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BUSINESS IS BOOMING FOR UNIVERSAL DYNAMICS, 

a small f irm in Wood br idge, Virginia, that 

makes machinery for the plastics industry. The 

company is doing so well that the National 

Association of Manufacturers cited it this year 

as a model high-performance company. 

Universa l Dynamics e n j o y s a g r o w i n g 

share in U.S. and foreign markets. Its workers 

get salary increases of at least 10 percent a 

year. They know how to operate sophisticated 

c o m p u t e r - c o n t r o l l e d e q u i p m e n t and are 

skilled in the latest quality-control methods. 

It might sound like an ideal company to 

work for, but no professional trainer need apply. 

Workers at Universal Dynamics get plenty of training, but it's 

de l ivered f rom the s h o p floor and m a n a g e d by the plant 

p r o d u c t i o n manage r , David Blevins . "Our w e l d e r s and 

"The dawning awareness 
that high-performance work 
systems, with the emphasis 
on learning, hold the key to 
future competitive success 
represents a tremendous 
opportunity for the training 
profession— but only if the 
profession reinvents itself " 

— R G S A B E T H MOSS KANTER, 

Training & Development. May 1994 
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electricians are teaching the classes," 
he says. "We call them teachers." 

The Loewen Group is a fast-grow-
ing f u n e r a l s e rv i c e f i rm wi th its 
h e a d q u a r t e r s in B u r n a b y , British 
Columbia , and 600 funera l h o m e s 
across North America. One hundred 
new funeral homes joined the com-
pany in 1993. The member firms are 
autonomous but are linked by some 
common systems. 

To roll out a n e w a u t o m a t e d 
accounting system to all 600 funeral 
h o m e s , t he c o m p a n y rad ica l ly 
changed the way it was delivering 
training. Face-to-face classes were 
scrapped, in favor of a multimedia 
training system. The new system was 
installed by IBM and is managed not 
by a t ra ining p ro fess iona l , but by 
Tom Haksi. the MIS director. 

FN-74 is the n a m e Ford Motor 
Company gave to the prototype of its 
n e w e s t Lincoln C o n t i n e n t a l . T h e 
team of design engineers that took 
the FN-74 from conception to launch 
used a set of learning tools to build 
trust, i n t e rdependence , and bet ter 
c o m m u n i c a t i o n a m o n g the team 
m e m b e r s . T e a m m e m b e r s be l ieve 
their organizational-learning efforts 
h a v e pa id off in f e w e r mi s t akes , 
more eff icient design work, and a 
much better launch process. 

Ford's organizational-learning tools 
c a m e f rom the MIT Cente r for 
Organizational Learning. The impetus 
f o r a p p l y i n g t h e m in the FN-74 
launch team came not from Ford's 
human resource department, but from 
the team's business planning man-
ager, Nick Zeniuk, who believed the 
tools would help the team achieve a 
business goal. 

Has your c o m p a n y res t ruc tured 
the training department to support a 
new strategic direction? Has it fired 
t r a ine r s but a d d e d t ra in ing? Has 
it d i t c h e d c l a s s r o o m t r a in ing for 
instruction delivered at the worksta-
tion? Has it turned training over to 
the MIS depar tment? Has it sought 
out the latest learning strategies— 
without your involvement? 

Those a re s o m e of the warn ing 
signs of a seismic shift in the role of 
training in organizations that are in 
search of better performance. Such 
t rends raise the ques t ion : Has the 
training profession become danger-
ously isolated from the reality of the 

high-performance workplace? 
Stephen H. Rhinesmith, the chair 

of the American Society for Training 
and Development, is a practitioner of 
many years' standing. He asks, "Is it 
poss ib le that a substant ia l part of 
what we've learned in the past will 
not be helpful in the future? To what 
degree will we have to reinvent our 
profession?" 

With f e w e r t h a n 2,000 d a y s 
remaining until the year 2000, those 
are appropriate questions. 

Post-war corpora te America was 
dominated by engineers and accoun-
tants. Trainers often had to fight for 
legitimacy. Some of the profession's 
methods , based on individual and 
group psychology, pitted practition-
ers against key parts of the organiza-
tion. The conflict was stereotyped as 
a war of "feel-goods" against bean 
counters. Training faulted the organi-
zation for its treatment of people and 
for its focus on bottom-line results. 
As the profession matured, it sought 
to be independent from staff and line 
units. 

Over the decades , t ra ining and 
development methods gained a hard-
w o n a c c e p t a n c e . W h e t h e r they 
"worked" was a mat ter of deba te . 
But in the end, the question became 
irrelevant, as long as the mass-pro-
duction economy carried everything 
along on its rising tide. 

The challenge 
In the 1980s, with the advent of seri-
ous overseas competition, the rules 
began to change. Suddenly produc-
t ion e f f i c i e n c y w a s n ' t e n o u g h 
to m a k e a c o m p a n y c o m p e t i t i v e . 
Customers d e m a n d e d high-quali ty 
products and services that were cus-
t om iz e d , c o n v e n i e n t , t imely, and 
de l ive red wi th s p e e d at the right 
price. By die end of the decade, cus-
tomers were also demanding that the 
makers of those goods and services 
be socially responsible toward the 
environment and respect differences 
among people. 

Thus began an era of rethinking 
virtually every aspect of doing work, 
us ing t e c h n o l o g y , and inc reas ing 
human capability in the workplace. 
The early 1990s gave us restructur-
ing, reengineering. reinventing, and 
a hos t of o t h e r a t t e m p t s to bu i ld 
business anew. 

Out of this upheaval emerged the 
h i g h - p e r f o r m a n c e work organiza-
tion—a catch-all phrase for compa-
n ies in c o n s t a n t s ea r ch of be t t e r 
results. For trainers, that should have 
signaled an important message: Shift 
your focus from training and devel-
opment activities (input) to the per-
formance of individuals and organi-
zations (output). 

Some training organizations made 
this conceptual shift. Bell Atlantic, for 
example, in 1993 transformed its cor-
porate training and education func-
tion into a pared-down perfonnance-
enhancement organization. 

Other training units have had their 
focus changed for them by top man-
agement trying to move the organiza-
tion to higher levels of performance. 
Cost-cutting, downsizing, restructur-
ing, and other efforts to boost organi-
za t iona l p e r f o r m a n c e have t aken 
their toll on training departments. In 
a Training & Development magazine 
survey, 55 percent of trainers w h o 
r e s p o n d e d w o r k in c o m p a n i e s or 
departments that were reorganized or 
r e s t r u c t u r e d in t he past year . 
Eighteen percent of the respondents 
changed jobs or careers, and 4 per-
cent were unemployed. 

The way trainers respond to the 
performance needs of organizations 
of ten reveals a profession that has 
marginalized itself. By becoming a 
profess ion, with its own s tandards 
and l anguage and beliefs, training 
and development set itself apart—a 
move that w a s both good and bad 
for its future. Unwittingly, it fell into 
the very trap its members eventually 
b e g a n to w a r n the i r ag ing c l ient 
organizations against—believing so 
strongly in its own way of operating 
that it f a i l ed to see t he need to 
change in response to a new envi-
ronment. 

The challenge, as Rosabeth Moss 
Kanter has said, is to reinvent the 
profession to take advantage of the 
prominent role of learning in high-
performance work. 

What is high-performance 
work? 
The n o t i o n of h i g h - p e r f o r m a n c e 
work is certainly not new. Current 
h i g h - p e r f o r m a n c e sys tems a n d 
approaches have evolved from the 
many that preceded them. 
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The exact rou te to high per for -
mance is different for each organiza-
t ion. but s o m e traits are c o m m o n 
among high-performance companies, 
a c c o r d i n g to e c o n o m i s t A n t h o n y 
Carnevale, w h o has analyzed high-
performance work practices exten-
sively. Work is d o n e by customer-
focused teams. Employees have high 
levels of skill variety. The organiza-
tion is actively engaged in managing 
change . Collaborat ion is the norm 
inside and outside the organization. 
And t e c h n o l o g y is i m p o r t a n t in 
accomplishing work. 

"To date ," says Carnevale , "our 
exper ience with organizat ions that 
are meeting high-performance stan-
dards suggests that four factors are 
necessary: new flexible technologies, 
new h igh -pe r fo rmance ' o rganiza-
tional formats, a highly skilled and 
autonomous workforce, and collabo-
rative l abor /management relations. 
In a d d i t i o n , c h a n g e - m a n a g e m e n t 
techniques are required to integrate 
t h e s e n e w f l ex ib l e t e c h n o l o g i e s , 
work processes, and workforces. 

"The essen t ia l lesson in all the 
analysis of high-performance systems 
since Taylor is that no high-perfor-
mance variable suffices. What mat-
ters is the particular combination of 
practices, as well as the context in 
which they are applied. Everything 
has worked somewhere , sometime, 
but no th ing works eve rywhere all 
the time." 

This is the heart of what the train-
ing profession must face: The solu-
tion to performance problems is not 
a lways training, and training d o e s 
not work everywhere all the time. 

In fact, there is even a ques t ion 
a b o u t w h e t h e r o ld - s ty l e t r a in ing 
works at all. when measured against 
the goa l of ach i ev ing s u s t a i n a b l e 
results. Reports from various sources 
indicate that , desp i t e giving more 
at tention to pe r fo rmance improve-
ment, most companies still experi-
ence a human performance gap. 

In a su rvey of 400 e x e c u t i v e s 
w o r l d w i d e , Kepne r -Tregoe f o u n d 
that nea r ly 59 p e r c e n t r e p o r t e d 
u n d e r t a k i n g th r ee or m o r e m a j o r 
pe rforma n c e- i m p ro v e me nt p ro j ec t s 
in the preceding 18 months—more 
than one every six months. One out 
of three of the responding executives 
spent more than $5 million on major 

I've been working in Moscow every other month for the last eight 
years—first to develop a relationship between people in the United 
States and people in the Soviet Union, and recently to bring change 

theory and practice to people trying to move to a free-market economy. 
One day I received a call from someone in Mikhail Gorbachev's office. 
"There is n o b o d y here w h o really k n o w s much about managing 

change," the caller said. "We have been managing stasis for so long. We 
think it would be good for you to sit down with Gorbachev and help 
him think systematically about change. But first, we would like you to 
describe on paper what you would say to him." 

It was a cold January night in Moscow, and the wind was blowing 
through my room. 1 sat down and put a blanket over my lap. I had a pen 
and paper ready to wrrite down what 1 could distill for Gorbachev from 20 
years of experience in doing organization development around the world. 

After a long while, the paper was still blank. I closed my pen, put 
away the paper, and went to bed. I realized I didn't have anything to say 
to Gorbachev . He was leading a political and social revolut ion that 
encompassed the entire Soviet Union. But more than that, the technol-
ogy I had was to help people change around the edges—the 15 percent 
that changes, while 85 percent remains stable. In Russia, 85 percent of 
the society is unstable and 15 percent is stable. 

I did think about what Gorbachev could do. I figured that there were 
about 27,000 enterprises in the Soviet Union and that each one would 
need an OD specialist to help with the transformation. So right off the 
bat, you're training 27,000 OD specialists w h o will have to transform 500 
million people. The arithmetic was humbling. It made me realize that 
there are areas of the world where our methods just won't work. 

M O C K # d«;-K'HH I O - . V A A K . ! Rf H H M H V H M B f . P f . U T f c l 

Consultant Steve Rhinesmith brings lessons in change management to Moscow— 
ancl I earns a few lessons himself. 

The Limits of Our Knowledge 
By Stephen H. Rhinesmith, president of Rhinesm ith and Associates, Palmer 
Landing 506, 123 Harbor Drive, Stamford, CT 06902; 203/327-7988. 
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improvement efforts in the previous 
five years. 

A Training & Development maga-
zine survey shows that the number 
of trainers involved in performance-
related training has increased in the 
last two years. Twenty-two percent 
more people are doing change-man-
agement training, 19 percent more 
are teaching basic skills, 18 percent 
m o r e a re d o i n g c u s t o m e r - s e r v i c e 
t raining, and 17 percent more are 
do ing team building or team man-
agement. 

A Conference Board report claims 
that 98 percent of the companies that 
r e s p o n d e d to a Confe rence Board 
survey reported a need to gain more 
productivity and higher performance 
from their workforces. Respondents 
said their companies experienced a 
productivi ty gap, "despi te training 
and development programs." 

So, if more training and develop-
ment isn't the answer to performance 
improvement, what is? 

Most people would agree that the 
so lu t ion lies in app ly ing the right 
c o m b i n a t i o n of f ac to r s to a com-
pany's specific business situation and 
integrating those factors into a sys-
tem that supports performance. And 
any system that a d d r e s s e s pe r fo r -
mance in today's workplace is bound 
to look beyond traditional training 
practices—to consider new develop-
ments in learning theory, the appli-
cation of new technology, and the 
management of change. 

The role of learning 
A c o n s t a n t in all of the p rac t i ce s 
needed for high-performance work is 
t he abil i ty to c rea te , e x t e n d , and 
app ly k n o w l e d g e — w h a t w e com-
monly mean by workplace learning. 

In the new organization, learning 
has become everyone's job, and the 
preferred outcome of that learning is 
constantly improved performance. As 
a result, companies are concentrating 
on learning in a way they never have 
before—as a performance tool. 

Learning is integrated into all key 
a s p e c t s of t he h i g h - p e r f o r m a n c e 
workplace : apply ing new technol-
ogy, transforming the structure of an 
organization, working in teams, man-
aging a diverse workforce, meeting 
customer needs, making continuous 
and radical improvements, and deliv-

ering sustainable results. 
Michae l M a r q u a r d t and A n g u s 

Reynolds state in The Future of the 
Global Learning Organization that 
"much of t he v a l u e - a d d e d of t he 
organization will come from special 
l ea rn ing a n d c o m m u n i c a t i o n re-
sources responsible for guiding the 
organizational knowledge-develop-
ment process. 

"Organizational learning will be 
highly regarded, as will contributing 
to t he k n o w l e d g e - d e v e l o p m e n t 
process of the organization. It will be 
one of the main ways in which per-
formance and compensation will be 
judged." 

A new learning environment 
A look at trends in business, technol-
ogy, and training reveals a picture of 
dramatic change in the environment 
for learning in the workplace. 
I The focus of learning activities is 
sh i f t ing away f r o m i so la ted skill-
bui ld ing and informat ion t ransfer , 
m o v i n g ins tead to p e r f o r m a n c e 
improvement and support. 
I The focus of learning models and 
methods is shifting from the teacher 
to the learner. 
I More learning is occurring just-in-
time and directly in the context of a 
job or a task. 
» Self-directed learning and team 
learning are increasing. 
i Group training events are being 
used less to transfer information or 
teach skills, and more to motivate, to 
b o n d g r o u p s , to g e n e r a t e k n o w l -
edge, and to clarify direction, values, 
and purpose. 
» Learning is more likely to occur 
with the help of some form of tech-
nology. 

The familiar pedagogical model of 
l ea rn ing faces se r ious c h a l l e n g e s 
in the w o r k p l a c e . N e w e r m o d e l s 
account for the way people learn in 
the context of work, by interacting 
with others, and through experience. 

"In the pas t , " e x p l a i n s Martha 
Gephar t . senior v ice-pres ident for 
r e s e a r c h at ASTD, "it w a s o f t e n 
assumed that knowledge resides in 
the individual brain, that it can be 
t r a n s f e r r e d , and that f o r m a l i z e d 
k n o w l e d g e is t he most d e s i r a b l e 
k ind . Recent r e s e a r c h has t r ans -
formed the understanding of individ-
ual l ea rn ing a n d led to g r e a t e r 

e m p h a s i s on g r o u p and organiza-
tional learning." 

A g roup of theories, called situ-
ated learning, rejects the notion of 
individual k n o w l e d g e and a rgues 
that all k n o w l e d g e is cons t ruc ted 
socially within communities of prac-
tice. Acco rd ing to s u c h t h e o r i e s , 
learning is a process of becoming a 
member of a community. 

T h e m o t i v a t i o n to learn is the 
motivation to become a member of 
the community. Becoming a member 
of a communi ty is the process that 
bu i ld s u n d e r s t a n d i n g . This is the 
s e n s e in wh ich h i g h - p e r f o r m a n c e 
companies are communities of con-
scious and continuous learners. 

Learning communi t ies are social 
settings in which the members of a 
group are cooperatively interdepen-
den t . Members of the c o m m u n i t y 
enhance their collective capacity for 
ac t ion . Learn ing communi t i e s a re 
characterized by shared vision, sys-
tems thinking, and team learning. 
Members focus their personal ener-
gies. Toge the r they create exper i -
ences through which their percep-
tions and assumptions are examined 
and modified over time. 

This is not the f o c u s of mos t 
workplace training programs, which 
stress short-term activities, trainer-led 
instruction, and skills transfer. "Such 
programs," says Gephart, "no matter 
how well-designed, are not a good 
answer to performance problems." 

The push from technology 
Another development that is super-
charging the link between learning 
and per fo rmance is the creation of 
what has been called the information 
superhighway. 

Digital e lec t ronics , opt ical data 
storage, portable computers, and dis-
t r ibu ted c o m p u t i n g ( in te rna l and 
external networks) change the way 
information is created, stored, used, 
and shared , reducing the need for 
hierarchy. Such applications are criti-
cal to the exchange of information 
and the creat ion of shared knowl-
edge a m o n g m e m b e r s of learning 
communities. They also cut training 
cos t s a n d e l i m i n a t e t he n e e d fo r 
stand-up instructors. 

At Pacific Bell, for example , an 
in te rac t ive mu l t imed ia p r o g r a m , 
called Employee Knowledge Link. 
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Luminare's Caitlin Curtin moved 

Building a Future in New Media 
In a funky, high-tech office beside the 
ramps to the Oakland Bay Bridge, 30-
s o m e t h i n g Caitlin Curtin runs a fast-
growing business called Luminare. She 
employs eight people full-time and uses 
35 consul t ing specialists. How did an 
instructional designer become a success-
ful entrepreneur in San Francisco's hot 
multimedia gulch? 

' i lucked out," says Curtin. "I was in 
the right place at the right time with the 
right skills." Though she doesn't say so, 
her shrewd market sense also played a 
big part in her success. 

Curtin studied international relations in 
s choo l and for a whi l e t h o u g h t s h e from instructional designer to 
wanted a career in film or television pro- peiformace-support entrepreneur. 
duction. She was going through a master's 
degree program at San Francisco State in educational technology, where 
she happened to have a teacher, James Laffey, who was working at Apple 
Computer. "He turned me on to interactive videodisc and computer-based 
training. Pretty soon I was immersed in all kinds of new media. That was 
unusual in the early eighties." 

Curtin started her company in 1986 with a modest vision—to design 
computer-based training. Before long, most of her clients were seeking 
her help in implementing new technology, and she made an astute shift 
in the focus of her business. 

"It became apparent that this was a large market with very special 
needs, and my professional background made me well suited for it." 

Today Luminare still designs teclinology-based training for clients, but 
60 to 70 percent of its business is developing sophisticated performance-
support systems. Its revenues in 1994 were in the millions of dollars; 
already Curtin is looking for larger office space. 

t ra ins e m p l o y e e s a b o u t t he com-
pany's products and operating proce-
dures . Using digital ne tworks , the 
system can deliver training materials 
m a d e u p of text, graphics , pho to -
graphic images, audio, and motion 
video to 300 workstations scattered 
across California. 

Motorola has t ransferred its "six 
sigma" quality training to a CD-ROM 
format. One course, mandatory for 
all employees , was once taught by 
instructors. Now it has been cut from 
eight hours to six-and-a-half hours, 
and it is delivered via CD-ROM. 

More and more work is aided by-
s o m e form of technology , and the 
technology itself serves as the medium 
for instruction in the work it is sup-
por t ing . The pai r ing of work and 
learning in a c o m m o n techno logy 
encourages companies to question the 
cost and effectiveness of classroom 
training and the control of instruc-
tional delivery by trainers. For exam-
ple, the Loewen Group discovered 
that it was efficient to use information-
systems technology to train people in 
an accounting program that would be 
delivered by that same technology. 

T h e n e w f l ex ib l e t e c h n o l o g i e s 
favored by high-performance work 
o r g a n i z a t i o n s a r e c h a n g i n g t he 
n a t u r e of t r a i n e r s ' w o r k . Cait l in 
Curtin, w h o runs Luminare, a new. 
f a s t - g r o w i n g c o m p a n y in San 
Francisco, is an example of a smart 
training professional w h o saw those 
c h a n g e s as a m a r k e t n i c h e a n d 
jumped in. (See the box.) 

Curtin set out to design computer-
based training on a free-lance basis 
but q u i c k l y f o u n d c l i en t s w h o 
n e e d e d h e l p i m p l e m e n t i n g n e w . 
h igh-per fo rmance technology. Ller 
multimillion-dollar company now has 
eight full-time employees and a net-
work of 35 consulting specialists in 
human- in te r face design, p rogram-
ming, instructional design, technical 
writing, and video production. 

"My business has evolved to be 30 
lo 40 percent designing technology-
based training, but 60 to 70 percent 
d e v e l o p i n g s o p h i s t i c a t e d p e r f o r -
m a n c e - s u p p o r t sys tems that don ' t 
involve training. 

"I've had to learn a lot about soft-
ware development in order to think 
a b o u t w h e t h e r I can p r o v i d e an 
effective performance-suppcm system 

and whether that's a good choice. 
"I n e e d to k n o w h o w p e r f o r -

mance-suppor t systems work, how 
much they cost to d e v e l o p , what 
kind of p e o p l e are involved, h o w 
long it takes, and how to manage the 
sof tware-deve lopment process. It's 
an entirely new skill set and one that 
many training managers will need in 
order to funct ion in a high-perfor-
mance environment." 

Curt in a l so n o t e s that p e r f o r -
mance - suppor t systems are devel-
oped by teams, not individuals. "It's 
m u c h m o r e of a c o l l a b o r a t i v e 
process." She views this as a poten-
tial cha l l enge to t ra iners w h o are 
accus tomed to developing training 
independently. 

Managing perpetual change 
The pract ice of training is not the 
only part of the profession affected 
by the sh i f t to h i g h - p e r f o r m a n c e 

work. In fact, the demands on orga-
niza t ion d e v e l o p m e n t theory and 
p r a c t i c e a re n o w p r o b a b l y e v e n 
greater than the demands on train-
ing. That 's because of the pressure 
that companies feel to achieve better 
performance. 

The speed and scope of change is 
challenging even the most seasoned 
c h a n g e - m a n a g e m e n t spec ia l i s t s . 
Many are f i n d i n g that t he classic 
change model—moving purposefully 
along a path from a current reality to 
a fu ture goal—doesn ' t provide the 
s ta te of pe rpe tua l r e spons ivenes s 
that organizations really need. And 
s o m e e x p e r t s , i n c l u d i n g S t e p h e n 
Rhinesmith , are f ind ing that even 
proven methods have their limits if 
the scale of change is vast enough. 
(See the box , "The Limits of O u r 
K n o w l e d g e " a b o u t Rh inesmi th ' s 
exper ience with change in the for-
mer Soviet Union, on page 23.) 
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One of OD's leading practitioners 
and thinkers. W. Warner Burke, of 
T e a c h e r s Co l l ege , ai C o l u m b i a 
University, believes that "What we 
know about organization change is 
becoming insufficient. We need to 
know far more about such areas as 
how to maintain the momentum of 
c h a n g e , h o w to h e l p p e o p l e deal 
wi th the c h a o s they e x p e r i e n c e 
dur ing a transition, and how much 
and w h e n to c o m m u n i c a t e a b o u t 
change." 

So now what? 
The standards of performance set by 
the g loba l e c o n o m y r e q u i r e n e w 
ways of working, new ways of orga-
nizing work, and new ways of think-
ing and learning about work. 

All of those c h a n g e s m e a n o n e 
thing for the trainer: It's time to take 
a close look at how the training and 
d e v e l o p m e n t p r o f e s s i o n will con-
t r i bu t e to the h i g h - p e r f o r m a n c e 
workplace, and what trainers will be 
doing there. 

Mat J u e c h t e r , t h e CEO of ARC 
International, based in Englewood, 
Colorado, bel ieves that training is 
stuck in phase two, or the normative 
phase of the organizational growth 
cycle. He notes that "Training's frame 
of reference is built on the assump-
tion that it should focus on itself and 
not on outcomes. That kind of train-
ing is not a change agent; it's a rein-
forcer of norms. 

"Our activit ies need to b e c o m e 
m u c h m o r e i n t e g r a t e d wi th t he 
change processes that are going on 
in organizations, so that we become 
resources that line peop le can use 
positively." 

That is more or less what has hap-
pened at Bell Atlantic. In 1992, CEO 
Ray Smith asked the corporate train-
ing unit to look at alternatives to tra-
ditional training that would increase 
training effectiveness. The alternative 
the department finally came up with 
led to disbanding the Training and 
Educa t ion unit and r e g r o u p i n g as 
the Performance Enhancement orga-
nization. 

"We d e c i d e d we w o u l d s t o p 
focus ing on t ra ining as an end in 
itself," says Nancy Clapp, director for 
instructional-systems support at Bell 
Atlantic, "and start focusing on per-
formance." 

Share Your Viewpoint 
What should a training professional 
do to be sure of being of use in the 
new high-performance organiza-
tion—one that is based on learning, 
measured by per formance in the 
global marketplace, and improved 
by continual change? 

In the coming months , ASTD 
and Training & Development mag-
a z i n e wil l be l o o k i n g in m o r e 
d e p t h at s o m e of the ques t i ons 
raised in this article. If you are a 
p i o n e e r in a h i g h - p e r f o r m a n c e 
work organization, we hope you 
will share your exper iences and 
your w i s d o m . If you wish you 
were a pioneer, we hope you will 
sha re your expec ta t ions for the 
fumre of the profession. 

In upcoming issues, Training & 
Development will publish opinions, 
comments, and case histories about 
reinventing the profession for the 
high-performance workplace. Send 
your contributions to "Reinventing," 
ASTD, 1640 King Street, Box 1443, 
Alexandr ia , VA 22313-2043. Or 
reach us at astdt@capcon.net via the 
Internet. 

The new unit wanted to do "the 
absolute minimum amount of train-
ing required to make peop le profi-
cient in serving the cus tomer . We 
wan ted to dep loy a much broader 
range of interventions." 

W h e n t r a in ing is r e q u i r e d , t he 
Performance Enhancement organiza-
tion now focuses just on f ront-end 
ana lys i s a n d t r a in ing d e s i g n and 
d e v e l o p m e n t . Training delivery is 
handled by the business units, which 
take subject matter experts from the 
field to train other employees. 

As t he t r a in ing o r g a n i z a t i o n 
shifted focus from main-line training 
to pe r fo rmance suppor t , 194 posi-
tions were moved or eliminated. 

New roles 
The c h a n g e s r equ i r ed in t ra in ing 
organizations are likely to mirror the 
changes in organiza t ions trying to 
survive in a high-performance world. 
Every ounce of attention will go to 
performance. Technology will be an 
essential tool. Teamwork and collab-
oration will be the norm. And con-

tinuous change will be a way of life. 
To respond to these challenges, 

HRD specialists will have to make 
m a n y of the s a m e c h a n g e s they 
already support in others. They will 
have to expand their repertoire of 
skills, rethink their roles in relation 
to high performance, and form rela-
t i o n s h i p s with a n e w set of cus -
t o m e r s — p e o p l e w h o own per for -
mance problems. 

As organizations incorporate new 
views of learning, and as learning 
becomes everyone's job, the trainer's 
and consultant's roles will undoubt-
edly change. Some of the work will 
migrate to other people in the orga-
nization. and some will certainly dis-
appear. 

T o add va lue in a h igh -pe r fo r -
mance organization, training profes-
s iona l s will h a v e to m a k e a con -
scious shift from being agents of skill 
building and information transfer to 
being supporters of performance. So 
says Carlene Reinhart, a consultant 
based in Vienna, Virginia, who helps 
companies solve their performance 
problems. 

"Trainers can't afford to focus on 
training; we have to look at people 
in the context of their jobs—people 
who have learning and performance 
n e e d s . We h a v e to c o n s i d e r the 
learning exper i ence plus the work 
envi ronment . We have to fight the 
t e n d e n c y to d o wha t w e a l r eady 
know h o w to do. And we have to 
s top assuming that we know what 
p e o p l e n e e d and that wha t they 
need is always training." 

Some peop le think the trainer is 
likely to take on the role of learning 
manager or architect of learning sys-
tems, rather than continuing in the 
ro le of a h a n d s - o n t e a c h e r and 
process facilitator. 

Process-redesign and quality con-
sultant Richard Chang says, "Perhaps 
we will stop being a profession that 
delivers learning to others and start 
b e i n g a p r o f e s s i o n that pu t s o u r 
methodology in everyone's hands— 
the way quality-improvement meth-
ods and tools are being deployed in 
organizations." 

Paul Elliott , v i c e - p r e s i d e n t of 
human-performance systems at RWD 
Technologies, located in Columbia, 
Maryland, be l i eves n e w roles for 
t r a ine r s will e v o l v e as c o r p o r a t e 
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m a n a g e m e n t revis i ts t he t r a in ing 
function. 

"The focus will shift toward peo-
ple w h o can orchestrate a series of 
i n t e rven t i ons , inc lud ing t ra in ing , 
within line opera t ions , to improve 
per formance ," Elliott says. "Simply 
depositing information into workers' 
heads will no longer he suff icient 
justification for trainers to maintain 
their positions. Rather, the applica-
tion of knowledge within the context 
of the work env i ronment—to he lp 
the organization achieve its goals— 
will become the dominant thrust for 
peop le w h o want to maintain their 
role, particularly if they want to have 
any influence in the organization of 
the future." 

New skills 
To add va lue in the h i g h - p e r f o r -
m a n c e o r g a n i z a t i o n , t r a iners and 
organization development specialists 
will need some new skills. 

Trainers will have to update their 
knowledge of learning models and 
will have to know how to incorpo-
rate them into performance-support 
systems, advises Martha Gephart. 

"That means unders tand ing that 
job performance occurs within a sys-
tem of goals, measurements, incen-
tives, skills, consequences, feedback, 
and a host of other factors. It means 
knowing how to structure work so 
that it facilitates communication and 
collaboration that allows peop le to 
capture what they know7 and share it 
with others. It means being able to 
install systems that permit people to 
recognize unconscious learning and 
to question tacit assumptions." 

Stephen Rhinesmith predicts that 
the new OD practitioner will have to 
balance knowledge of the social sci-
ences with knowledge of open-sys-
tems theory, structural and functional 
analysis, cybernetic theory, double-
loop learning theory, chaos theory, 
and other science-based theories. 

Skill at p lanning and facilitating 
movement from a vision to an action 
plan to some new form of stasis will 
remain re levant , Rhinesmith says, 
"but the more challenging task will 
be to m a n a g e c o n t i n u o u s c h a n g e 
and c r ea t e o r g a n i z a t i o n s that a re 
continuously responsive." 

As for trainers, he says, "they will 
n e e d to b a l a n c e their o r i en ta t ion 

"These Changes Are Already 
Happening" 
By Ann Meier, a program designer 
with General Milts Restaurants, in 
Orlando. Florida. Meier sent her com-
ments over ASTD Online, in response 
to a request for feedback on reinvent-
ing the profession. 

"Glad to see this information here 
(on ASTD Online). It needs to be 
everywhere. 

"In s o m e c o m p a n i e s , t h e s e 
changes are already happening . 
Organizations are demanding new 
and different training and delivery-
me thods without even knowing 
just what it is they want. 

"These c h a n g e s w o n ' t c o m e 
g radua l ly , e i the r . We s t o p p e d 
doing classroom training for our 
largest internal customer five days 
af ter we moved into a beautiful 
n e w t ra in ing c e n t e r wi th four 
kitchens, four computer labs, and 
five c lassrooms. These types of 
changes cause major upheava l s 
on the way to n e w and 'be t ter ' 
futures. Keep sounding the wake-
up call!" 

toward people and their grounding 
in the behavioral sciences with hard 
knowledge about achieving business 
results." 

T e c h n o l i t e r a c y is an a b s o l u t e 
r e q u i r e m e n t for o p e r a t i n g in the 
high-performance environment, says 
Caitlin Curtin of Luminare. Perform-
ance-support tools and information 
networks—both critical to high-per-
f o r m a n c e w o r k — r e q u i r e sophis t i -
cated k n o w l e d g e of cur ren t tech-
nologies and a vigilant eye toward 
their future. 

"As a t r a in ing m a n a g e r , y o u r 
responsibility is to pick the best strat-
egy, g iven the bus ine s s s i tua t ion . 
That may or may not involve tech-
nology, but you must be very famil-
iar with a lot of different choices to 
be able to make that decision. You 
also need to understand the ramifica-
tions of your choice and what it will 
take to suppo r t a sys tem af te r it's 
installed." 

The shift from face-to-face training 
to delivering information, skill, and 
knowledge during the performance 

of work will require trainers to be 
familiar with many delivery technolo-
gies, says Paul Elliott. 

"This will r equ i re p e o p l e to be 
familiar with just-in-time delivery sys-
tems, but also with technologies that 
can de l iver i n fo rma t ion to home-
based workers or during off-hours. 

"It's not just a matter of mastering 
the hard technologies of computer-
based training and computer-hard-
ware del ivery systems. Even more 
impor tant will be the requi rement 
that trainers be familiar with perfor-
mance technologies—how to analyze 
p e r f o r m a n c e by l o o k i n g for the 
causes of performance deficiencies, 
how to design many types of inter-
ventions that support performance, 
and how to evaluate their impact on 
performance. These are the key tech-
nologies for the future of the training 
community." 

Unanswered questions 
The reality of the new economy and 
t he q u e s t fo r h igh p e r f o r m a n c e 
opens many doors, but it also raises 
many questions. Where do HRD pro-
f e s s iona l s fit into the globally-
engaged, performance-focused orga-
nization? Will the training department 
a n d t he c o r p o r a t e c l a s s room b e 
quaint artifacts of the late twentieth 
century? Will the roles of learning 
architect and learning manager be 
claimed by others? Will technology 
displace the trainer by being able to 
foster the relationships that trainers 
are so g o o d at facili tating face-to-
face? 

As the century winds d o w n and 
t he w o r k p l a c e p r e s e n t s so m a n y 
o b v i o u s c h a l l e n g e s , it is t ime to 
ref rame current thinking about the 
profession and about its relevance to 
h igh p e r f o r m a n c e . To p a r a p h r a s e 
Socrates, the unexamined profession 
is not worth practicing. • 

Patricia Galagan is editor ( /Training 
& Development magazine. 
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