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FOF CentUI’I eSo the "technology" for trans-

ferring skills and knowledge has changed little: one hu-
man being teaching another. Generations of classroom trainers
have deployed the time-honored "chalk and talk" approach. Only the over-
head projector loomed on the horizon of atraining landscape devoid ol tech-
nology. Now, that landscape is awash with a torrent of new technologies.
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creating almost limitless possibilities
for heightened learning.

These days, a variety of electronic
media can facilitate the transfer of
knowledge and skills. That represents
both a challenge and an opportunity
for professionals who specialize in
workplace learning and performance.
Technological innovation is constant-
ly and pervasively altering the way in
which work isdone. That, in turn, has
immediate consequences for the de-
mands on specialists in workplace
learning and performance improve-
ment. The rapid pace of change re-
quires that workplace learning occur
on a just-in-time, just-what's-needed,
and just-where-it's-needed basis. The
same technological forces behind the
restructuring of work are also en-
abling (and requiring) the workplace
learning community to create more
flexible and responsive learning and
performance solutions.

At the same time, the increasing
openness, democratization, and glob-
alization of the world economy have
made it clear that to compete effec-
tively, businesses must be the best in
the world at what they do. That has
caused corporations to hone their
core competencies to be world-class.

At firms operating in developed
economies, core competencies are be-
ing defined in the context of knowl-
edge-based work. In a world where
technology and financial capital move
across national boundaries with speed
and ease, employees are the main, if
not only, source of competitive ad-
vantage. In high-wage, developed
countries, employees must be able to
produce value-added, knowledge-
based products and services. The of-
ten-heard CEQ's mantra that "people
are our most important asset" has
been drowned out many times by the
roar of downsizing and other policies
that belie the importance of human
capital. But there are signs that is
changing. Emerging interest in knowl-
edge management and intellectual
capital suggests that firms are, in fact,
attempting to manage and leverage
knowledge (and the human beings
who possess it) more effectively.

The importance of learning, and
learning quickly, to a company's
long-run viability means that work-
place learning is becoming a signifi-

cant strategy. The bar is set high in
terms of the skillsrequired of profes-
sionals in workplace learning and the
standards of accountability to which
they are held.

"The Top 10 Trends" in the No-
vember 1996 issue of Training & De-
velopment identified these trends:

1. Skill requirements will continue
to increase in response to rapid tech-
nological change. More than half of
the new jobs created between 1984
and 2005 will require some education
beyond high school ( Workforce2000:
Work and Workersfor the 21st Centu-
ry, 1987). Since 1984, the percentage
of workers who use a computer in
their jobs has risen from 25 to 46 per-
cent (Level of Access and Useof Com-
puters. 1984, 1989. and 1993. U.S.
Bureau of the Census. 1993).

2. The American wor kforce will be
significantly more educated and di-
verse. Despite the challenge of hiring
skilled workers, Americans are stay-
ing in school longer. The percentage
of women, older workers, and Asian
and Hispanic workers will continue
to increase through 2005 (Employ-
ment Outlook: 1994-2005Job Quality
and Other Aspects of Projected Em-
ployment Growth, U.S. Department of
Labor, 1995).

3.Corporate restructuring will
continue to reshape the business en-
vironment. Downsizings, more small
businesses, a lack of job security, and
low employee morale will continue to
affect the type of training and how it's
delivered.

4. The size and composition of
training departments will change dra-
matically; 58 percent of large U.S. cor-
porations have downsized their HRD
departments (Rethinking Human
Resources: A Research Report, the
Conference Board, New York, 1995).
5. Advances in technology will rev-
olutionize training delivery. Devel-
opments in hardware, computer
networking, multimedia software,
and videoconferencing have tremen-
dous potential for multiple-site deliv-
ery and bringing training closer to
people's work sites.

6. Training departments will find
new ways to deliver services. To cope
with the demand for quality instruc-
tion, they are creating structures to
support networks of internal and ex-
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ternal providers, such as consultants
and community colleges.

7. Therewill bemore focus on per-
formance improvement. In a survey
of training professionals at ASTD's
1996 International Conference, 89
percent "strongly agreed" or "agreed"
that a shift from training to perfor-
mance improvement is a top trend.
Training professionals now borrow
from such areas as organizational de-
velopment, industrial and organiza-
tional psychology, and strategic
human resources to provide perfor-
mance improvement interventions.

8. Integrated high-performance
work systems will proliferate. Train-
ing departments—Ilike all business
units—are being forced to re-examine
their role and focus more on measur-
able results. The new emphasis will
be on creating systems that align the
separate efforts of functions, depart-
ments, and people.

9. Companies will transform into
learning organizations. In a 1995
AST!) National HRD Executive Sur-
vey. 94 percent of respondents said
they thought it was important to
build a learning organization; only 9
percent said their companies weren't
moving in that direction. In a learn-
ing organization, training is integral
to work—a by-product of work
rather than something done in isola-
tion. The role of training profession-
as in learning organizations isto find
ways to capture and share knowl-
edge systematically as work occurs
and changes.

I 0. Organizational emphasis on
human performance management will
accelerate. More organizations are us-
ing multilevel performance-manage-
ment elements, such as gainsharing
and team rewards. Many are tying per-
formance management to business
goals, such as expressing goals in
terms of cycle time, quality metrics, or
customer satisfaction. They're also re-
viewing employees' performance in
the context of meeting such goals. And
they're taking an interest in job analy-
sis, evaluation, competency modeling,
skill standards, and testing.

ASTD believes that trends 4, 5, 6,
and 7 will be especially influential in
shaping the landscape of workplace
learning and performance improve-
ment. This article provides more detail
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DISTINCTIONS AND DEFINITIONS OF
LEARNING TECHNOLOGIES

The term learning technologies creates some confusion.
It combines two separate and distinct phenomena—a
presentation method (such as interactive multimedia,
videoconferencing, and EPSS) with a distribution or de-
livery method (such as CD-ROMs, the Web, and audio-
tapes). For example, interactive multimedia is a
presentation method that can be delivered through such
delivery methods as CD-ROM, LAN (local area network),
and WAN (wide area network). In addition, various in-
structional methods (separate and distinct from presenta-
tion methods and delivery methods) are available for any
particular learning technology. Instructional methods in-
clude lectures, games, group discussion, and role play—
delivered electronically or through such traditional
means as classroom training. Electronic learning tech-
nologies are a subset of &l learning technologies.
Though the following list of learning technologies
isn't exhaustive, we offer the following distinctions and
definitions:
Learning Technologies. The use of electronic tech-
nologies to deliver information and facilitate the devel-
opment of skills and knowledge.

Distinctions

e instructional methods. How information is taught
to learners. Such approaches include lectures, literature,
games, demonstrations, expert panels, case studies, ex-
ercises, group discussion, simulations, and role play.

» presentation methods. How information is presented
to learners. Such methods include electronic text, com-
puter-based training, interactive TV. multimedia, telecon-
ferencing, online help, groupware, virtua reality, audio,
video, and electronic performance support systems.

» distribution methods. How information is delivered
to learners. Such methods include satellite and cable
TV; LAN/WAN networks; computer disks: the Web (the
Internet, intranets, and extranets); CD-ROMs; email and
voicemail; simulators; audiotapes and videotapes; and
telephone.

Definitions

Presentation methods.

ft electronic text. The dissemination of text via elec-
tronic means.

ft CBT. A general term used to describe any learning
event that uses computers as the primary distribution
method; typically used to refer primarily to text-based,
computer-delivered training.

ft multimedia. A computer application that uses any
combination of text, graphics, audio, animation and/or
full-motion video. Interactive multimedia enables the
user to control various aspects of the training, such as
content sequence.

ft interactive TV. One-way video combined with two-
way audio or other electronic response system.
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ft teleconferencing. The instantaneous exchange of
audio, video, or text between two or more individuals
or groups at two or more locations.

ftonline help. A computer application that provides
online assistance to employees.

ft groupware. An integrated computer application that
supports collaborative group effortsthrough the sharing
of calendars for project management and scheduling,
collective document preparation, email handling,
shared database access, electronic meetings, and other
activities.

ft virtual reality. A computer application that provides
an interactive, immersive, and three-dimensional learning
experience through fully functional, realistic models,

ft audio. One-way delivery of live or recorded sound,
ftvideo. One-way delivery of live or recorded full-
motion pictures.

ft electronic performance support system (EPSS).
An integrated computer application that uses any com-
bination of expert systems, hypertext, embedded ani-
mation, and/or hypermedia to help a user perform a
task in real time quickly and with a minimum of support
by other people.

Distribution methods.
» cable TV. The transmission of television signals via
cable technology.
ft CD-ROM. A format and system for recording, storing,
and retrieving electronic information on a compact disc
that isread using an optical drive.
ft electronic mail (email). The exchange of messages
through computers.
ft extranet. A collaborative network that uses Internet
technology to link organizations with their suppliers,
customers, or other organizations that share common
goals or information.
ft Internet. A loose confederation of computer net-
works around the world that are connected through
several primary networks.
ftintranet. A general term describing any network
contained within an organization; used to refer primari-
ly to networks that use Internet technology.
ft local area network (IAN). A network of computers
sharing the resources of a single processor or server
within arelatively small geographic area.
ft satellite TV. The transmission of television signalsvia
satellites.
ft simulator. A device or system that replicates or imi-
tates a real device or system.
ft voicemail. An automated, electronic telephone an-
swering system.
ftwide area network (WAN). A network of computers
sharing the resources of one or more processors or
servers over arelatively large geographic area.
ft World Wide Web. All of the resources and users on
the Internet using the Hypertext Transport Protocol
(HTTP), a set of rules for exchanging files.

We'd likeyour input on these definitionsand dis-
tinctions. Send comments to pander son@astd.or g.
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FIGURE 1: TRAINING DELIVERY AS A FUNCTION
OF TIME AND SPACE

ON DEMAND
TO THE LEARNER

FLEXIBLE
DELIVERY

DELIVERY ON A
SCHEDULE

SET PLACE

MANY PLACES ANYWHERE

TABLE 1: USE OF ELECTRONIC LEARNING TECHNOLOGIES

LEARNING TECHNOLOGY

CBT: disc/hard drive
Video-teleconferencing
CBT: CD-ROM/CD-i

Interactive television/video
(including satellite)

Multimedia: CD-ROM/CD-i
Internet/Web

CBT: LANW AN

Computer teleconferencing
Intranet

Multimedia: LAN/WAN

EPSS

Virtual reality/electronic simulation

(SOURCE: ASTD'S NATIONAL HRD EXECUTIVE SURVEY,

on the key aspects of these trends:
learning technologies (trend 5), out-
sourcing (a component of trends 4 and
6), and performance measurements (a
component of trend 7).

The use of electronic learning tech-
nologies to deliver information and

PERCENTAGE PERCENTAGE RANK

USING EXPECTING To IN THE
TECHNOLOGY USE TECHNOLOGY YEAR
IN 1996 IN 1997 2000
55.2 63.5 9
53.1 56.3 5
42,7 54.2 10
37.5 42.7 6
29.2 375 7
27.1 47.9 3
21.9 41.7 4
14.6 22.9 8
135 44.8 1
125 24.0 2
4.2 135 Il
1.0 2.1 1

1997)

facilitate the development of skills and
knowledge will revolutionize learning.
But despite increasing use of the term
learning technologies, it doesn't have a
universally accepted definition. To
some people, it means any technology
used to facilitate learning, including
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paper and pencil. To others, it means
only technologies presented or ddliv -
ered electronically. (See the box, Dis
tinctions and Definitions of Learning
Technologies.) A unifying attribute of
learning technologies is that they seek
to enhance the flexibility of learning
options via electronic means.

In Figure 1. traditional classroom
training is represented by point A.
Most electronic learning technologies
inhabit the spaces to the north and
east of point A. Teleconferencing, for
example, lets training take place at
multiple locations but requires a
designated training time (point B). Be-
cause of their flexibility, learning tech-
nologies enable learners to escape
from the fixed, inflexible time-space
demands of a classroom. C represents
the point at which a technology can
enable learning to occur anytime,
anyplace. For people with the appro-
priate hardware, that technology in-
cludes intranets and the Internet.

Until recently, companies have
been exploring the use of the Internet
and intranets cautiously. But as tech-
nology continues to improve their ef-
ficiency, the Internet and intranets
will increasingly be used to deliver
training. Many businesses already
have internal webs.

The Information Technology Asso-
ciation of America estimates that HRD
and training departments are heavy-
users of intranets (HR Magazine, Janu-
ary 1997). Industries that deliver train-
ing via the Internet or intranets
doubled their activity between 1996
and the first quarter of 1997 (Business
Wire. February 1997). External sources
that develop company training sys-
tems via electronic learning technolo-
gies have grown in conjunction with
the recent corporate interest in out-
sourcing multiple aspects of training.

For example, CBT Systems in Men-
lo Park, California, markets to large
companies training courses delivered
over their intranets. Other suppliers,
such as Logical Operations Interactive
and Microsoft Online Learning Insti-
tute, have also established niches in
the intranet market (Computer Shop-
per. February 1997).

Another new Internet option isthe
Business Channel, offered jointly by
The Williams Companies and Public
Broadcasting Service. The Business
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BENEFITS AT A GLANCE

Here are some potential benefits
of electronic learning technolo-
gies for training delivery.

| greater cost-effectiveness.
More people trained more often,
reduced cost, flexibility to add par-
ticipantswithout additional cost.

» increased quality of instruc-
tion. Access to remote experts,
more program choices; multiple
opportunities for instructor and
panici pant interaction.

« self-paced, individualized.
Participants learn at levels com-
fortable for them, at times conve-
nient to them.

» fewer resource require-
ments. Classrooms, trainers, and
other classroom-related resources
aren't needed.

| decentralized training. Learn-
ing can occur anytime, anywhere,
anyplace.

ft tireless delivery. Trainers can
get tired, but technology is always
available for consistent delivery.

(Source: Selectingand Implementing
Computer-Based Training. National
Workforce Collaborative, 1997)

Channel provides interactive training
over the Internet, with on-demand
training to subscribing organizations
("PBS Heads to die Desktop." by S
Bradley, Meetings and Conventions,
January 30, 1997).

Although use of the Internet and
intranets to deliver training is not yet
widespread, it's expected to jump
dramatically in the next three years.
(See Table 1on page 49.) Eighty-one
percent of the companies that are
members of ASTD's Benchmarking
Forum anticipate an increase in using
the Internet for internal training.

A major benefit of training delivery
via the Internet or an intranet is that
different computers and different op-
erating systems can be used simulta-
neously to share information and
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communicate worldwide. That makes
delivery more consistent on an as-
needed basis. The greatest drawback
is the lack of reliable interactive, mul-
timedia capabilities (Knowledgelnc..
February 1997). But as advances in
technology conquer that problem, in-
tranet and Internet use will increase.
New developments will remove some
of the technical roadblocks, such as
bandwidth limitations, and create op-
portunities for more dynamic intranet
training systems, including video and
animation.

Ultimately, the Internet and corpo-
rate intranets will be the major mech-
anisms for interactive, multimedia
training delivered anywhere and on-
demand. Until then, when highly in-
teractive training is needed, other
learning technologies such as video-
conferencing and traditional training
are more effective (Technical & ills
Training. January 1997).

A clear distinction between the In-
ternet and intranets is the speed with
which training applications can be
delivered. Many delivered via the In-
ternet are relatively slow. Intranets
can be much faster because they
have an open standard for delivery
instead of being tied to one supplier's
system. Because of an intranet's ca-
pability to streamline communication
and enhance performance, the in-
tranet market will exceed the Internet
market in 1999 by a ratio of two to
one, according to Zona Research.

After the initial investment in the
required technological resources, in-
tranets are usually cheaper than other
distance learning tools because they
can be maintained and updated easi-
ly and quickly. They don't require
printed materials or CD-ROMs. And
users can access training as needed
in real time. But as technology im-
proves the Internet's speed and secu-
rity, the distinction between it and
intranets will blur, according to
Ovum, a consulting firm in Burling-
ton, M assachusetts.

Many companies are already tak-
ing advantage of training via the
Internet and intranets. Ernst & Y oung
uses its intranet to distribute training
materials to employees. Strategic
Interactive, a software firm, is devel-
oping a training system to give em-
ployees of auto companies access to
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CHOOSING FROM
THE ALTERNATIVES

The wide variety of electronic
learning technologies makes it
hard to know which is the most
cost-effective and beneficial for
conveying information, knowl-
edge, and skills. The critical fac-
tors to consider are the content,
audience, expected learning
gains, and costs—fixed and
marginal.

More research is needed on
how to determine a particular
learning technology's potential
benefits, but the total cost can
be calculated, albeit with some
difficulty. The fixed expenses of
development can be high, but
the marginal expenses (per ad-
ditional learner) tend to be low.
Consequently, the total cost
varies with the size of the audi-
ence. And even though the cost
of a particular learning technol-
ogy may be prohibitive, a tech-
nological breakthrough (which
might be right around the cor-
ner) could make it more feasi-
ble financially.

Generally, the smaller and
more geographically concen-
trated a particular audience, the
more likely traditional class-
room training will be the most
cost-effective. Conversely, the
larger and more geographically
dispersed the audience, the
more likely some form of elec-
tronic learning technology will
be most cost-effective. In some
cases, a combination (such as
classroom training with an elec-
tronic technology) may lie best.

A decision-making tool.
Advisor, will be available in the
Winter ASTI) Books catalogue,
December 15.

job training on the Internet from any
location at any time of day (APA Mon-
itor. March 1997). The Gartner Group



USING LEARNING TECHNOLOGIES

In the April 1997 National HRD Executive Survey, the
275 panel members discussed trends regarding learning
technologies. The survey sheds light on the extent to
which Organizations are using or expect to use electron-
ic learning technologies as delivery systems. It also iden-
tifies the roles of HRD professionals in using learning
technologies and the challenges they can expect to face.

A primary finding was confirmation of the signifi-
cance of learning technologies. The results reveal that
investing in learning technologies is of widespread im-
portance to both HRD executives (92 percent) and top
executives (82 percent). But respondents attach differ-
ent degrees of importance to such investments. Seventy-
percent of the HRD executives said that learning tech-
nology investments are "very important,” compared
with slightly less than 18 percent of the top executives.

Another finding was a greater use of learning technolo-
gies. Respondents reported that, on average, 10 percent of
their organizations' training time in 1996 was delivered by
new learning technologies. They expected that figure to
rise by 67 percent in 1997 and triple by 2000. They pre-
dicted that by then, 35 percent of al training will be deliv-
ered by learning technologies. They expect instructor-led
training to decrease from 80 to 55 percent.

A close look at the use of individual learning tech-
nologies shows that the top three choices for delivering
training in 1996—CBT on disk or hard drive, video-tele-
conferencing, and CBT on CD-ROM—are likely to re-
main the top choices in 1997. But by 2000, the most
common learning technologies are expected to change
dramatically. Respondents predicted that many organi-
zations will use distributive technologies capable of
combining text, video, and audio digitally—such as in-
tranets, multimedia on local or wide-area networks, and
the Internet or Web.

A comparison of the 1996 and 1997 figures reveals
that this trend is already in gear. The use of intranets is
expected to more than triple (from 14 to 45 percent);
the use of the Internet and Web is expected to soar
from 27 to 48 percent. Substantially more respondents

expect to use LANSand WANSs (either with CBT or mul-
timedia) this year than last.

The survey also indicates that HRD professionals are
already taking primary responsibility for certain aspects
of introducing and managing learning technologies.
Their tasks include identifying potential applications,
designing and maintaining training content, and imple-
menting and maintaining the learning technologies. The
last two require HRD practitioners to be technologically
informed and conversant. Developing and designing the
hardware are till the province of information systems.

Identifying potential HRD-related applications for
technology can be a daunting task, without knowing
what criteria to use. HRD executives say that the most
important criteria center around the type of skills to be
learned—how complex they are. how frequently they
change, and whether they are hard or soft skills. Next in
importance are the costs, short- and long-term, of a
learning technology application. Next in importance are
the characteristics of the learners—how many, their geo-
graphic dispersion, their current skill levels, and so forth.

Nearly 55 percent of the HRD execs said that keep-
ing pace with the rate of change looms as their biggest
challenge. Considering the time it takes to develop and
implement new learning technologies and the rapid
rate at which they're introduced, they're no longer
state-of-the-art by the time they're fully operational.
That targets a trend towards the use of flexible learning
technologies that can be customized easily and de-
ployed quickly, without a major change in the technol-
ogy infrastructure.

Two additional challenges are how to assess the ef-
fectiveness of learning technologies and how to deter-
mine their useful applications. The costly initial outlay
of such technologies requires HRD people to be able to
justify the expense and demonstrate the potential value.

Overall, the surveyed HRD executives think that the
potential of learning technologies to serve as a delivery
method is tremendous. However, there are some criti-
cal hurdles to overcome: the need to keep pace with
the rapid rate of change and the need to assess when
and where learning technologies will be most effective.

of Stamford. Connecticut, created the
Internet Learning Center to provide
interactive courses on information
technology.

A critical question concerning
learning technologies is their cost-ef-
fectiveness compared with traditional
training approaches. In an era of bud-
get cuts and downsizings, the evi-
dence that electronic learning

technologies can reduce training time
and costs (and train more people
more often) is causing great interest.
Unfortunately, there's little solid re-
search comparing the cost-effective-
ness of traditional versus electronic-
approaches. Nevertheless, here is
some evidence that electronic learn-
ing technologies can be highly cost-
effective.
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I A consortium, GATE (Government
Alliance for Training and Education),
reports that training time and costs
have been reduced significantly by-
distance learning a the U.S. Depart-
ment of Energy and Federal Aviation
Administration.

I The U.S. Coast Guard has used
multimedia for several training initia-
tives. resulting in significant annual
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savings clue to less need for instruc-
tors (Training, February 1997).
» At the AT&T Center for Excellence in
Distance Learning, videoconferencing
and other distance learning resulted in
significant cost savings ("It's Time To
Change the Way We Train!" by A.
Chute, H. Starin. and D. Thompson,
1996, hllp://www. lucent.com/ced V
dinewslt.html).
I A 1992 study by Pennsylvania State
University suggests that employee re-
tention during training via distance
learning is equal or superior to class-
room instruction. Another study
shows that interactive video-based in-
struction achieved a 25 to 50 percent
higher retention rate than classroom
instruction (Multimediaand Videodisc
Monitor, March 1992). More evidence
shows that the quality of learning is
higher with either interactive CBT
training (Interactive Video-Based
Training-On-Demand Over Multime-
dia Networks, August 1995) or other
self-directed, computer-based training
(..wall Sreet Journal, January 3, 1996)
than traditional instruction.
» The speedy rate of training delivery
is a clear advantage of most electronic
learning technologies. Case studies
show that self-paced, multimedia
training can take 20 to 80 percent less
time than instructor-led training, due
to a tighter instructional design and
learners' option to bypass content al-
ready mastered (Training & Develop-
ment. February 1996). A survey of
more than 100 companies shows that
multimedia training can reduce learn-
ing time by 50 percent, compared
with classroom training.
I Companies such as Apple Comput-
er, Andersen Worldwide, and Stor-
age Technology report less training
time with multimedia. Storage Tech-
nology technicians who were once
required to travel to a central location
for four to 10 days of training now
receive training through a localized
multimedia system, saving $1.5 mil-
lion over athree-year period (Journal
of Interactive Inst ruction Develop-
ment. Winter 1996).
» Some studies suggest no significant
difference between new and traditional
training approaches in terms of learn-
ing and employee satisfaction (http://
www.usdla.org/dl.html, 1997).

The box. Benefits at a Glance, on
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TABLE 2: C

uu . "/ tun - jmai-

HRD FUNCTION

Outplacement

Benefits Administration
Training Delivery
Payroll

HR Information Systems

(SOURCE: "NONPERMANENT WORK ARRANGEMENTS AND OUTSOURCING,"

COMPLETELY

[

OUTSOURCED HRD FUNCTIONS

SOME

ASPECTS COMPLETELY

OUTSOURCED OUTSOURCED IN-HOUSE
71% 21% 8%
1% 86% 13%
3% 83% 13%
9% 36% 56%
2% 35% 63%

ECONOMIC

REPORT, MANUFACTURERS' ALLIANCE, DECEMBER 1996)

page 50 shows the potential advantages
of electronic learning technologies.
Although there is a dearth of sys-
tematic. high-quality information
on cost, employers generally think
that electronic learning technolo-
gies are more expensive than class-
room training. A 1996 survey by the
Seybold Group found that 78 per-
cent of respondents considered cost
to be an obstacle to using multime-
dia CBT courseware (TbeASTD Train-
ing Data Book, by Laurie Bassi. Anne
Gallagher, and Ed Schroer, ASTD.
1996). A 1996 survey found that
the median number of person-hours
required to develop one hour of
CBT is about 200 (Computer-Based
Training Report, by Floyd Kemske,
SB Communications, Hingham,
M assachusetts). At a rate of S50 per
hour, the average cost of developing
an hour of CBT would be $10,000.
It's unclear, however, to what ex-
tent the high fixed costs of electronic-
learning technologies are offset by
their greater cost-effectivenessin the
long-run. A study by the AMR Train-
ing and Consulting Group estimates a
high return-on-investment from elec-
tronic learning technologies (particu-
larly for multimedia-based training)
ranging from 100 to 400 percent. But
some estimates on ROI for traditional
training are even higher. Unfortunate-
ly, no available sources directly com-
pare the return-on-investment of
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electronic learning technologies with
the ROI of traditional training.

Outsourcing

More focus on core competencies
and cost containment has led many
companies to rely on outsourcing—
called the "growth industry of the
nineties." Outsourcing is becoming an
essential management tool. In 1996,
more than 90 percent of organizations
outsourced at least one activity
(Michael F. Corbett & Associates,
Poughkeepsie, New York, http://www.
corbettassociates.com).

According to a recent survey con-
ducted by the Outsourcing Institute,
more than half of al organizations in-
creased their use of outsourcing in
1996. U.S. companies spent about
SI100 billion outsourcing various busi-
ness functions. By 2001, that figure is
expected to surge to $318 billion, ac-
cording to Corbett & Associates. In
an April 1996 issue of Business Week.
Tom Peters called outsourcing "the
most sweeping trend to hit manage-
ment since reengineering."

Though many companies consid-
er employees' knowledge, skills, and
abilities critical to success, few view
training as a core competency. Con-
sequently, the training function has
become a prime candidate for out-
sourcing. A recent survey by the
Manufacturers' Alliance shows that
HRD functions, including training,


http://www.usdla.org/dl.html
http://www

are most often cited as areas in
which outsourcing will increase.
Table 2 shows that though outsourc-
ing al training delivery is rare (3 per-
cent of firms), most companies (83
percent) outsource at least some
training. Data from the Outsourcing
Institute is consistent with that find-
ing. In 1996, more HRD activities (84
percent) were outsourced than any
other functions. Logistics and infor-
mation technology were outsourced
at 52 and 51 percent. The average
outsourcing of other functions was
30 percent.

Countervailing forces alert us to
consider the outsourcing trend care-
fully. The need for greater corporate
agility demands just-what's-needed
solutions, which require a closer link
between training and performance. In
a 1995 ASTD National HRD Executive
Survey on performance support, 84
percent of the respondents said there
would be a closer link between train-
ing and performance by 2000. In the
July 1997 National HRD Executive
Survey, respondents said the most
significant HRD trend in the next
three years will be a shift from pro-
viding training to improving perfor-
mance. Interestingly, respondents did
not identify outsourcing as a signifi-
cant trend.

Integrating training with perfor-
mance improvement has implications
for outsourcing. By keeping perfor-
mance-related training in-house and
outsourcing such training as computer
skills, employers can use resources
more effectively. For example, Corn-
ing outsources individual learning
courses while maintaining courses fo-
cused on institutional learning and
performance in-house. Rethinking
training as part of performance man-
agement helps tie training effective-
ness more directly to specific business
goals. That can make outsourcing in-
effective beyond a certain point.

Dow Chemical's outsourcing ap-
proach appears to have struck a bal-
ance between countervailing forces.
It is based on a distinction between
strategic and tactical training. Though
Dow recently outsourced al tactical
aspects of training (scheduling, mate-
rials control, and delivery), in its U.S.
locations, it kept the strategic aspects
(design, development, integration.

and evaluation) in-house. That en-
ables employees to focus on manag-
ing goals and the impact of training
and performance improvement on
the company.

Defining the term. Outsourcing isan
umbrella tenn. In its broadest sense, it's
synonymous with external and clearly
distinguished from in-house. In the
context of training, outsourcing can de-
scribe an array of training services or a
few. At the extreme, outsourcing in-
volves using external consultants to
manage al aspects of training—from
design and development to delivery
and evaluation.

DuPont is perhaps the most widely
cited example of that form of out-
sourcing. sometimes referred to as in-
sour cing. Insourcing requires the
merging of resources both inside and
outside of an organization for unique
training solutions. Specifically, ex-
ternal providers collaborate with
employees to create a new entity re-
sponsible for everything from daily
training operations to long-term plan-
ning. DuPont claims the approach has
been successful because of internal
expertise and external objectivity
(Boston Globe. January 7, 1997).

Frequently, employers enlist the ser-
vices of external providers for specific
aspects of training, including bringing
consultants in-house to conduct train-
ing or to train internal trainers so that
training is an internal function. For ex-
ample. Digital Equipment Corporation
doesn't consider training to be a core
competency, so 80 percent of its train-
ing, including most design and de-
livery, is outsourced. Only strategic
planning and technical training (con-
sidered vital to Digital's business goal s)
are internal activities. Digital's out-
sourcing exists primarily through
partnerships with local training consul-
tants. specific suppliers such as Mi-
crosoft, and global training houses.

Among the members of ASTD's
Benchmarking Forum, three compa-
nies outsource at least 40 percent of
design, development, instruction, ad-
ministration. and technical support;
three others maintain almost all of
those functions in-house. In contrast,
forum member Aetna has undergone
a dramatic reorganization in which it
eliminated its training group and let
go hundreds of trainers. Some out-
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TOP 10 TRENDS

Here are the top 10 HRD trends,
according to respondents to the
July 1997 National HRD Execu-
tive Survey.

Currently

1. Computer skills training

2. Teamwork training

3. Shift from training to
performance

4. Decision-making and
problem-solving training

5. Rapid development and
deployment of training

6. Systems-thinking training

7. Demonstrating training
outcomes

8. Measuring performance
outcomes

9. Shift from training to learning

10. Making a business case for
training interventions

Next three years

1. Shift from training to
performance

2. Computer skills training

3. Shift from training to

learning

Virtual organizations

Demonstrating training

outcomes

6. Measuring performance
outcomes

7. Delivering training to meet
specific needs

8. Emphasis on knowledge
management

9. Rapid development and
deployment of training

10. Teamwork training

S

sourcing replaced internal staff, and
more outsourcing is anticipated.

Most companies fall in the middle
of the outsourcing continuum. They
rely neither on internal staff or external
providers completely. Still, most have
done more outsourcing in the past
year and will continue. A 1995 survey
by Dataquest Worldwide Services
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shows that almost two-thirds of the re-
spondents used outside suppliers to
develop customized courseware; more
than 40 percent used external sources
for needs assessment. Many of those
companies anticipate more need for
outside training services over the next
two years.

A recent survey by the |.".S. Bureau

of Labor Statistics indicates that small
firms (fewer than 500 employees)
spend more than 50 percent of their
training budgets on outside suppliers
(Expend itnres on Employer-Provided
Training, by Laurie Bassi, ASTD, July
1996). The National Association of
Manufacturers says that small em-
ployers. who tend to use community
colleges and other low-priced training
providers, will use such services more
often (Training, December 1995).
An expanding market. Data from a
sample of U.S. firms (1994 EQW Na-
tional Employer Survey) indicates
that employers are using a wide vari-
ety of external training providers. As
outsourcing grows, an increase in the
size, number, and type of providers
is likely. Such independent providers
as community and technical colleges,
universities, profit-oriented learning
and development centers, and pri-
vate industry associations are discov -
ering new business opportunities in
outsourcing.

Though most of the external train-
ing market began with a focus on
specific products, such as training for
a new piece of machinery, it has re-
cently and quickly expanded to in-
clude training services. According to
Dataquest. external suppliers increas-
ingly provide customized training
geared to employers' needs.

The short life cycles of technology
products, compounded by the greater
complexity of many job roles, are ex-
pected to heighten the demand for
external information-technology edu-
cation providers and other training
providers. For example, New Hori-
zons Computer Learning Centers, one
of the largest computer training busi-
nesses in the world, plans to open
170 new training facilities worldwide
within the next three years ((Adult As-
sessment Forum. Winter 1996).

Also on the rise is classroom train-
ing at community and technical col-
leges and in the corporate education
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departments of four-year colleges and
universities. Although community
colleges have offered training pro-
grams to local businesses for decades,
more are jumping at the opportunity
to form partnerships with companies.
The American Association of Commu-
nity Colleges estimates that the num-
ber of community colleges actively
seeking to provide training to compa-
nies has jumped from about 50 per-
cent in 1990 to 90 percent (Training,
December 1995).

o Part tier ships
between  two-year
schools  and
corporations
point to
contract training
arra ngements
becoming a

significant presence
in the training
supplier market m

Technical institutes, such as those
in Wisconsin's technical college sys-
tem. continue to provide training for
employers. In a recent survey by Wis-
consin Manufacturers and Commerce,
a statewide business association, the
technical college system was listed as
the most important external training
resource for in-state employers; 55
percent report using them to meet
specialized training needs. Fifty-three
percent report using other outside
providers such as consultants; 24 per-
cent rely on four-year colleges or
graduate schools. Several four-year
colleges and universities have estab-
lished separate corporate education
divisions that provide training on a
contract basis.

Such programs are being devel-
oped and adapted to target corpora-
tions by addressing their specific
needs, ranging from basic computer
training to strategic solutions. Such in-
stitutions as Gateway Community
College in Phoenix have found a
niche in the supplier market on train-
ing and workforce development for
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small businesses. Most of the pro-
grams have a common focus on the
particular needs of employers, includ-
ing needs assessment, design, devel-
opment. and instruction. Maricopa
Community College, also in Phoenix,
developed a specialized training cur-
riculum to support Motorola's semi-
conductor-manufacturing process
(Training. December 1995). Mesa
Community College, one of the 10
colleges that make up the Maricopa
system, established a joint curriculum
committee with Motorola to design
courses (Technical & ills Training.

August/September 1992). Terra Com-
munity College in Ohio and Chip-
pewa Valley Technical College in
Wisconsin offer general training sup-
port services, such as course registra-
tion and employee testing. To meet
employers' needs, many local col-
leges have expanded their education-
al offerings to new areas—such as
quality. 1SO 9000, and sales training.
Rio Salado Community College creat-
ed two new associate degrees—in air-
line operations and customer service
—for America West Airlines and
American Express (Human Resource
Executive. February 1996).

The training offered by community
colleges, technical institutes, and cor-
porate education departments differs
from the academic and career devel-
opment tracks of four-year colleges
and universities, primarily because of
its emphasis on developing work-
place skills. Some community col-
leges reinforce the commitment to
providing workplace-relevant training
by guaranteeing the skills of their
graduates to employers and by offer-
ing additional training at no charge
for dissatisfied employers. A focus on
workplace-relevant training is also re-
flected in the schools' common prac-
tice of hiring local professionals to
help design and teach many of the
contract courses. Although full-time
faculty are generally involved in de-
veloping and delivering the courses,
the schools think it's important to
draw on the experience of seasoned
professionals to ensure that material
is up-to-date, practical, and useful.
Such experts are often chosen from
the businesses seeking the training.

Unlike four-year colleges and uni-
versities, community and technical



colleges and corporate education de-
partments usually establish a location
separate from their campuses. At
Delta Community College in Saginaw,
Michigan, corporate contract training
is a distinct entity from its other two-
year education programs. Delta be-
gan providing auto-maintenance
training programs for General Motors
more than 10 years ago. Since then,
the college has established Delta Cor-
porate Services, a separate function
offering both local and global training
services to organizations. Its use
varies from the implementation of
one-time, specific programs to com-
prehensive services. At one firm's
Michigan facilities. DCS is responsible
for training management, support,
and delivery. Although training is
conducted at the firm'sworksite, DCS
delivers al of it. Boston University's
Center for Corporate Education is also
a separate entity, with its own 200-
acre campus and administration.
Teachers at the center are called train-
ers instead of professors, and each
has practical experience in the corpo-
rate world.

Local colleges and corporate edu-
cation departments have tended to
establish formal partnerships or al-
liances with businesses. Norton Man-
ufacturing. an Ohio-based crankshaft
maker, developed an alliance with
Terra Community College and several
state agencies to provide employee
training and testing. Similarly, Union
Pacific Railroad partnered with Salt
Lake City Community College to pro-
vide training to its 35,000 employees
< Human Resource Executive. Febru-
ary 1996). Employees spend two
weeks on campus and then partici-
pate in six months of self-study, with
support from the college's instructors.
By entering into such partnerships
with businesses, the community col-
leges, technical colleges, and continu-
ing education departments forge a
unique and participative role as edu-
cation providers interested not only in
developing the private sector work-
force, but also in tackling employer-
specific challenges. Companies still
tend to turn to four-year colleges and
universities for management and ex-
ecutive training, while local colleges
tend to gear their programs to techni-
ca and rank-and-file employees.

Although the services provided by-
some of the schools mentioned may-
be more expansive than the services
offered by most local colleges, part-
nerships between two-year schools
and corporations point to contract
training arrangements becoming a
significant presence in the training
supplier market.

Another important outside source
of training are trade and professional
associations. There's little research on
the role of such associations as sup-
pliers. Yet, employers consistently
cite them as an important resource. A
scan of the literature on national trade
associations in a few large industries
(retail, hotel, health care, and phar-
maceuticals) suggests that trade asso-
ciations play a role in the delivery of
industry-specific training, although
often through field officesat the local
level. For example, the American
Pharmaceutical Association delivers
APhA-developed education programs
in conjunction with various state-level
pharmaceutical associations.

e The trend
towards  greater
outsourcing of

training IS not only
apparent by
the behavior of
employers and
colleges but also
by the interest  of

investors .

Trade and professional associa-
tions also serve as facilitators or
clearinghouses of information on
training providers. In addition to pro-
viding its own seminars, the Ameri-
can Dental Association maintains a
list of more than 300 dental educa-
tion providers. Some associations act
as standard-setters by helping estab-
lish skill standards or by designing
and developing courseware market-
ed to employers. The American Hotel
and Motel Association's Educational
Institute provides a variety of materi-
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als for home study and hotel-based
classrooms. The institute also offers
certification programs in hotel ad-
ministration, food and beverage ser-
vices, sales, and operations, as well
as distance learning courses and on-
site consulting services in training
management. The National Retail
Federation is developing employee
certification programs, using skill
standards set by retailers in the in-
dustry.

Labor unions are also involved in
providing training, though usually as
an advisor or a partner in curriculum
development rather than delivery.
Since 1986. the Communications
Workers of America, International
Brotherhood of Electrical Workers,
and AT&T have managed worker
training at AT&T through the AT&T
Alliance, an independent not-for-
profit organization run jointly by
the unions and management (Labor's
Key Role in Workplace Training.
by M. Roberts and R. Wozniak, AFL-
ClO, 1994). The Alliance offers such
services as career planning and as-
sessment. basic skills training, occu-
pational training, personal finance
planning, exam preparation, and
stress management.

The trend towards greater out-
sourcing of training is not only appar-
ent by the behavior of employers and
colleges but also by the interest of
investors. Specialized training firms,
such as Computer Learning Centers,
have become publicly traded firmsin
an effort to capitalize on and fuel
their rapid expansion. Taking advan-
tage of opportunities in the corporate
world, CLC recently spun off a new
division, Advantec Institute, that of-
fers customized computer classes
geared towards employers' needs.
Based on the positive response so far
(and the realization that the demand
for such services is greater than the
supply), CLC anticipates continuing
its expansion into the domain of cor-
porate training, particularly in provid-
ing customized packages.

Other training and development
companies are emerging in corporate
markets and capturing the interest of
Wall Street. CBT Systems, Learning
Tree International, National Education
Corporation, and Westcott Communi-
cations. among others, have received
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In collaboration with ASTD staff, a
group of representatives from
ASTD's Benchmarking Forum is de-
veloping an outsourcing decision-
making tool that will be described in
an upcoming issue of Training & De-
velopment.  First, the group defined
outsourcing as "using noncompany
resources to provide some or al of
the training, learning, and perfor-
mance-improvement products and
services needed to support a com-
pany's strategic direction."

Here are some questions to ask when
deciding whether to outsource an
initiative.

i What's the business case?

ft Are internal support systems re-
quired for the initiative?

fcCan we provide a wide-enough va-
riety of products and services?

f What capabilities do we have in-
house? What is our skill mix?

| How often will we have to update?
ft Is a stable supplier available?

Regarding the audience and

time constraints,

| Who are our target participants?

* What istheir geographic dispersion?
» Do we have peaks and valleys in
our needs?

| When isthe training required?

| What isthe time period for prepara-
tion?

i Isthere time to reskill?

Regarding cost and value,

» What are the actual systems costs of
maintaining the initiative internally,
compared with outsourcing it?

* What are the cost constraints?

| What is the payback period?

ft What is the global value-added as-
pect? Can it be achieved with out-
sourcing?

Regarding strategic focus,

ft How does our culture affect this de-
cision?
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ft Does it make sense from a systems
perspective?

ft Can outsourcing decisions be inte-
grated into a systemic solution?

ft How would outsourcing affect the
ability to maintain control of strategic
issues?

ft What is the role of changing tech-
nology?

Here are some reasons to outsource
and their relevant questions.

To gain access to world-class
capabilities.

ft Do state-of-the-art skills exist inter-
nally or externally?

ft What would it take to get them?
(the time, staff, facilities, skills, values,
and so forth)

ft How reliable is the outside exper-
tise?

ft Can it be done faster? More effec-
tively?

To increase the operational efficiency
of the training and learning function.
ft Are other organizations performing
the same operations at a better value
or cost than we are?

To improve training's contribution
to core initiatives and strategies.

ft Where can the training department
and its staff add value?

ft Do we lack internal expertise and
staff?

ft Do we have enough staff to per-
form the initiative in time?

ft Is the audience so small or large
that it warrants outsourcing? Or do
the benefits warrant internal exper-
tise?

ft How often is the desired expertise
needed?

To specialize training, add flexibility,
improve timeliness, and reduce costs.
ft Can we build flexibility with exist-
ing resources?

ft Do we have to provide training
globally?

ft Isthe purpose to move from fixed
to variable costs or to reduce costs?

ft How long will payback take?

ft How long do we have to achieve
the desired results?

ft What are the costs and benefits?

The questions of why and what to
outsource can be difficult to untangle.
The group determined that each of
the general questions can be applied
function-by-function in determining
what to outsource. Such functions
include administration and analysis
(determining where you want to be,
where you are, and what perfor-
mance is needed to achieve business
goals); identifying performance gaps;
and projecting the benefits. Other
functions include design (identifying
the appropriate actions and specifica-
tions) and development (creating the
performance initiative).

Additional functionsare implemen-
tation; application support (transfer-
ring learning on-the-job); evaluation
(measuring performance improve-
ment); and managing the outsourcing.

The group created thisgoal: To de-
sign and implement cross-functional
processes to facilitate successful out-
sourcing. The management activities
of outsourcing fall into these cate-
gories: planning, communications,
supplier management, and feedback
and reporting. To accomplish the
identified goal, it's necessary to ad-
dress internal and external factors.

Internal
ft Identify stakeholders; map their de-
gree of support and interest. Get



them on board early—philosophically
and functionally.

» Ensure that there's a process for
aligning the proposed initiative with
overall goals.

> Continue to evaluate internal re-
sources.

ft Report to management the poten-
tial business results.

» Orient internal staff to the need for,
and benefits from, outsourcing.

t Teach training staff about supplier
management.

» Understand the costs and the impli-
cations on the company's culture,

ft Determine whether there are global
implications.

ft Identify legal issues, such as dual
employment.

* |dentify and involve key support
functions, such as purchasing and
communications.

* Conduct ongoing evaluation of out-
sourcing as a business strategy.

External

ft Develop and use supplier selection
and certification tools.

ft Define suppliers' scope and their
expectations.

f Determine whether the relationship
will be teaming or contracting. If team-
ing. communicate the big picture to
suppliers: we sink or swim together.

» Write and manage performance
contracts with suppliers.

* Conduct ongoing evaluation of the
suppliers.

ft Determine whether your company-
is best-served by one, a few, or many-
suppliers.

ft Know their corporate cultures,

ft Provide ongoing feedback to sup-
pliers regarding their performance.

niion from business in-
scently making public

heightened atie
VEeStOrs
stock offerings,

Smith Barney advises its clients that
a well-halanced portfolio should in-
clude investments in education and
training providers. It segments its cov-
erage of that sector into these groups:
education management organizations,
training and development providers,
and instructional media companies.

With regard to the last two, Smith
Barney bases its advice on these big
drivers:
ft the trend towards outsourcing
ft the evolution from a manufacturing-
based to a knowledge-based economy
ft the ubiquitous nature of technology
ft changes in the workplace
ft advances in communications tech-
nology
ft the global economy.

In a presentation at 1SA's annual
conference in March 1997, Charles
Hall, director of Smith Barney's Edu-
cation Group, cited evidence that dur-
ing the past two years, training and
development stocks had appreciated
at more than twice the rate of Stan-
dard & Poor's Industrials.

Smith Barney is not alone in being
drawn to the education and training
sector, made up of 5,300 for-profit
firms. Montgomery Securities and
Piper Jaffray have also developed ed-
ucation and training investment lines;
others are poised to enter the market.
The legendary investor Warren Buf-
fett has taken an active interest in the
for-profit training and education in-
dustry, particularly by buying Flight-
Safety International, considered the
largest U.S. training firm. Former junk
bond king Michael Milken, with a
partner, invested SI25 million in
Knowledge Universe, a training and
consulting company expected to
reach $1 billion in sales by year end
(Business Week. August 4. 1997). The
actions of those savvy investors signi-
fy the growth of the training and de-
velopment industry. Training stocks
are selling for 30 to 50 times expected
earnings, a phenomenon that also
characterized the behavior of technol-
ogy stocks in their boom. As training
firms continue to expand and offer
new tools to meet specific company
demands, Wall Street's interest will
surely grow.
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Performance measurement
Efforts 1o cut costs, focus on core
competencies (and outsource the
rest), and use learning as a strategic
source of competitive advantage all
point to the need for ongoing, accu-
rate evaluation. In a survey of more
than 1,000 training professionals at
ASTD's 1996 International Confer-
ence, 93 percent said they are under
increased pressure to demonstrate re-
turn-on-investment. In the July 1997
National HRD Executive Survey, the
need to measure performance out-
comes is high on senior practitioners'
list of current and future HRD trends.

It has never been easy to isolate
(credibly) training's effect from other
performance improvement interven-
tions. The reliance on electronic
learning technologies (such as EPSS)
will almost certainly complicate that
already difficult task. Yet. in an era
when learning is central to competi-
tive advantage and all corporate func-
tions are held to new standards of
accountability, the challenge must be
met head-on.

An important point often missed is
the debate regarding the value of mea-
suring training's effect, including ROI.
On one side, the thinking is that what
gets measured gets managed. If work-
place learning initiatives aren't mea-
sured sufficiently, it's highly unlikely
that they'll be well-managed. That will
be particularly true as more electronic
learning technologies become avail-
able and choosing among them be-
comes more complex. It has too-often
been ignored that measurement is a
component of good management and
essential to continuous improvement.

With those considerations in mind,
several Benchmarking Forum compa-
nies began working together in Sep-
tember 1996 to improve evaluation
approaches. At the first meeting of the
Performance Metrics Working Group,
it constructed this guiding principle:
"Our purpose is to use measurement
as a means to promote continuous im-
provement in the cost and perfor-
mance effectivenessof learning."

Substantial efforts are underway at
many Benchmarking Forum compa-
nies to tie training more closely to
business outcomes. That appears to be
one fad that won't go away. Here are
some buzzwords that top management
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continues to use and take seriously:

ft shareholder value

ft profitability

ft efficiency

ft customer satisfaction

ft return-on-investment (at the corpo-
rate level)

ft return-on-assets

ft cycle time

ft performance.

Training professionals must under-
stand and speak that language, and
be able to translate the results of their
work into those concepts. Inherent in
the language are metrics for linking
the results of training and learning to
business outcomes and strategies.

In its effortsto improve measure-
ment and evaluation on behalf of the
entire profession, the PMWG recog-
nizes the need to provide meaningful
benchmarks of training outcomes in
the language spoken by senior man-
agers and CEOs. The group also real-
izes that it will take time and effort to
achieve that objective. Though the
group's goal is to benchmark training
and education outcomes at Level 4
and beyond, it knows that it's neces-
sary to walk before running. So, it
chose to concentrate its initial efforts
on Levels 1and 3- Group members
agreed that Level 2 evaluation,
though important for the purpose of
continuous improvement, would be
too difficult to implement uniformly
across firms and interventions.

From work being done at several
companies, it appears that Level 1da-
ta—when thoughtfully structured,
gathered, and analyzed—has a greater
benefit than previously recognized. In
particular, early evidence suggests
that Level 1data may have some pre-
dictive validity for the types of infor-
mation desired from Level 3 and 4
evaluations. In fact. Level | data may
have the potential to be a useful, time-
ly, and cost-effective short-run predic-
tor of the long-term effectsof training.
As a result, Level 1data can possibly
be harnessed for the purpose of the
continuous improvement of training
and its outcomes.

To realize the full potential of reac-
tion data. Level 1 questions must ex-
tend beyond smile sheets. To
maximize its usefulness, a Level 1 eval-
uation should include questions on
such issues as a course's relevance re-
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garding job requirements, timeliness,
accuracy of content, and ease of regis-
tration—in other words, utility-orient-
ed questions.

One of PMWG's intentions isto in-
vestigate fully whether and to what
extent Level 1data can indicate Level
3 measures. If such a predictive ca-
pacity exists. Level 1 data can be used
to improve the likelihood that new
skills and behaviors will be trans-
ferred on the job.

In early 1998. the initial work of the
Performance Metrics Working Group
will be published in Training & Devel-
opment. including a core set of Leve |
and Leve 3 survey questions designed
to apply across firms. The core ques-
tions, which can be supplemented
with questions tailored to a firm's spe-
cific needs, cover training outcomes,
as well as the barriers and enablers to
effective training. Though the PMWG
still has much to do, its initial work
will, for the first time, enable the sys-
tematic benchmarking of training out-
comes. Perhaps more importantly, it
will result in valuable information for
generating continuous improvement.

Emerging trends

Several potentially significant emerg-
ing issues have least two factors in
common: One, they result from the
ongoing evolutionary needs and
opportunities of doing business in
the information age. Two, they're
likely to have profound implications
for people working in the arena of
workplace learning and performance
improvement.

Routine work that can be automat-
ed or exported to low-wage countries
has al but disappeared in high-wage,
developed nations—making it clear
that the only basis for sustainable
competitive advantage is through val-
ue-added, knowledge-based work.
Seen in that light, it's not surprising
that there is a growing interest in
knowledge management in the cor-
porate and academic communities.

At some level, knowledge manage-
ment—which can be defined as the
process of creating, capturing, and us-
ing knowledge to enhance organiza-
tional performance—is nothing new.
All firms must manage knowledge in
some way or quickly go out of busi-
ness. What is new is that it's active,
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purposeful, and often an explicit re-
sponsibility of a senior manager—for
example, the chief knowledge officer.

Although knowledge management
can encompass a broad array of ac-
tivities, it is associated mainly with
activities that try to document and
appropriate people's knowledge
(codified knowledge) and dissemi-
nate that knowledge throughout an
organization. Typically, such activities
are conducted through a company-
wide database. Knowledge manage-
ment also includes activities that
facilitate human exchanges through
such venues as interactive software,
email, and the Internet.

Examples of knowledge-appropri-
ating activities include
ft creating knowledge bases or data-
bases in which proven solutions are
shared
ft compiling corporate "yellow pages"
—directories of employees with spe-
cialized knowledge
ft creating lists of experts to whom
employees or customers can ask
questions.

Examples of human exchange ac-
tivities include
ft establishing employee Web sites,
chat rooms, and email functionsto fa-
cilitate personal communication and
share knowledge among employees
ft using interactive software such as
Groupware or online forums so that
more than one person can work on a
problem at the same time
ft arranging and financing face-to-
face meetings between people work-
ing at different locations.

From the perspective of workplace
learning, there are two striking aspects
of knowledge management. One,
such effortstry to capture and capital-
ize on the informal approaches
through which people learn as a by-
product of doing their work. Two,
such effortsappear only rarely to be
tied to a company's formal mecha-
nisms (such as training) for creating
knowledge among workers.

That suggests there is an important,
but unrealized, opportunity for ensur-
ing that knowledge management ini-
tiatives are well-integrated with formal
education and training. It also sug-
gests that firms are recognizing the
strategic importance of informal learn-
ing and that people responsible for



workplace learning should take heed
of this development.

Intellectual capital
One evidence of the intensified inter-
est in intellectual capital is three re-
cent books with that term in the titles.
Each book defines intellectual capital
somewhat differently, but all agree on
the hidden value:
ft intellectual property
ft know-how
| customer loyalty
ft information about customers and
suppliers
ft processes and technology systems
| patents and trademarks
ft corporate culture
ft employees' competencies, skills,
knowledge, and morale.

All three books say

There isno "there"

The discovery of the steam engine re-
sulted in the Industrial Revolution,
which resulted in a fundamental re-
organization of human economic and
social activity—work and life adapt-
ed to the needs and opportunities
of an industrial era rather than an
agricullural era. Semiconductor-inte-
grated circuits are the steam engines
of information processing and a cata-
lyst for another fundamental reorga-
nization of human activity—from
what was compatible with the indus-
trial age to what is consistent with the
information age.

The dawn of the information age
has given rise to virtual corporations—
which, according to Davidow and

Malone, "to the outside
observer will appear al-

that intellectual capital ° People most edgeless, with per-
has been swept under meable and continuously
the rug of goodwill and work aF changing interfaces be-
that it's time to create, home, In tween company, suppli-

manage, measure, and

er. and customers. From

leverage intellectual capi- thelr_ cars, inside, the view will be
tal. They say that in the at alrports, no less amorphous, with
next millennium, "the and even traditional offices, depart-
value is not in the tangi- 1 ments. and operating
ble assets but in the in- ON beaches divisions constantly re-

tangible ones.” They also

say that knowledge is

more valuable and more powerful
than natural resources, big factories,
or fat bankrolls.

The books warn that double-entry
bookkeeping systems (in which ex-
penditures on education and training
are recorded as costs) are the enemy
of intellectual capital and that to real-
ize fully its value, corporations need
better systems for measuring intangi-
bles. Companies need to develop
better measures of the investments
(such as training) they make in hu-
man capital and the value such in-
vestments produce.

According to the books' authors,
such measures are important because
they're needed for effective manage-
ment and because they can predict
future performance. Academics and
other experts say that standard ac-
counting measures fail to quantify
performance. If nonfinancial mea-
sures can predict future performance,
such measures can also attract finan-
cial capital to companies managing
their intellectual capital wisely.

forming according to

need. Job responsibilities
will regularly shift, as will lines of
authority—even the very definition
of employee will change." Since that
was written in 1992. other aspects of
the inside view of a virtual organi-
zation have become apparent. In
many cases, there is no "there." In-
stead. people work at home, in their
cars, a airports, and even on beaches.

The emergence of virtual corpora-
tions prompts mostly unanswered
questions. How will employees ac-
quire the knowledge and skills for
rapidly changing responsibilities?
How will we instill and maintain im-
portant aspects of corporate culture
when people work in geographic iso-
lation? How do we promote team-
work when people rarely, if ever, see
each other face-to-face?

How do we deal with disinterme-
diation?—a  term coined by Don
Tapscott in his book. The Digital
Economy. According to Tapscott,
"Middleman functions between pro-
ducers and consumers are being elim-
inated through digital networks.

Training & Development,

Middle businesses, functions, unci
people need to move up the food
chain to create new value or they face
being disintermediated.” Tapscott
warns that if a company has in its
midst agents, wholesalers, distribu-
tors, retailers, brokers, or middle
managers, it's time to do some serious
strategizing (or career planning, if
you're one of them).

That advice speaks to many prof-
itable businesses and their functions.
At some level, professionals responsi-
ble for workplace learning and train-
ing have always been brokers—
brokers of information. As electronic
learning technologies replace tradi-
tional training, the brokerage function
becomes more apparent. The task es-
sentially becomes matching learning
needs with available technologies.
But as the information for making a
good match becomes more readily
available, the need for the brokerage
function diminishes. Logically, in a
digital economy, workers will have
the capacity to locate and obtain ex-
actly the training they need, thus by-
passing the middleman.

Tapscott's advice to people who
serve as brokers is to find ways to
re-intermediate—a terrible term, he
admits, meaning to add value. The
shift from training to performance
improvement represents one way to
do that. ¢
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