Notes from Jan. 21, 2005 Trainers Roundtable session

on Issues and Trends in Managing Training

Agenda Item 1

Is there anything new under the sun? Or, how has the training function changed?

Some of the answers we brainstormed included:

· Dollars decreased

· Accountability to use the training

· Process not content (facts)

· Volume of training increased

· Self-directed – onus on learner

· Mgmt support to allow time for training

· Participants adapting to e-learning

· Support from line mgmt training –on-the-job

· “seduce” learner –announce benefits of training

· Globalization, geography

· Changing demographics of the workforce – are there newer generational differences that affect how we train our people?

· Attention to learning styles

· Coaching as part of program (Center for Creative Leadership)

· Prework  -- use online test – enforce

· Outsourcing, vendors

· Managing trends/fads – how do you decide what best practices and tools are worth keeping around, or are just passé?

· Methodologies – many of us use a process now.

Agenda Item 2

How fast is fast? How do you keep up with the perceived pace of business?  What are the implications for training?  

The discussion centered around seeing training in a “performance consulting” light.  For discussion summary, see notes on slide #4.

Agenda Item 3

Do you have to align your training function with corporate strategies? What happens if you don't? What happens if you do?  

Everyone in the group agreed they use some sort of a “process” within the training cycle.  Most use the “ADDIE model”.  The table group and plenary discussions focused on the needs assessment, design/development and implementation phases of ADDIE.  See slides 5-13.  A summary of discussion points in the 3 areas are presented in the bullets below.
Needs Assessment

· Surveys, data analysis, interviews, focus groups – is best to use combination of all methods for determining true needs.

· Identify where there is “pain” with the individual, team or the organization.

· Determine “real” need vs. what they asked for. 

· Diplomacy and tact are required.  Do you also need to maintain confidentiality of your data sources in order to obtain accurate information?

· Performance analysis can be either part of or stand separate from needs assessment, but cannot replace it.

· Reassess your assessments every so often.  If people get used to same questions every year they will answer by rote.  Are you getting fresh data each time?

· Consider particular tools to help you conduct needs assessment (example:  “Perseus” – survey tool.  Collects anonymous data).

· Performance Consulting Survey tool from Robinson and Robinson book – uses two columns:  how important is this skill to your job, and what is your current proficiency with this skill.  Can also consider a 3rd column for assessing the need for proficiency for this skill in 3-5 years from now.

· ASTD has sample needs assessment tools on their web site.
Design/Development

· Are formal processes required for accreditation?  If so, this may drive how you design and develop courses, and the extent to which you document these efforts.
· You get what you pay for – Talking Head/PowerPoint delivery vs. better designed programs that include various delivery methods and activities.
· “Fly by the seat of your pants” philosophy vs. taking more time to plan & build effective training.  Be proactive rather than reactionary in designing your programs.
· Use available design tools (example: Designer’s Edge software by Allen comm.com.  Can be used collaboratively with vendors and SMEs too).

· Start with good objectives.  Make them “SMART”.  Consider objectives that are aligned with Bloom’s Taxonomy (1. Knowledge, 2. Comprehension, 3. Application, 4. Analysis, 5. Synthesis, 6. Evaluation):  at what level are you targeting the training (e.g., recall of facts vs activities that require judgment).
· Include testing mechanisms so you know if your participants are really learning.

· How do you deal with challenges if product development occurs concurrent to the training?  Plan for contingencies in your design plan.  Keep track of your milestones as part of your project management plan.  Have people take responsibility for their deliverables during the development process, and be firm about moving back a training date if your timeline is set back during the design or development phase.  Consider how long it really takes to develop your training (what can you deliver if you have 2 wks vs. 2 months to develop the program).  

· Use the design process to add credibility to training dept.  Is an opportunity to build relationships with your SMEs and other people participating in the project.  Eventually your reputation as a business advisor and performance consultant will precede you.

· Managing performance is a joint process between training dept. & line unit.

· Consider resource allocation as part of your project management.  Track hours per person, including all SMEs, project management, technology, support staff, vendors, etc.  

· So what happens if you don’t align training with corporate strategies?  If not aligned to corporate goals, you leave the company open to risk – dollars, safety, etc.

Implementation

· LMS—is it worth time & expense?

· Can use it as a marketing tool, direct people to appropriate training they need.

· Tracking system to identify who completes training (especially when it’s mandatory).

· Some people are using less complex, less costly databases instead of a LMS.  Whatever you use, there are administrative functions you need to perform in implementing training.  You can use these tracking mechanisms to give you valuable data when evaluating your programs (e.g., total number people trained, total hours people attended training, etc.).

· Budget issues – facility and printing costs are usually large expenses.  You need to consider how to better manager these tasks to keep costs down.

· Time management issues – what are you spending time on?  Are these time on tasks allocated proportionately to your training resources, or are you doing things that could be best delegated?

Agenda Item 4

What can I do to enhance the value of my training function? 

The discussion involved ways to think more strategically about training, and what some of the metrics are to measure what we do.  See slides 14-18 and their notes pages for details.

NOTE:  During the meeting, as we discussed the issue of changing demographics in the workplace under agenda item #1, June Cowan recommended we check out an article posted online at the Center for Creative Leadership at WWW.ccl.org.  The title of the article referenced was "Center for Creative Leadership, Emerging Leaders Research Survey Summary Report, 2003” prepared by Ross DePinto.   If anyone has trouble locating the electronic version, June has a hard copy she is happy to share.   She can be reached by email at JCOWEN@PARTNERS.ORG, or by phone at (617) 726-4369.
 

