Industry Report confirms
this percentage and indicates an upward trend to 29 percent currently.t
Training Magazine’s 2001 Industry Report reports that companies are
spending $57 billion to train workers, up 5 percent from 2000. The number

* Training Magazine, October 1996, p. 42.
tASTD report, State of the Industry Report 2002.
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of corporate universities has increased phenomenally from its start in 1990
with 400 such institutions to 2,200 in year 2002. Training Magazine’s exec-
utive editor, Tammy Galvin, was quoted in a Yahoo! News Reuters Technol-
ogy brief as saying that companies are “beginning to place a premium
on human capital,” and that “issues such as time-to-market and time-to-
knowledge are in the forefront of companies’ launch of a new product.”*
These are learning-intensive and learning-dependent measures—signs of
new thinking in how to lead and manage learning organizations and of
the strategic importance of human resources issues.

The numbers are staggering, especially because they indicate that
huge amounts of money are being spent on training. Yet, according to
ASTD, only about 16 percent of all employees receive training. More than
27 million American adults—most of whom are employees—are function-
ally illiterate, and U.S. businesses spend about $25 billion annually and
growing for remedial programs in reading, writing, math, English as a Sec-
ond Language (ESL), and basic problem-solving skills.t In recent years,
corporate spending on ESL programs has continuously increased by 15—
20% per year, according to the Training Industry Reports, 1996 and 2001,
cited above. Stricter federal legislation in 2001 supporting the Department
of Labor in occupational safety, against sexual harassment, and for diver-
sity has increased a company’s requirements for training. (See the Web
site of the Society for Human Resource Management, shrm.org, and
Chapter 3 of this book for more information on legislation.) ASTD also
estimates that more than 80 percent of Fortune 500 and other large com-
panies view training as important in meeting business goals. Yet fewer
than half of these companies integrate training and development into
their strategic planning processes. New legislation could change this.

Taken together, these numbers seem to indicate that both the cur-
rent standards for and the current practices that constitute good training
management are not at all clear. In addition, there seems to be a need for
more equitable distribution of training services by training managers to
employees—and a better accounting for these services—for the sake of
good business.

Unquestionably, changes in the organization of business are leading
us toward planning that assigns human resources functions a prominent
place in corporate policy and in operational goal statements. Businesses
are changing rapidly because of mergers, downsizing, and a genuine de-
sire to be more collaborative. Organizationally, business looks different
today from how it did in the 1960s, 1970s, 1980s, and 1990s—the lifetime
of most of the training managers of today. As we have progressed through
the decades, the service sector of the economy has continued to grow,
driving the search for quality in processes such as customer service, sales
and marketing, communications, personnel administration, and training
itself. Training managers must be able to articulate a place for training as

* Yahoo! News, “‘Firms Augment Training with Online Courses”’ by Sherwood Ross,
May 4, 2002, p. 1.
tASTD report, Training America: Learning to Work for the 21st Century, 1989.
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a contributor to process quality—and the best place to start is with the
business planning process.

In your training operations, remember to keep design and delivery
methods flexible so that both the people in your organization and your
budget can respond quickly and effectively. Combine writing your own
courses, facilitating one-to-one learning experiences, buying vendor
courses, and creating training projects—apprenticeships, mentoring, con-
ferences, field trips—always within the context of an identified corporate
business strategy. Run your training operation as if everything that you do
matters to the composite of individual employees who define your busi-
ness. Link training to stated corporate directions, not to the most visible
or most vocal potential client. Your actions should be driven by cost-effec-
tiveness and a clear business goal, not by a desire to save the most or
spend the least money on a particular course.

Tools for addressing the current issues in running the training opera-
tion are discussed in Chapter 3.

Assessing Training Needs. One of the biggest mistakes a training
manager can make is to get carried away by the enthusiasm of a fellow
manager who says, ‘I need you to develop a course for my people” or by
the CEO who declares, “We need more training around here at every
level.” In the rush of excitement created by being asked, and in a desire
to please an important customer, many a training manager has thrown
training at a problem that wasn’t a training problem at all.

This unfortunate scenario happens, of course, when training is run
as an “‘ad hocracy” of unplanned responses, unconnected to more care-
fully developed and articulated business planning. It happens when there
is no formal, objective analysis of needs—no needs assessment phase of
the training system. It is “penny-wise and pound-foolish”—in other
words, probably not cost-effective—to validate the need for training by
listening to only one person’s opinion about training, no matter how im-
portant that one person is.

A better course of action is to stick to a system that requires multiple
inputs—in this case, inputs on why someone needs to learn, exactly who
that learner will be, exactly what needs to be learned, and how often this
learning will need to be taught to other workers. Generally, the opinion of
one person is not sufficient to verify these kinds of learning needs.

Keep in mind, too, that organizational, technological, political, and
demographic changes can and do occur outside the planning process. And
training that you devise to deal with change should receive verification
from multiple input sources. Take the time before beginning your devel-
opment efforts to clarify what the training problem really is.

Don’t be surprised, if, during your needs assessment activities, you
find out that the problem isn’t a training problem at all and that it can be
solved more effectively by information, person-to-person communica-
tion, job redesign, incentives, or some other human resources interven-
tion. Save training solutions for good, solid, verified training problems.
You'll find focused help on Needs Assessment in Chapter 9—you might
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find the process being called a “performance analysis,” so be prepared for
some flexible thinking.

Designing and Writing Training. The ultimate goal of most train-
ing is to improve work. This long-range goal is reached through shorter-
range objectives tied to specific business policy and planning statements.
Such specific training must be designed for maximum transfer to work—
the processes, ideas, and skills that are learned in the training environ-
ment must be put to work quickly and effectively on the job.

This kind of training focuses on the subject itself, on the tasks inher-
ent in mastering the subject, on the ways in which adult learners behave,
and on the individual learner at work. It is learning designed to respond
to a specific learning deficit or identified gap in a business situation and
is structured in written language to communicate clearly its objectives for
learning. It is training offered equitably to varied constituencies.

This kind of training incorporates built-in follow-through evalua-
tions that are based on the reality of the trainee’s working environment
back on the job. It is “tight”’ training in the sense that it is driven by cost-
effectiveness, not only by effectiveness. Training designed for transfer typ-
ically saves time, because, in the design process, the “nice to knows’” have
been eliminated. This kind of training can respond to a company’s unique
organizational structures and to the unique learning needs of its diverse
employees; it is built on objectives for learning that flow from business
objectives and is designed for the purpose of transfer to work, not for en-
tertainment, for show, for reward, or for diversion. These principles are
applied also to individual learners on their own (see Chapter 8) and to
e-learners (see Chapter 2).

Tools for getting it down on paper—for designing and writing train-
ing, and for creating good training documentation—are presented in
Chapter 10.

Implementing and Delivering Training. One secret of maintain-
ing a flexible training organization is providing variety in the way training
is delivered. A useful way to think about training delivery is in terms of the
degree of activity or passivity demonstrated by the learner. Look for ways
to implement training that engage the learner in active learning—in set-
ting up and solving work problems, in initiating interactions with peers in
small groups or one-on-one dialogue, in making choices about what
should be learned next, in doing self-evaluations, in doing demonstrations
and presentations, in generating hypotheses, and in experimenting. Pay
particular attention to implementation systems for e-learning.

Consider all your options before falling back on the old standby of
classroom training using slides or “overheads.” Choose a method of deliv-
ery that enhances the skill being taught; for example, work in teams during
training if the knowledge being acquired will be used in work teams back
on the job. Always move from theory to practice, from “book learning” to
real time.

Consider computer-based, video-based, and performance support
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delivery options in which the learner controls the pace of delivery and the
choice of topics. Remember that if your workforce is culturally diverse,
classroom training could be an embarrassing waste of time. If lessons are
geared to an “average’”’ American adult and expressed in typical American
English, your training might go right over the heads in your class. One-to-
one on-the-job training, coaching, or mentoring assignments might be a
more cost-effective delivery method. Self-paced online learning is an op-
tion. And don’t forget the value of a good book.

The point is that you should try to be very open-minded when choos-
ing an appropriate training delivery method. Revise your train-the-trainer
course to reflect the many choices that you have, and don’t be afraid to
ask potential trainees for their ideas on how they learn best before you
determine how the training will be delivered.

Tools to help you with training delivery are discussed in Chapter 11.

Evaluating Training. Perhaps the most relevant concept today
concerning training is the notion that its evaluation should be ongoing
in order both to mirror and to capture the fast-moving changes in the
organization and in the employee resource base. If you wait until the end
of a course for evaluation, you will have allowed yourself to miss critical
opportunities along the needs assessment-design-development-delivery
path for in-process evaluation and improvement.

The process known as “formative evaluation” holds out a promise of
quality assurance and consonance with today’s more rapid rate of change.
Formative evaluation techniques focus on critical value decision making
during training development, making evaluation an ongoing and useful
process. Formative evaluation applies with equal relevance to evaluation
of programs, projects, courses, and training materials. The critical step,
then, of closing the improvement loop through feedback almost always
follows formative evaluation. “Three hundred sixty—degree” evaluation
can be used effectively in evaluating training.

Evaluation that relies on the “smiles test” at the end of training is
simply too-little-too-late for the changing character of the current busi-
ness scene.

Evaluation tools are the topic of Chapter 12.

Guaranteeing Training’s Longevity. Training flourishes in compa-
nies to the extent that training managers take positive and bold action to
secure its place as an active, not reactive, business partner. On the other
hand, training remains on the periphery of business if training managers
assume that others will establish training’s worth just because it’s usually
considered a “good thing” for people and for business.

Training managers must do what seems to be the obvious—write a
statement of purpose that flows from an overall organizational and corpo-
rate vision, mission, or goal. If your company doesn’t have a mission or
goal statement, push senior management to write one. Work with senior
management to make training’s reason for being a visible outgrowth of



How to Lead Learning Organizations

the greater corporate vision. Don’t assume that training is seen as integral
to that vision—be persistent until you get it down in black and white.

Training managers must tie training needs to supervisors’ annual
performance review documentation. Get training written into a personal
database system, so that you are linked to career development of individu-
als through their supervisors or other peer review rating systems. Secure a
budget structure that allocates money to training based on a rational and
predictable process and formula. Get management support for training at
all levels through public statements and in business plans, project plans,
and strategic plans.

Training managers must see themselves and their staffs as keepers
of the keys to building learning organizations. The molds for empowered
employees are often set in training sessions—trainers of all stripes must
seize the opportunity to create organizations of learners, to shape the sup-
ports for learning, to stir up every employee’s motivation to learn, and to
manage the knowledge resources of a company. Training managers first
and foremost must be proactive strategic thinkers. The opportunities for
training managers in today’s knowledge-intensive economy are enor-
mous—and so are the responsibilities.

Planned, integrated training cannot continue to reach only 16 per-
cent of the American workforce if it is to be a viable business function.
Training has great potential to help American corporations meet the chal-
lenges of this new century because it has a lot going for it now—huge
investments of money, a place somewhere on almost everyone’s organiza-
tion chart, rich and varied delivery options, and enthusiastic and commit-
ted supporters across the spectrum of American corporate organizations.

What training needs is focus, discipline, strategic thinking, vision,
and leadership. This book can help you achieve them.
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Chapter 1 Checklists

For Leading Learning Organizations

The following group of checklists provides focus to your thinking about
what you need to do as a leader of a learning organization. The important
concepts are that individuals come first: What and how, where, and when
they learn is what builds a learning organization. Some would say that
indeed the sum is greater than its parts—that is, individuals who are well-
tuned learners can in fact mold and continue to mold the organizations
in which they work into truly world-class competitors, greater in the kind
of wisdom, power, and performance capability than the individuals in
them. Our knowledge-intensive, global economy demands learning orga-
nizations and requires special kinds of leaders.

LIST OF CHECKLISTS FOR LEADING LEARNING ORGANIZATIONS
1.1 Strategies for Everyone

1.2 Checklist of ““ ... ing Words” for Managers
1.3 Tough Questions for Leaders
1.4 Concrete Actions for Developing Learning Organizations

1.5 Evidence of a Learning Organization in Progress
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Learning Organization Checklist 1.1
Strategies for Everyone

- 1.

Tolerate questions. Cultivate the art of asking helpful ques-
tions. It’s often the quality of questions rather than answers
that leads you to deeper understanding.

Think of knowledge as strategy. Work hard to experiment with
ideas and make discoveries, share what you know, hang
around and observe high performers. Try for more and better
ideas; keep a journal of them and reread it in a disciplined
way—for example, every Wednesday after lunch.

Learn to deal or negotiate with ideas: make it a point daily to
play with ideas. Prioritize, categorize, correlate, recognize bias,
separate fact from fiction, defend an opinion, add to, delete
from, compare, contrast.

Enjoy surprises. It's okay to make a mistake as long as you
learn something from it.

Redefine your work as a resource for learning. Inherent in
every task, job, and work process is the kernel of insight. Learn
to look at your work as something to learn from; approach your
work as if you were learning to do it for the first time. Pay atten-
tion to what’s great about it and to what can be improved.
Think in terms of learning before doing your work, while doing
your work, and after doing your work. Practice action and re-
flection.

Be responsible. Your work is your work, not your “company’s”
work. Be responsible for making it the best you can make it. If
changes are needed to increase the value of your work, make
the changes. The value of your work as intellectual capital is
your responsibility.

Teach someone else; ask someone else to teach you.
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Learning Organization Checklist 1.2
Checklist of “ . . . ing Words” for Managers

People who study learning organizations often talk about ‘“process”’—that
is, the interweaving of the way things are happening and the way people
interact with each other as work progresses. One way to teach yourself to
“think process” is to use the “ ... ing” form of words instead of verbs,
which tend to stop the action: “planning” instead of “plan,” for example.
You'll be amazed at how this simple word trick can train your thinking in

the direction of “process.”
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Visioning instead of vision.

Changing instead of change.

Communicating instead of communicate.

Leading instead of leadership.
Understanding instead of understand.
Doing instead of do.

Motivating instead of motivation.
Supporting instead of support.

Listening instead of listen.

. Modifying instead of modify.
. Revising instead of revise.
. Simplifying instead of simplify.

. Analyzing instead of analyze.

Differentiating instead of differentiate.

Finding instead of find.

. Accessing instead of access.

. Interpreting instead of interpret.
. Searching instead of search.

. Verifying instead of verify.

. Evaluating instead of evaluate.
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Learning Organization Checklist 1.3

Tough Questions for Leaders

Leadership these days is getting a lot of press. It’s clear that workers in
today’s flatter, less hierarchical, more empowered workplaces need lead-
ers who are cast in a different mold from those of yesterday, who “looked
out for number one,” “walked silently and carried a big stick,” or came to
work to “kick butt.” Leadership today, especially leadership of learning
organizations, is clearly in transition from the authoritarian models to
models of egalitarianism. During such times of transition, leaders are
pushed to think hard about some tough questions that will frame their
behaviors in their new worlds. These are some of them:

1. HowcanIbe comfortable facilitating team and group learning?
What self-disciplines do I need to develop in order to be pa-
tient and truly caring about each person’s growth as it impacts
the growth of the team?

2. How can I reward (money and recognition) employees who
make outstanding contributions? How can I preserve what’s
best of the company’s historical salary and grade successes, yet
move the company forward through employees who do truly
outstanding learning work? How much and how often should
rewards be given?

3. How can I demonstrate my encouragement of ‘“‘generative
conversation” among employees? How can I show them that
talking on the job with each other is a good thing that often
leads to breakthroughs? How can I teach them the value of dia-
logue and active listening, positive evaluation, and feedback?

4. How can I take steps to encourage dissent, questioning, and
feedback during meetings in front of peers and supervisors?
How can I prevent dissent from occurring behind backs and
closed doors?

— 5. What alliances within my company do I need to make in order
to help push the integration of learnings? Should I have an ac-
tion plan to accomplish these alliances? How proactive can I
be? Where should I start? Have I accurately identified the stake-
holders within the company? Do I use levers?

6. DoIknow how people learn in this company? Are supports in
place to help them?

— 7. What evidence is there that this company values learning? Can
this become more overt? What can I do to help demonstrate
the value of learning?
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8.

10.

Do employees at both ends of the longevity range get the mes-
sage equally? That is, do senior employees as well as new em-
ployees know that they are expected to learn at work—from
each other, by themselves, and from the work that they do?

. Do I know deep down in my heart that leadership means hav-

ing followers? Do I conduct myself in such a way that followers
happen? Do I earn my authority, not grab it?

Do I have enough guts to invest in human capital to make it
grow? What kind of money and other resources (staff, hard-
ware, buildings, etc.) can I get, and when should they be
invested? What kinds of studies do I need in order to demon-
strate a probable payoff?
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Learning Organization Checklist 1.4

Concrete Actions for Developing Learning
Organizations

- 1.

-2
-3

Take time to do things. Talk with and listen to colleagues.
Ask for help. The Lone Ranger died a long time ago.

Tell people more than they need to know. Communicate
widely and openly about the direction the business is going
in, the values espoused by top managers and the board, the
successes and the failures. Involve everyone in information
about the company. Trust people to take what information
they need and to perhaps find something exciting in informa-
tion for which they don’t immediately see a need.

Encourage individuals to state a personal vision for their work.

Encourage individuals to develop a learning plan, with topics
or skills they’d like to learn and when and where they could
learn them. Review these regularly and assist individuals in
learning what they have identified as their learning challenges.

Promote, reward, and recognize excellence in learning. Look
for all kinds of learning, not just that which happens in class-
rooms. Enlist team leaders, supervisors, shift leaders, and oth-
ers to help you identify excellence in learning.

Set up forums for ideas. Quantity of ideas leads to quality of
ideas. Do this on a regular basis; record the sessions either on
paper or on tape.

Allow people the time to learn on the job from each other. En-
courage teaching, coaching, and mentoring.
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Learning Organization Checklist 1.5

Evidence of a Learning Organization in
Progress

Use this checklist as a guideline for your leading ‘“‘by walking around.” As
you talk with people and observe them at their jobs, see if you can find
these telling signs that learning can be happening.

1

The company subsidizes subscriptions to learning and training
journals and pays for national conference attendance.

. The company provides easy access to library, databases, and

the Internet for all employees.

. Best practices are rewarded.

. Nobody shoots messengers.

On-the-job training, coaching, and mentoring happen at all
levels.

Cross-training and cross-functional teamwork are apparent.

Ideas are welcomed, not censored or ignored.

. Employees can be seen in “‘communities of practice” solving

problems.

“Bag More Than a Lunch” programs are available for continu-
ous learning.

. E-Learning opportunities motivate self-directed learners on

the job and on company time.
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Chapter 1 Forms

For Leading Learning Organizations

Forms listed here can help you help your employees organize their think-
ing toward becoming organizational learners. These forms can act as a job
aid or crutch as people become more self-responsible, communicative,
and innovative.

LIST OF FORMS FOR LEADING LEARNING ORGANIZATIONS

1.1 Personal Learning Needs and Wants
1.2 Action/Reflection Learning

1.3 Empowered Listening

1.4 The Basic Math of Problem Solving
1.5 Skills Bank Online
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Learning Organization Form 1.1
PERSONAL LEARNING NEEDS AND WANTS

How To Use This Form
1. This is for each employee to complete either on his or her own, or with guidance
from colleagues, supervisors, or trainers. It is for an individual’s personal record,
not to be used as part of a performance review or salary review.
2. Review this chart periodically with the employee, either individually or as part of a
team meeting, for example, once each quarter (March, June, Sept., Dec.).

Employee’s name Date

Job title or brief job description

My Learning Needs
Description of training Where to get it When it should be done
1

o N O U A~ W N

My Learning Wants
Description of training Where to get it When it should be done
1

o N O U~ W N
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Learning Organization Form 1.2
ACTION/REFLECTION LEARNING

How To Use This Form

1. This chart is a brief reminder, a stimulus to reflective thinking, which can be used
by any employee on a regular basis as a self-teaching tool as you build your own
capacity for reflection. Keep it at hand in a desk drawer or posted on a wall nearby.

2. Action is the American worker’s first response to almost any situation: “make it
go, give the correct answer, repeat after me, do as | say, keep all the balls in the
air. . .." It's hard work to learn reflective thinking. As an adjunct to action,
reflection is a winning complement. Action/reflection learning is a system of
thinking that features the best of one very good way to build a learning
organization.

“DON’T JUST DO SOMETHING, STAND THERE!”
Blanchara, Carlos, and Randojph, Empowerment Takes More Than a Minute,
San Francisco. Berrett-Koehler, 1996, p. 66.

Practice Guide for Reflective Thinking

Notes on when and how | did this

1. Questioning “What if? . . .”

2. Generating options

3. Formulating hypotheses

4. Testing hypotheses

5. Seeking consensus
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Learning Organization Form 1.3
EMPOWERED LISTENING

1.

How To Use This Form
Simply use this form whenever you ask an employee’s opinion. Put it on a
clipboard or make copies and bind them together in a pad. The heading of this
form will always be a reminder to practice active listening.

. Like other skills, the skill of empowered listening requires practice. This form can

help you practice.

cut here

LISTENER’S NOTE PAD

S W N =

EMPOWERED LISTENING REQUIRES THAT YOU:

. Receive the message, not initiate it.

. Accept what you hear without passing judgment on it. (Listen, don't talk.)

. “Say more” is your appropriate response if you need clarification.

. The word underlined above is “you.” Adopt the mind-set that the person to

whom you are listening has the most important things to say, not yourself.

. Go away full of what you've heard; save acting upon it for another time.
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Learning Organization Form 1.4
THE BASIC MATH OF PROBLEM SOLVING

How To Use This Form
1. Use this as a job aid or handout at a team meeting at which problems must be
solved.
2. Basic math concepts and functions are listed down the side of the page. Often
these functions can be applied to problem statements, with astonishing results.
Foster learning through analogy.

Problem statement:

Notes

Add

Subtract

Muiltiply

Divide

Substitute

Reverse

Raise to the power of

Truncate
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Learning Organization Form 1.5
SKILLS BANK ONLINE

How To Use This Form

1. Use this as a template for creating an employee skills bank online. Distribute this
to each employee and set a date by which information should be entered into

the system.
2. Update this once every quarter, as part of an overall “how’re we doing?” periodic
review.
Name Business Telephone
e-mail
Date joined the company —_ Present job
Information I'd like to have: Skills I'd like to learn:

Job-related skills | can teach someone:

Hobbies, crafts, sports, leisure activities | can share with someone:
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Chapter 1

More Information on How To Lead Learning
Organizations

Why We Should Pay Attention to Cognitive
Psychology

For many decades, training has been associated largely with behavioral
psychology. Job and task analysis, measurable behavioral objectives, time
and motion studies—all were the hallmarks of training in our industrial
economy. When training managers thought about the totality of training,
this behavioral model of design came to mind.

It’s no secret, however, that things are different today. First, we are
in a postindustrial economy, and a global one to boot. Factories, R&D
labs, workers, markets, and consumers are worldwide. Information is the
organizer, not industrial production. An information-driven economy re-
quires a different perspective on training. Cognitive psychology and the
potential in the concept of “learning” are this perspective.

This shift in orientation from behaviorism to cognitivism is primarily
characterized by a shift in thinking from “instruction” to “‘construction.”
Cognitivism requires that we think always in terms of “moving toward”
or “moving through”—that is, of “process” or something always in flux.

7 ‘“reflection,” ‘‘reconstruction,” ‘“‘evaluation,”
“alignment,” “integration,” “relationship,” and “network’ are all favorite
terms to the cognitive psychologist. To be sure, the idea of training to a
task is still relevant; the task, however, now must be framed in terms of
constructionism—that is, what I need to do in order to begin building my
learning. A knowledge economy, after all, builds its strength according to
the depth and breadth of involvement and the innovative quality of its
individual and group members. It depends on the ability of persons to
frame the issues in, proactively seek, and cost-effectively use information.
It is a different economy from the one that turned out pieces of things and
objects to view, hold, smell, or otherwise possess in a sensory way. Growth
in the information economy depends more strongly on the personal, indi-
vidual initiative that is driven by action and reflection, evaluation, and
speedy use of feedback than it is on the certification of mastered tasks and
acceptable product count. Four excellent books on the nature of con-
structing knowledge are:

» s

“Inquiry,” “involvement,

In the Age of the Smart Machine: The Future of Work and Power by
Shoshana Zuboff, Basic Books Inc., 1988

Things That Make Us Smart: Defending Human Attributes in the Age
of the Machine by Donald Norman, Addison-Wesley Publishing
Company, 1993
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The Knowledge-Creating Company by Ikujior Nonaka and Hirotaka
Takeuchi, Oxford University Press, 1995

Thinking for a Change: Discovering the Power to Create, Communi-
cate, and Lead by Michael J. Gelb, Harmony Books, 1995

Training Complex Cognitive Skills by Jeroen J. G. van Merrienboer,
Educated Technology Publications, 1997

The Indisputable Value of Diversity

R. Roosevelt Thomas, Jr., makes the point in his very important book, Be-
yond Race and Gender (AMACOM, 1991), that within the last decade our
approach to diversity in the workplace has changed from one of “assimila-
tion” to one of “valuing diversity” and its extension, “managing diver-
sity.” By valuing he does not mean some soupy, vague ‘‘respect everyone’
sort of platitude, but rather a business person’s perspective on finances,
customer service, quality, innovation, and a host of other rewards that can
be realized because of a well-developed diverse workforce.

It used to be that persons who were obviously different from the
majority of workers were simply expected to “fit in”—that is, to be assimi-
lated into the mainstream white male workforce. Thomas makes the as-
tute observation that those instructed to fit in were generally stifled from
ever being able to be themselves, to contribute what they perceived as
their strengths, or to be free to generate innovative ideas from their own
special intellectual and cultural experiences. Roosevelt Thomas’s entire
book is a guide to not only valuing diversity of all stripes, not just racial
and ethnic, but also to managing the workplace in order to release the
creative and productive potential of a rich human network of talent, moti-
vations, skills, ideas, and competencies. One of the great resources of a
learning organization is a diverse workforce. Training managers, particu-
larly, are often called upon to facilitate the release of this potential. Getting
rid of an “‘assimilation mentality”’ is your first step toward success. An-
other book by R. Roosevelt Thomas, Jr., is also worth reading: Redefining
Diversity (AMACOM, 1996).

“The Fifth Discipline”

Peter Senge in 1990 started what has come to be a quiet revolution in the
way managers think about the purpose of organizations. In his bestselling
book The Fifth Discipline: The Art & Practice of the Learning Organization
(Doubleday/Currency, 1990), Senge popularized two very important ideas:
(1) that of “the learning organization” and (2) the idea of “systems think-
ing,” or as Senge names it, “‘the fifth discipline.”

Corporate America has embraced the learning organization as a goal
as well as a process, and throughout the decade we’'ve seen numerous
examples of companies and nonprofits that have tried various approaches
to becoming learning organizations. Professor Victoria Marsick of Colum-
bia University, and ASTD itself, has done considerable work since 1991 in
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finding and tracking the progress of companies and organizations who
call themselves learning organizations. ASTD’s work in this regard is sum-
marized below. Peter Senge is known throughout the world for his cele-
bration of the workplace as a learning place.

What is not so enthusiastically embraced or practiced is Senge’s idea
of “the fifth discipline,” or systems thinking. In his book, he makes impas-
sioned pleas for us to see the world as a whole. He even says that ‘it
should come as no surprise that the unhealthiness of our world today is
in direct proportion to our inability to see it as a whole” (p. 68). He argues
for systems thinking as a discipline for seeing wholes, interrelationships
rather than things, patterns rather than snapshots. He makes the convinc-
ing argument that systems thinking is needed more now than ever before
because our world is so complex, and all around us is evidence of systems
breakdowns. Senge’s focus on wholes is often translated into such slogans
as “think globally, act locally,” or “see the forest as well as the trees,” or
“bring the whole into the parts.”

Trainers should resonate with Senge’s thinking, but too often we
have not taken the initiative to learn what the big picture is. Trainers have
often been accused of getting mired in the small stuff. Building a learning
organization won't happen because it seems like an obvious ‘“Motherhood
and apple pie” kind of thing; it takes perspective, vision, hard work, and
persistence. Senge started it all; now it’s up to us to keep it going.

ASTD’s Benchmarking Forum

Since 1991, the American Society for Training and Development (ASTD)
has been systematically tracking fifty companies on a variety of “best
practices” in an attempt to codify what behaviors lead to changes that
foster learning and improve performance. ASTD’s Guide to Learning Orga-
nization Assessment Instruments, published in 1996, describes specific
methods, many of which have come out of the experience base of compa-
nies in the Benchmarking Forum, for assessing learning organizations. In-
struments focus on the individual, the team or group, and the
organization. Check the ASTD Web site at astd.org or by phone at 703-
683-8100.

If You Have Limited Budget and Staff . . .

For about $150, you can purchase the books referenced in the above para-
graphs and begin to fill your mind and spirit with new ideas. For no money
at all, you can use these books as action guides, and with a little bit of
prudent risk taking and a lot of faith, you can start to make changes. For
the price of a telephone call or e-mail connection, you can talk with people
at ASTD in Alexandria, Virginia, who can help you become part of a net-
work of persons at your particular level of change-making.
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If You Have Adequate Budget and Staff . . .

If you have the time and staff resources to experiment with new organiza-
tional arrangements, you might consider freeing up your resident in-
house instructor staff to meet one-to-one with supervisors and managers
to help them understand and set learning goals for the individuals and
groups within their organizations.

Another idea is to formalize a coaching or mentoring program of
“training the trainers,” whereby your instructional staff pairs up with
team leaders, managers, or supervisors to continuously help them become
teachers and learners.

Another possibility is for you, the training manager, to personally
interview each person in your training organization regardless of job as-
signment or level in order to find out exactly what each needs to do his or
her job to peak performance. Then make it your mission to go find the
resources they said they needed—budget, hardware, software, personnel,
skills, contacts, furniture, space—whatever it takes. Listen to their lan-
guage; don’t impose what you think they need. Act as a facilitator and
provide support. Be an advocate for the individuals in your own organiza-
tion as they become more competent. And . . . expect them to go and do
the same throughout the company.
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How to Make the Most
of E-Learning

E-learning is here to stay in some form. Business literature is often full of
stories of learning successes and cost savings because of e-learning; it is
sometimes also full of stories and commentaries about failures and prob-
lems. In this chapter, we try to present e-learning in perspective as it is
going through evolutions in hardware, systems, and content. Our focus
here is to help the training manager make the most of what we’ve learned
about e-learning.

KEY MANAGEMENT ISSUES

Blended Training. Training managers are faced with the classic
dilemma of building on the best of educational psychology and learning
theory, yet taking advantage of all that’s new and truly helpful in enabling
computer hardware, software, and systems. The current call is to find a
“blend” of the old and the new—high touch and high tech together. But
how?

Answers might be found in studying the differences between instruc-
tion, generally defined as trainer-designed and -delivered, and learning,
generally defined as a process inside an individual that enables one to
work better, faster, and especially smarter. There are some kinds of things
that people need to know that clearly benefit from instructional design
and instructional management. Many of these things are informational
in nature—announcements, descriptions of products, information about
training opportunities, reports of competitors’ work, information about
new employees, scenarios and case studies, scholarly papers and confer-
ence information—and they can very usefully become part of e-learning.
Information-based materials can provide background information, be a
library-type repository for just-in-time referral by learners, and provide
motivation to look further and to keep learning. These kinds of things are
designed and managed by an instructional system, a key part of an
e-learning endeavor.
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Instructional design of courses and learning activities definitely have
arole in e-learning too, but designers are cautioned not to create psycho-
logically restrictive online learning experiences that quickly bore the
e-learner or waste time. And, of course, there must be a balance between
information and instruction so that one supports the other for learning.
A good lesson to be reminded of is that of the classic technology versus
psychology lesson of PowerPoint misuse. Just because the bells and whis-
tles are there, doesn’t mean they are appropriate or even useful for
learning.

There is a great deal of business press being devoted to new models
for learning, based on what we know of the educational psychology of the
past and the promise of advances in computers and systems. This dia-
logue generally is known as the “blended training” dialogue. It refers to
preserving the classroom as a site for person-to-person live interaction
and stimulation for problem-solving that is seen as one of the classroom’s
strengths. Blending, therefore, can encompass a variety of learning ap-
proaches: informational online self-study, video or CD-based online view-
ing and reaction, synchronous and asynchronous discussions, lectures,
reading, workbooks, training games, coaching, mentoring, workshops,
and conferences. The savvy training manager will begin to see his or her
job as designing, developing, and managing the blend.

Collaboration: Extending Resources and Opportunities. Under
the banner of “collaboration,” training managers are challenged to be-
come more important voices for extending the resources of the business
and creating opportunities for the business through learning. E-learning
has opened the eyes of senior management to the possibilities for greater
influence, especially in the 24/7 anytime-anywhere potential for online
learners to get together. Asynchronous designs have collapsed time zones
across the globe; laptop access has enabled learners to sign into courses or
log on to information no matter where they are. Scalability is an especially
attractive feature. Online collaboration across companies, stakeholders,
divisions, and among individuals means more influence and opportunity.
Training managers have a new opportunity to help drive the business
rather than just react to it.

Beyond this influence function, the training manager also must pay
attention to staffing e-learning design and delivery with competent per-
sons. It’s a good idea to examine the skills such staff needs—such as de-
signing for motivation, maximizing online socialization of learners,
facilitating information exchange between e-learners, and building and
verifying acquisition of knowledge. Those staff who function as e-trainers
or e-facilitators need to know how to encourage, support, and give feed-
back to e-learners. Collaboration for building a learning environment on-
line is a new responsibility of the training manager.

Content. The main complaint about e-learning content is that it
is often shallow. In the rush to get e-learning products to market, new
companies often focus mostly on hardware and software, minimizing con-
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tent issues or worse, trying to sell clearly inferior content with their new
systems. Many such companies are no longer in business. Old companies
too fall into the trap, and simply key into some format or course template
from the old courses they had hanging around for years. Obviously this
doesn’t work either. Academics, too, do not escape, and often are accused
of simply putting their lectures onto a web page and calling it e-learning.
Learners then rebel, and a cry goes out for content experts and instruc-
tional designers.

Obviously content for learning online is a mix of information, in-
structor-designed material, and on-the-spot kinds of aha! experiences that
come from intense independent study or from interaction and collabora-
tion with other e-learners. Two major trends are contributing to the
growth and depth of e-learning content: 1) the integration of performance
support into job functions so that learning can hardly be avoided when
one is doing the job, and 2) the creation of learning objects and learning
content management systems to manage them. The goal is to embed
knowledge into the tasks of a job and to provide both the content and the
process for learning what you need to know when you want to know it.

The work in developing learning objects has been promoted heavily
by the Department of Defense and its Advanced Distributed Learning
(ADL) initiative. Before the learning object can be developed, ADL rea-
soned, standards for its content and the processes for effective use of
content had to be in place. In the creation of these standards, ADL collab-
orated with the White House Office of Science and Technology, the Insti-
tute of Electrical and Electronics Engineers (IEEE), the Information
Management Society (IMS), and the Aviation Industry Computer-Based
Training Committee (AICC) to devise the framework for the content stan-
dard that has become known as SCORM, the Sharable Content Object Ref-
erence Model. Refer to the ADL Web site—adlnet.org—and the Appendix
of this book for more information.

Growing Pains. When version one of SCORM was made public in
January 2000, the word for “content” was “courseware.” Over the months,
it became apparent that content was the real issue, and the word was
changed. This vocabulary lesson speaks of a deeper concern over how to
make content reusable by a variety of learners. The clash with learning
styles, what a learner brings in terms of experience in that content, the
appropriateness of the content design to the e-learning format, choices in
delivery mode—all these and more were issues uncovered by the collabo-
ration spawned by the ADL and the user feedback from companies that
used SCORM standards.

Other content issues that training managers have to contend with
are those associated with cleaning out the old courses. A major problem
is that it is often quite apparent that major parts of the old course are
much better delivered as online information, as support to the classroom
learner. Redesign of existing courses is a challenge and is part of the grow-
ing pains of making the most of e-learning.

Other growing pains include the integration of existing knowledge
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management systems for archiving, scheduling, reporting, and learner
evaluation with learning content management systems. These new sys-
tems devote attention to such processes as pretesting, creation and use of
course design templates, storing, accessing, and sharing learning objects,
and customizing content for individual e-learners.

Research on how learners learn online is rather thin. E-learners com-
plain that they are expected to spend personal time learning, whereas
previously, they could attend a classroom on company time. Training
managers complain that e-learners seldom complete courses they begin.
E-learners complain that online courses are boring and a waste of time,
and that they encourage playing around—doing e-mail, lurking in chat
rooms, forwarding parts of courses to friends or to their own files. They
also complain that they can’t make their systems work and that navigation
is slow or troublesome. Training managers complain about high costs and
hidden costs, vendor hype, lack of system compatibilities, and lack of
bandwidth to do everything they want to do. Both e-learners and training
managers complain that it’s hard to know whether e-learning experiences
transfer to improvements in the business.

Cost savings, performance improvements, productivity increases,
and increased reach and access to learning opportunities are all promises
of e-learning. Some companies are reporting successes; many others are
still struggling.
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Chapter 2 Checklists
To Make the Most of E-Learning

The following checklists will help you to think about training in a new
way—a “‘blended” way. The focus is not on stand-up training and over-
heads but rather on customized learning experiences for all of the stake-
holders in the training department. This includes employees, customers,
suppliers, and perhaps even politicians and community leaders of impor-
tance to the company. With e-learning, much more is possible for less
time and money when it is blended appropriately with face-to-face learn-
ing experiences in classrooms and workshops and when you remember
that technology is only a tool. Making the most of e-learning means defin-
ing the best of many training delivery systems and using e-learning when
and where it simply is the best way for people to learn.

LIST OF CHECKLISTS TO MAKE THE MOST OF E-LEARNING

2.1 The Training Manager’s Checklist for E-Learners’ Successful
Transition from the Classroom to E-Learning

2.2 Tips for Easing the Growing Pains
2.3 Primary Characteristics of Learning Objects

2.4 Working with a Learning Content Management System
(LCMS)

2.5 The Training Manager’s Readiness Checklist for E-Learning
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E-Learning Checklist 2.1

The Training Manager’s Checklist for
E-Learners’ Successful Transition from the
Classroom to E-Learning

The most important thing when introducing e-learning is to focus on
learners’ needs. The following points are guidelines to help you, the train-
ing manager, help learners make a successful transition to e-learning.
Classroom biases and habits will remain, so be sure to take learners from
where they are, acknowledging their grounding in the classroom.

- 1

Make sure the learner knows how much time is typically re-
quired for an online course. Be realistic from the very begin-
ning.

. Be sure the learner knows how to use the hardware. If neces-

sary, provide a coach, help line, or classroom or online training
before the e-learner begins the course.

If there are technology options, be sure the learner under-
stands how each works and what to expect of each in terms of
the learning process.

. Promote and advertise e-learning. Tell success stories. Encour-

age experimentation and learning from mistakes.

. Help e-learners get out of a course if it is not right for them,

without embarrassment or performance repercussions.

Encourage just-in-time learning; let e-learners know that
e-learning time is company time and is not meant to impinge
on personal time.

. Focus on the business reasons for e-learning.

Be sure that e-learners know how to enter and exit an e-learn-
ing experience and account for what they've learned.
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E-Learning Checklist 2.2

Tips for Easing the Growing Pains

Here are some tips for managers as you deal with the changes in systems
focus as you introduce e-learning.

— 1. Remember that technology is a tool. Guard against overzealous
sales pitches. Buy what you need for learning, and be sure to
have the salesperson demonstrate all features of the technol-
ogy so that you can make an informed decision.

_ 2. Identify your business need for e-learning and focus relent-
lessly on it.

— 3. Tell your stakeholders about your venture into e-learning; keep
them continuously informed. Be sure that internal depart-
ments, key individuals, and external collaborators are all aware
of what you're doing. Send reports and newsletters, and have
online information that they can access to become part of the
e-learning experience.

_ 4. Be aware that you are instituting cultural change with the in-
troduction of e-learning and the expectation that employees
will want to learn that way. A major internal marketing effort
is necessary. Develop a formal plan, with timelines and evalua-
tion points, to accomplish marketing to your learners.

— 5. Do some research on online learning. Current studies suggest
that e-learners prefer spending only about an hour to an hour
and a half online at one sitting. If learning objects are used,
these are generally short—about fifteen minutes each, to be
used alone as just-in-time learning or to be put together in se-
quences appropriate for particular learners.

— 6. Think of all workplace learning as a competitive advantage.
Structure e-learning for product, process, and price advantage
to the company.
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E-Learning Checklist 2.3

Primary Characteristics of Learning Objects

The Appendix to this book includes information about SCORM standards
and their development. The “c” in SCORM stands for content. Whether
you use these content development and deployment standards or some
other standards, or create your own, there are some primary characteris-
tics of a learning object that you need to adopt. A learning object:

. Contains one learning objective for the learner.
. Is self-contained within its own structure.
. Introduces or describes itself to the learner.

1
2
3
4
5
6

Is easily accessible and easily navigable.

. Is reusable and shareable within and between courses.

. Is modularized and consistent in format with other corporate

learning objects, but varied in levels of learning that are built
in.

. Is designed with high levels of cognitive motivation to avoid

becoming boring.

. Is part of a management system for tracking and evaluating

each learner’s progress.
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E-Learning Checklist 2.4

Working with a Learning Content
Management System (LCMS)

The term “knowledge management system’ has been around for a few
years, and now we are seeing a subset of that idea with “learning manage-
ment system.” This typically refers to the administrative functions around
and outside a course such as scheduling, cataloging, tracking, archiving,
reporting, testing, and connecting e-learners to e-learning experiences.
The Learning Content Management System (LCMS) is a system to manage
what happens inside a course. The following list contains some typical
features of an LCMS. Use this checklist to check your LCMS. A Learning
Content Management System:

1

Is set up to accommodate many users, including designers and
learners.

. Provides templates for course design that are sophisticated

enough for your use.
Provides formats for instructors to insert their individuality.

Stores and moves learning objects according to learner needs.

. Provides precourse learning materials—research studies, case

studies, articles, book references, pretests and self assess-
ments, company reports, competitor information, etc.

. Provides software for content conversion and system compati-

bility in order to speed up development efforts.

. Tracks learner behavior online in order to isolate difficult ques-

tions and pinpoint problem content and offers help to solve
the learning problems.

. Uses clear and consistent standards in the design and develop-

ment of all e-learning experiences.
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E-Learning Checklist 2.5

The Training Manager’s Readiness Checklist
for E-Learning

E-learning is sometimes entered into in order to save money. As with most
training, that’s the wrong place to start. Cost savings are a result of the
right kind of learning experiences, and those savings often take years to
become obvious. This checklist can help you identify the management
issues in determining your readiness to begin an e-learning effort.

1. You have determined a percentage goal and time line for
e-learning; for example, you want 10 percent of your courses
to be e-learning courses for years one and two; 20 percent
thereafter.

2. You have researched the global implications and needs for
e-learning in your company. You understand what the cultural
and technical issues are and have plans to deal with them.

— 3. You have a plan for hiring design and development staff and
vendors. You have checklists for the competencies you seek.
You have a plan for interviewing personnel so that they can
demonstrate their competencies.

4. Vendor and development timelines seem realistic and meet
your needs.

— 5. You realize that e-learning courses have a short shelf life—
some say one year, some say two years. You have inventoried
your courses to see the extent of your conversion and transi-
tion problems.

_ 6. There is a sufficiently high level of interest in e-learning. If you
build it, they will come. It seems to be worth the effort. You've
calculated the risk.
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Chapter 2 Forms
To Make the Most of E-Learning

The forms listed here can help you do some of the critical planning and
management tasks to make the most of e-learning.

LIST OF FORMS TO MAKE THE MOST OF E-LEARNING

2.1 Planning Critical Paths and Milestones for E-Learning Devel-
opment Projects

2.2 Matrix of Blended Content and Process
2.3 Team Assignments for E-Learning Development

2.4 Development Standards Matrix
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E-Learning Form 2.1
PLANNING CRITICAL PATHS AND MILESTONES FOR E-LEARNING

DEVELOPMENT PROJECTS

How to Use This Form
1. There are thirteen items listed here to suggest the dimensions of planning an
e-learning development project. Use additional sheets to add more items.
2. Prioritize the items and give each a target date by which it should be
accomplished.

Priority
1-13

Target date

. Learn the principles of web design for learning.

Find and study examples.

. Learn about the options in and effects of

navigational design on e-learning.

. Learn about the options in and effects of

instructional design on e-learning.

. Find and hire vendors and additional staff if

needed.

5. Identify your resource requirements.

. Define staff and vendor responsibilities.

. Design technical hardware, software, and

system specifications.

. Define file-naming and other system and

content conventions.

. Define what content information will be

information-based only.
Define what kinds of repositories and archives
you want.

. Define what content will be interactive. Identify

options.

. Develop content.

. Develop periodic (formative) assessments and

final evaluations (summative) for each e-learning
experience.

. Pilot-test your work with real e-learners. Revise

as indicated.
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E-Learning Form 2.2
MATRIX OF BLENDED CONTENT AND PROCESS

How to Use This Form
1. The list below focuses on typical elements of course content and various processes
of development and delivery. Add other elements that apply specifically to you.
This matrix will help you see the possibilities in blended training.
2. Put a check mark in the cell where you intend to place each element.

Course title:

Web Internet | Classroom Other (Notes)

Reference materials

Support persons

Pretests

Post-tests

Workbooks/worksheets

Extra credit work

Chat groups

Team meetings

Audio/video

Follow-up to training
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E-Learning Form 2.3
TEAM ASSIGNMENTS FOR E-LEARNING DEVELOPMENT

How to Use This Form

. This is a “who” form. Enter development team members’ names and emails
across the top. Add extra sheets if needed.
. Put a check mark in the cell of the team member(s) responsible for each element

of e-learning development.

Course title:

Team members’ names and emails

Name/email

1.

Securing licenses

2.

Putting in place an
administrative LMS

. Creating content

. Producing graphics

. Producing audio,

including streaming
audio

. Producing video,

including streaming
video

. Developing

interactive online
lessons

. Instructing/

delivering the course

. Hosting the course
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E-Learning Form 2.4
DEVELOPMENT STANDARDS MATRIX

How to Use This Form

1. Use this matrix as a monitoring or assessment aid as you develop your catalog of
e-courses. Add more titles and characteristics as needed.
2. Make notations in each course cell as appropriate.

Course titles

Desirable characteristics
of e-courses

1.

Standards-based

2.

Learning-centered

3.

Individually
customizable

Online evaluation

Collaborative
authoring
capability

Collaborative
learner
opportunities

Easily accessible
content

Reusable learning
objects

Variety of content

10.

Nontrivial content

. Widely scalable

12.

Easily navigable
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Chapter 2

More Information on How To Make the Most of
E-Learning

Research the Costs

There is no doubt that e-learning is expensive to initiate. As a project, it is
one that requires a great deal of up-front investigation and an analysis of
needs throughout the company. The savings from e-learning come later—
sometimes many years later. The wise training manager will ask a lot of
questions from a lot of sources before beginning an e-learning initiative.

ASTD is one source of information at its conferences, on its Web site
(astd.org), and in its publications. The July 2002 issue of ASTD’s T+ D
magazine lists some e-learning costs on page thirty-one. One of the cau-
tions is to do the math; that is, pay attention to the multiplication and
division. Costs are quoted in a wide variety of ways: per student user, per
year, per 1,000 users, per author, per course, per content hour per person,
per month per user, per add-on service, etc. These are some of the prices
quoted in the ASTD article:

Off-the-shelf courses $50 to $1,500 per user
Authoring tools $2,000 to $8,000 per user
Training for 1,000 persons or less  $200,000 to $400,000
LCMS for 1,000 persons or less $100 to $150 per user

Maintenance 15 percent to 20 percent of total
cost

Other good sources of current information are:

masie.com
brandon-hall.com
adlnet.org
imsglobal.org

Know How You Feel about E-Learning Interactivity
and What You Can Do

The major criticisms leveled at e-learning by learners often focus on the
triviality of what’s online. Learners complain that too often lecture notes
are simply copied into an online system, and that this is no learning expe-
rience. Learners seem to want face-to-face live interaction with other
learners to acknowledge and verify their own learning and to learn how to
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solve problems. Learners and managers complain, too, that online learn-
ing encourages diversion, and that the interactions of classmates seem to
help maintain focus. Furthermore, a company’s information technology
infrastructure is frequently inadequate for the kinds of interactivity that
e-learners and instructional designers want, and the I.T. department and
the training department often don’t talk to each other.

Therefore, the best advice is to listen to instructional designers who
work from learner evaluation reports. Know how your workforce responds
to various kinds of interactivity: classrooms, dialogue groups, workshops,
chat rooms, assignments that require online team work, relationships with
customers and suppliers, etc. Know the pluses and minuses of synchro-
nous and asynchronous learning systems. Talk to your LI.T. folks: Get to
know how they operate. Know the technology capabilities of your com-
pany before you begin contacting vendors or developing your own
e-courses. Begin where you are, so that you have reasonable chances for
success. Know how far you can go with the infrastructure you have, and
know how much ‘“blending” you want to do—e-learning and classroom,
clicks and bricks, high tech and high touch.

If You Have Limited Budget and Staff . . .

Focus on information first; go into instruction slowly. Get high-level sup-
port for even the most basic e-learning venture. Show how information
sharing will be part of your eventual total e-learning project. Create ar-
chives and file sharing, and be sure that everyone knows how to access
them. Offer coaches and peer-to-peer tutoring throughout the company
so that everyone knows what’s online and how to get it when they need it.
Offer company information to customers and suppliers through e-mail or
tie-ins with your company’s intranet. Publicize success stories and num-
bers of users, and promote your information services as a foundation for
e-learning.

Go to one national or international conference per year; take along
one colleague. Cover as many features of the conference as possible for
general information; or, get the conference program ahead of time and
deliberately choose only those speeches and workshops on which you
want to focus. Attend only those sessions, but attend them together so
that you can dialogue intensively about them after the conference. Here
are some conferences where you'll find stimulation for e-learning:

The American Society for Training & Development (ASTD) Interna-
tional Conference and Expo (generally held in June)

The MASIE Center and partners’ E-Learning Festival in Dublin, Ire-
land (generally held in July) and the MASIE Center and partners’
TechLearn (generally held in October)

The International Society for Performance Improvement (ISPI) An-
nual Conference and Expo (generally held in April)

VNU Business Media’s Online Learning Conference and Expo
(generally held in September)
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Browse the Web for information about authoring systems, but make
no commitments until you see what’s out there and know what your sec-
ond steps should be. Here’s one place to look: college.com. Consider div-
ing into instructional design and course development only after you have
an overwhelming proportion of your workforce who have successfully
navigated your existing systems and accessed and used the information
you put there. Let success drive success.

If You Have Adequate Budget and Staff . . .

Call in the experts. Contact leaders from the companies you read about in
the business press, leaders of whatever title who have had successes with
in-depth and large-scale e-learning. Knowledgeable persons can be found
in these companies: Cisco Systems, Motorola, IBM, and Ernst & Young,
among others. Visit them; talk with e-learners at various levels in the com-
panies. Think about how what they’ve done can be adapted by your com-
pany.

Be prepared to interview a multitude of vendors, many of whom will
sound alike and use all of the hot terminology of the e-learning field. Insist
on demonstrations of their capabilities and references from other compa-
nies that have bought their systems and products. Be ready to discuss
tough topics such as standards for quality in course design and user learn-
ing experience. Be ready to get heavily involved in learning system archi-
tecture; know what you want in terms of instructional design and process.
If you require 24/7 around-the-globe e-learning opportunities, be sure
that a vendor-developer has had experience dealing with cultural issues.
Ask for proof. Take your time and compare the resources out there. Know
that companies come and go these days, and that e-learning is still very
much in an early evolutionary stage.

Here are a few vendors you might start with:

click2learn.com
globalknowledgenetwork.com
digitalthink.com
achieveglobal.com
elementK.com
docent.com
mentergy.com
knowledgequest.com
learn2.com
trainersoft.com
netg.com

thing.com
facilitate.com
groove.com
icohere.com
sitescape.com
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How to Run the
Training Operation

In this chapter, structured aids are provided to help you manage the train-
ing operation—the people, the files, and the planning and systems that
support your training efforts. Whether you are a new manager, a seasoned
manager new to training, or a career manager looking for new ideas, you'll
find help here.

KEY MANAGEMENT ISSUES

Cost Center or Profit Center. A key issue facing most training man-
agers is whether to position the training operation within the corporation
as a cost center or a profit center. Training is generally positioned as a cost
center to which other operations of the business contribute funding in the
form of tuition or cost per course per trainee and sometimes in the form
of a funding floor determined by a formula based on head count or a
percentage of the department budget. Training can, however, be posi-
tioned, as a profit center. It may be organized as a set of projects, each
with a target margin figure, or structured as a minicompany within the
larger corporation, with its own profit and loss statement and other stan-
dard financial controls.

Especially if you are a manager just setting up a training operation,
consider this issue of cost center versus profit center carefully. It’s easier
to set up as a cost center, but that means that in the big picture, your
operation will be seen as an expense to the corporation and you will al-
ways need to justify what you do. On the other hand, if you contribute
direct profit to the company as a profit center, you will be seen as a valued
function with direct and positive bottom line impact. To do this, however,
training managers must become involved with systems and processes
throughout the company—customer service and product development,
planning and control processes, recruitment and retention, and support
systems like marketing, research and development, and financial systems.
Simply put, you have to get out of the training department to responsibly
run the training operation.
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Make or Buy. The fundamental course development issue facing
most managers is whether to ‘“‘make” the training yourself from scratch in
your own shop or to “buy” it from a vendor or consultant. This issue has
great implications for your budget and staffing decisions. Among the
things you’ll need to consider are these: Do you need to hire instructional
designers? Do you need to hire instructors? Does your staff need project
management expertise? What will be your staff’s relationship with subject
matter experts? What’s a fair price to pay for a vendor-developed delivered
course? How can you assure quality in course development and delivery?
What percentage of your budget should be paid to outsiders, that is, to
nonemployees? Can your training budget afford the benefits paid to em-
ployees? How much expertise do you desire to have under your own um-
brella? How much do you prefer to have housed elsewhere, to be
transferred in to you only when you need it? Is it more cost-effective to
make instruction or to buy it? Should you outsource any of it; and exactly
what will be lost or gained if you do? Chapter 4 deals with these questions
in greater detail.

Quality. How to manage quality in the training operation is a criti-
cal issue, especially if you choose to rely heavily on courses designed and
delivered by vendors and consultants. It is easier to develop quality design
standards and to control their use when your staff includes instructional
designers and writers as full-time employees. In addition, you must re-
solve larger quality issues that influence whether training is viewed as an
employment opportunity or as a requirement of employment tied to per-
formance reviews and pay considerations. Producing quality products
such as manuals, job aids, videos, and slides is one kind of challenge; an-
other challenge is producing quality processes in training that are creative,
focused, and on schedule and instructional processes that feature facilita-
tive, well-informed, and excellent teachers. It’s important, too, that you
have procedures in place to ensure quality in the work of “telecommut-
ers” and part-time employees working from their homes.

Ethics. A good place to start in running an ethical operation is to
determine what your operational values are and to articulate them. If you
find that they are not what you think they should be, take steps to change
them. Check the incentives you actually are providing for doing good
work, and bounce them off the values-driven behaviors that you see. Re-
member that ethics and law are very different from each other; never as-
sume that if you are following the law you are also being ethical. In the
wake of year 2002’s ethical scandals in corporate America resulting in
fraud and gross mismanagement in Enron, WorldCom, Arthur Andersen,
Adelphia, ImClone, Tyco, and others, and the revelations this same year
of persistent sex abuse scandals in the upper echelons of the Catholic
Church in America, managers of all sorts should have a wake-up call to
pay attention to alignment of vision, values, and behavior. Training man-
agers can help significantly in assessing corporate needs regarding ethics
because of your human resources development perspective.
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Technology. Training managers are constantly faced with decisions
that deal with technology. How much of your operations should be com-
puterized? Where is human involvement still absolutely essential? Will you
have enough students over time to make it worthwhile to buy or to make
your own videodisc courses? Which courses are right for electronic deliv-
ery devices? How much print support and human involvement are needed
even with electronic delivery systems? Do you have programmers and
hardware specialists available if systems or machines fail? Do you have
either the mainframe dedication you need or the numbers of PCs you re-
quire for effective training? Do you have adequate telephone lines and
bandwidth? Do you have instructional designers or learning specialists
who can advise you adequately, so that you don’t have to rely only on
information from a supplier’s account rep? What is your relationship to
your company’s management information system manager? Who man-
ages Internet or corporate intranet usage for training? Do you know
enough about e-learning? Simulation? The virtual workplace?

The Law and Government Initiatives. Training managers must be
aware of current federal legislation affecting the workplace. How you run
your classrooms, how you provide equal access to opportunities through
training, how you give financial incentives for education and training,
whom you hire and at what wage, how you reach out to the community
in which your company is located, and how you treat the employees who
work for you are all important issues that are more and more defined by
legislation. These are some initiatives you need to be familiar with:

Post-September 11 Updates to Title VII—After the terrorist attacks
on September 11, 2001, the Equal Employment Opportunity Com-
mission (EEOC) issued a statement updating enforcement of the
Civil Rights Act of 1964. In this November action by the EEOC,
employers are prohibited from discrimination against individuals
of Arab, Muslim, Middle-Eastern, South Asian, or Sikh descent.
One of the key and complex provisions of the new statement is a
“duty to accommodate” provision, which applies to accommoda-
tion based on religious beliefs. Such accommodations typically in-
clude dress code modification, time and spaces for prayer breaks,
and dietary considerations. A related issue addressed in the No-
vember directive is the issue of sexual harassment based on reli-
gious or cultural practices. Regarding this issue, the new directive
places responsibility on the employer for training, counseling, and
disciplining the aggriever, in spite of 9/11-related nationality. Title
VII is clear and strong in its protection of workers against these
kinds of discriminations and abuses. Training has a new and ex-
panded role in compliance. Fact sheets from the EEOC that pro-
vide practical guidance on compliance are available on the EEOC
Web site at eeoc.gov. More information can be found at the Society
for Human Resource Management (SHRM), particularly in its peri-
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odic publications, Mosaics and Legal Report. See the SHRM Web
site, shrm.org.

Tougher Law on Sexual Harassment—In the year 2000, annual
claims for sexual harassment skyrocketed to 16,000, 10,000 more
than 1990s’ 6,000 claims. The Civil Rights Act of 1991 and Supreme
Court decisions in the 1990s have imposed tougher requirements
on employers to try to stem this trend. Among these are ‘“‘steps to
prevent and correct promptly”’ sexually harassing behavior. Train-
ing is a practice seen by the courts as both preventive and correc-
tive. Attorneys writing in SHRM’s Legal Report, July-August 2002,
state that “a carefully crafted, effectively executed, methodically
measured, and frequently fine-tuned employment practices train-
ing program is a powerful component of a strategic Human Re-
sources Development (HRD) plan. . ..” They state that the human
and financial costs of neglect are serious, and that the benefits are
foundational to long-term success of a company.*

No Child Left Behind Act—The George W. Bush administration has
been known for its accountability emphasis in corporate and pub-
lic life. Amidst what is often reported as a plague of underachieving
and failing schools and children who can’t read, write, or do basic
math, Congress passed new legislation in 2002 to improve ac-
countability by school districts for their students’ learning. In
cities, especially, educational standards and learning opportuni-
ties are seen as too low; the new legislation is intended to correct
this. For example, in New York City, a basic education is defined
as one that “will prepare students to vote, to hold low-level jobs,
and to serve on a jury.”t Courts and business groups are question-
ing whether this is enough to encourage workplace learning and
enhance productivity. The Conference Board in New York City, for
example, has an annual Business and Education Conference where
collaboration between business and the public schools is dis-
cussed. Contact the Conference Board’s Customer Service number
(212-339-0345) for information about this conference and for con-
ference reports that could be useful to you. Critics of “No Child
Left Behind” say that enforcement will be difficult, and that fund-
ing incentives are slim, although funding for assessment and test-
ing in basic literacy and math skills is expected for 2003. Watch for
training managers to get involved in this dialogue.

Family and Medical Leave Act, FMLA (1993)—Provides up to twelve
weeks of unpaid job-protected leave to eligible employees to allow
them to care for ill immediate family members. Of interest to train-

*W. Kirk Turner and Christopher S. Trutchley, PHR, “Employment Law and Prac-
tices Training: No Longer the Exception—It’s the Rule” in Legal Report, Society for
Human Resource Management (SHRM), July-August 2002, p. 1.

tRobert F. Worth and Anemona Hartocollis, “Johnny Can Read, but Well Enough
to Vote? Courts Grapple with How Much Knowledge Students Need as Citizens”
in The New York Times, June 30, 2002, p. 21.
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ing managers is the “protected”’ language, meaning that opportu-
nities such as specialized training must be offered equally to an
employee on “family leave’”” as to an employee on the job. Write to
the U.S. Department of Labor, Employment Standards Administra-
tion, Wage and Hour Division, Washington, D.C. 20210 for more
information. A change is anticipated for the near future to include
small businesses of 25 employees. If this change will affect your
company, you'll need to develop information and training pro-
grams to be in compliance with the law. See the Department of
Labor’s Web site, dol.gov.

Federal Minimum Wage—As of September 1, 1997, the minimum
wage is $5.15 per hour. Rules for child labor and overtime pay are
also included in the legislation. Request a copy from the U.S. De-
partment of Labor at the above address or by phoning 1-866-487-
9243. State laws often have a minimum wage higher than the fed-
eral $5.15, in which case the higher wage applies. For state laws,
see this Web site: dol.gov/dol/toprequested.htm. To speak to
someone about wage and compliance issues, phone the toll-free
call center at 1-866-4USA-DOL.

Equal Employment Opportunity—In addition to legislation (1964)
preventing discrimination based on race, color, religion, sex, and
national origin, newer legislation protects wage equity between
men and women and protects employees age 40 and over (1967)
from discrimination in “hiring, promotion, discharge, compensa-
tion, terms, conditions, and privileges of employment.” A 1974 law
provides that “affirmative action” be taken to “employ and ad-
vance in employment” Vietnam era veterans and other specially
qualified disabled veterans.

Americans with Disabilities Act (ADA)—The 1990 Americans with
Disabilities Act protects those with disabilities against all forms of
employment discrimination, and provides that the employer must
make ‘“reasonable accommodation” to allow that disabled em-
ployee to be productive to his or her full capacity. Training rooms,
computer desks, conferences, field trips, and visual and media aids
all become affected by the “reasonable accommodation” provi-
sion. Recent court decisions regarding the ADA have generally fa-
vored employers in accommodation questions. As with sexual
harassment prevention, in accommodation for employees with
disabilities, the courts are viewing that upholding the law depends
upon information and training. As of court actions in 2002, em-
ployers who prove that these measures are in place and working
equitably are generally favored against accommodation claims.
This is a trend to watch, particularly because it places so great a
burden on training as a solution to the perceived problem of
lack of accommodation. Clarification of these EEOC laws is avail-
able from the U.S. Equal Employment Opportunity Commission
(EEOC), 1901 L Street, N.W., Washington, D.C. 20507, 800-669-
4000.
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Occupational Safety and Health Act of 1970—Protects employees
and employers alike from “‘recognized hazards” in the workplace.
OSHA inspectors are required by law to give both an employer and
an employee representative the opportunity to be present during
an inspection. Employees are required to comply with safe proce-
dures on the job. Stiff fines are assessed for violations. More infor-
mation is available from OSHA’s 24-hour hotline, 1-800-321-
OSHA, or through regional offices listed in the telephone book.
Polygraph (lie detector) Testing—Federal law prohibits most private
employers from using polygraph testing for pre-employment
screening or during the course of employment. This kind of testing
(mental and physical) is an issue to watch in the years ahead. Psy-
chological testing and drug testing are two hot topics in many
places; invasion of privacy is often at issue here. In terms of train-
ing applications, training managers must be careful to use testing
and evaluations for only demonstrably job-related performance
measurement. More information on polygraph and other testing
of employees is available from the U.S. Department of Labor at the
above address.

In addition to these specific pieces of legislation, there are current legisla-
tive debates going on that will affect how you manage the training opera-
tion. These are some of the issues in flux:

Employer-provided education assistance—The debate centers on
tax breaks offered to employers for paying tuition and other educa-
tion expenses for employees. As of now, there is a cap of $5,250
per employee for undergraduate education. Graduate education is
no longer covered. Watch for this debate to continue as American
politicians debate the nation’s “educational preparedness’ issue
in the coming years.

Government jobs programs—Consolidation of federal jobs pro-
grams is an item probably destined to stay mired in partisan poli-
tics. Democrats want separate funding for programs for “the
disadvantaged” and for ‘“‘school-to-work” programs; Republicans
want block grants to the states. Meanwhile, numerous reports de-
crying the lack of effectivenss of many job programs seem to keep
coming from various sources. Watch for this debate to continue.
Welfare reform—The landmark welfare reform legislation enacted
in America is known as the Personal Responsibility and Work Op-
portunity Reconciliation Act of 1996. The new term ‘““workfare” has
come into our vocabulary in 1996, with the first attempt in many
years at welfare reform. Many states have experienced success
with new models encouraging welfare recipients back into the
workforce. Trainers can be expected to play a significant role in
workfare programs; this is a debate worth following. New models
out of state offices can be expected to proliferate over the next
several years.
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Watch for provisions to maintain block grants to states at cur-
rent levels through 2007, thus diminishing their clout; look for leg-
islative restrictions on number of months allocated to training;
and pay attention to the current administrative suggestion that a
“70-40" rule apply. That is, states would be penalized unless 70
percent of families receiving welfare were working or in certain
work-related activities for at least 40 hours a week. Critics of cur-
rent proposed reauthorization reforms say that states’ roles would
shift from helping people to find jobs to the more bureaucratic
tasks of counting, tracking, and verifying numbers and hours to
satisfy the 70-40 directive.*

For more information on legislation of specific interest to trainers, contact:
the American Society for Training & Development (ASTD)’s Policy and
Public Affairs Division at 703-683-8152 or the Society for Human Resource
Management (SHRM) at 703-548-1305.

*Mark Greenberg, “Bush’s Blunder,” in The American Prospect, Summer 2002, pp.
A2-A5.
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Chapter 3 Checklists

To Focus Your Attention on Various Aspects of
Running the Training Operation

This section contains a variety of checklists to help you manage the train-
ing operation. If you are a seasoned manager, you'll find these checklists
useful to jog your memory about the details involved in specific opera-
tional functions. If you're new to training management, you’ll find them a
valuable aid to planning and executing the fine points of these operational
responsibilities.

A group of forms follows this checklist section. Use them after you
review the checklists to get into specific tasks of operations management.

LIST OF OPERATIONS CHECKLISTS
3.1  Guidelines for Building in Quality

3.2 Business Plan Data Checklist

3.3 Budget Input Information

3.4 Rationale for Hiring Instructional Designers
3.5 Rationale for Hiring Training Specialists

3.6 Training Staff Design

3.7 Considerations in Setting Up Training Files
3.8 Training Facilities and Equipment Checklist
3.9 Training Scheduling Checklist

3.10 Establishing the Visibility of Training

3.11 Ethics Checklist
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Operations Checklist 3.1
Guidelines for Building in Quality

This checklist will be especially useful as you embark on development of
new courses or major revision of existing courses. In all training develop-
ment work, whether with vendors and consultants or with your own staff,
be sure to place your efforts in the larger context of current and future
business needs.

These items will help you focus on ideas for building in quality as
you manage course development and training project implementation.

1

-2

13

17

1.

12.

14.

15.
16.

Tie training goals to corporate goals.
Know your customers’ expectations regarding quality.

Be sure all persons working on a training project know the
scope and the standards of the project.

Have a bias for action early in the project. Don’t spend too
much time planning and organizing. Trust your gut after ex-
ploring sources and options.

Identify constraints and the effects of each constraint.
Predict the results of risks.

Spend a lot of time identifying your target audience. Check
with at least three sources.

Think of each course as a project.

During course development, define problems early and correct
problems early.

. Count bugs—monitor your own work and strive for fewer er-
rors. Think of errors as your friends.

Get peers involved as reviewers. Use peers to verify and check
your perceptions and approaches. Encourage broad ownership
of developed courses among your staff.

Communicate process information.
. Ask for and immediately use feedback.

Document process information, not just end results, during
development.

Define objectives for learners.
Manage and evaluate projects against learner objectives.

. Work for transfer of learned skills.
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18.

19.

20.
21.

22.

Break design and development work into projects. Hold a de-
sign review of each product as it is completed in draft form.
This applies to vendor-developed projects as well as projects
developed by your own staff.

Quantify results whenever possible. Find ways to report suc-
cesses in terms of numbers.

Use “before’” and “after’” measurements. Measure changes.

Show visible support to others who are working to improve
quality.

Don’t give up.
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Operations Checklist 3.2

Business Plan Data Checklist

This is a checklist of items to research as input data for your business plan.
Use it to make sure you cover all bases before creating your plan. Items to
research are:

— 1. At least six specific ways in which training contributes to cor-
porate growth and profit—backed up with numbers and dollar
figures. Specify results.

__ 2. Corporate values, beliefs, mission, and quality statements. Re-
late these to training goals and operations.

_ 3. Clearly defined, specific needs that are addressed by training.

_ 4. Anidentifiable market, including potential client lists, for your
training products and services.

— 5. Dollar figures for projected costs and profit.

_ 6. Evidence (data, statistics) that you are an excellent manager of
training and can carry out the plan you propose.

__ 1. Data about your competition and reasons why your plan will
succeed and theirs won’t.

8. Controls—tasks, time lines, reporting relationships, responsi-
ble persons.

9. Correct titles and locations of persons to whom the business
plan will be distributed.
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Operations Checklist 3.3

Budget Input Information

Use this checklist to help you arrive at essential numbers regarding train-
ing costs and benefits.

1. Assign dollar figures to the cost of each problem that will be
addressed by training.

_ 2. Figure out how much the training solution will save the corpo-
ration. Compare and contrast if necessary.

— 3. Define in dollars how much the corporation saved in the past
by implementing previous successful training programs.

_ 4. Figure out costs of line items (e.g., course design, instruction,
hardware, production of materials, online services, promotion
and marketing, support, supplies, equipment).

5. Compute course design costs according to this guideline: forty
person-days of design and development for each day of class
for classroom training. CBT and videodisc course development
takes a great deal longer.

__ 6. Compute course delivery costs separately for new courses and
for existing courses according to this guideline: for a new
course, three person-days preparation for each day of class (in-
cluding a field test or dry run of the course) per instructor; and,
for an existing course, one person-day preparation for each day
of class.

1. Arule of thumb for classroom training is to double the devel-
opment and delivery costs to present the “opportunity lost”
costs of having trainees leave their regular jobs to attend class.
This figure includes salary and benefits and work not done by
the trainee because of attendance at the class.
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Operations Checklist 3.4

Rationale for Hiring Instructional Designers

Use this checklist as you examine your operational needs and wants re-
garding the design and development of training. If most of the items listed
below mirror your needs and wants, then you probably want to hire in-
house instructional designers. Instructional designers often come with
doctorate degrees (Ed.D. or Ph.D.) in adult learning, educational psychol-
ogy, training design, or evaluation, or from universities with master’s
degree programs in adult education, corporate human resources develop-
ment, or instructional design.

- 1.

Your corporation has a strong and well-articulated sense of
identity, beliefs, and purpose.

You determine that training can best enhance this sense of
identity by being developed in-house, with clear tie-in to the
corporate value system.

You are distressed by the quality issues surrounding vendors—
how to find good ones, how to guarantee their work, how to
be sure that they can talk your language and understand your
company quickly without wasting time and money.

You have a commitment to setting quality development stan-
dards and developing a monitoring system to ensure that de-
velopment is done according to these standards.

Your corporation has a very special product or service, such as
a strong research and development component, a product or
service targeted to a niche market, a unique organizational
structure, or clients who require training in using your prod-
ucts.

You believe in the value of instructional systems design, in-
cluding needs analysis up front and evaluation during the de-
velopment cycle.

. You have gotten over the sensitivities associated with giving

and receiving feedback. You are adept at or are committed to
becoming adept at using evaluation feedback to improve
training.

You want to create your own courses and place them within a
curriculum structure that is hierarchical and that makes sense.

You are committed to being a development organization in-
stead of simply a coordinating or administering organization.

. You can find instructional designers who are adequately pre-

pared and who fit within your corporate culture.
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Operations Checklist 3.5

Rationale for Hiring Training Specialists

Use this checklist to determine whether you should hire training special-
ists as part of your in-house support staff.

— 1. Your operation is large enough that you can’t do all of the work
yourself.

__ 2. You're not sure whether you need instructional designers and
instructors as full-time employees.

3. You can find competent human resources development prac-
titioners, either company employees or others who have had
college preparation in training, organization development,
technical writing, adult education, or related fields.

4. You can devise a full-time position for each training specialist
you think you need. Duties might include developing vendor
contracts; handling registration of employees for courses; or-
ganizing training materials such as slides and video libraries;
writing the course catalog and promoting training through in-
ternal mail, electronic means, in-house TV broadcasts, and
newsletters; doing evaluation-form analysis and feeding back
the results to instructors; handling maintenance contracts for
training equipment; scheduling classroom and conference
facilities; and browsing the World Wide Web for training op-
portunities online.



How to Run the Training Operation

Operations Checklist 3.6
Training Staff Design

This checklist is especially useful for the manager who is new to training
or for the training manager who is charged with setting up a new training
department. It is a list of points you should consider as you set up your
training staff. Use this list to focus your thoughts as you structure your
organization.

1

-2

12

13

10.
11.

What is the function of your training organization?

What are the job titles of both professional and nonprofes-
sional staff members that you want to have in your organiza-
tion?

What are their level designations and salary ranges?

To whom does each staff member report? Is the span of control
acceptable according to corporate practices?

How will you deal with the need for new courses? Will you
“make” them or “buy” them? Who will do the writing or de-
cide which courses to buy?

Who is responsible for maintaining courses?

What is the procedure for getting help with graphics and word
processing?

Do you want tech writers and production support staff within
the training department? Or is it more cost-effective to pur-
chase these services through a chargeback arrangement with
another internal department or through an outside vendor?

. What computerized systems do you need, and who will man-
age them?

Who is the arbiter of writing style for course manuals?

Do you want instructors as part of your employee staff? Would
it be better to rotate them in from other content specialty areas
of the business or to hire vendor instructors?

. What kinds of evaluation documents will you need and who
will be in charge of getting evaluation information, organizing
it, and communicating it to the right people?

. What kinds of training will your training staff need?
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Operations Checklist 3.7

Considerations in Setting Up Training Files

A good filing system helps you in four important ways: It keeps straight
all the bits and pieces of the complexity of training; it helps you achieve
consistency in all communications about courses and operations; it ties in
directly to your corporate accounting system; and it helps you budget line
items accurately.

In order to ensure thoroughness, it is a good idea to use a three-digit
numbering system, using the tens place for major categories (e.g., 110 =
Company Orientation Courses) and the ones place for subcategories of
the tens designation (e.g., 111 = Benefits Seminar; 112 = Company Clubs
and Social Events). Use this checklist to avoid overlooking any major file
that has program, budget, and accounting possibilities. Add other catego-
ries as your needs dictate. Sample categories include:

1. Generic Courses and Seminars (e.g., orientation, quality, how
to use your PC, good writing, making presentations)

Management Training
Sales Training

Technical Training
Computer Training

Staff Salaries and Benefits
Instructional Materials

Purchased Services

© ® N o g & »© Db

Training Equipment

10. Facilities

11. Contingent Employees
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Operations Checklist 3.8

Training Facilities and Equipment Checklist

This checklist deals with both facilities and equipment because these are
the tangible, visible symbols of the viability of the training operation.
Facilities and equipment are part public relations and part operations.
They provide that important first impression to visitors—your trainees
who come to you to learn. Use this checklist as you review your facilities
and equipment with the trainee’s impression in mind, and make sure that:

- 1.

11.
12.

13.
14.

15.

16.

Training spaces and equipment are clean of fingerprints, coffee
stains, crumbs, and scrap papers from previous users.

2. All equipment works.

3. Facilities are environmentally comfortable—temperature is

easily adjustable, lighting is good and adjustable, restrooms are
nearby, light food and drinks are available, etc.

. A staff member is available to troubleshoot facilities and equip-

ment problems while trainees are present. Instructors have this
person’s phone number.

If you are using a classroom format, small-group “breakout”
spaces are available near larger classrooms.

Sturdy chairs with supportive backs and arms are available for
trainees during training.

Adequate writing space (enough to spread an open 8!/2- by 11-
inch binder plus a note pad) is available, especially alongside
computer terminals or PCs.

Sightlines from each trainee’s desk to all equipment, such as
screens, video monitors, white boards, and flip charts are clear.

A copy machine is available for trainees and instructors to use
during training sessions.

. Comfortable chairs are available for trainees to rest, reflect,

and converse during breaks and after class.
Public telephones are nearby.

A coat closet or coat rack is nearby and securable during times
when trainees are at lunch or out of the area.

A facilities floor plan is available for those who want it.

Tours of the general corporate facilities are available for those
who want to look around after training.

Equipment manuals, procedure job aids, and safety informa-
tion are very visible and easy for trainees to use.

Current employment laws and corporate diversity and ethics
policies are prominently posted.
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Operations Checklist 3.9
Training Scheduling Checklist

Generally, a registrar maintains the training schedule; in big training oper-
ations, several registrars may be needed to handle large volumes of paper-
work or electronic mail associated with running numerous courses and
many classrooms at once.

The checklist below contains reminders about the various types of
schedules common to training operations. In a small training operation,
you, the manager, may have to prepare and maintain the schedule. If you
do, here are some guidelines to follow for scheduling classroom training:

MASTER SCHEDULE

__ 1. Each course is coded so that it can be traced to a specific cur-
riculum or program of courses and to an account line item for
budgeting.

_ 2. Each course has a number that corresponds to the catalog
numbering system.

— 3. Each course has a specified number of meeting days listed on
the schedule.

__ 4. A three-month master schedule is posted for all to see and is
updated as necessary. It is part of your employee electronic
database available as current employee information.

_ 5. Course locations, cities, buildings, and classroom numbers are
clearly coded on the schedule.

_ 6. Your name or that of a training contact person is listed on the
schedule in case further information is needed.

MONTHLY SCHEDULE

7. A breakdown of each month by day is available at the end of
the previous month.

— 8. Instructor information is added to each monthly schedule.

WEEKLY COURSE SCHEDULE

9. The instructor completes the weekly schedule and gives it to
the registrar for information at least one week prior to class, in
case registered trainees need information about topics in the
course prior to their arrival for training.




10.

11.

12.
13.
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The hours of training, e.g., 9 A.M. to 5 P.M, are clearly spelled
out on the weekly schedule.

Break times and lunch times are indicated on the weekly
schedule.

Topics for each day are listed in appropriate time slots.

The weekly schedule contains the instructor’s name and tele-
phone number, the dates of training, and the room location
and number.

DAILY COURSE AGENDA

14.

15.

16.
17.

The instructor prepares a daily course agenda for each day of
class and forwards a copy to the registrar for file.

The daily course agenda assigns logical learning topics to half-
hour or hour time periods. Lunch and break times are in-
cluded.

A new daily agenda is available for each trainee.

The daily course agenda is posted on the training room door.
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Operations Checklist 3.10
Establishing the Visibility of Training

For too long, training has functioned in corporations as a support service
loosely connected to the “real” functions of the business. It has been easy
for trainers to adopt a “receiving end” mentality, always cheerfully giving
training to people who said they wanted it, and to ignore the internal com-
munications aspect of training, because training has seldom had to pro-
mote itself in its traditional ancillary role.

But the all-important phenomenon of transfer is enhanced when
training is clearly related to business purposes. What better way to pro-
mote training than to establish training’s visibility through the business
planning process?

This checklist will help you act more like an initiator of action and
manager of training that is tied to corporate goals.

_ 1. You have involved your manager peers throughout the com-
pany in your training department’s mission and goal state-
ments, incorporating their input in those statements if
possible.

— 2. You have communicated your training business planning doc-
uments to your superiors in the company, so that higher man-
agement knows that training means business.

— 3. You have dovetailed your goals and plans with one or more
larger corporate goal or plan.

__ 4. You have widely disseminated information about courses, pro-
grams, self-study materials, conferences, and other develop-
ment opportunities to all employees.

5. You have promoted training at all levels in the company
through a variety of media, including electronic bulletin
boards, electronic mail, videotape, television, flyers, catalogs,
memos, and newsletters.

— 6. You have a planned, organized, managed training information/
marketing function reporting to you.

— 7. You have refined your formats for promoting training by seek-
ing design ideas from graphics specialists, technical writers,
and marketing specialists, and you have sought and incorpo-
rated feedback on your marketing efforts from users of your
training services.

_ 8. You think organizationally; that is, you promote training solu-
tions to identified problems of entire organizations, not just of
individual persons.
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9. You promote training as a system, requiring commitment of
resources at the input side and at the output side. You promote
the idea that analysis, evaluation, and feedback are critical
parts of the training system.

10. You offer a variety of training seminars, on-the-job training,
classroom courses, computer-based training, off-site courses,
and videodisc opportunities in order to spark the imagination
of all kinds of employees.

11. You entice employees at all levels by the interesting and rele-
vant training that you have in store for them. You're not afraid
to be a little bit salesy and have fun.
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Operations Checklist 3.1
Ethics Checklist

Use this checklist as you survey the practices in your company. Responses
to these items can become a needs analysis document to help you fix
what’s wrong. Engage in this exercise from the point of view of training
development and learning.

- 1
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12.

13.
14.

Is this company responsible to its employees and their com-
munities?

. Is responsibility to shareholders the only obvious value in this

company?

Does the company do work that expresses its values and up-
holds its traditions?

Does arrogance interfere with good work or compassion?
Does cynicism undermine creative risk-taking?
Does aggressiveness get in the way of assertiveness?

Are the company’s core values deeply ingrained and defining
the culture?

. Are the company’s future-focused aspirational values realistic?
. Can employees act in good faith to report problems?

10.
1.

Will problems be taken seriously by management?

Will problems be investigated fairly by objective reviewers
without penalty to the employee who reports them?

Is there a process in place to handle breaches of faith and to
uncover truth?

Are reports of problems handled discreetly and in confidence?

Do employees have the incentive to go to any supervisor or
manager, not just their own, with ethical problems that need
solving?
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Chapter 3 Forms
To Help You Run the Training Operation

The operations forms on the following pages provide a structure as you
manage critical operations of your organization and provide you with
tools for planning and accountability.

LIST OF OPERATIONS FORMS
3.1 Business Plan Format

3.2 Budget Planner

3.3 Curriculum Chart

3.4 Training Organization Chart

3.5 Job Description Form

3.6 Course Registration Form

3.7 Course Registration Confirmation
3.8 Equipment Deployment Form

3.9 Facilities Layout
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Operations Form 3.1
BUSINESS PLAN FORMAT

How to Use This Form
1. This is a sample format for a 20-page business plan for training. For large
or complex operations requiring more business analysis and controis,
expand sections D and E accordingly.
2. Remember that this plan is based on competitive analysis. Each section, A
to F, should make it obvious to the reader that implementing this plan will
increase the company’s competitive position in the training field.

A. EXECUTIVE SUMMARY 1-2 pages
B. REASONS FOR THE PLAN 2-4 pages
C. OPERATIONAL PLAN (issues, dates) 1-2 pages
D. BUSINESS ANALYSIS 4-6 pages
E. CONTROLS {measures, persons) 2-3 pages
F. RESOURCE REQUIREMENTS 2-3 pages

The following two pages contain a sample layout of the business plan.

This form originally appeared in 7raining Frogram Workbook & Kit, by Carolyn Nilson, copyright 1989.
It is reprinted by permission of the publisher, Prentice-Hall, Inc., Englewood Cliffs, N.J.

[continues)
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