
I N T H I S A R T I C L E 

Just-in-Time Training, Case Studies, 
Strategic Planning for HRD 

Training 
Goes 

Mod(ular) 
at Apple 

When Apple University surveyed the changing 

landscape of competition, it decided to make some seismic shifts in 

the thinking that underpinned its training strategies. 

All companies scramble to k e e p 
ahead of constant change, but 
compute r firms such as Apple 

sc ramble even more than most . The 
average life cycle of a computer prod-
uct has d ropped from two years in the 
late 1980s to six to nine months in the 
1990s . C o m p u t e r - c o m p a n y s t o c k 
p r i c e s can f l u c t u a t e 10 p o i n t s in a 
week. Over the last two years, as com-
puters have evolved into a commodi-
ty. the industry has seen its profit mar-
gins shrink along with its resources. 

For a firm to survive u n d e r those 
circumstances, all service and support 
staff must understand that they oper-
ate under the same condit ions as the 
o rgan iza t ion o v e r a l l — a n d mus t act 
accord ing ly . Tra in ing and d e v e l o p -
ment specialists, in particular, should 
a d o p t s t r a t e g i e s a i m e d at h e l p i n g 
thei r o rgan iza t ions c o p e wi th rapid 
change and intense competit ion. 

Abou t one -and -a -ha l f y e a r s ago , 
the staff of Apple University (Apple 
Computer ' s management-training and 

organization deve lopmen t function), 
b e g a n q u e s t i o n i n g its pract ices and 
its a s s u m p t i o n s a b o u t training. T h e 
training and deve lopment staff asked 
themselves if they were keeping pace 
with their internal customers ' needs. 

The staff evaluated changing mar-
ket cond i t i ons and cons ide red new-
insights into the way adults learn. Re-
search from several sources , includ-
ing the Cen te r for Crea t ive Leader-
s h i p , s h o w s tha t e x e c u t i v e s a n d 
managers learn their most important 
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lessons from exper ience , not in the 
classroom. 

Apple University Trainers decided 
that they needed a different way of 
teaching management skills, one that 
addressed the fast-paced condit ions 
under which Apple employees work. 
They needed to deliver the training 
employees wanted, where and when 
they wanted it. And they needed to 
m a k e classroom training mimic on-
the-job training. 

Robert Tucker ' s book Managing 
the Future ( B e r k e l e y P u b l i s h i n g . 
1991) gave the training specialists a 
starting point. Tucker identifies and 
describes 10 driving forces that influ-
ence consumer behavior. (See " Driv-
ing Forces of Change.") By viewing 
their customers' needs from this per-
spective, the staff saw that to serve 
them well, they had to ach ieve the 
following objectives: 
ft develop new products faster 
ft shorten the length of training ses-
sions without diminishing the quality 
of the training 
I p rov ide learning that is relevant 
and useful 
I provide training that learners col-
lectively can leverage into expanded 
knowledge 
I cover a broader array of topics 
I make training easily accessible. 

To meet those needs, the staff cre-
ated short training modules on a se-
r ies of t o p i c s . A p p l e U n i v e r s i t y 
customizes the modules as needed to 
meet employees' specific needs. 

Shifts in strategy 
The new approach departs from old 
practices in the following ways: 

Trainers shift f rom behavioral to 
experiential training. Trainers assume 
that trainees already grasp the basic-
p r inc ip les of m a n a g e m e n t . Dur ing 
class, trainers consult learners about 
t he c h a l l e n g e s they face . T ra ine r s 
help participants learn from their ex-
p e r i e n c e s on t h e job . r a t h e r t h a n 
feeding them learning that the train-
ers think they need. 

Tra iners s h o r t e n e d t ra ining ses-
sions from three days to three hours. 
Given the time pressures they face, 
managers are more willing to sign up 
for half-day classes that let them re-
turn to their jobs quickly. All of the 
training modules follow the same de-
sign. and all are three hours long. 

Driving Forces of Change 
In Managing the Future, au thor 
Robert Tucker identifies and de-
scribes the following 10 driving 
forces of c h a n g e that in f luence 
consumer behavior: 
ft speed—saving people's time 
I convenience—making it easy 
to do business 
ft a g e w a v e s — u n d e r s t a n d i n g 
and taking advan tage of d e m o -
graphic shifts in the population 
I choice—knowing when to of-
f e r c u s t o m i z a t i o n , but u n d e r -
standing your limits 
ft lifestyle—knowing when some-
thing is a trend and not just a fad 
ft d i s c o u n t i n g — s a v i n g p e o p l e 
money 
ft value adding—unders tanding 
what to compete on besides price 
ft c u s t o m e r s e r v i c e — b u i l d i n g 
customer loyalty 
ft "techno" edge—add ing value 
through automation 
ft quality—enhancing the overall 
customer experience. 

Trainers train intact work g roups 
ra ther than g r o u p s of p e o p l e w h o 
don't work together. "Stranger train-
ing" works well w h e n the aim is to 
he lp individuals learn and pract ice 
new skills. But targeting training to a 
work g r o u p he lps build t e a m w o r k 
and multiplies the spin-off benefits of 
training. 

Training offers a break in the work-
group ' s daily routine that can foster 
new ways of thinking, solving prob-
lems, a n d communica t ing . In addi-
t i on . c o - w o r k e r s l ea rn c o m m o n 
models and deve lop a common vo-
cabulary. Shared knowledge and lan-
g u a g e e n h a n c e team e f f ec t ivenes s 
and he lp team m e m b e r s communi -
cate and coach others effectively. 

T r a i n e r s s t r e s s c o n s u l t i n g o v e r 
consistency. Instead of walking par-
ticipants through lesson plans, train-
ers follow a basic design and let par-
ticipants identify the issues they want 
addressed. Instead of serving solely 
as instructors, trainers serve as con-
sultants in the classroom. 

Trainers moved from generic train-
ing to customized training. All class-
room exercises der ive f rom partici-
pants' actual challenges and problems 

on the job. so employees get training 
specifically tailored to their needs in-
stead of training built around generic 
case studies. 

Trainers decreased the training-de-
velopment cycle from six months to 
two months. Because trainers address 
only one topic in each modu le and 
u s e a s t a n d a r d d e s i g n , t hey h a v e 
slashed their development time. 

Trainers reduced class sizes at Ap-
ple f rom 2 i to 12 t ra inees . Smaller 
classes enable trainers to pay more at-
tention to individual participants as 
well as to focus on the group's devel-
opmental needs. Also, instructors can 
cover material more quickly with few-
er p e o p l e , w h i c h t r ims the h o u r s 
spent in class. 

In addition, small class sizes offer 
more flexibility. On the spot , an in-
structor can opt for different instruc-
tional s t ra tegies d e p e n d i n g o n the 
needs of the group. 

Trainers moved training from a re-
mote location to the customer's loca-
tion. Until last year. Apple University 
was housed in its own building five 
miles from corporate headquarters in 
Cupertino, California. The site, with 
its w e l l - e q u i p p e d c lass rooms , was 
convenient for the management-train-
ing staff but inconvenient for trainees. 

The n e w t ra ining format doesn ' t 
requi re the ove rhead of bricks and 
mortar. Trainers deliver the modular 
training sessions at trainees' offices, 
usual ly in c o n f e r e n c e rooms . Such 
rooms are not well-suited to training, 
but with only 12 people in a class, it's 
easy to m a k e d o and save t ra inees 
commuting time. 

Tra iners sh i f t ed f r o m p rov id ing 
t ra ining as a p rogram to prov id ing 
training as an intervent ion. Depart-
ments and teams can request training 
to help them solve specific issues in a 
way that is convenient for them. 

For example, training modules are 
available to help work groups or de-
partments resolve conflicts, make deci-
sions. run meetings, or understand in-
dividual styles. Employees can take 
modules in any order, in a series, or as 
stand-alone sessions. No modules re-
quire any previous training. 

Trainers often continue to work as 
consultants with trainees' work groups 
on a long-term basis, in an effort to 
bring about positive changes in team 
or department behavior. 
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Yes, we have 

Diversity Bingo! 
an experiential 

learning activity 

fast, easy, fun! 

Gets people immediately involved 

in real diversity issues! 

Used by hundreds of companies! 

For information, or to order Diversity Bingo, contact: 
ADVANCEMENT Strategies, 205 S. Walnut - Suite 20, 

Bloomington, IN 47404* Phone: (812) 333-1751. 
Quantity pricing available. 
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Circle No. 263 on Reader Service Card 

Attend the only Conference endorsed by Bob Pike 

SC The Creative Training Techniques Companies! 

•M 

,y. 

'%|i 

CREATIVE 
TRAINING TECHNIQUES 
CONFERENCE 

October 1 1-13,1995 • Minneapolis, MN 
Pre-Conference Seminars: October 9 -10 , 1995 

Special Conference Features: 
• Special Bob Pike Keynote. 

• This is the only conference 100% developed by trainers for trainers. 

• Learn about the pitfalls fit power of multi-media show technology. 

• Choose from 36 sessions, and have access to all CTT Instructors. 

Pleose ca l l 800-383-9210 or 61 2 - 8 2 9 - 1 9 5 4 or fox us fo r m o r e i n f o r m a t i o n a t 6 1 2 - 8 2 9 - 0 2 6 0 . 

Call and get your FREE planner: " 1 0 Steps to get the 
most out of this or any conference." 
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Guidelines 
T h e just-in-time training strategy has 
not r ep laced all o t h e r m a n a g e m e n t 
d e v e l o p m e n t ef for ts at Apple, but it 
does serve as a corners tone for other 
e f for ts . If your firm w a n t s to take a 
s i m i l a r a p p r o a c h , h e r e a r e s o m e 
guidelines to k e e p in mind. 
I D e s i g n t r a i n i n g a r o u n d a s ing le 
model, f ramework, or theme. 
I D u r i n g t ra in ing sess ions , qu ick ly 
address what participants do—or don't 
do—effect ively, ra ther than focusing 
on what they know or don't know. 
» Present a model or set of principles 
d u r i n g the t ra in ing, and then a l low 
participants to apply it. 

U S E C A S E S 

T H A T 

I L L U S T R A T E 

C U R R E N T , 

R E A L P R O B L E M S 

I U s e ca se s tha t i l lustrate cu r r en t , 
real, and press ing problems. D o not 
use contrived cases. 
I View the training as part of an or-
ga n i zationa l-change effc >rt. 

By shifting delivery of management 
training to meet customer needs, man-
agement trainers at Apple University 
i n c r e a s e d c u s t o m e r s a t i s f a c t i o n , 
aligned training more closely with or-
ganizational strategies, and created a 
structure that boosts team building. • 

Linda Keegan is the director of Apple 
University at Apple Computer. One In-
finite Loop, MS 75-6AU, Cupertino, CA 
'95014: 408/974-5815. Betsy Jacob-
son is an international management 
and organizational consultant with 
Betsy facohson and Associates. 363 
Patty Lane. Leu cad ia. CA 92024: 
619/943-1677. 

To purchase reprints of this article, 
please send your order to A STL) Cus-
tomer Service. 1640 King Street. Box 
1443. Alexandria, VA 22313-2043• 
Use priority code F1M. Single photo-
copies. at $10 each, must he prepaid. 
Bulk orders (50 or more) of custom 
reprints may he hilled. Phone 
703/683-8100 for price informantm. 
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