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BECOMES KNOW-HOW
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t has been a little over a year since the inaugural meeting that marked
Ithe beginning of ISPI Charlotte, and what a year it has been. We have
taken part in games that can be used for training, learned about working
with (sometimes difficult) clients, revisited the traditional principles of
instructional design, explored ways to apply those traditional ID principles
to elearning, and embarked on the journey to consider social media for
performance improvement.

After seven meetings and two workshops, it is clear that our
chapter is committed to providing you with quality programming.
In keeping with this commitment, we hope that our chapter journal
Performance Charlotte will also be a resource for professional development.

Considering our year-one focus on ISD, it is no surprise that many
of the submissions for this premiere issue focus on that very topic, from
adopting a task-based instructional approach to learner validation as well
as having a well-defined strategy that unifies an organization’s learning
and development. Other noteworthy pieces offer insights into broader
performance-related issue and career development. To close this issue, some
of our members share their observations in case studies and reviews, which
present lessons that we hope you can apply in your own organizations.

ISPI Charlotte is dedicated to offering you great value for
your investment. We aim to bring you top talent in the performance
improvement field, experts who can provide you with exceptional
opportunities for professional grown. We hope that this journal adds to that
value.

As you peruse the articles here, consider what lessons you have
to share and send them to us. Our goal is to feature articles from industry
leaders and to provide you, our members, a place to share your invaluable

insights.

Rncdy Tucker
Co-VP of Publications

Emily) Stevens
Co-VP of Publications
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Selecting a Task-Based

Instructional Model

Beth Hughes is a Lead
Instructional Designer at
Handshaw, Inc. She takes
projects through the entire
process of instructional
design and development,
incorporating learning
principles, instructional
needs, and methodologies
into the best learning
solution for each client.
Beth earned her M.Ed.

in Instructional Systems
Technology from UNCC.

ﬁ wide variety of factors contribute to a

company’s success at meeting its stated
business goals. The effectiveness of a company’s
training program or curriculum is a factor that is
often not considered as a key contributor to the
company’s bottom-line. However, employees
who are fully prepared to perform the on-the-
job tasks required of them after completing
training can be significant contributors to the
company’s profitability and other business goals,
such as turnover rate, customer satisfaction,
and individual employee success. If the job
performance of a company’s employees does
not largely contribute to meeting these goals,
examining the approach used in the training
curriculum may improve results.

This article recommends selecting a
task-based instructional model for a training
curriculum and describes the benefits of using
this approach for your training program. It is
based on past success with helping companies
improve employee performance and achieve
business goals by designing and implementing
a task-based curriculum design. This approach
will improve the company’s success at meeting

business goals through training interventions.

What is a Task-Based Instructional
Model?

An instructional model describes the
broadest-level approach to a training curriculum
design. It provides a framework for selecting

strategies and methods for teaching the

by Beth Hughes

performance objectives and for measuring that
those objectives have been achieved. It allows
instructional designers to deliberately select and
develop events of instruction so that they align
with the described approach.

This article recommends selecting a
task-based instructional model for a training
curriculum. This model focuses on what a
learner needs to be able to do on the job. Many
companies implement a topic-based approach
to their training curriculum, which focuses on
what the learner needs to know. The difference
between the two models can be clearly seen
in the results of the training intervention. A
topic-based model produces employees who
know “about” the tasks they need to perform
after training. A task-based model produces

employees who can perform the tasks needed to

succeed at their job.






Why Choose a Task-Based
Instructional Model?

The benefits of designing a training

curriculum according to a task-based

instructional model include the following:

Provides the learner with context — The
largest benefit of a task-based curriculum

is that it places the content to be learned
into the actual performance context. The
model employs strategies that directly
relate what is being learned to what is done
on the job, thus providing a framework

in which learners can process and apply

new information. Whereas a topic-based
model focuses on conceptual information
supporting the job, a task-based model
teaches, enforces, and measures the skills
needed to do the job. For example, compare
learning the process for building the
framework of a house in a classroom with
learning how to build it at a construction
site or in an immersive simulation. Placing
the content to be learned within the context
of how the task will be performed greatly
increases the likelihood of learner success.
Integrates topics across the curriculum — A
topic-based approach typically teaches topics
independently of one another. Using a
task-based approach to training shows the
relationships between the topics and how
they are integrated during the completion of
a task. For example, a task-based approach

to compliance training would not only

define the banking regulations, but also show
how to apply them to example customer
transactions and interactions. This model
helps show learners how topic knowledge
is related and how it applies to job task
performance.

Shortens time to proficiency on the job — A
task-based model allows for a curriculum
design that focuses on the most critical
tasks first, followed by less critical tasks.
Often, a topic-based approach requires a
large amount of content to be learned prior
to completing a job task. A task-based
approach, on the other hand, allows the
curriculum to focus on the tasks that are
most critical for “day one” performance,
provides the supporting conceptual
information needed to complete these
tasks, and then allows for the creation of

a plan to learn less critical tasks over time.
For instance, a forklift operator needs to
know such things as basic operation of

the machinery and safety guidelines for
“day one” job performance but can learn
maintenance and troubleshooting over time.
This means learners will be proficient at
the most common and most immediately
executed tasks in a shorter amount of time.
Increases employee confidence — A task-
based approach’s focus on tasks instead of
topics allows for strategies that employ a
higher level of performance ability, such as
hands-on practice and end-to-end role-plays
instead of memorizing verbal information.
Learners can more easily make the transition
from training to job performance because
they feel more comfortable with the tasks
they’ll be required to perform. Learners
will feel more confident during their first

few weeks on the job after training because





they will have already completed the same
tasks in a simulated environment, practiced
encountering some of the challenges and
difficulties, rehearsed interactions, and will
generally have a better sense of what to
expect. This, in turn, can reduce employee
turnover.

Facilitates remediation — With a task-based
instructional model, learners and their
managers can more easily return to the
curriculum for remedial training on a task
with which they are having difficulty. For
example, if a learner is having difficulty
completing a merchandise return for a
customer, he or she can return to that task
in the training and re-take the module or
lesson. The same scenario in a topic-based
approach, however, may require the learner
to review multiple topics to gather all the
necessary supporting information, such as
guidelines for when a return can be accepted,
handling customer interactions, entering a
return in the point of sale system, and so on.
Provides a design basis for the phases of
curriculum — An instructional model that
examines the frequency and criticality of
tasks provides a basis for the organization
of tasks within the curriculum. It clearly
shows that the most critical/ most frequent

tasks should be taught first, either as

“The effectiveness of

a company’s training
program or curriculum
is a factor that is often
not considered as a

key contributor to the
company’s bottom-line.”

prerequisite training or as the main training
initiative. A curriculum design could then
employ prerequisite training to focus on the
prerequisite skills and knowledge required to
meet the performance objectives, and post-
requisite training to focus on the less critical/
less frequent tasks.

Improves the instructional design of the
training materials — A task-based model is

in alignment with the nature of the Task
Analysis, which documents tasks as opposed
to topics (see the Transitioning to a Task-
Based Model section for more information
on the Task Analysis). The performance
objectives are then derived directly from

the Task Analysis. This model allows for a
stronger instructional design in that it follows
the structure of the previous design steps,
which helps you more easily ensure that the
training objectives will be met.

Improves the validity of evaluation — A
task-based approach allows for an easier,
more direct link between learning and
performance results. Within this model,

a criterion-referenced test that measures
tasks instead of topics is much more likely
to measure the actual desired performance,
thus improving the predictive validity of the

evaluation.

Transitioning to a Task-Based Model

To make the transition from a topic-based

instructional model to a task-based one, begin

by performing a Task Analysis. A Task Analysis

defines the tasks that learners perform on the

job — the same tasks employees will be expected

to perform upon completing any learning

intervention. This analysis includes both the

procedural tasks (what learners need to be able

to do) as well as the supporting cognitive tasks





(what learners need to know to be able to do the
tasks). The most effective method for conducting
a Task Analysis is through direct observation

of an exemplar performer. The Task Analysis
provides the foundation for designing instruction

and selecting strategies that best teach the tasks,

not the topics.

Another key component of this task-based
instructional model is that, in order to make
the instruction most effective, the criticality and
frequency of tasks identified in the Task Analysis
must be closely examined.

e The criticality of a task defines its level
of risk compared to other tasks. Tasks
that have a higher criticality are tasks that
have a higher immediate risk if performed
incorrectly (such as cashing a check in a
bank branch). These are tasks that learners
would need to be able to perform at an
acceptable level of proficiency upon their
first day on the job; performing these tasks
incorrectly would carry a high risk. Tasks
that have a lower criticality are tasks that
have a lower immediate risk if performed
incorrectly (such as loading the ATM in a
bank branch).

*  The frequency of a task defines how often
the learner performs the task compared with
other tasks. Tasks that are performed on
a frequent basis, such as on a daily basis,
have different learning requirements than
tasks performed occasionally or rarely.
Additionally, the frequency with which a
task is performed is a factor in determining

if the objective can be taught using

performance support instead of training.

Defining the tasks and examining their
criticality and frequency during analysis will
not only inform your analysis, but will serve
as key inputs to each of the remaining phases
in your training project methodology: Design,

Development, Production, and so on.

Conclusion

Selecting and implementing a task-based
instructional model for a company’s training
curriculum will shift the focus of the training
from all of the topics that employees need to
know on the job to all of the tasks that employees
need to be able to perform on the job. This
provides a framework within which to most
effectively train and then measure employee
performance. As a result, an organization
can gain assurance that learners will be able
to complete the tasks required of them after
any training intervention by measuring their
performance. This will in turn contribute to

successfully meeting the business goals.
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Learner Validation: Another Way

to Measure Learning

Dick Handshaw is a
consultant, speaker, and
entrepreneur in the learning
profession, with more than
30 years of experience as a
learning and performance
improvement practitioner.
He has served as a senior
level consultant for many
organizations to establish
an instructional design
strategy, methodology,

and practice. Dick is a
respected thought leader
and has presented at various
international conferences
such as American Society for
Training and Development
(ASTD) and International
Society for Performance
Improvement (ISPI).

Dick can be reached

via his website at www.
dickhandshaw.com.

n the learning world, measurement is a lot
Ilike the weather: everybody talks about it,
but nobody does anything about it. I have a
hard time understanding why the people who
pay us thousands of dollars to develop learning
solutions aren’t more interested in measuring the
results. I want to focus on a type of measurement
that costs very little and becomes a great
development tool for instructional designers. I'm
talking about Formative Evaluation, or what
Darryl Sink calls Developmental Testing.

First, it’s important to understand the
difference between Formative Evaluation and
Summative Evaluation. I'll defer to the first
person to write about Formative Evaluation, Dr.
Robert Stake, for a definition, “When the cook
tastes the soup, that’s formative; when the guests
taste the soup, that’s summative.”

Stake suggested two levels of Formative
Evaluation. He called the first level a Learner
Try-Out. This is an informal test of a prototype
of the learning solution conducted with a small
group of learners. Its purpose is to verify that the
instructional strategy enables learners to master
the learning objectives. He called the second
level a Field Test. This is a more formal test of
the entire learning solution under conditions that
simulate the real learning environment as closely
as possible. The clear goal of both of these tests
is to measure the success of the learning design
and implementation, not the learners. The goal
of both tests is to generate data that can be used

to revise and improve the learning solution until

by Dick Handshaw

learners demonstrate that it will enable them to
master the learning objectives.

I remember my professors at Indiana
University calling Formative Evaluation the “all-
purpose magic” of instructional design. If you
use it properly, you really won't ever release a
bad product or have any unpleasant surprises on

implementation day.

The Learner Try-Out - Why Guess
When You Can Measure?

For the last 25 years, I have insisted that our
clients allow us to build a very early prototype,
or sample of the learning strategy that we intend
to use. Then we simply “try it out” with no
more than four to six actual learners. We have
had a lot of pushback over the years: “it will

M

take too much time;” “we won’t be able to get
access to actual learners,” etc. The reason I have
insisted on this small investment of time is that
Formative Evaluation can become a quality

guarantee. What better way to measure the

results of learning than with actual learners?






The time required for a Learner Try-Out is
minimal. We need four to six people for about
two to four hours on average. Sure, there is some
preparation time, so we use up a couple of days.
‘What we are doing is testing the validity of our
instructional strategy, or in plain English, we find
out if people can actually learn something from
the strategy we have selected. It seems a small
price to pay to find out how our plan is going to
work before we have spent all our money and

completed the project.

Let me cite a recent example. Our design
team was working with a large client that was
willing to take a risk to totally re-design a core
program which would employ a task-based
strategy rather than one that presented content
organized by topic areas. The guideline on how
much time to spend on Formative Evaluation
is “the more risk there is in the project, the
more time and money we are willing to spend
on Formative Evaluation.” In this case, the
new approach was quite different from the
traditional approach. We wanted to be sure
our assumptions, which were based on careful
analysis, were correct and that our instructional
strategy worked, before we completed the entire
program. The pay-off from this session exceeded

our expectations.

The Pay-off from the Learner Try-Out
Let’s go back to our example. Since we were
running sophisticated simulations in a classroom

environment, our Learner Try-Out lasted an

entire day and actually trained eight new learners
in the process. The team had a debate about

two different strategies for how to implement a
particular simulation. Without the Try-Out, we
would have slugged it out until someone picked
a direction. Both strategies were tested, resulting
in a clear consensus from learners, the instructor,
and the designers. Why guess when you can
measure?

Many other decisions and enhancements
were made as a result of this type of
measurement. The team estimates they saved
potential rework by about 40% of what we
projected. This type of saving translates to
several weeks of work saved as a result of the
learner Try-Out. But this wasn’t the only pay-off.

An operations manager from the client area
came to do her standard introduction for the
class. This normally takes her 30 minutes, and
then she leaves. She was so fascinated by what
was going on that she stayed all day and has now
become our biggest internal advocate. Learners
and clients love to be asked for their input into
how their learning is going to be developed. The
benefits of this kind of internal PR are hard to
quantify but are worth their weight in gold.

With a pay-off like this, why would anyone
not want to invest a small amount of time and

money to measure instead of guessing?

Another Learner Try-Out Case Study

I was working with a client who was
implementing a new software system for front-
line personnel. The system was fairly user-
friendly, but it did require some practice in the
form of e-learning in order to master its new
functionality for that all-important first day in
front of customers. As is our practice, we created
a couple of 20-minute prototype modules that

were representative of our overall instructional





strategy. One of the modules was rich in
simulations with plenty of opportunities for extra
tries and instructional feedback.

Everything was proceeding nicely until we
had a design meeting with our client to discuss
something as innocent as a color scheme for the
simulation screens. Our client wanted the colors
of our instruction, scenario, and feedback boxes
to match the color scheme of the system. Our
designers advised that this would cause confusion
for the learners because they would not know
which messages were part of the learning and
which might be actual messages from the system.
‘We simply could not convince our client to use
contrasting colors for the learning messages.

The project team was stumped, worried,
and a little bit frantic because they were sure
the Learner Try-Out would fail. Now here’s the
thing, a prototype may fail, but a Try-Out that
yields data that leads to improvement of the
strategy or any part of the solution is a success.

I sat next to the insistent and well-intending
client representative during the Learner Try-
Out. After the third person turned to us and
said, “I can’t tell when I'm looking at a message
from the real system and when I’'m reading a
message from the e-learning,” my client turned
to me and said, “Why don’t you use the colors
you originally recommended?” It didn’t take
us long to go back and make those changes
to the one 20-minute prototype. As a result of
our investment in a four-hour Learner Try-

Out, we did not have to make those changes

to all 12 modules in the course. That was one
improvement we expected to find, but just one of
many other improvements we find every time we

do a Learner Try-Out the right way.

The Learner Try-Out - Doing it the
Right Way

Whenever I hear that a team from our
company has returned from a client site to
conduct a Learner Try-Out, I always ask, “How
did it go?” The answer I usually get is, “Oh, it
went great.” Now this always concerns me. You
can conduct a Learner Try-Out in such a manner
that you verify that every single design decision
you made was spot on. It can also be done
methodically and objectively so that it yields
useful results for future design decisions and
revisions.

The real value of a Learner Try-Out depends
on how you collect the data. We have three
phases of data collection during a Learner Try-
Out. The first phase is qualitative. We interview
the client using a standard set of questions,
which we always customize, before the Try-Out
begins. The next phase is more quantitative. We
observe the learners one-on-one as they proceed
through whatever prototype they are testing.

We ask them to “think out loud” for us as they
proceed. We watch body language and frequently
stop them to ask questions. We must avoid
coaching them. The idea is to let the prototype
fail if it isn’t working. We will coach our learners
if necessary to make sure they don't fail, but
failures are our best opportunity to collect useful
data. Being an observer during a Learner Try-
Out is not for the timid.

The third and final data collection phase
is qualitative again. We interview with a list of
open-ended questions to get personal opinions
and impressions about the learning experience.
‘What surprises us is that even with a small
sampling of six learners, clear trends always

develop.





The Field Test - Deliver Predictable
Results

Once you have used your data to revise your
instructional strategy and your prototype, you
can continue developing the rest of the course
with a new sense of confidence—and that critical
buy-in from your client and learners. Now that
you are ready to implement the entire course,
how do you know that everything is working
perfectly? If your first implementation is an
instructor-led course for 20 to 50 people, your
risk of a perfect implementation may not be
that great. A few minor issues will be tolerated.
But what if you are releasing a new compliance
course to 25,000 learners who need to complete
the course in thirty days?

Easy—we just apply the “cost vs. risk”
rule again. We’re going to conduct a Field
Test, according to the Robert Stake Matrix of
Formative Evaluation. In a Field Test, we are
not evaluating a prototype; we are evaluating the
entire finished course. We are not validating our
instructional strategy; we’ve already done that.
We are looking for any other minor failures or
corrections that need to be done. These can range
from fixing typos, to fixing test questions that
don’t work, to fixing an entire objective where
learners are not achieving mastery.

We try to get a test audience of 12 to 20
learners for the Field Test. This is a more formal
test where we try to simulate the real learning
environment as closely as possible. If learning
takes place in the learner’s workspace, that’s
where we conduct the test. Our data gathering
is similar: we interview, we observe, and we
interview again. The observation may not be
one-on-one with 20 people, but we augment data
gathering by asking learners to keep a list of any
errors or questions/concerns and where they

occurred. With twenty people, we develop very

strong trends and can easily separate opinions
with two or three people recording an issue from
strong trends with 15 or more people recording
an issue.

Although a Field Test often requires a
little more time to conduct and may require
more logistical support, the relative cost is still
low because everyone who takes part in the
test receives his or her training as a result of
participating in the test. The side benefit is all
that data you get to identify where your problems
are before the course is released to your entire
learning audience. Do I dare say it again? Why

guess when you can measure?

The Field Test — Doing it the Right
Way

First, we have to define what a successful
Field Test looks like. Having everyone tell us
that everything looks great might save us a lot
of revisions before implementation, but if we
aren’t careful and objective about how we gather
our data, we may be handling dozens or even
hundreds of complaints from busy learners who
don’t have time to help us correct our mistakes.

A Field Test is a more formal type of test
than a Learner Try-Out. We sit with a learner
one-on-one in a Try-Out and record his or her
stream of consciousness. In a Learner Try-
Out, we are validating our general strategy and
approach. In a Field Test, we are validating
everything. Our approach is entirely different.
‘We want to simulate the actual learning
environment for the learning events as closely
as possible. We don’t shadow each learner, but
we have coaches available to record questions
or set things back on track if things break down.
And remember, a break-down is not a bad thing;
it is an opportunity for improvement. We ask

learners to write down everything that comes to





mind down on an observation sheet, just like the
ones our staff observers use. The kinds of things
we find are typos and writing corrections, test
questions that need to be re-written or thrown
out, and sometimes weak lessons that need to be
re-written or revised.

Field Tests are not just for self-paced or
e-learning. We also use them for all of our
instructor-led courses. They are even easier to
justify for instructor-led courses. Someone has to
be in the first class. That first audience becomes
our Field Test group.

By now, I hope you are saying to yourself,

“Why guess when I can measure?”

The Field Test — A Case Study

Sometimes we have very big projects.
One example was a large regional merger that
included 44 hours of self-paced e-learning and
several days of instructor-led training for several
different lines of business. It was one of those
things where, on Monday morning, 20,000
people needed to know how to do the same
job, but in many cases they had to do it quite
differently for a new company and with many
new tools and processes. If we go back to our
cost vs. risk question, the risk was quite high.
Most of the training had to take place one to
two weeks before that critical Monday morning
opening as a different company.

Fortunately for us, the learning programs

were not the only things that needed testing

“...a prototype may

fail, but a Try-Out that
yields data that leads

to improvement of the
strategy or any part of the
solution is a success.”

before implementation. We took advantage of
those tests for our own testing purposes. Before
people could test the systems and processes, they
needed to know how to use them. We had no
trouble finding 20 or 30 people who needed to
learn how to use new processes before they could
test them. Because so many programs needing
testing at one time, we had to enlist many people
from our client’s staff to do the actual field
testing, including observing and recording data.
This meant that we had to be super organized.

The Field Test went like most Field Tests
do, despite its large size and criticality. We had
two lessons where we had an unusually large
number of people score below 80%. We looked
at the test questions, and they looked valid and
reliable, clear and understandable. We looked
at the lessons and that’s where we found the
problem. There were some things about the way
the learners used to perform those particular
tasks that were throwing them off. We took that
into account, revised the lessons, administered
the two lessons and the tests again, and everyone
scored well above 90%. We spent another two
or three days making revisions and turned
everything over for implementation. Then we
waited.

In the first week after the big Monday
morning conversion, our customer recorded
less than fifty support calls related to merger
operations and training.

‘Whenever we see a high-risk project on
our horizon, we know that a careful investment
in Formative Evaluation will protect us, our
learners, and our client. After all, Formative
Evaluation is our “all-purpose magic.”

For additional details on how to conduct
Learner Try-Out or a Field Test, go to www.

dickhandshaw.com and click the Resources tab.





Formative Evaluation

Evaluate for Completeness and Accuracy

1. Self Evaluation

Try to put yourself in the place of the learner. Does it make sense? Is it logical?
Would you like this course?

2. Peer Evaluation

If you are performing Instructional Design tasks, let another designer review
your work, You can be objective with each other and share ideas,

3. Content Expert Evaluation

Ask your content experts to focus on completeness and accuracy. Do whatever
you can to show them what to look for. Try to conduct the first review with

them until you are confident that they know what to look for.

Evaluate for Learner Validation

4. Learner Tryout

This is an informal tryout of a prototype early on in the development cycle. The
prototype should be representative of the entire instructional strategy. The
purpose of the tryout is to verify and/or revise the strategy based on the
learner input. Recruit 4 - 6 sample learners that represent different abilities
and skill levels, Conduct observations and interviews one-on-one.

5. Field Test

This is a formal and extensive test of all materials produced in finished or near-
finished form in an environment that closely simulates the actual learning
environment. You should include 12-20 learners that represent different
segments of the audience. Plan all your data gathering methods in advance, and
do as much one-on-one observation and interviewing as possible.







Allison Rossett is Professor
Emerita of Educational
Technology at San
Diego State University.
A consultant, she
recently authored a new
edition of First Things
Fast: Handbook for
Performance Analysis
and serves on CLO’s
Advisory Board. Contact

Allison at arossett(@cox.net

ost learning people do not do strategy.

We do transactions. We schedule classes.
We build programs. We track compliance. Order
taking and delivery has been tolerated in the
good times, but these are not the good times.

While the financial crisis adds urgency,

strategy is nothing new to learning leaders,
“Allison, they want me to synch my strategy
to the larger organizational strategy. Can you
help?” An old friend howled in voice mail,

“My new Senior VP said we must cut costs

Sun Tzu spoke about strategy in the 5th
Century BC: “Strategy without tactics is the
slowest route to victory. Tactics without strategy
is the noise before defeat.” Sun Tzu, who could
be viewed as one of the very first known learning
executives, was challenged by the King of Wu
to prove himself by training his three hundred
and sixty concubines. While Sun Tzu’s existence
is questioned by historians, the importance of
shared purpose is not, not for the development of

concubines and not for us in our endeavors.

and immediately. Strategy Tactics

She wants me to use Who we are What we do

strategy to cope with What defines and differentiates us The daily actions that realize strategy
What we promise What we deliver

hard decisions.” A

i i What inspi
chief learning officer at inspires us

What happens to us

il “T asked Short and sweet, it is Longer and more detailed,
sent an ematl, aske what we are about it describes what we will do to achieve strategy
my learmng managers For example, making expertise available 7-24 For example, producing podcasts

to our global sales force for the global sales force

to report about their

Table 1: Strategy vs. Tactics
strategy. One wants to

make podcasts, another
is eager to revamp the learning portal. I'm not
against their ideas, but they aren’t strategy.
Right?”

Right. Many otherwise savvy learning
leaders stumble over strategy. That is the reason

for a short, interactive primer about it.

Strategy defined

Strategy tells everybody who you are and
what you intend to accomplish. Michael Porter,
an expert on the topic, says strategy is a defining

position that delivers competitive advantage.

Here is a typical attempt at strategy: “Fifty
percent of our training will move to the Web by the end
of the year.” While it has measurability going for
it, it is not a strategy. It is a tactic for achieving a
strategy that probably involves delivering lessons
closer to work or providing more accessible

programs for an increasingly mobile workforce.

“Many learning units lack a
strategy. Without it, how do
you know what to do?”






As you can see in Table 1, strategy and tactics are

not the same.

Why Seek Strategy?

Should we add a person who specializes in
evaluation? What about podcasts to enhance
sales training? How do we respond to an
executive seeking three increasingly unpleasant
budget scenarios, at minus 8, 12, and 15 percent?

There is no way to decide without strategy.
With a nod to Sun Tzu, how do you separate
meaning from noise without articulated

direction?

There are three reasons for establishing a

strategy:

1. A great strategy synchronizes the learning
organization with the enterprise. Ingersoll
Rand’s Rita Smith invites leaders from
across the organization into scheduled,
purposeful, and visible conversations. Terry
Bickham, National Leader for Learning
and Development Services at Deloitte,
also welcomed executives into decisions
about their strategy: “We held learning
strategy summits with both high-performing
employees and key executives to help
them understand what leading-edge talent
development looked like, compared that to
how we currently fared, and then agreed on
where we wanted to be in the near future.

We then had champions in leadership who

supported the strategy all along its journey
to the board of directors for approval. I think
learning executives too often short cut the
strategy creation process by not letting their
clients play a primary role in developing it.”

2. A great strategy defines the unit. When
asked if she thought her learning
organization required a strategy, Laura
Handrick, Vice President for Innovation
at The Maids International said, “You bet!
How else do we convey our priorities to the
rest of the organization for input, feedback,
and alignment?” Strategy also clarifies
priorities for those expected to act on it. A
chief learning officer can discern what to
protect and what to expose. Instructional
designers can select the development
experiences most likely to enable them to
contribute.

3. A great strategy offers a promise that can
be examined. A chief learning officer in a
financial services company put it this way:
“Look at where we are in my industry at the
end of 2008. We are being asked to justify
our budgets, cut costs, and do more with
fewer resources. No kidding. When I speak
to executives, they are not interested in
tactics. Why do I need thirty-eight people?
Naming courses or pointing to podcasts
won't cut it. They want to know my strategy
and how it will align with the enterprise.
They want to hear how I will make sure
that we are adding value and how we will

measure and report.”

How do you find strategy?

After a briefing, an executive acknowledged
to me that she would like for her organization
to possess a strategy but was resistant to all that

might be involved in generating one, “Tell me





the truth about the strategy effort. Top down or The Learning Executive Director (LED), working

” with five managers, creates a list of key groups and
bottom up? o . L
individuals with opinions important to the strategy

She gets to decide. The process boils down to process and with the ability to advance or hinder

. . . execution. There are fourteen groups, including
who will be involved and with how much gusto . . .
learning delivery, requirements, and development,

their opinions will be sought and incorporated. plus supplier, client and customer units. The LED is

committed to maximum involvement. She then works

San Diego State University’s Frank Nguyen

with two managers to: (1) welcome everyone to a virtual

and James Frazee described three models for classroom session to define strategy, examine related

. L . internal documents, and explain the process to come; (2)
finding strategy: authoritative, consultative and review existing organizational strategy statements; (3)
consensual. The authoritative approach yields meet with each group to solicit their views on a proper
. strategy for the organization; (4) use a shared web site
strategy that SPTINgs from the leader. The process to present what she is learning as she tours the fourteen
is Speedy, but can be perceived as rash by those groups and to solicit comments on the associated
. . L blog; (5) hold open office hours to discuss strategy
who must act on it. Here is what an authoritative with interested parties; (6)throughout, three training
process might look like. managers review the literature and best practices; (7)
the LED and managers meet to see what has been

learned through the focus group meetings and literature
The Chief Learning Officer (CLO), working with

] ) review and to create alternative strategy scenarios; (8)
three direct reports, and an outside consultant, set

i : o these alternatives are then posted online with an online

about articulating strategy for the organization: (1) .. ..
survey that solicits opinions on the value, resonance

and risk associated with these options; (9) the LED

and her managers review results and create a strategy

based on the feedback; and (10) the LED meets with key

executives to share the strategy and process, assuring

They examine internal strategy documents, looking
at what the enterprise is promising; (2) the consultant
leads the group in readings and discussions about best
practices and competitive strategy options. Together,
they attend a conference to look at emerging trends

alignment. They prepare to roll out this strategy at

in learning, performance and technology; (3) they a major event. This effort was completed in thirteen

examine internal strengths, seeking to build on what weeks.
they do exceptionally well; (4) they review descriptions
of competitive pressures and opportunities in their
business; and (5) they meet to generate a strategy that Balance between speed and participation
will propel the group forward through contributions to

clients and customers. At that meeting, they determine characterizes the consultative model.
how best to communicate this strategy. The CLO took

just under three weeks to settle on this strategy. A brand new Talent and Development Leader (TADL)

seeks strategy to guide decisions, given many good ideas
. and few resources. (1) TADL reviews related internal
At the other extreme is a consensus process . _
documents, focusing on the larger organizational
strategy, results, and evaluations of past efforts by his

benefitted and burdened by painstaking

. . . . learning organization; (2) TADL meets with each group

interactions with constituents. in the learning enterprise to talk about their strengths,
focusing on documented successes; (3) TADL works
with an external consultant to discuss promising

strategies in other organizations and how those

organizations executed on their strategy; (4) TADL and
the consultant create a document that explains why a

“It is natural for
organizations to seek
strategy in their strengths.
Two familiar ideas provide

strategy is valuable, what makes for a good strategy,
highlighting three strategy options appropriate to their
organization; (5) TADL distributes that document
and seeks suggestions and prioritization; (6) TADL
then invites interested parties to meetings to discuss
the options; and (7) TADL and consultant, based on

examples: appreciative
inquiry and core
compentency.”

interactions and feedback, refine options and select one.
TADL brings it forward at an all-hands meeting. His
question: Given this strategy, how would your program
and choices be different next year? This effort was
completed in six weeks.





Which approach is right for your organization?
John Kotter and Leonard Schlesinger, in a classic
Harvard Business Review article, said that the
amount of involvement depends on how quickly
you must move, how much resistance you
anticipate, and how much trust and influence

you enjoy.

Where do you find strategy?

Leaders look in two directions for
inspiration: inside and outside.

It is natural for organizations to seek their
strategy in their strengths. Two familiar ideas
provide examples: appreciative inquiry and core
competence. Sue Hammond wrote, “Appreciative
Inquiry suggests that we look for what works
in an organization. The tangible result of the
inquiry process is a series of statements that
describe where the organization wants to be,
based on the high moments of where they have
been. Because the statements are grounded in
real experience and history, people know how to
repeat their success.”

C. K. Prahalad and Gary Hamel also favor
finding strategy inside-- in the core competences
shared by people and units in an organization.
Their influential Harvard Business Review article
made a case for strategy derived from existing,
exceptional expertise. An example is Sony,
who found their strategy in miniaturization, or
Honda, whose deep expertise in engines led them

to lawn mowers and motorcycles.

On the other hand, Michael Porter pressed
leaders to look outside for strategy. BP’s Lord
John Browne provides an example of attention
to context. In 1997, he directed BP corporate
strategy beyond petroleum because he perceived
increasing demand and dwindling natural
resources.

How far outside should the learning unit
look for strategy? Not far, not to begin with.

The learning organization should align with the
enterprise. Consider Sony’s internal learning
unit. Sony’s commitment to small mobile devices
should influence its learning unit to deliver
similarly.

Select a strategy that is finely tuned to the
enterprise, making it impractical for an outsider
to compete. The current U.S. administration
promises a new military strategy that is more
dependent on soft power. How will military
training respond and advance the new strategy?

Porter would say we must extend beyond
comfort zones. How might technology bring
lessons, messages and support where they need
to be? How can business acumen shape a strategy
that delivers cost leadership or unusually efficient
processes?

There is a tug between those who prefer to
find their strategy outside and those who would
rather look inside the organization. Here is what

I remember of such an interaction:

Caleb: I was thinking that a strategy for us
might be: Developing 21st Century skills through
partnerships. My people will resonate to

that—because we do a good job there today.

Allison: But will that strategy differentiate
your unit? Will it help you decide what
programs to advance? Will it push you to

think about things in new ways, to establish





a position that sets you apart and is seen as

strikingly valuable?

Caleb: Developing 21st Century skills through

partnerships—it’s a good fit for us.

Allison: Too good a fit, I fear. Too close to
what you already do. FIT matters, of course.
Another consideration is STRETCH. Would
that strategy stretch your group? Would it
press you to tackle challenges in superior
ways? Would an impartial source see your
group as appreciably better than others at
partnerships for the 21st century? Caleb,

you described a dire budget situation. If you
must choose between fit and stretch, and you
do want to weigh both, your strategy should
come significantly from extending beyond

the familiar.

What is good strategy?

Dana and Jim Robinson, in the new edition
of Performance Consulting, dive into strategy. They
described what makes a good one:

e The focus is broad, on a distinguishing
direction for the entire enterprise or unit.

e Itis long-term in view, not focused on this
quarter or next month.

e It is linked to one or more business goals or
to a pressing need in the organization.

e It is solution-neutral in its early stages. It is
not about classrooms, the web or instructors,

not at first.

“Select a strategy that

1s finely tuned to the
enterprise, making it
impractical for an outsider
to compete.”

e It requires many tactics to implement.
Isolated solutions, according to the

Robinsons, do not yield strategic results.

But there is even more to a good strategy:

o It speaks to what we will do and also admits
to what we will NOT do.

e Itis cognizant of the world outside,
including the structure of the industry,
customer needs, and competitive forces.

e Itis cognizant of current strengths, without
allowing the familiar to limit possibilities.

e It comes from hard and comparative
questions about whether those strengths do,
in fact, distinguish people and groups in the
organization.

e It is understandable beyond the “in” group.

e It is measurable.

o It is difficult to copy or supplant.

» It enables decision-making about what to do
now and next.

» It inspires.

Look at three strategies presented in Table
2 (next page). Would these strategy statements
help move a learning organization to a defining
and valued position? Would they drive your unit
forward? After you have thought about each,

please read the comments in Table 3.

After the hard part comes the hard part
Fast forward. You have arrived at a strategy.

But hold the ovations. Rebecca Ray, Senior

Vice President, Global Talent Management

& Development for MasterCard Worldwide,

acknowledged, “There is a significant delta

between strategy and execution. And research

tells us that most strategies fail. If this is true, it

is because those who are expected to execute the

strategy do not understand it or feel disconnected





A Good Strategy? What do you think and why do you think so?

1. “We will create a learning portal that houses education and information relating to repair and

maintenance.”

2. “More on demand lessons, information and support, less education and training in
classrooms.”

3. “We will gather evidence that provides insight into our effectiveness. We are committed to

lodd: +

finding out how our programs influence skills, k ge, perfori and engag L, and

then using results to improve what we do.”

Table 2: A chance for you to comment on strategy options

A Good Strategy? What do you think and why do you think so?

1. “We will create o learning portal that houses educotion and information relating to repair and
maintenance.”

This is a tactic, not a strategy. While clallenging to create and maintain, it is not froad, fong
term ov divectional It rtates an isolated sofution, not a system of sofutions. It mighit connect to
thie larger organizational strategy, or it might not. Hard to tell from fere. It iz easy for anotfier
organization to supplant from the cutride—and perfiaps at a better price. Is portal development
and tending a unigue strength? To ifr credit, this option ic measurable and understandable. And
it is about sometfiing in particular. Do you find it ingpiring? I don't,

2. “More on demand lessons, information and support, less education ond training in
classrooms.™

Better. Tt is broad and future oriented. Jt points the way and could shape chioices, Tt does not
demand any particular approach, in fact, it encourages many ways of going forward, from web
conferencing to FAQs and performance support, It inclines the group towards a system of
efforts—which would be Aard to supplant. The (ink to corporate goals and current strengtfis is not
clear, but mighit be present. Could somebody elte defiver? Perfiaps, but not if all efforts are
tailored to the Pusiness and represent Enowledge of needs and context. Of most concern fere is
that it will not communicate with audiences. Whaf is on demand (essons, information and
support? Many would not Enow. I think this strategy Ras the potential to ingpire some and to
worry otfiers - not a bad thing. This strategy sAouts out for development of a strategy document
that will define and Bring it to (ife through rationale, reles, stories, and tactics

3. “We will gother evidence thot provides insight into our effectiveness. We are committed to
finding out how our programs influence skills, knowledge, performance and engogement, and
then using results to improwve oll that we do_~

T fike tRis one, Tt is broad, but not so broad that it enables everyone to maintain the status quo. Jt
is applicable across all aspects of the earming enterprise, and fas the potentialto align with
larger organizational initiatives, Tt is fong term, sofution-neutral, and will require many,
coordinated tactics and investments, adding up to system that wowld be fard to duplicate, Tt is
inspirational, I tAink, for arning professionals and the people we serve, especially after those
audiences Aave Begun to receive a teady stream of actionable data.

Table 3: Allison comments on the three strategy options

from it. And if they do not understand it or
embrace it, it is because those who have hatched
the strategy have failed to take a brief respite
from basking in the glow of their own brilliance
to deign to talk about what it will take to plan,
execute and sustain what the strategy purports
to accomplish with those who are tasked with

making the brilliant idea a reality.”

How do you move from words to actions?

Listen up. Those who do not favor the
strategy will pick up on the risks associated with
it. Are we aligned with the organization or off on
our own toot? Is our technology platform ready
for what we will ask of it? Are our instructors
ready? How will our people learn about our
culture if we move online?

You should also worry if your strategy

is greeted with whoops and cheers. When a

strategy is applauded by all, it is probably too

general, too familiar, or too comprehensive. I saw
one that had endless bullet points and included
many worthy ideas, from diversity to accessibility
to speed to customer focus. Everyone praised it
and then ignored it, since it embraced everything
and required no hard choices.

Speak up. A good strategy statement is

short and sweet. It raises questions that must be

answered through a strategy communication,

perhaps conveyed through conversation,
presentation, memo, briefing, white paper, video,
podcasts....

*  How will people behave differently now?
More of what? Less of what? What stays the
same?

*  What will customers experience?

*  What methods were used to find this
strategy?

*  How does it reflect business acumen?

e Why is this strategy for us? For these times?

*  How does it align with organizational
priorities?

*  How will it be resourced and measured?
Stand up. Strategy often fails because leaders

do not stand up for it. How will you demonstrate

commitment to the strategy? Conferences,
t-shirts and posters are nice, but not sufficient.

Better are the decisions that require bravery. A

learning leader could make painful decisions





about reductions in force with strategy in mind.
Another could fund new programs if they are in
keeping with the strategy. Yet a third could alter
performance measures to reflect the strategy.
Follow up. Create a list of indicators that
would satisfy you and stakeholders that the
strategy is succeeding. Hold people accountable
for the indicators. Hold meetings to talk about
it. Make heroes of those who act on it. Post an
anonymous online survey that solicits views
about the effort. Welcome others into a social
network focused on it. What differences are seen?
Do they matter? Measure and improve—and
then do it again. If the learning executive does
little with the strategy, it will contribute cynicism

not value.

Be Like Mike
Linda van der Loo, Managing Executive -
People Effectiveness Technologies, for The LR
Group in South Africa, uses conversations about
strategy to concentrate her clients’ attention.
As an example, she talks to them about the
American Olympian, Michael Phelps, “Did
he possess a strategy in order to win eight gold
medals in the pool at Beijing? I am sure he did...
not only a strategy but also a deep, detailed plan
of how he was going to achieve his dream.”
Now, in hard times, learning leaders will

be called upon to make agonizing choices and

“You should also worry
if your strategy is greeted
with whoops and cheers.
When a strategy is
applauded by all, it 1s
probably too general,

too familiar, or too
comprehensive.”

deliver prized results. That will require pulling
together and moving as one towards somewhere

that matters, towards strategy. Do you have one?
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Warning: Personal Opinions Follow...

Either you’ve got a professional career — or
just a job. If you’ve got just a job, you probably
will want to just pass on this article. If you’ve got
a career, read on!

Either you are treating your career seriously
— or you are not.

If T can use home ownership as a parallel
to career ownership — which I plan on doing
here — I'd like to discuss home maintenance and
improvements — or rather career improvements
and maintenance.

Back in the early 1980s when I was at
Motorola, I often heard about the ever-increasing
reduction of the half-life of an engineer’s
education. I don’t recall the specific number used
back then — but my take away was “Whoa Nelly”
— that means they’ve got to keep-on keeping-on
regarding their knowledge/skill base acquisition.

So true for many careers — because the only

constant nowadays is constant change.

Home and Career Maintenance
Investments

According to my quick research, I first saw
these kinds of stats back in the 1980s when I
had to start in earnest with maintenance on my
5th house. I'd always lived in a new house or
never stayed in one long enough to worry about
maintenance. One should plan on spending 1-3%
of the purchase price or value of the home on

annual maintenance.

by Guy Wallace. CPT

Maintenance on a home might include
painting, replacement of roofing and siding,
improving the landscaping, etc. Think curb
appeal.

If your house doubled in value, then you
should plan on doubling the investment required.
If your house value has gone down recently, as
most have in this economy, I wouldn’t necessarily
lower that maintenance estimate — but that’s just
me. But it is a personal decision.

To calculate the investments you might need
regarding career maintenance, you might think
of the original investments that it took to get you
into your career — college costs, etc. Or think of
your annual salary for your starting point.

Is the 1-3% a good number for you? I don’t
really know, but I think it is worth personal
pondering. Have you thought about this in a
while, or ever?

If not, you may be late at starting. Hopefully,
“better late than never” is something to keep in
mind to spur you into action.

What are you reading to keep abreast with

the current thinking and tools/techniques in






your profession? What networking groups do
you belong to — and even more importantly —
are involved with? Lurking in the corners in a
session or online brings minimal returns. What
professional groups do you belong to and attend
their F2F and online gatherings?

This is something to ponder. What is the
value proposition of each possibility? What do

you need to do to “up” your game?

Home and Career Maintenance Returns
Today things are even more competitive. There

is a glut in the housing market making it harder
for those wanting/needing to sell than in

recent years. There are people downsizing their
lifestyles for a variety of reasons. And there are
new homes coming into the market every day.

Today things are very competitive in the
Career market as well. People are coming
back into the job market due to their reduced
retirement savings. And there are new graduates
coming into the market from colleges and
universities. And there are a bunch of people
without jobs — all competing for your position or
your desired next job.

Plus there are various right-sizing (OK,
down-sizing) efforts going on and will continue
for a while in many, many enterprises as the
economy contracts.

This is part of a continuous cycle, which
if you are as old as I am (almost 57) you've
seen this many times in your career. This was
not unexpected — just as the recovery is not

unexpected. It’s a matter of when or how soon.

The returns for house maintenance just
might be whether your house is saleable or not
when you need it to be so.

The returns for career maintenance just
might be your continued employment where you
are, or those returns may help you to obtain a
new position.

‘What is the dollar value of 1-3%
maintenance of your Career? And how does that
compare year in and year out for what you've
really been investing?

It’s not an expense — it’s an investment!!!

If you are successful at translating new
learning into improved performance, it can lead
to keeping your job/career when downsizing
happens.

It can lead to increases in salary where you

are — or after a job hop.

Home and Career Improvement
Investments

Just as many homeowners go beyond mere
maintenance with their houses and get into
improvements, one must think about that too
regarding their careers.

Some improvements are radical — making
a one-story, three—bedroom ranch into a two—
story, six-bedroom manse. Or, adding a pool and
the empty lot next door for a putting green for
you and/or a soccer field for the kids.

Some improvements are minor in
comparison. Some are painting projects. Others
are kitchen improvements and bathroom
improvements, which the home repair literature
touts as those with the highest return rate.
Putting a pool in will actually lead to a negative
return. But, if it’s not for the next owner and
is for you, well, we all choose to invest in good

times differently.





As the Ry Cooder song from the 1970s says,
“Feelin’ good, feelin’ good, all the money in the
world is spent on feelin’ good.”

Well, not really, unless enhancing your
career and earning power makes you feel good.
And just as home improvement efforts
go from small to big, so too with career

improvement efforts.

Small enhancements to your career might
be just keeping up with your reading of career-
relevant books, articles, blog postings, etc.
Learning what’s new is a continuous battle/
effort. For everything is changing, evolving.

Constantly.

‘What you know is right could now be wrong.

Bloom’s Taxonomy is in question. Learning
styles exist but should not be “designed for”
according to the research. Designing for multi-
generational differences is bogus too. And these
things are still touted in what you might read, so
a narrow set of reading sources just might lead
you astray. Know your resources — and trust, but
verify!!!

Additional enhancements can come
from increasing your involvement with your
professional network and joining other networks.
Yes, that is plural. I've got professional networks
from the early 1980s from ISPI and some
residual from prior involvement in ASTD and
Lakewood Conferences. And I've got much
newer networks from participation in LinkedIn,
Facebook and Twitter. And sometimes these
overlap. But not always.

‘What can these networks do for you before
you are job searching? They can point you to
what they are learning and their trusted/verified
sources for what’s new, what’s up, and where is
it all seemingly going? And then when does the

course change? For that is a constant too.

And you can keep track of, as “greybeards”
like me have been doing for years now — that
what’s old is new again. Always a fun sport when
you’ve been there and done that a few times. My
current favorite is: Web 2.0 changes everything.
Until Web 3.0 and 4.0 come around. It is a
continuum of ever evolving “new things/stuff.”
Hey — video is back! It was “the thing” in the
late 1970s. Stories are back — and they were “the
thing” way way back in the day — think: Socrates.

Radical enhancements to your career could
include learning something totally new and
changing professions.

As some professional fields begin to
disappear, you’ve got to see that coming sooner
rather than later and be prepared both mentally
and financially to “follow the buffalo.” Otherwise
you and your tribe will starve. It is that big of a

deal.

Home and Career Improvement
Returns

The returns for your investments are similar
to those of career maintenance. Giving some
thought to the specifics of your context will give

you your answers.

Summary

As the various disruptions in your
career field occur — made possible by new IT
technologies and other advances — your ability to
first survive and then thrive is enabled or disabled
by your thinking and your actions of the past,
present, and future.

If you’ve not done much in the past, you are
playing catch up. React accordingly.

What’s in your plans? If you don’t have any,
make some!

In my opinion.
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‘ ‘ P I o one will listen to my story.”
One of the complaints I most

often hear at conferences and chapter meetings is
that “no one” will listen to our story. The story
we want to tell is how important performance
consulting is and why it is so much better than
just training. We’ve been indoctrinated. We've
seen the light, and we go home eager to share our
new enlightenment with others. But listening
requires paying attention. It takes time and
energy, something people have very little of these
days.

Consulting starts with listening, not asking to
be listened to. The irony is front line managers
don’t feel listened to either. It is harder for them
to find an avenue to voice their concerns or
even get clarity of direction. Their managers’
time is spread across far too many meetings and
briefings. As a result, our front line managers
are in the middle of having to do more with less
guidance and support. A way we can add value,
is to listen instead of asking to be heard. So,
instead of asking for time to tell our story, why
not ask: “What’s going on? Tell me about your
unit? What are your biggest problems? If you
could get support, what would it look like, what
kind would you want, how would it help?” If we
want people to listen to us, we must first listen to
them.

Consulting requires us to be sensitive to other’s
time constraints. Line managers, in particular,
experience their time being consumed by

meetings and e-mail. They are drowning in

by Judy Hale, Ph.D.

directives to reconfigure their processes, use
new technology, integrate with other business
units, align their culture with newly acquired
businesses, and do more with less. The demands
they face only add to the dilemma over where to
direct their attention. They feel they have very
little control over their time, so what time they
can control they guard very carefully. Asking for
time to tell our story is an unwelcome request.
Instead, offer to facilitate meetings so they are
free to contribute. Read articles and highlight the
key points for them. Suggest templates, standard
protocols, and other types of job aids that will
make their job easier.

Consulting requires being willing to do some
fact finding or discovery on our own. One way
to demonstrate sensitivity to client’s time
constraints is to take the initiative and learn as
much as you can about each manager’s business
on our own. If you are an internal consultant,
your clients have a right to expect you to come
in already knowing something about them. For

example, you can ask people from your own and

other functions about what has been tried in the






past, and what they see are the opportunities

and barriers ahead. You can ask to sit in on

meetings. Some of the things you want to

learn about your clients are who their internal

and external customers are. Where do they fall
or what role do they play on a major business
process? Who do they rely on and compete with
internally and externally? How finance classifies
their business, that is, is it a cash cow, a loss
leader, or something else. If you are an external
consultant, you can still learn a lot from the
company’s web page, its trade press, its annual

report, the business pages, and a stockbroker.
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Summary

A solution was created for new service center
managers supporting performance of all their
duties under a new business process and new
service for clients. Many constraints drove
requirements and solution design, constraints
that are generally common in the private sector.
‘Wiki technology was used, and managers (the
users of the Wiki site) and other stakeholders
were involved in all phases of project. A

traditional training approach was not used.

Focus on Results

Stakeholders met (facilitated by performance
consultant) and agreed that the desired result
was that managers could manage their service
center business units effectively and efficiently.
Scope of service center managers’ work included
traditional HR duties, new business process
activities, service quality management, and a

variety of other duties.

Look at Situations Systematically
Stakeholders were assembled to represent a
broad view of the organization: operations
leader, service center managers (target group for
solution), business process improvement subject
matter experts, training director and quality

leader (Master Black Belt).

Add Value

One option discussed during analysis/design

phases was recommended by the performance

consultant: The utilization of Wiki technology. A
Wiki was already being used for front-line worker
procedures elsewhere in service center. Wikis

are inexpensive and easy to create and deploy. A
second value-add of the performance consultant
was using rapid prototyping. Rapid prototypes of
the solution deliverable would be produced and
then refined by the design/development team.
Benefits of these value-adds will be explained

below.

Utilize Partnerships

All stakeholders were involved in requirements
definition (needs assessment) and later in the
design and development of the solution using a
rapid prototyping technique. The solution was
positioned by the performance consultant as a
key factor in the success of each stakeholder’s

function.

Systematic Assessment of Need

Stakeholders performed the needs assessment

and identified project constraints. Key

requirements included

»  Easy to use by managers, especially newly
hired managers after expected upcoming
hiring event

*  Quick completion of solution (weeks rather
than months)

*  Design and development must not take up
limited stakeholder time as other projects
were running simultaneously

»  Ability to quickly update all content (update





content in less than a day strongly desired)
*  Content updatable hourly during first few

weeks after initial production start date

Systematic Design of Solution

After the needs analysis, stakeholders were
formed into a design/development team by

the performance consultant. The output of the
design phase was that the solution would be a
secure manager area on the service center Wiki.
A specially designed user interface would allow

access to content and assist efficiency of daily

Systematic Development of Solution
The design/development team (stakeholders)
used rapid prototyping, meaning the Wiki was
quickly created/updated by the performance
consultant and evaluated by the development
team in short iterations (at least weekly) until
completion. The performance consultant
completed most of the content drafting. There
were areas where the service center managers
wanted to add information on their own based
on their previous service center experience, once
they saw an intermediate version of the solution.
This was a new requirement added during the
development phase, which is common in rapid
prototyping and an advantage of the technique.
The Wiki manager site (the deliverable
in this case) included content arranged
chronologically for time of day or day of week.
This made accessing content easy and also
improved time and task management. Refer to
Exhibit to see opening page and tab structure

of interface. Some tabs opened to subtabs due

to the amount and complexity of the content.
Content included procedures, tips, downloadable
forms, job aids, quality and productivity report
interpretation techniques, links to related
corporate guidance, context-sensitive regulatory

warnings and more.

Systematic Implementation of Solution
The Wiki technology allowed instantaneous
implementation. It was already available to

all stakeholders. The managers who were the
Wiki users were already confident using the

site because of their involvement in the rapid
prototyping process. No additional training was
required, although an optional scenario practice
was approved for the future. The one unique
implementation change was that the managers
were given higher level Wiki “permission”
(access) to make more of their own changes

as needed. From start to implementation, this
project was completed in five weeks while other

competing work streams continued in parallel.

Evaluation

Stakeholders approved the final product as an
end to the development process. Evaluation
of the Wiki solution during service center
production was not possible due to corporate

closing of the service center.

Conclusion & Commentary
‘Wiki technology is designed to be implemented
quickly, sacrificing some bells and whistles of
other web-based solutions. This project was
an example where time, cost, and resource
constraints made a Wiki solution appropriate.
‘Wiki performance support solutions should be
considered anytime these constraints exist.

In another organization, this same

performance situation might have generated a





traditional training solution because “that is what
has always been done.” The traditional solution
might train managers in a classroom using a
special curriculum and provide handouts/job
aids for many duties. Such a solution would be
based on information collected in the design

and development phases of the project described

above, requiring more time and resources. Given

more time, a more sophisticated blended training
solution might include e-learning accessible

any time. Neither of these solutions meet all

the requirements and constraints of the project
described here, however, nor will they achieve
the business results desired. For example,

Wiki technology allows improvements to be
documented immediately by users and to then be

used in production within minutes.
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‘ ‘ on’t bring me a problem without
D proposing a solution,” was

perhaps my favorite expression during my early

days as the leader of an entrepreneurial startup.

It was my second formal leadership position,

and while I was much better at the role by then, I

might still be forgiven for being so wrong.

The intention was good: to prevent
complaining, blaming, and buck-passing.

And the policy did have positive effects. It
minimized the “it’s your company; you need to
fix this” mentality, and changed it to “this is our
company; we need to fix this.” I'm certain that
it increased engagement by giving people more
control. And it tapped their intrinsic motivation
because the problems people brought to me were
by definition things they cared about.

On the other hand, it prevented some
problems from being brought forth because
people did not always want to solve a thing or
did not know how to solve it. Also, I was likely to
find holes in the proposed solutions, or to discard
them, and solve the problem differently. This
could be disheartening to them, which at the
time I did not understand. The problem would be
solved, wouldn’t it? Isn’t that what they wanted?

Well, no. And it was my policy that caused
the dissatisfaction. Had I asked people to freely
bring me problems, and then solved them (either
with or without their help), all might have been
fine. But I wasn’t asking for just problems: I was
also asking for solutions. The problems were

external to them, but the solutions were internal:

by Paul Reali

they came from inside that person who was
standing in my office. By discarding or changing
the solutions, I was making an inadvertent
negative judgment about the person.

Everything that went wrong with my “bring
solutions” policy did so because I was asking for
solutions too soon in the process.

The process in question here is Creative
Problem Solving (CPS), a method for finding
novel solutions to problems. CPS requires that
a problem be clearly identified and framed
before attempting to solve it. What my staff
were calling problems were not actually
“problems” in the sense of CPS or even of
performance improvement. What I was hearing
were complaints (“I don’t have enough time to
do this task”) or data (“Three people this week
said they had not received their confirmation
on time”). Since the problems had not actually
been identified, the “solutions” tended to be
early ideas, unformed and unready, and often
addressing the wrong problem in the first place.

Now in my third company leadership role

— and more to the point, now that I know and






practice CPS —1I have a different policy. The goal
of the new policy is to encourage a 7eal solutions
mindset. Thinking about solutions means
thinking about performance: how to get things

done, how to get them done better.

The new policy is actually a method, and it
has just three words: “How might we...”
“How might we...” — or HMW, for those who
love an abbreviation — turns a complaint or a
piece of data into a quest for solutions. The “we”
invites participation, which increases engagement
and taps intrinsic motivation — and keeps leaders
like me from unilaterally fixing embryonic
solutions at the expense of those things.

Consider this statement: “I don’t have
enough time to do this task.” Using “How might

we...” as a frame, we would articulate the actual

problem more clearly and generate solution-
oriented statements like these: “HMW free up
some of my time?” “HMW reduce the time it
takes to do this?” “HMW determine if someone
else should do it?”

Another example: “Three people this week
said they had not received their confirmation on
time.” Using “How might we...” to re-frame, we
generate statements like these: “HMW make sure
all confirmations are delivered?” “HMW confirm
that confirmations are received?” Note that in
this case, these two questions would produce
radically different solutions: one addresses a
problem with the delivery of the confirmation, the
other addresses a problem with the receipt of it.
Framing the questions in different ways helps us
to identify what the problem actually is.

A solutions mindset is a performance
mindset. With three words, you can help move
your organization or team (or family) from
complaining to solving and performing. Your
mission, then is to bring this question back to the
office: “How might we bring ‘how might we’ into

our workplace.
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ach year, hundreds of new books on
management, leadership, or general
business are published. ISPI members, Human
Performance Technologists, and others in the
Performance Improvement field look at business,
leadership, and management through a different
lens than the typical businessperson. In this
section, Marc Donelson will provide a review
of one of the newly published books and relate
it to our field. Does it support or contradict the
findings and theories from our field?
Book Title: Y-Size Your Business
Author: Jason Ryan Dorsey
Summary

The book, Y-Size Your Business, by Jason
Ryan Dorsey is about awareness. The focus
of the book is two-fold. First, it explains
how individuals in Generation Y feel about
work and their attitudes towards it. Second,
it provides employers insights into how to
relate to, motivate, and successfully retain
Generation Y employees. A comparison of
Dorsey’s observations with Gilbert and Clark
demonstrates how the performance improvement
world can also address the characteristics of Gen
Y.

The book is divided into three sections. The
first section sets the stage for the book. Here, the
definition of Generation Y is outlined along with
other details that are necessary to understand for
the remainder of the book.

Section two acts as an overview of the

context of the book.

Section three is where the main content

of the book is located. This final section uses

the major points discussed in the first four

chapters and provides specific examples of

how employees should relate to Generation

Y employees. Some of these examples are

interesting and may be useful:

* Do not have New Employee Orientation on
Monday morning because current employees
are usually distracted and trying to get back
into the flow of work. Instead, bring in new
employees mid-morning on a Tuesday or
Wednesday. This will allow your workplace
time to put out any fires from the weekend.

*  Generation Y employees usually decide by
lunch on their first day if your company is
one they will stay at for an extended period
of time.

Many examples, however, are applicable to all

generations of workers:

*  Gen-Y employees thrive on feedback. You
should meet with them frequently to provide
more immediate feedback instead of waiting
for the official performance review cycle.

*  Ask for Gen-Yers’ opinions. Do not just tell
them what to do. Include them in deciding
what needs to be done and ask for their input
before a decision is made.

*  Make the work environment fun, provide
challenging work and opportunities for
growth, and allow Gen-Yers to express their

creativity.





How does it relate to the field of
Performance Improvement?

The message of the book is how to relate
to your Gen-Y employees with an open mind,
getting to know them and the things for when
they are passionate. Realize this generation has
different strengths and works differently than
other generations. Learn what these strengths are
and then put your Gen-Yers in a position where

they can use these strengths to be successful.

Looking at some standard HPT models,

you will see some commonalities. Gilbert’s

Behavioral Engineering Model (BEM) model

covers many of Dorsey’s points in the Data

(i.e., expectations and feedback) box. Dorsey’s

statements surrounding Gen-Y’s need for

feedback and their need for clear expectations to

be set (but given freedom to reach the end goal

however they would like) are both described

by Gilbert in his book Human Competence:

Engineering Worthy Performance. Gilbert lists three

major components of the Data box. They are:

1. “Relevant and frequent feedback about the
adequacy of performance” (Gilbert, 2007, p.
88)

2. “Descriptions of what is expected of
performance” (Gilbert, 2007, p. 88)

3. “Clear and relevant guides to adequate
performance” (Gilbert, 2007, p. 88)

These three aspects of Gilbert’s Data box clearly

address Dorsey’s first recommendation.
Dorsey’s second and third recommendations

are both addressed in a combination of Gilbert’s

BEM, Douglas McGregor’s The Human Side of

the Enterprise, and Dr. Richard E. Clark’s chapter
in the third edition of the Handbook of Human

Performance Technology (see table on adjacent

page).

Overall thoughts

Dorsey’s conversational style and humor make
this book an interesting read. Take caution in
being too focused that the characteristics of Gen
Y only apply to that generation. In many cases,
they are true of the entire workforce.

Please send any comments on this review to
Marc Donelson at Marc.Donelson@shawgrp.
com. If there is a book you would like reviewed
for the next journal, please contact Marc at the

same email address.





Dorsey’s recommendations Gilbert and Clark

Ask for Gen-Yers opinions. Do not just tell them | * Ask people to participate in creating their own

what to do, include them in deciding what needs performance goals, then accept and value
to be done and ask for their input before a these goals (Clark).
decision is made. * Consult employees in the decision making

process. This taps their creative capacity and

provides them with some control over their
work environment (MacGregor).

Make the work environment fun, provide * (reate a positive environment at work (Clark)

challenging work and opportunities for growth. * Help people develop appropriate levels of self-
confidence in their work skills (Clark)

* (Career development opportunities (Gilbert)
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