


Here are the

24 organizations that made
it into the stellar company
of the ASTD BEST Award
winners by demonstrating
that they foster, support,
and leverage enterprise-wide

learning for business results.
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IN MANY WAYS, the winners of the 2004 ASTD
BEST Awards are like members of an Olympic
team—shining stars that achieve peak perfor-
mance. In the spirit of the 2004 Olympic Games,
we'd like to introduce you to 24 organizations
from five countries that are at the top of their
game—they understand the critical link between
learning and performance, what it takes to
demonstrate results, and how to foster an
enterprise-wide learning culture. They are ASTD's
BEST Award winners—the Top 24 in 2004.

From a large software services company in
India that started almost 60 years ago as a maker
of vegetable oils and toilet soaps, to a small,
family-owned manufacturer of custom wire and
cable in Wisconsin, the 2004 BEST Award win-
ners represent the private sector, public sector,
and not-for-profits in a wide range of industries.
You'll recognize some of the BEST Award win-
ners as househald names and leaders in their
respective industries. All of the winners will
impress you by their commitment to learning and
development with stellar examples of how they
achieve results.

The BEST Awards started in 2003 as a com-
plement to ASTD's existing awards programs
that honor individuals and distinct programs.
The BEST Awards recognize organizations that
Build talent, Enterprise-wide, Supported by the
organization’s leaders, fostering a Thorough
learning culture.

Organizations that entered the 2004 BEST
Awards program answered a series of quantita-
tive and qualitative questions in several cate-
gories. Inablind review process, the BEST Award
reviewers—experts in the learning and perfor-
mance field—Ilooked for evidence that learning




has value in the organization's culture, evidence
of a link between learning and performance,-ev
dence that the organization has leveraged tech-
nology in learning, and an understanding of the
organization’s investment in employee learning

and development.
So, what did the reviewers have to say
the winners? Here's a sampling of their

e “Very straqg linkage between training and
business and job'performance. . ..”

e “[This organizatioq) makes an above-average
investment with obvious payoff to the business.”
e “Extremely effective trajning governance
structure with the support of top management.”
e “The company has an outstandt

and performance system which is effectively
integrated with the business to achieve
standing results.”

In the words of Tony Bingham, ASTD's presi-
dentand CEQ, “Imagine a day when no organiza-
tion ever questions the value of learning.”
In the pages that follow, you'll see hiow 10
organizations—a sampling of the BES
winners—use learning to increase
mance, provide developmental opportunities to
attract and retain top talent, and link/all of that
to individual and organizational success.

The 2004 ASTD BEST Award winners use
learning as a strategic differentiator. They value
learning as they value their ledger.

Congratulations to the Top 24 in 2004—
a stellar group of winners.

Profiles by Jennifer J.

X

Winning Metrics

Here's a sampling of measures
in which the BEST winni
organizations excelled:

v High percentage of mandatory
training time

Inclusion of learning
jectives as part of individual
performance goals

v A C-level learning or knowledge
officer in place

v Leaders who support learning
enterprise-wide

v A clear link between learning
and performance

v Contribution to strategic
objectives for the enterprise

v Appropriate blend of learning
delivery methods

v Consistent standards for
assessment of learning
v High percentage of employees

that receive learning and develop-
ment opportunities

ASTD BEST Awards Gold Sponsor
SumTotal Systems

"lotal.
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1 office of the Under Secretary of
Defense (AT&L)

Defense Acquisition University
Fort Belvoir, VA

Employees: 134,431

Industry: Public administration

2 The Schwan Food Company
Marshall, MN

Employees: 25,000
Industry: Manufacturing

i Unisys Corporation

Blue Bell, PA

Employees: 37,000

Industry: Information technology

q PeopleSoft, Inc.
Pieasanton, CA
Employees: 11,914
Industry: Information

5 Booz Allen Hamilton
McLean, VA

Employees: 15,700

Industry: Professional services

6 TELUS
*\E/ancouver, BC, Canada
mployees: 25,400
Industry: Telecommunications

7 Lockheed Martin Corporation
Bethesda, MD

Employees: 125,000

Industry: Manufacturing

8 American Express Company
New York, NY

Employees: 78,236

Industry: Financial services

X

O Toshiba America Business
Solutions, Inc.

Irving, CA

Employees: 1971 *
Industry: Manufacturing

10 arar Corporation
Bedminster, NJ
Employees: 61,600
Industry: Information

11 old Mutual
Cape Town, South Africa

Employees: 48,360
Industry: Life insurance

12 Whirlpool Corporation
Benton Harbor, MI
Employees: 68,000

Industry: Manufacturing

13 Wipro Technologies
Bangalore, India
Employees: 28,500
Industry: Information

14 vp

Palo Alto, CA

Employees: 145,000 *
Industry: Information technology

15 Equity Residential
Chicago, IL

Employees: 6200
Industry: Rea te
16 Sterlil
Houston, TX

Employees: 1080
Industry: Financial services
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17 Accenture

Chicago, IL

Employees: 100,000

Industry: Professional services

18 The Dow Chemical Company
Midland, Ml

Employees: 46,000

Industry: Manufacturing

19 Northwire, Inc.
Osceola, WI
Employees: 122
Industry: Manufacturing

20 ochsner Clinic Foundation
New Orleans, LA

Employees: 6000

Industry: Health care

21 Deloitte & Touche USA LLP
New York, NY

Employees: 29,444

Industry: Professional services

22 cICI Bank Limited
Mumbai, India
Employees: 14,602

Industry: Financi ices
23 KLA-Tenc oration
SanJose, CA

Employees: 4870
Industry: Manufacturing

24 MR Corporation Limited
Hong Kong, SAR, China
Employees: 6600

Industry: Transportation
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Defense Acquisitigi/n University

An organization that jumped /from a traditional classroom
/

environment to a 24/7 Iearnjfhg environment.
/

Learning at the point of need, they call it.

/
/
P
Fort Belvoir, Virginia. An organization’s ab/mty to
learn from failure is one of the items assgssed in

ASTD7'§”|§ESI,ASNaréSSUbfﬁTééiaﬁ;Our top winner

i the 2004 awards program, the Defense Acquisi-

tion University, owes its very existence to a realiza-
tion of failure and the seizure of that failure as an
opportunity to drive the creation of a truly 21st-
century learning organization.

DAU is the learning and development entity that
supports the Department of Defense’s Acquisition
Technology and Logistics workforce. One hundred
thirty thousand members strong, and deployed in
116 &u@ries, ATR&L staff perform the purchasing
activities necessary to supply all the needs for U.S.
armed forces}hgy spend tens of billions of dollars
every year. To do thk,fthey need to understand how
to navigate governr’rﬁlent purchasing regulations
(which change freqhently). In addition, technical
knowledge of the iféms they're purchasing—from
Humvees to airplaﬁe parts—is required in order to
communicate Wi““t“‘h other supply-chain members
and make smart §pending decisions.

In Novembeﬁ 1990, a law was signed that man-
dated efforts toﬁ;“sincrease the professionalism of the
AT&L workfor“ﬁe. The DaD's previously disparate
technical train‘f‘ng schools were formed into a consor-
tium of 12 ins‘;“’titutions; their purview was to provide
certification fraining. However, after several years, it
became evi’gﬂfent that this system wasn't working.

/
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The organizational structure made lines of

authority and accountability ambiguous. A dis-

persed curriculum design process was ineffective
and dispensing—slowly—outdated education. A
failure to recognize and leverage the benefits of
technology-assisted learning resulted in a lack of
reach and inefficient use of resources.

In 1999, the position of chief executive officer
was created, and Frank Anderson was hired to fill
the role. His mandate was to centralize manage-
ment, resources, curriculum, and organizations
under a corporate university model. That unified
corporate university would focus on providing
technology-based, career-long learning to trans-
form AT&L into the most motivated, agile workforce
it could be.

Anderson had pursued a 34-year career in the
Air Force, rising to brigadier general and serving as
deputy assistant secretary for contracting and com-
petition advocate general. “My background was a
plus,” he says. “It gave me a direct connection and
linkage to the community | was asked to support.”
Further, joining DAU to direct a transformation per-
mitted his fresh perspective: “I had no bias in terms
of what DAU was already doing. | brought an open-
ness to thinking aboukt‘ things differently.”

Having lived on the receiv\i\h\g\end\as acustomer,

Anderson understood that perspect\i\\}é:\Hg also

feels that it facilitated his move into his new rol\é\é‘f\\

DAU continued on page 50

IyUStration by Lisa Berghout

/
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/
/
/
Unisys Co PpPo ation
y /
/

“Our e-learning is not e-boriné."
/

Blue Bell, Pennsylvania. The folks at Unisys
University believe in the concept of “career fit-
ness.” The tools, training, and professional devel-
opment activities necessary to/lfggp nisys

em plQYQQS,,CaIeef:ﬁt are offered throu gh eight

~ schools under the university umbrella: leadership,

technology, sales, services practice, marketing,
business, human resources, and legal.

In alignment with the company's lines of busi-
ness, UU offers assessment, career development,
leadership development, training, and consulting
services to 37,000 employees, in 11 languages in-
cluding Spanish, French, Portuguese, Mandarin, and

man. UU's 91 staff members—rplus 10 global tal-

taken a skills assessment approach at Unisys since
1990. The corporafte university concept was
embraced in 1998 ﬁd fully implemented in 1999.
We had a whole t/kaining portfolio in place, but
development activfties were always closely linked.
In 2003, we integrated the global talent develop-
ment organizatio“h into Unisys University.

“Our approa(;/h emphasizes a three-step learning
process: study,“/br training; feedback and coaching;
and practice—ﬁ‘f;[he element that we really push. On
an axis that gbmpares effort and impact, we blend

the three elements for maximum performance.”
|

In the pgfst couple of years, UU has als{q/beéh/

focused on‘;‘“‘another kind of blendin '/thét/(/nf tradi-

Copyright ASTD, October 2004

/

- .
of instructor-led and online learni

tional training methods with technology. Surprising-
ly, 80 percent of all course delivery was instructor-

led until about four years ago. After taking a hard

look, UU also discovered that the course cat\arlgrg%

was overweight and repetitive; that more than 200
vendors were providing courses; that a separate re-
imbursement was required for each employee who
took an external course or an exam; that record-
keeping on technical certifications—crucial infor-
mation for proposal responses—uwas poor; and that
the first-time pass rate for employees on certifica-
tion exams was about 75 percent. (More than 3500
Unisys employees earn certifications every year.)
“The technology school began prototyping
blended learning before we rolled it out through-
out,” says Karen Petersack, associate dean of the
technology school. “Our efforts were driven by the
certification training. We could see how e-learning
could impact it positively.”
Working with an outside partner, UU worked to
e reduce transaction and vendor costs
e reduce overall training costs by adopting a
blended approach that leverages technology
e retain training quality
e improve the first-time pass rates on certification
exams.

Taking a ph\ase\q approach, UU initially blended

yi,tsftec"hnical certiﬁcaﬁﬁh\prggrams into a 50-50 split

.Mentors, online

labs, chat, and discussion sessions were put.in place
to support the online courses. Staff also reviewe

Unisys continued on page 52
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pany leadership: Create a

 competency-based performance management sys-

tem, from which PSU’s new organizational develop-
ment function would grow. To commence that task,
Seraji and his staff first focused on creating compe-
tencies for the revenue-generating and customer-
facing parts of the organization, such as sales, con-
sulting, and customer service.

“We knew that development needed to be a big
part of the performance management system,” says
Seraji,so he and his team devised a three-step
process to help employees identify and fulfill their
professional development needs. First, an employee
has a conversation with his or her manager, reviewing
organizational and departmental goals to understand
the strategic focus of the company. Together, they use
those strategic goals to guide the creation of the
employee’s individual goals, as well as competencies
to be developed.,Second, the manager provides
coaching assistance for the employee. Actual devel-
opment activitieg are the third step of the process,
which resides or an intranet \Website and links into a
PeopleSoft-developed tool, Training Plan Builder. TPB
presents suggegsted training resources specific to the

employee’s role, and may include core training recom-

tools, job aids, scenarios, and e-learning co\L}(ses are
accessible through the intranet site. (The company’s
CEO has directed that every employee complete at
least one course per quarter.)

Employee response to the Web-based system
has been outstanding. Prior to its implementation,
employees completed approximately 50 e-learning
courses per month. Since TPB has been in place, that
number has jumped to mare than 500 course comple-
tions monthly. Each employee takes approximately
seven courses per year. Further, employees are
pleased with the system, awarding the Website and
attendant resources the highest satisfaction score on
the latest employee survey.

Managers are a crucial part of the process. The
performance-management cycle is continuous, year-
round. Managers must ascertain the proper skill set
to successfully complete the year's goals as com-
pared with employees’ current status. If those skills
are not obtained, managers face the possible incom-
pletion of goals. PSU provides managers with job aids
to assist in the coaching step, which provides man-
agers with an opportunity to assess skill development
with an eye to goal achievement. Course-per-quarter

completion is tracked by the business unit manage-

agement and leadership development. In the pas

PeopleSoft continued on page 54

Copyright ASTD, October 2004



38 TDOctober 2004

Whirlpool Corporation

Looking for innovation and finding it in the garage

Benton Harbor, Michigan. Gladiator Garage-
Works is a complete line of products—rugged floor
covering, storage systems, workbenches, even a
steel-tread-clad refrigerator—for the consumer who
prefers that his garage be his castle. It's the first
standalone new brand launched by Whirlpool in sev-
eral years. It is also proof that the company’s new
emphases on customer focus and innovation—and
the training and development efforts that support
them—are working.

In 1999, Whirlpool began to undergo a complete
transformation of corporate intent and culture. It
constituted a quantum change from the company’s
previous gestalt as “metalbenders”—a manufac-
turing operation concerned largely with cost and
quality, and operating at a remove from the end user,
who primarily purchases products through retail
distributors such as Sears. To accomplish the trans-
formation, the company identified three core com-
petencies to be developed in its salaried employees,
who make up 26 percent of Whirlpool's 68,000
employees: innovation, customer excellence, and
customer-centered operating excellence. In 2001,
Nancy Snyder’s group, Leadership and Competency
Creation, was formed to help the executive commit-
tee deploy the new strategy; as vice president,
Snyder reports directly to the CEQ.

The 12 professionals who make up Snyder's
team (“LeadComp”) are responsible for all of the
aspects of transformation, which are gathered figu-

ratively into an “embedment wheel” that embraces
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visioning, communications, infrastructure, manage-
ment and operations systems, culture, resources,
leadership, knowledge management, and training
and development.

“The first step in the transformation was to
increase employees’ awareness and understanding
of customer loyalty, and why it is a strategic imper-
ative for Whirlpool,” Snyder says. The global learn-
ing organization partnered with regional learning
functions to develop a series of learning products.
The first was a learning map, an interactive tool
that demonstrates the qualities of a customer-
centered organization and the foundational knowl-
edge necessary to create it. Learning groups of
eight to 10 people across functions gathered, either
in person or virtually, to review the learning map,
waorking with representatives from the customer
call center to understand the daily issues faced in
assisting customers.

Employees also engaged in dialogue with their
leaders to discover what they had learned from
the map and develop action plans to implement
the transformation. Leaders were provided with
PowerPoint slides with leader notes to facilitate the
discussions. “The map was deployed by regions,
autonomously,” Snyder explains. “There was much
variation around the world in how its goals
were cascaded.”

The learning map was deployed to more than
18,000 employees worldwide, in seven languages,

upon initial rollout. Now, more than 95 percent of the

Whirlpool continued on page 56

lllustration by Lisa Berghout
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MTR Corporation Limited

/
Where even the passengers are trained to be safe

Hong Kong. In February 2003, an arsonist set fire
to a milk carton filled with gasoline aboard a sub-
way train in Daegu, South Korea. More than 200
people were killed, and hundreds more were
injured. In the aftermath, six icials were
and the head of the subway corporation
was fired.

In January 2004, an arsonist kindled a blaze
aboard a moving train while it passed through an
undersea tunnel in Hong Kong. Subway operations
personnel extinguished the fire in less than 10 min-
utes, and no lives were lost.

Thqse examples are a testimonial to commit-
ment to staff training and the continuous learning
environment at MTR Corporation Limited, the com-
pany that operates the privatized underground rail-
way system in Hong Kang. Alongside its systematic
approach to identify the root causes of accidents,
incidents, and delays, the company establishes
special task forces to study major incidents on other
railways. The task forces conduct “read-across”
exercises to identify preventive and avoidance
measures to be instituted in MTR's system. After
Daegu, that task force identified 20 major actions
to be taken, and training reinforcement was con-
ducted by the learning unit.

The Hong Kong subway is one of the most heav-
ily used in the world. It comprises 116.7 kilometers
of track, 49 stations, and five maintenance depots.
At peak times, 2.3 million passengers are carried
each day. MTR employs about 6600 people, m

than 4500 of whom are engaged in operations and
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/
/
/

maintenance. Steven Cho is the training mana

for operations; he and his training staff work to

ensure the efficient, safe, and courteous service for

which MTR has often been lauded.

“We aim for continuous improvement, and
strive to make our training one of the best in the
world,” says Cho, who has been with the company
for more than 20 years and was one of its first man-
agement trainees. Company leadership, in its pur-
suit of the balanced scorecard, has identified staff
training as one of MTR’s key management objec-
tives; the director of human resources is a member
of the executive committee. The learning unit has
been 1S09001 accredited since 1996.

Frontline operations staff is required to attend
mandatory refresher training programs every six
months. Managers and supervisors reinforce the
training through on-the-job exercises that are moni-
tored by members of the learning unit. To identify
additional needs, learning unit staff members hold
regular training and qualification meetings with
managers to discuss policy, priorities, and new
initiatives and to ensure that training is meeting
business objectives.

Strategic outsourcing is an established policy
at MTR. The corporation ensures consistency and

quality of service by requiring the same standard

proper and safe ridership through the efforts of
a Passenger Behavior Group; television commer-

cials, promotional campaigns, and broadcasts

MTR continued on page 66

A\

lllustration by Lisa Berghout
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How training plays out in his/té)ry's biggest
tech merger—and beyond

/
/

Palo Alto, California. In May 2002, HeWJ/étt—
Packard merged with Compag in the largest tech

combination in history. The resultin poration

illion customers in 178 countries,
and employs more than 145,000 people. “The total
number of employees almost doubled,” says Daisy
Ng, vice president for Workforce Development and
Organizational Effectiveness (WDOE). For Ng's
learning division, new priorities meant centralizing
practices and integrating and standardizing tools
and processes to support the unique training
requirements created by the combined entity's
“extremely complex and sophisticated portfolio of
products and services.”

Creating\and communicating a new corporate
culture was alsoa priority. “We wanted to engage
all of our employees with the new priorities
strategy and operafing model,” says Ng. Senior
executives had identified a need to maintain the
momentum created by the merger and solidify mar-
ket leadership dyring the transition. To do that,
WDOE designed Fast Start, a blended program that
facilitated the engagement of new teams and
their understanding of how their own jobs and con-
tributions were connected to the new company’s
strategy. The/curriculum was delivered by man-

agers who had received train-the-trainer instruction

to conduct in-person sessions on values, opera- -

tions, expectations, and the product portfoljpfﬁéﬁ/id

development techniques led to prggrafﬁcreation in
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__ranment that can acc

30 days. Subsequently, 95 percent of employees,
representing 16,000 work teams, participated in

the training.

To create high-quality solutions, HP y/s/g,s,itsx———f"""""""":

leading-edge y, the Performance and

Learning Solution Lifecycle Portal, which has been

honored by the International Society for Perfor-
mance Improvemeat. The portal’s contents are
based on industry and sompany best practices. It
provides end-to-end processes, tools, and method-

ologies to analyze, select, design, develop, imple-

broader need by integrating several opti
including organizational effectiveness interven-
tions, custom-developed training, packaged solu-
tions, knowledge networks, or information portals.

WDOE comprises 850 workforce development
professionals who are aligned within the company
by business and by function, but whose activities
are centralized. HP has built the world’s largest
corporate learning management system; it pro-
vides e-learning and classroom course schedules,
registrations, access to e-courses, and tracking.

The company's Virtual Classroom, which was

. is a totally interactive envi-
modate up to 2500

developed inter

learners; the product is now bei

customers and partners.

Rapid design and development techniques

HP continued on page 5



Wipro Technologies

Bangalore/India. Wipro Ltd. was formed in 1945
as a makef of vegetable oils and toilet soaps. Over
the past six decades, the company has diversified
into ¢gonsumer care, lighting, engineering, and
health care. In 1980, Wipro entered the information
nrrrirrr']raﬂé't"r'y"é'nd'began,an,aggressive campaign of
growth and acquisitions théf has resulted in a
company ranked India’s most valuablg/in 2001 by
Business Today. In 2002, Wipro was the number 21
software services company inrthe world, according
to Business Week, but the firm has its eyes firmly
set on the number 1 8pot. For 2003-2004, Wipro had
revenues of mofe than US$1 billion, and enjoys a
market cap0f more than $10 billion.
company’s growth is attributable, and pro-
rtional, to its investment in its employee base,
which is increasing exponentially. Numbering
around 18,000 in 2003, Wipra's payroll—which is
pretty much a moving target—counted 28,500

employees in mid-2004. Of those, 99 percent are
full-time, and only 5 to 6 percent are administrative
staff. Education and development are crucial to
differentiating Wipro in its extremely competitive
market space, believes vice chairman and president
Vivek Paul, who has decreed that 5 percent of
employees’ billable time be devoted to learning
activities. Chairman and managirlg/ irector Azim
Premji is described as pas,s,ioﬁé’fé about learning;
he believes that Wiprtj"é/customers are paying for
\talent, and pla"cé's virtually no budget limitations on

“‘;‘[he company's training investments.

is a competitive tool

Those beliefs sit comfortably in the cultural con-
textof India, a country in which “education is seri-
ous business,” says Selvan Dorairaj, vice president
for taleng transformation. “It is a question of sur-
vival here. Educati gate an exceptional
career.” Employees are hungry for training an
development, according to Selvan, who reports
consistent over-enrollment in virtually all of the e
company'’s offerings. Cultural issues are also the /
reason why a surprising 65 percent of training time v
is delivered in the classroom: “In India, we still /
believe that having an instructor in front of people e
is the best way to transfer knowledge.” //

In the corporate culture formed by Premji and”
Paul, which promotes and celebrates Ieami% the
accounting for those activities is very different than
in other companies. The costs for}elvan and his
team of 70 full-time trainers, wDe(ﬁave the capacity
to train 1500 employees per d%y, are not measured
as a line-item expense, but si;"‘pply absorbed into
overhead. Therefore, the coméany estimates its
total annual training expenditure\‘per employee at a
modest $130, but that only repr\“psents costs for
workshops, invited lectures, and é\o forth that are
not provided in-house. Under that p“k“ocedure, learn-
ing and development accounts fof\less than one
percent of payroll, but again, doe““§ not include
expenditures that have already beeh committed.
Further, return-on-investment is not Epeasured in

traditional way. “\“
“Ourchairman and vice chairman sét the tone

Wipro continued o;y page 57

Copyright ASTD, October 2004
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Sterling Bank

Trying to beThe Perfect Company

Houston, Texas. In banking, employee turnove
—especially in teller positions—can be hi
Industry-wide averages put the number at or above
30 percent annually. At Houston-based Sterling

Bank, however, that number was reduced to 13

"'pe”'r'(:'é'h'tﬂlré'ért year. “We buried the “T-word,"” says

Wanda Dalton. “We literally had a funeral for the
word ‘teller’ and have replaced it with the title
“frontline manager.” Sterling’s culture pushes the
decision-making process out to employees; front-
line managers don't need to ask permission before
cashing a check or providing a customer service.
Rather, they're encouraged to take a diagnostic ap-
ach and simply get a second look from another
frontline manager.

The company, which employs about 1100 peo-
ple, made an outstanding 63 internal promations in
rogram designed to provide
empowerment for decision making was developed
in conjunction with émployees themselves. All job
knowledge was grouped and programs devised to
create the certificqtion curricula, which currently
exist for frontline managers, office managers,
lenders, and officg CEOs. Similar programs for lend-
ing assistants anb financial services managers are
in development. Further, the bank has developed
career progressﬁons within those jobs; a transition
program, bas/“/ed on learning and development

goals, allows “émployees to move from entry status

to silver, gold/s‘,/ and platinum levels. /

Sterling “Bank sets itself a challengi gf)élz to

be “The quffect Company”"—a-place where the
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interests of customers, shareholders, employees,
and the community are in perfect balance. Honored
by Fortune as one of the best places to work in

America for two consecutive years, the bank is

committed to learning from failures; it empowe?s%%"”””"

employees and encourages them to set “stretch”
or “breakthrough” goals.

“Thus, some of our goals are made, and some
are not. We don't consider unattained goals a
failure,” says Dalton. “In fact, we celebrate the
successes that arose out of the attempt. Our expe-
rience is that we achieve more than we would if
we had taken on a ‘reasonable’ goal.” By using
even a missed goal as a learning experience,
Sterling makes it safe for employees to take on
stretch goals without fear.

Until recently, the bank’s learning unit was
known as Sterling University. However, a review of
goals and service revealed the name as “too con-
fining,” according to Dalton, and one that seemed
too tied to classroom learning. Along with the
unit's name change to Organizational and Career
Development, employees have adopted a perfor-
mance consulting and mentoring approach in addi-
tion to developing their skills as trainers. The
department’s stated vision is, “Opening the Door of
Discovery to Amazing Opportunities and Powerful

Chqi,ces."" Sterling\Uhi\LeLsity still exists; it's the

f’édrporate classroom, and it's primarily designed for

skills training.
As the bank expanded its operations into
las and San Antonio during the past three years,

Sterling continued on page 61

lllustration by Lisa Berghout
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gile and responsive to customer

needs, and permits marketing to drive the direction
of the company. What Northwire hears from its cus-
tomers is that they want increasing customization,
small order volume, and fast delivery. Those cus-
tomers are typically original equipment manufactur-
ers serving the industrial and medical industries;
they want to be able to order 300 feet of cable, or
30,000 feet. Northwire has responded to those cus-
tomer needs by installing state-of-the-art equipment

into its\130,000-square-foot facility and by requiring

“Our competitors, if they accept small orders at
all—and many of them don't—typically require 12
weeks to deliver custom wire and cable. We do it in
20 days,” says Linc Duncanson, chief operating offi-
cer. Now a US$23 million company, Northwire
boasts an extremely loyal customer base as well as
100 new customers this year alone.

However, Northwire's competitive edge also cre-
ates an increasing demand for employees who are
highly skilled in extrusion, the act of coating copper
strands with plastic. “Our market responsiveness
means that we have created jobs that are increas-
ingly complex,” says Duncanson. In a town of 2500
souls, it was tough for Northwire to find
employees. Training was conducted-post-hire, and

was not always a success.
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Prior to 2003, new employees received one-on-
one on-the-job training for eight to 10 weeks, fol-
lowed by supervised training of six to eight mo
With three shifts working the line and varying train-
ers on duty, training could be inconsistent. In that
environment, a failure to transfer knowledge most
often took the form of defective product and quality
issues. An employee with an identified skill gap was
fed into a Corrective Counseling Action system. And
although not necessarily cause and effect, the rate
of turnover was unacceptable to the company, which
lost six employees with less than six months of
tenure during the first half of 2003.

“People were afraid of failure. With quality
issues, the physical issues always get solved, but
people must support those changes. We realized
that we can't be punitive; people must be able to
make and understand mistakes,” says Duncanson.

To address those problems, Northwire created a
learning solution, and moved down the supply
chain to implement it. In an innovative partnership
between public and private entities, the company
developed its Extrusion Technology Certificate pro-
gram in conjunction with Wisconsin Indianhead

Technical College. The two-semester certificate

program-i appr0~vgd by the Wisconsin Technical

ool System, and all Eore\c\lass credits are trans-

ferable to other institutions.

Classes are taught at the Northwiré\\mant\and

are open to the public. Many instructors are Nort}
wire employees, and all were state-certified as

Northwire continued on page 62



48 TDOctober 2004

Alton Ochsner di e link between tobacco

and lung cancer in 1939. In 1942, he and four part-
ners established the first multispecialty group prac-
tice in the South. Currently, Ochsner has more than
6000 employees and nearly 600 physicians in more
than 70 medical specialties and subspecialties.
Post-merger, Ochsner began to develop best-
practice human resources and organizational
development functions. “Our goal was to mave past

upport role to a strategic partner model,” says

an integration.committee spanning all divisions
set behavioral expectations and created a new
performance-evaluation system. “We needed a
mechanism to raise the bar of performance to
achieve key organjzational objectives,” says Jan
Brien, director of Organizational Development
and Training (0D

In a move to maximize customer service,
50 percent of the evaluation system is based on
behaviors linked to six service principles. The re-
maining 50 percent of an employee’s evaluation is
based on technical job performance, which is guid-

ed by basic competency-based job descriptions.

The new behavioral component achieved the '

objective of a focus on customer service, yet it also

caused some interpretation challenges among
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dards.” However, continual refinement of systems
was something Ochsner had planned for. “Flexible
HR structures were established instead of hastily
creating structures that might not be effective.
One of our goals was to create structures that
could be integrated into existing models while
allowing for future improvements,” she says.

In year two, a set of behavioral “anchors” was
created—specific example behaviors for every
service principle and every rating level to better
differentiate performance. Brien notes, “This
brought reliability and consistency to the ratings
system.” As a result of defining behavior anchors
within each performance standard, the employee
satisfaction measure, “I know what is expected of
me,” spiked in the three months of the rollout. By
improving the reliability of measurement and
defining behavioral expectations, employee satis-
faction increased.

Every employee at Ochsner completes a per-
sonal learning map as part of the annual perfor-
mance evaluation process. “The learning map is a
tool to monitor-both technical/professional devel-

opment and expectéd\behavioral performance,”

~ says Brien. Map goals are déﬁned\as action steps

for employee development in areas téfgstgq from

the performance evaluation and are monito\r\ed\

throughout the year with recommended check-

Ochsner continued on page 63
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DAU continued from page 32
DAU: “I think it's easier to make the transition

into learning by starting out with a knowledge of
the business—knowing the mission side, then
learning and shaping the training.”

The AT&L workforce that DAU supports has
increased by 32 percent in the last year. Further,
it's buffeted by the same demagraphic trends that
affect all employers: By 2005, almost half of the
total workforce wilt-beefigible to retire; by 2007,
the number reaches 70 percent. As DAU strives to
train a replacement generation of workers, its stu-
dent population hastincreased by 82 percent since
1998; its US$100 milliorrannual budget, however,
has remained unchanged. Clearly, radical innova-
tion was required to continue to megt the training
and education needs of the AT&L community.

“We had to justify our use of resources'in be-
ing the best that we could be,” Anderson explains:
“We couldn't accept ‘good’ as good enough.”

DAU adopted its corporate university model in
2000. Soon thereafter, the guiding star of its mis-
sion was established: the Performance Learning
Madel, which was personally envisioned,
designed, and implemented by Anderson.

“The PLM evolved from thinking less about
training, and more about deploying learning
assets that are responding to evolving prac-
tices,” says Anderson.

The PLM includes four main thrusts:

e certification and assignment-specific training
e continuous learning

e performance support and rapid deployment
training

e knowledge sharing.
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This learning strategy caused an enormous
paradigm shift from the traditional clagsroom
environment of the 20th century to the total
learning environment of the 21st century. Focus-
ing on enhancing workforce capapilities, it pin-
points how and where employegs learn and their
ongoing needs.

Under the previous consortium model, AT&L
employees received 2.2 million hours of class-
room instruction per year and about 375,000
hours of distance learning. Since DAU was
established, with its e-learning emphasis, AT&L
employees can learn 24 hours a day, seven days
a week. The deployment of “learning assets at
the paint of need,” Anderson’s catchphrase,
means that much of that learning is transparent
to the learner. In a direct response to the prob-
lems of the old model, the university’s reach has
also been extended considerably, touching more
learners than ever before.

In 2003, DAU provided 2.2 million hours of
classroom instruction, plus 1.5 million hours of
e-learning through more than 1100 course offer-
ings. The number of graduates increased by
75 pefcent, and more than 40,000 students
accessed online courses. Further, 18,000 employ-
ees Used knowledge sharing systems per week;
more than 200,000 people, including partners
and suppliers, are registered users of the contin-

uaus learning center.

Cost savings and efficiencies are measurable -

and significant:
DAU staff has been reduced from 643 to 540.

e Annual student/tra&iél costs have been
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reduced from $33 million to $18million.
o The average cost per student has declined
42 percent.

However, it's not all about costs. AsAnderson
notes, “People can't memorize everything, but
they need to know everything.” Fully 50 percent
of DAU content exists in electronic format, and
70 percent of students are touched by some sort
of e-course or support tool. “We are fighting the
‘use it or lose it nation of learning. We are trying
to create a greater reach-back capability to
knowledge, so that people can do their jobs.”

One of the keys to DAU's success is its
uncompromising alignment with the goals and
objectives of senior leadership. “Leadership
owns what we do,” Anderson says. “Our job is to
facilitate senior leaders" ability to develop their
workforce so that they can excel. Learning
should be viewed as the responsibility of the
senior leadership team and is at its best when
itis.”

The degree and quality of that alignment
is part of how Anderson assesses DAU's value-
added contributions—and they're paying off.
“We have competition in the form of outside
providers, who constantly try to convince our
senior leadership that they can do it better than
we can. We must be the best in town. And,
although our budget hasn't increased, it hasn't

dquaseﬁ.

e getting outstanding support

sive to changing learning needs. It has recently

DAU continued on page 52



DAU continued from page 50
created a rapid deployment training capability:

When major policies or business practices
change that affect how AT&L staff do business,
DAU teams create new learning material and
place it in a digital repository within five days of
the change, and send out mobile training teams

that provide on-site instruction.

For example, after a change in guidance for -

running a maJ',Qr,,WeaponS"S'y"s"t'é’ﬁi/eﬁﬁQendered
a comprehensive rewrite of the requirements
process, DANwas offering training on the
in 48 hours. “We are linked

to the senior leaders

new procedures wi
ho own that process.
As they were making changes, we were tied
in so that, as soon as the changes\were released,
we could integrate the requirements_process
into our training,” says Joe Johnson, exetutive
director of the Planning, Policy, and Leadershi
Support Group at DAU.

The Performance Learning Model extends
learning assets throughout the AT&L enterprise.
Suppliers, partners, and shareholders all
have access to courses, performance support
tools, the Continuous Learning Center, and the
Knowledge Sharing System. DAU has more than
85 strategic partners. Partners are other corpo-
rate universities, such as those at Boeing and
Lockheed Martin, as well as professional
organizations, academic institutions, and
certifying badies. Suppliers are those vendors
from whom AT&L workers buy directly.
Senior leaders are viewed as shareholders,
and frequently participate in executive-level

training as well as leading lectures or partici-
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ta

pating in case studies. “We believe th
of our leaders should teach,” Anderson says.
Suppliers can also take advantage 0f DAU's
program startup workshop. Developed jointly
with industry, the workshop is bundled with a
new or modified contract efigagement to
facilitate issues on both sid
is true action learning, conducted in
context, using best practices,” says Anderson.
DAU is also extending its reach by partnering
with other organizations, such as the Air Arma-
ment Academy at Eglin Air Force Base, to build a
learning relationship and share learning assets.
In this way, continuity and consistency of instruc-
tion throughout DoD's AT&L learning organiza-
tions can be ensured.
In the past year, DAU has deployed its inter-
nally designed second-generation LMS, an open
chitecture that is fully interoperable with other
standard products. In December, it completed
development and began testing a new mobile
learning capability for AT&L employees who do
not have consistent online access. It allows
learners to “check out” courses and exams (ques-
tions dre encrypted) by downloading them to a
laptop or PDA and complete the work without an
Internet connection. Learners can then reconnect
and/“check in” to the course, which seamlessly
uplpads data to the LMS. Thus, location, connec-

tign, and bandwidth cease to be issues of

cancern to the learner. %
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Unisys continued from page 34
course catalogs and vendor relationships, even-
than 900 and

the vendors from 200-plus to 12. Those vendors'’

tually cutting the courses by mo

offerings are managed through a system created
within UU that works on a voucher system and
., UU

receives one monthly invoice and cuts one ch

automates individual transactions. No

The first-time pass rate is now 95 percent.

decreased its instructor-led training from 80 per-
cent to 23 percent, and increased e-learning from
20 percent to 77 percent. According to learner
feedback, 93 percent are satisfied. Financial
results, from FY2002 alone, are staggering:

e more than US$2 million saved indevelop-
ment costs
e more than $2.5 million saved in studen
travel costs

e more than $11 million saved in vendor
delivery costs.

Changes throughout the organization accom-
panied and supported the changes within UU,
says Clark, particularly in the areas of investment
planning and corporate priorities. Continually
improving practices, UU now takes a top-down
approach to understanding business units’

strategic goals (Clark says that the previous

and quickly aligned, “Funding is driven

what's important to do.”



¢

/

" the online course, participants attend a one-and-

Since the full geployment of e-learning, more
than 32,000 unique students—=83 percent of
the total—copnpleted more than 170,000 courses
in 2003. That's because “our e-learning is not
e-boring,/ Clark emphasizes. For example, a char-

acter

ho is a caricature of a Unisys executive
ars in an online adventure based on The
rix Reloaded. Designed to help sales-school
students develop client busi alysis skills,
the course has participants navigate through dif-
ferent relationships and encounter/@racters
inside the matrix, to discover which areas of the
business they should research to obtain megtings
with executives and @sﬁ)n Unisys to solve the
executives’ business problems.

In another sales-school course, the premise of
/\/l/ssioy%passible is adapted to send partici-
pants’on multiple missions with an agent to build

/and deliver persuasive presentations. Following

a-half day instructor-led event. Back on the job, a
Web-based application tool can be used to rein-
force the learning and create a presentation out-
line that can be adapted and reused repeatedly.
For the Unisys employees, there are about 450
defined roles organized into “career bands.”
About 80 percent of these have competencies

associated with them. Skill assessments in those

competencies lead employees down career paths,

in 2603. Training designed to orient employees to
career\paths was taken by more than 800 peaple
intwo WéQkS.

"There\is no paternalistic approach,” says
Clark. “Employees are advised about the possibili-
ties within a pa\rticular function as opposed to a

step-by-step process.” An employee self-service

area within the CFC includes dé\/élbbh’iént'plan,—,,,,,,,,,,,%

ning pieces, such as tips. After reviewing career
path possibilities, employees can self-select skills
to develop. All options—covering the three steps
of study, feedback and coaching, and practice—
are delivered to their desktops.

A learning and development committee
advises each school on curriculum offerings and
alignment with business units and goals. The
dean of each school reports directly to the chair-
man, and each school has a curriculum manager.

Clark emphasizes that Unisys University
employees are “never training order-takers. Their
consulting approach means that, ni e of 10
times, there are other things going on, aﬁd train-
ing is not the answer.” She also reports tH“gjt their
understanding of, and alignment with, thé lines
of business has paved the way for “opportd\pistic
consulting.” ““
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PeopleSoft continued from page 36

two years, PSU has been on a drive to reduce

“PeopleSoft
has created an
infrastructure

that allows

reliance on third-party vendors. Whereas previous
content development costs for management curric-
ula ranged from US$135 to more than $2000 per
person, they have been brought down to $17-$26
per person in the past year.

PSU focuses on enterprise-wide training and

development, while individual schools support-th

put together in
a couple of
hours!

ed to “academy-style training,” which refers to
sessions or facilitate delivery of courses through  breaking content up into three- or four-hour chunks
e-learning and blended methods. delivered by an instructor via live Webcast. Stu-
PSU’s 35 employees work in five groups: prod-  dents around the globe can ask questions, see

uctand application training, technical design, man-  demos,.and participate in hands-on activities. The

agement and leadership development, operations,  lectures are delivered every other day for two to

and international, supplemented by contractors on  three wegks, and are supplemented by activities to
an as-needed basis. The operations group supports
the efforts of the others by managing the LMS,
recruiting faculty, securing materials, generating
reports, and so forth.

Training delivery has been at a ratio of 75 per-
cent technology-enabled to 25 percent instructor-
led for the past couple of years. However, Seraji
reports an increasing emphasis on online leaming,  a
and notes, “PeopleSoft has created an infrastruc-
ture that allows offerings to be put together in a ers should learn in the same way ;hey’\}\}brk."
couple of hours.” After PeopleSoft acquired J.D,VEdWé}ds last year,

which added 5000/gmp16§//ees to the ranks, PSU

Lengthy classroom courses have been convert-
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ams are a reality now,” says Seraji. “Their mem-~ development area deve

designed and delivered transition:training for man-

agers and employees. New man gers received

PeopleSoft,” which included sections on cor

0\
culture, change management, and technical toots———_
and resources. The transition training has been fol-

lowed by technical cross-training on the products
of both companies.

“This training has allowed for much tighter
synergy between the development, sales, and
consulting forces by making sure everyone can
speak to both sets of products and technolo-
gies,” says Seraji.

PSU is in the pracess of creating a framework
for the company’s talent management process.
Using input from top executives, the PSU team will
craft a system that crosses competency-based se-
lection with organizational needs to identify key in-
dividuals and future leaders. Following an intensive
assessment process, coaching and feedback drive
the creation of an individual development plan.

PSU’s management and leadership develop-
ment group focuses on business skills and leader-
ship development. Identified leaders can take
courses from PSU or its partners. The curriculum
focuses on four key areas: managing people, man-
aging customers, managing operations, and man-
agfingbljé/i/ness. management and leadership

s even more online

offerings in-house than the other gri
As part of its consulting activities, PSU
takes other projects. For example, 360 feedback

PeopleSoft continued on page 56



PeopleSoft continued from page 54

evaluations were done for all client executives
last year. A need for a more consultative, less
product-oriented approach was uncovered.
Benchmarking against best practices, a consult-
ing skills course was designed to target areas of
weakness and to promote consistent standards

for consulting across the organization. On anoth-

Whirlpool continued from page 38
salaried workforce has completed the map experi-
ence. Employee understanding of customer/loyalty
and the global strategy, as measured on @h annual
survey, has increased from 63 to 98 pergent.

The second step of the transformation was to
instruct salaried employees in the’'three new core

competencies. A series -learning courses

er project, an organizational scan tool was used-—==about 26 hours of instruction—guides part-

to uncover,nontraining"b’[j's'i'ﬁégé/igsues. Finding
that somesolutions were outside PSU’s scope,
the team went\to its partners for assistance.
“The scan tool works.phenomenally, and permits
us to escalate organizational issues to the appro-
priate people,” says Seraji.

PSU takes full advantage of its\elationships
with its human resources business partoers and
school leaders to determine training requi
ments for each business unit. “Our ability to wor
collaboratively with our constituents at People-
Soft has been the main driver for our success,”
says Seraji. “We get together with our school
leaders and other representatives from the busi-
nesses at the beginning of each year and priori-
tize the needs as a team. We then meet on a
monthly basis to ensure that we're on the right
track and make any necessary adjustments to
accommodate the shift in strategies or priorities,

as the business dictates. X
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icipants to basic certification. Completion of the
certification is a balanced scorecard item and is
tied into the bonus structure. Job families and a
three-step self-assessment tool assist leaders in
targeting employees to pursue proficiency and
mastery skill sets. Those participants undertake a
blended learning curriculum that combines rigor-
ous workshops with project assignments to ensure
the immediate application of classroom learning, a
hallmark of Whirlpool's development approach.

All salaried employees complete an annual
| development plan. Upon completing the
three-stepjself-assessment, employees access the
company’s knowledge management site to deter-
mine how to close any development gaps, through
such mgchanisms as e-learning, classroom train-
ing, or mentoring. As they do so, they are assigned
projects that require the application of the new
skills/“This application stage also allows the em-
ployee and leadership team to assess the impact
on grganizational performance,” says Snyder.

The knowledge management site represents

the company’s first incursion into e-learning. “Our
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Snyder. Somewhat overwhelmed by the potential

size of the project, her team employed a strategy
\

of building “just enough” to launch \th\e site, and

focused on the innovation portion firé*t\. Now, it

contains libraries of studies, best practlces\,\s port-

folio tracking system for current and past project
documentation, and a Meet the Expert area t

facilitates the sharing of tacit knowledge.

employees to vote with their feet and find innova-
tion projects that harness their passions. The
knowledge management site democratizes
knowledge and allows people to organize affinity
groups around their passions.”

Designed to harness and organize those pas-
sions is a tool called the Brand Idea Pipe. The
pipe tracks innovation and strategic actions
through each stage of the process. Each project
has a set of metrics that is tracked, such as rev-
enue, people resources, expense, and capital. It
also has key documentation, including key learn-
ing/s/aﬂd’éac oject group must identify its
/féérnings before entering-the next stage of the
process. “Any employee can look-at innovations
being tracked through the system and vo

to help,” says Snyder.



/

Such was the c/a/s/e with a team of employees
who, in 2002, héd an idea for a product that
would fulfill g’ﬁ unmet customer need. Whirl-
pool's vision IS “Every home, everywhere,” which,
accordingf’fo Snyder, means investigating every

room in'the traditional home and finding new

//spaees to play in. One such untapped area was

~the-garage. The team invited colleagues to a

weekend get-togethef;'ﬁéihg"t'h'e company’s inno-

imprevement in product development cycle
ime—they launched the product; Gladiator
GarageWorks is now a stand-alone brand and is
described as a “roaring success.”

Now, Snyder and her team are working on
how to deploy the new strategy to the company’s
hourly employees in factories worldwide. “We are
still struggling to understand the requirements of
how core competencies can be developed on the
: manufacturing line,” she says. The company’s
manufacturing leadership has adopted customer-

centered manufacturing, and is teaching factory
\workers about the customers ar]d,tryihfg tobring
\fghem closer together. T/he{e'é/rﬁ/ is also customiz-
fpg innovation/toe%s”é'r;d practices for factory use.
lf thg,ne’\i\'//s,trategy is not changing every job,

’fhen it's not working,” Snyder says. %

\

Wipro continued from page 43

[for learning and development],” Selvan explains.
“They b\alieve that talent transformation is a
credibility-building factor among our customers.

Therefore, we do not measure ROI. Rather, we

ask ourselves, Are we differentiating ourselves

from a customer-acquisition paint of view? That,
for us, isa simple re

Customer acquisition and retention are para=
mount for Wipro, which seeks to form long-term
partnerships with its customers; 90 percent of its
business is from repeat customers. Further, it
attempts to move relationships up the value
chain, from time-and-materials software devel-
opment projects to full-service consulting. The
mission of all t&d activities is “to nurture individ-
uals and teams to deliver enhanced customer
satisfaction through leaming and development.”

The company has identified seven dimensions

functional areas, such as finance or sales and
marketing. All employees also participate in a
mandatory Wipro values course, which is deliv-
ered personally by Premji and followed by an
open-forum Q&A session. Those values empha-
size humanity, innovation, integrity, and deliver-
ing value for money.

earning is extended along the supply chain.
Local colleges, whiche of Wipro’s
eventual employees, are seen as vital partners.
Through a program called Indust/lenstitution
Connect, Wipro provides training to the engineer-
ing faculty of those institutions. An intensive
15-day classroomyeéon, supplemented by a
month of online Jré;\rning, brings faculty members
up-to-date on technology trends and corporate
needy%d helps them to understand what is

expected in the corporate world. “In this way, the

to the talent it wishes to develop in its employees: .~ faculty can integrate our needs into their curricu-

e technical proficiency

e domain skills (industry knowledge) /

e languages |

@ project management

e behavioral skills

e leadership

e Dbusiness skills. “‘
All employees, regardless of role or tem}\re,

are eligible for leadership training through t\he

company’s five-level leadership developmeﬁt

program, which begins with the entry-level pro‘\‘\-\

ram, Impact, and continues on to the Strategic\\

Leader
skills are a recent area of emphasis for Wipro,

and focus on teaching employees about various

ip Program, the highest level. Business

lum, and we do not have to repackage the gradu-
ates that colleges are sending out,” says Selvan.

Large customers receive a training program
that's bundled with the start of an engagement.
Entitled Working with Wipro, the program, con-
ducted through videos and classroom activities,
covers company values, processes, and jargon,
as well as any cross-cultural issues clients might
encounter while working with Wipro's mostly
Indian employees. Once established, clients
receive a “Cocoon,” a dedicated extranet site
that hosts project status reports, metrics, perfor-

mance analysis, reports, best practices, and so

forth; a Wipro employee is responsible for the

site and answers client questions.

Wipro continued on page 58
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Wipro continued from page 57
Directly or indirectly, all learning and develop-

ment efforts are aimed at equipping employees
to move “from coders to consultants,” and carry
the theme “Blending with Business,” which
emphasizes four goals: customer acquisition,
excellence in execution, moving up the value
chain, and creating “rainmakers.”

“If those four goals are being achieved,
an impact is bei en we feel that our
investment.n talent transformation has paid off,”
says Selvan.

When Wipra's system architects are working
with customers, many opportunities come their
way to enhance customer satisfaction—to be
rainmakers. However, many of t
simply didn't know how, or were constrained
by cultural norms. Wipro received complaints
from customers that contract personnel sim[ﬁy
weren't probing or assertive enough. So the
company formed the Wipro Behavioral School.
Based directly on customer feedback, the
six-month program emphasizes CRISP: commu-
nication, relationship management, interper-
sonal skills, self-realization, and personal
effectiveness. Those behaviors and skills are
taught under an “inform, perform, transform”
methodology; participants spend 12 days in the
classroom interspersed by 15 days of practice,
during which they interact with faculty. In

this transformation stage, participants complete

20 to 24 behavioral modules over a period of

six months.

“Learning from mistakes is a conscious con-

cept that is built into the company. We know that
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encourage employees to populate the company’s
lessons-learned database; sfpervisors are
encouraged to nominat i subordinates for
isaward. “It encourages people to take risks
and not be diffident,” says Selvan.

Learning is linked to individual performance
through the company’s appraisal management
system, the People Capability Maturity Model,
created and certified by the Software Engineer-
ing Institute at Carnegie-Mellon University. As
part of the P-CMM, 22 competencies in terms of
behaviars are defined, each of which can be
assessed at one of five levels. Completely online
and automated, the system produces skill
gap analyses and is linked directly with the
Wi&o\Behavioral School: The five CRISP ele-
ments outlined above revolve around those 22
competencies. CMU's Software Engineering
Institute also assesses P-CMM users; Wipro is
the first company in the world to earn Level 5
recognition, the highest as defined by the Soft-

ware Engineering Institute. %
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HP continued from page
were also used to create a senior leadership

program to accelerate the enRancement of
critical leadership skills and enablesenior lead-
ers to successfully transition into their roles.
“This was critical after the merger,”
“Senior leadership must understand and
unleash the potential of the new company.
wanted to develop competent, passionate peo-
ple with a winning attitude who could collabo-
rate across boundaries.”

The program, which took 120 days to devel-
op from conception to pilot and 120 days from
pilot to full deployment, takes participants
through a six-month experience that includes:

e assessment and feedback sessions with
executive coaches

e two hours of e-learning on strategy and
financial essentials

e a4.5day workshop/business simulation
exercise

e coaching follow-up

o 360-degree skills assessment

@ an executive challenge exercise via virtual
meetings over the Web.

Following the successful deployment of
that program, WDOE was asked to develop a
similar one for the next level of management:
managers of teams and of managers. Further,
it was asked to do so in half the time of the

agg‘r‘essiye schedule—120 days from
conception to deplkb\yment\—and to reflect the
challenges of middle manédémegﬁ, distribute
the program globally, and decrease\i\hé\length
of the class while increasing the number\(\J\f\*

HP continued on page 60



HP continued from page 58
participants. That was accomplished by record-

ing live presentations to senior management and
using them in sessions around the world;
re-using the simulation exercises while adapting
them to the middle-manager level; adding a
custom e-learning module on business essen-

tials to the previous two hours of instruction; and

leveraging back-end processes already in-place

One hundred p’er'c'e'h'tﬂof HP employees are
eligible for'feadership development opportuni-
ties. Individual centributors can take advantage
of more than 150 e-learning modules. Managers
participate in a program called Driving for Busi-
ness Results, while managers of managers
receive Breakaway Leadership, which focuses
on behavior and attitude. Employees at the exec-
utive level participate in a program called Lead-
ing Business Systems; company CEQ Carly
Fiorina was involved in its development and
attends the first and last days of the program.
The participants take a nine-month journey of
360 feedback, coaching, and e-learning that cul-
minates in a five-day competitive simulation
in which they must run HP for three years,
then make a presentation to a mock board of
directors. Coaches sit in on the simulation and
give daily feedback, then work with the partici-
pants for six months after completion of the pro-
gram. At that time, the graduates themselves
become coaches.

Customer education is also a crucial part of
the learning offerings at HP. More than 200,000
people access learning annually through HP’s

80 Customer Education Centers and 200 partner
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locations around the world. The centers gffer
250 courses, delivered in person or thirough
HP's Virtual Classrooms and its Virtual/Lab. The
corporate Website offers more than 3000 online
courses. Customers in small and medium
businesses have access to a
learning reso uding classes and
mentors. Corporate purchases of HP products
include free self-paced training programs or
access to a virtual classroom for 50 people for
up to a year. Training packages are also offered
with product support contracts.

The company’s services division provides
a global technical training resource center to
customers and partners. It provides online sup-
port, training, and discussion forums for peer-
to-peer knowledge sharing. It includes technical
knowledge bases and more than 3000 self-

ed, Web-based training programs and

develgped in four areas through the use of
the bdlanced scorecard: employees, operations,
financials, and customers. Those goals are then
cascaded down through the organization,
with each business and function outlining its
objectives to support the company goals. WDOE,
although centralized, assures its alignme

igning
siness, region,

ith those cascaded scorecards by
development team to eac

and function; those teams assess performance
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gaps each quarter and identi\fy development
and performance improvement ne\ég\is to achieve
the scorecard goals. For individual dé\v\elopment,
role-specific curriculum roadmap\s\outline

L. . . . \
critical learning solutions for high performance.

Employees’ progress against development
objectives is assessed by managers during the
annual performance plannin
ifkpatrick four-level model is used
to measure satisfaction and impact. For skills
certification, testing ensures
training transfer. To measure the application
of knowledge and skills on the job, HP uses a
variety of methods, including surveys and
structured observation. Finally, the impact
on business results is measured, and those
results are shared across solution portfolios
to each business, function, and region.

“We run Workforce Development and Orga-
nizational Effectiveness like a business, and
complete a quarterly business review,” says Ng.
“We work from business results, to the balanced
scorecard, to impact and evaluation, then that

process loops back. ¥




Sterling continued from page 44
“There was no fieed for distant employees to

travel to the home office,” Dalton says. “We
wanted to deliver products out to employees in
their locations.”

Performance consultants (PCs) hold live

are brought together for a half-day “enrollment”
session. Along with guiding them through the
necessary HR paperwork, performance consul-
tants discuss corporate culture, opportunities for
continuing growth and development, vision and
values, and the importance of orientation. New
hire orientation sessions are held monthly for a
full day, as a program entitled Deepening the
Sterling Experience is conducted. Senior bank
officers spend up to 90 minutes with the new

employees, “demonstrating that we are commit-

\ted to their personal and gtofeééional success,
\§ays Dalton. Sixty days ’Iéier, after they have had
%n opporftfumfy/tftf) work at their locations, new
/@f‘[\pmﬁ\f/’ées are brought back for a follow-up

: session, and asked whether their experience

. Sterling
employees are
encouraged
to consider, If

there were no

barriers, what

could be
accomplished?

was consistent with what they had been told.
That, too, is a learning opportunity for the bank:
“Any issues are researched and escalated if
necessary to ensure that we provide the ulti-
mate working and learning environment.”
Sterling has devised a set of measures to
guide its “Perfect Company” vision; tl}
dent and CEQ report on these to employees ona
quarterly basis. Company-wide procesges sup-
port the incorporation of learning and d\k\evelop-
ment in objectives and performance \goals.
During the annual Performance Excel“‘l\ence
Process, employees participate with \t‘heir
managers in assessing knowledge, skills,\and
behaviors as they relate to corporate values ““‘@nd
cultures. Each employee also has a quarté‘yly
Performance Scorecard that defines individd“gl

countability in five standard areas: produ&—

growth and development:
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e rating that is pro-

duced by the scorecard is tied directly to quarter-
ly incentive bonuses that are tied to the prof-
itability of the organization. The company is
currently working on developing individual
development plans for each employee as well.
All employees are eligible for leadership

development training. In Sterling’s signature

”"'I;é'a'dererdge,prggrr”am, participants are brought

together for six classrdﬁfh'd'ays, followed by
coaching calls, over a 12-week perigd’ The expe-

riential learning exercise revolves around teams

of participants conductingbreakthrough pro-

jects,” which Dalton defines as “exploring ideas
that dont seem reasonable, are not a logical
progression.They're encouraged to consider,
If there were no barriers, what could be accom-
pli

process by using the “Five Why" rule: Ask,

ed?” Teams move through the exploration

“Why?" five times before attempting to solve a
problem. The program culminates in teams’ pro-
ject presentations to the rest of the class and
their explanation of what they've learned.

The learning unit also employs the Five Why
approach, as it conducts performance analysis
or needs assessment to all requests for training.
“0Often, solutions for closing the performance
gap are not courses at all,” says Dalton. “In
some instances, employees do have the skills
and knowledge to handle the task, but don't
perform effectively. By asking the Five Whys,
we may find that they lack the tools or resources
to perform the task, or that the employee lacks
the motivation to be successful in the current
job. If that's the case, we can provide alterna-

Sterling continued on page 62
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Sterling continued from page 61

tives to training, such as coaching, teambuilding
exercises, mentoring, or passibly recommend
job reassignment.”

Sterling concentrates not only on service to
external customers, but to internal ones as well.
Through a process called Service Standards,
units are measured on the service they provide
to each other. It was discovered, however-tha
in somecasesunits were pushing themselves
too hard: "Qften, we were pushing to meet
deadlines, at the expense of overtime, stress,
and so forth, when the need for resolution was
not as soon as the timeline we had imposed on
ourselves,” says Dalton. A'stoss-section of
employees rewrote the Service Standards in
2003, after considering the constraints\placed
on employees and the requirements of providiag
excellent service to external customers. The
new standards embrace reality, calling for
“affordable internal service and extraordinary
external service.”

“The productivity gains from this process
allowed us to increase our workflow without
increasing our staff,” Dalton says.

Performance consultants have recorded
improvement in several metrics, including time
to employee readiness or competence. In 2002,
the average time for a newly acquired unit
to reach competence was 16 weeks. In 2003,
that time was cut to 12 weeks, facilitated
by front-end needs analysis and finely honed
targets. Post-conversion support and training
is now provided to fill any gaps and to further

teambuilding efforts. %
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Northwire continued from page 46

technical-school faculty. Courses include/such
offerings as extrusion controls and opgfation,
production tracking systems, quality agsurance,
workplace safety, and manufacturing practices.
TC's Applied

Engineering Associates degree program; ETC

Some courses are taken from
graduates can apply-theircerfificate coursework
toward that degree. Although some ETC
enrollees are already Northwire employees,
most are recent high-school graduates. The
company awards six scholarships per year to the
most promising candidates, and, although
eventual employment at the company is not
guaranteed, Northwire has hired all of the ETC
graduates thus far.

The results of this innovative program are
measurable. Training hours have been reduced
from 320 to 160. ETC graduates earn $30,000 in
their first year of employment; under the previ-
ous pay-for-skill system, the average starting
salary was $23,500. “The skill level of people
entering our production workforce has risen
twofold,” says Duncanson. Under the former
system, only one or two people could be trained
simultaneously; however, the ETC program can
accommodate eight to 10 students. Further, the
number of employees requesting career devel-
opment plans has increased five times.

Northwire’s job structure comprises three skill

levels: trainee, operator, and technician. Trainees

follow a daily learning schedule, and supervisors—

review skill competency weekly. Once/aJl/féé/ming
odules are completed, traingesﬂﬁdergo a formal

skill assessment. If satisféEtory, they are promoted
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"mance and share information on the open-book

to operator. The process to progress from operator
to technician is much the same. Qnce the tech-
nician level is reached, annual skilhand perfor-
mance evaluations are performed, based.on two to
three performance improvement objectives
developed each year.

Before the institution of the ETC program;,
it typically took employees 1600 wor —

or 40 Weeks;to”ﬁr'é'jr'é'sxé from trainee to opera-

|lift operation, safety procedures, and hazardous
materials handling. Some of this is conducted via
e-learning courses delivered to the computers at
every workstation; satisfactory completion of
required training is fed into a company-wide train-
ing matrix and tracked by the human resources
department. Technical training is also offered to
customer engineers and purchasing people to help
them understand what questions to ask of North-
wire and how to get what they need.

At monthly all-hands meetings, Duncanson
agd,atﬁé} executives discuss business perfor-
company. Duncanson also holds r
ings he calls “Touch-Base” meetings, in whi

articulates and takes questions about corporat



values: accountabﬂ/ity, reliability, honesty, mutual
support, and re/sb/ect.

Through ;héir computer workstations, employ-
ees have apbess to data on set-up times, run rates,
earned hour ratios, and the amount of scrap pro-
duced. Trends are charted, and supervisors discuss
with workers twice each shift. This informa-

nt to employees, as quality rates and

mine monthly incentive compensation, which has
averaged 8 percent over the past eightmonths.

In the next few months, Northwire will be
warking on converting more of the ETC curriculum
to e-learning programs/Tﬁa company is also open-
ing a second plant,in Santa Teresa, New Mexico,
and the ETC program will be replicated at El Paso
(Texas) C«fnmunity College to support that facility.

/earning initiatives occur within a corporate

ﬁ)nstruct framed by Northwire’s Five Icons of

" Quality: manufacturing to specifications, on-time

delivery, controlled costs, a clean and safe work
environment, and continuous improvement. This

construct and the corporate values are vital to

Northwire's success.

Och\gner continued from page 48
points. Based on learning needs assessment,

and the study of employee and leader learning
maps, the OD&T department develops learning
opportunities that can directly support the needs
As a

the learning map process and course offerings

of the organization. result of
that address employee development needs,
Ochsner has seen a 250 percent increase in at-
tendance at training and development events.
Employee training and development needs
are met by the Ochsner Learning Institute, which
was formed in 2001 and is part of the OD&T de-
The

administers and tracks annual required develop-

partment. Learning  Institute
ment time, as well as courses and other solu-
tions to close performance gaps. Described
as “Ochsner’s commitment to learning,” employ-
ees are required to fulfill eight hours of mandato-
ry learning each year; the requirements are
24 hours for supervisors and 40 hours for lead-
ers. The Learning Institute offers customized
training within departments, based on needs
assessment; survey and assessment options for
department, team, or individual improvement;
and consulting.

Ochsner developed its own learning manage-
ment system in-house in partnership with the in-
formation systems department. Known as
RITS—Registration and Information Tracking
System—it allows for automated scheduling of
employees for training and a My Profile system
for tracking. RITS metrics are linked to the orga-
nizational dashboard so that the organization

can monitor its progress toward creating a true

learning culture. Instructor-led training compris-
es 80 percent of delivery: “Stand-up training will
always be a key training delivery method for us.
We strongly believe in the interactive learning
from other students in a course,” says Brien.

Fifteen percent of training at Ochsner is deliv-
ered by other methods, including a video library
and a program called Reading on the Run. Read-
ing on the Run offers employees the opportunity
to download articles pertinent to development ar-
eas, as identified on the learning map, and to
complete an assessment to demonstrate compre-
hension. As the organization works to move more
material to an e-learning platform, the video and
reading programs will be piloted first.

Ochsner launched its Leadership Institute in
2003. Serving a target audience of about 450,
from the supervisor to vice president levels, the
institute is based on GE's Crotonville model and
is housed in a dedicated facility. Its offerings are
designed with the goal of providing a targeted
focus on the organization’s performance man-
agement system and the integration of different
management practices. Also taking a page from
Crotonville, the institute encourages leaders
teaching leaders: “Nineteen of our 21 executives
are instructors,” Brien says. Its curriculum is dri-
ven by Warner Thomas, the chief accounting
officer and chief operating officer; and Patrick
Quinlan, the CEO—nboth act as key institute
instructors. “Support from leadership is one of
our key differentiators.”

The Leadership Institute serves to deliver the

40 hours per year of professional development

Ochsner continued on page 64



Ochsner continued from page 63

—ubeyond industry-specific training—required
by Ochsner. The Nursing Academy, one of its
branches, provides nurse leadership training,
which is contracted through the Health Care
Advisory Board. Leaders must create personal
learning maps just as all employees do. Learning

maps are the outcome of the Leadership Perfor-

mance Management Evaluation process based -

scorecard, including

mance, patient satisfaction, and employee
development. The executive team annually cre-
ates a goals and objectives matrix that vice pres-
idents use to create their own goals and branch
them down through the organizatian.
Since the creation of the Leadership Institute
one year ago, Ochsner has seen a 122 percent in-
crease in leadership learning activities; courses re
ceive an average evaluation score of nine out of 10.
Employees new to working at Ochsner
have also been a priority for the OD&T team in
the past two years. “Our first-year [employee]
flight statistic was getting too high for our satis-
faction,” says Brien. After benchmarking other
organizations’ onboarding programs, her team
devised two goals for new employees: to
better share information with them and to
help them build relationships. The Welcome
Aboard! campaign was created around a New
Orleans theme. New employees receive a
trolley-car tag to wear on their badges to serve
as a visible reminder of their status; experienced
employees are encouraged to welcome them

throughout their first year. A revamped orienta-
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tion process covers policies and procedires
as well as behavioral expectations, culture,
and service standards.

Managers became a crucial part of the orien-
tation and welcoming process. They conduct a
weeklong agenda for new employees that

includes departmental orientation and fostering

/formal'”aﬁdﬂiﬁfaﬁﬁa| interactions with other staff.

To prepare managers and supervisors, OD&T
conducted an in-service training program that
shared program goals and expectations, and dis-
tributed a toolkit that includes such items as
scripts for first-week discussion ideas. “As they
received better tools, managers really bought in
to Welcome Aboard,” says Brien. After 30 days
on the job, new employees have breakfast with
their department’s vice president, and are regu-
larly surveyed throughout the first year.

Since the inception of Welcome Aboard,
Ochsner has recognized US$798,000 savings in
turnover gosts and has significantly reduced its
first-year/employee attrition.

Ochgner's OD&T and HR department devel-
ops and implements programs and services that
are diréctly connected to organizational strategic
initiatives. Reducing turnover, developing lead-
ers, increasing employee morale, and creating a

customer-focused culture are results of

HR practices that drive alignment with organiza-

tional goals and objectives.

Copyright ASTD, October 2004



MTR continued from page 40
on station video monitors are used to deliver
those messages.

Learning is closely linked to individual and
organizational performance. Individual and orga-
nizational learning gaps are identified through a
comprehensive training cycling process, based
on the ISO Quality Management System. The
overall human resources manageme
of the ¢ Ocuses on communication, con-
sultation, staff welfare, and training and devel-
opment, Cho\says. He also notes that MTR
“emphasizes practi?:aQty," and promotes cost-
consciousness as Hong Kong's economy slowly
recovers from a period of stag\nalion.

The economies of both the cityEthhe corpo-
ration took a hit in 2003 with the spread of the

N\
SARS virus, which crippled tourism and business

travel; subway ridership fell by up to 25 percent\

during the peak months of the virus. In response,
a SARS working group was set up to monitor the
situation closely and to recommend appropriate
actions for staff and passengers, including sus-
pension of training when required.

Fully 85 percent of annual training is deliv-
ered in a classroom environment, according to
Cho. Although lectures, exercises, and audio-
visual presentations are part of the mix, offerings
are more hands-on than the phrase “classroom
training” would indicate; trainees spend most of
their time practicing on simulators.

Improved customer satisfaction is always a
priority for MTR. In 2003, all frontline staff
received enhanced customer service training,

which emphasized value to the customer, and
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gy. Since 2001, how!

covered courtesy, sincerity, listening, expresgions
and service behaviors, attire, and grogming.
Subsequent quarterly customer servicg surveys
indicated improvement of customer gatisfaction
in most areas.

Eight percent of training is dglivered through
the use of sim R’s Integrated
Training Facility (ITF). This vast space houses full-
size simulators of the three major railway opera-
tions environments: the central control room,
station management, and the driving cab of the
train itself. In the simulators, training staff put
employees through more than 100 scenarios,
including normal operations, incidents, and
defective-equipment scenarios.

In2001, MTR launched a state-of-the-art sys-

tem that integrates the simulators in the three

\operations areas, allowing trainees to work in

teams while tackling the scenarios. Through 50
prese\t and 150 customized incidents, the system
records trainees’ performance on audio and
video, records action results, assesses those
results against preset criteria, and generates a
report. Trainee teams then meet as a group with
a facilitator for debriefing. The ability to bring
control, station management, and train opera-
tions;staff together for learning is crucial, says
Cho: “The ITF helps us to make sure that our staff
in various areas can communicate and interact
efficiently. It also helps them to understand each
other's challenges.”

MTR currently delivers a scant 6
fraining exclusively through the-tse of technolo-

. the company has been
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developing e-learning for railway training. Most
standard training programs are available on the
company intranet, which is accessible.to employ-
ees in the stations and depots. Currently, Cho's
staff is working on developing more virtual class-
room training: synchronous courses that will be
used to deliver refresher training and importan
safety messages and updates.

The company's knowledge management and
sharing system is robust. Accessed through
MTR’s business portal, the system covers execu-
tive and management information, rules and
safety procedures, crisis management proce-
dures, HR information, e-learning courseware,
work improvement tips and tools, and depart-
mental home pages. A Knowledge Library holds
best practices captured from railway operations
and capital projects, and a Virtual Team tool per-
mits project teams to collaborate electronically.

MTR began providing consulting services to
other railways in 1990 on all aspects of opera-
tions. Training consultants help other organiza-
tions to formulate training strategy, develop
systems and plans, recruit and train trainers, and
implement the plans. “The consulting aspect not
only yields good revenue return to the company,
but also improves the credibility of our learning

unit worldwide,” says Cho.

Reported by Jennifer J. Salopek, T+D -

tributing editor; jsalopek@covad.net.





