
"Raining the Total 
Oiganization 

Collective training is a new approach that focuses on ''the big 
picture" rather than on training for individual employees. 
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Collective training differs from 
conventional or traditional ap-
proaches in five ways: 

By Vernon Humphrey Collective training may revolu-
tionize the way we analyze in-
dustrial and business per-

formance. Rather than defining an 
organization as an aggregation of in-
dividuals performing discrete func-
tions, collective training views the in-
dividual as part of the organizational 
whole and works from there. The 
result is a dynamic analysis, and train-
ing that is designed to attain the "big 
picture" of an organization's goals. 

Collective training evolved from the 
U.S. Army's "training revolution" of 
the 1970s and is now making its way 
into industry. The Army, influenced by 
Deterline, Mager, and Harless, had 
invested time and resources in the In-
structional Systems Design (ISD) ap-
proach to training, but certain units 
performed poorly in training exercises 
nonetheless. 

After a great deal of soul-searching, 
the Army concluded that despite all 
the educational technology applied 
over a decade, its troops were poorly 
trained. There were, of course, plenty 
of theories to explain this, but in the 
end, one conclusion was clear: The 

Humphrey is program manager for col-
lective training of Allen Division of CAE-
Link. Reach him at 107 Glenn Cove, 
Seaford, VA 23696. 

Army had borrowed its educational 
technology from industry and the 
academic world, but there was no 
adequate model in industry or aca-
demia for a ground combat force. The 
classic approaches either weren't 
working or weren't having the effect 
they should have had. 

Ultimately, that led the Army to ask 
the fundamental question—"What are 
we trying to do with our training, 
anyway?" 

The answer was surprising—the 
Army was trying to produce organi-
zations that could respond rapidly 
under pressure, adapt quickly to 
changing conditions, and capitalize on 
opportunities. No wonder training 
approaches that focused entirely on 
individuals p r o d u c e d less than 
satisfactory results. 

This new definition of the problem 
resulted in a new way of looking at 
training problems and a new ap-
proach to solutions. The new ap-
proach, called "collective training," 
has matured to the point where it can 
now serve as a model for looking at in-
dustry and business. 

Not just training individuals 
You might ask: "Isn't collective 

training really just a matter of training 

individuals?" To unders tand the 
answer to that question, look at your 
arm. What do you call that five-
fingered thing attached to your wrist? 

You call it a "hand," of course. Why 
don't you call it a "collection of in-
dividual cells?" Would that be wrong? 
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Strictly speaking, no. 
But if you're in the business of train-

ing computer repair technicians, it cer-
tainly would be wrong. Imagine tell-
ing a trainee, "Send a signal along that 
nerve to cause those muscles to 
contract!" 

Until you understand the concept 
of "hand," you are severely handi-
capped as a trainer. You cannot under-
stand such concepts as "hand-eye 
coordination" and you're going to 
have little luck in training your com-
puter repair technicians. 

If collective training isn't just train-

ing individuals, what is it? We need to 
come up with a handy definition of 
this new training field: 

• Collective means "organization," 
especially a complex organization. 
• Training is education—teaching 
and learning. 
• Learning is a permanent change in 
behavior. 
• Collective training is changing the 
behavior of complex organizations. 

Collective training, therefore, is 
training that addresses the organiza-
tion, rather than the individual. To 

understand it, let's take a look at the 
individual-or iented Instruct ional 
Systems Design (ISD) model. As Fig-
ure 1 illustrates, the ISD model con-
sists of five phases: analysis, design, 
development, implementation, and 
control. 

There's nothing inherently wrong 
with that—but look at the individual 
blocks. Take Block 1.1, for example— 
"Analyze job." Where did this job 
come from? Why should anyone do 
this job? Why should we care? 

The job came from the organiza-
tion. No organization, no job! It's that 
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simple. You cannot effectively analyze 
the job until you have analyzed the 
organization that the job was created 
to serve. 

Now let's look at the Collective 
Training (CT) model in Figure 2. It 
looks a great deal like the ISD model, 
but it is an echelon above ISD, because 
it doesn't focus on the individual. 

The major difference is that the CT 
model begins with an analysis of the 
organization, and completes that anal-
ysis before p roceed ing with the 

design or development phase. Note 
also that the model provides input to 
the individual training analysis. In fact, 
without this input, the individual 
training analysis cannot be valid. Once 
the analysis is complete, training is 
developed to bring each subordinate 
element's activities into line with the 
organization's goals and objectives. 

Note that while collective training 
involves individual training, in-
dividual training is clearly subor-
dinate. In other words, individuals are 

trained to play their roles in the collec-
tive task. In fact, a great deal of "in-
dividual training" is conducted in the 
course of collective performance 
because many functions traditionally 
viewed as individual tasks are actually 
parts of indivisible collective tasks. 

In order to understand collective 
training, we must understand how 
collective trainers look at organiza-
tions. Every organization has six 
components: 
• goals and objectives 

Figure 2—The Collective Training Model 
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• structure 
• personnel 
• equipment and facilities. 
• procedures 
• resources. 

Goals (overall purposes) and objec-
tives (approaches to achieving goals) 
are the foundation of any organiza-
tion. They define the organization's 
reasons for existence and its general 
approach to business. 

Structure is the organization's 
framework, and determines how its 
physical parts relate to each other. 
Although most of us believe that the 
organization chart shows the structure 
of an organization, that is rarely the 
case in practice. 

One of the training analyst's most 
difficult tasks is to determine the real 
structure of the organization. A shop 
steward may have as much or more 

blood. Resources include money, 
inventory, time, skills, and so on. 

Changing an organization's 
behavior 

An organization may be as small as 
two people. But if we concentrate on 
such small, simple organizations, we 
will miss the key to collective training, 
which focuses on much larger groups 
than normally considered by tradi-
tional training approaches. 

To understand this, let's examine a 
hypothetical example. The XYZ com-
puter company had repair technicians 
at each sales outlet until a recent 
reorganiza t ion created "serv ice 
centers" separate f rom the stores. 
Some complaints then began to sur-
face about the reliability of XYZ com-
puters. Sales have fallen off. An in-

Most of us believe that the 
organization chart shews the 

structure of a firm; that is 
rarely the case in practice 

power than a first-line supervisor, but 
may not be shown on the organization 
chart. A manager may be unable to 
react to changing situations because of 
limitations imposed by staff agencies. 
And a high-level boss will frequently 
ignore the chain of command and go 
directly to a subordinate several levels 
down on the organization chart, by-
passing the person's intermediate 
supervisors. All too frequently, the 
organization chart is either out of date 
or depicts the organization as imag-
ined by the person who drew it up. 

Personnel is number three on the 
list for a simple reason: without goals 
and objectives, and without structure, 
there can be no organization—merely 
a mob. 

Facilities and equipment are the 
tools the organization uses to accom-
plish its purposes. 

Procedures tie personnel, equip-
ment, and facilities together. They are, 
in effect, the "motor memory" of the 
organization. 

Resources are the organization's 

vestigation revealed that when a com-
puter is brought into one of the new 
service centers, the repair technician 
only fixes what is written up on the 
ticket, without running the full diag-
nostic program or performing preven-
tive maintenance services. 

Training the repair technicians in 
how to run the diagnostics would be 
a waste of time and resources—they 
already know how. They used to do it 
when they worked at the stores. The 
problem lies in the reorganization and 
the goals assigned to the stores and the 
service centers. 

The supervisors at the old stores 
were concerned with repeat and 
follow-on sales. Good service and 
high reliability were essential to their 
sales strategy—even if they lost a little 
money on the service end. But the 
service-center managers have to make 
money on service. They don't get paid 
for checking things that the customer 
hasn't complained about and that 
probably aren't broken—yet. 

No wonder people have begun 

complaining about XYZ Computers. 
Clearly, individual training of repair 
technicians isn't the answer here. And 
unfortunately, changing back to the 
old system would be too costly. What 
we need to do is change the organiza-
tional behavior. 

We first raise our focus to a regional 
level and examine the total organiza-
tion under the control of the regional 
director. This is the person to whom 
both the store managers and the 
service-center managers report. We 
then establish goals for the region. 
Clearly, these goals can only be 
achieved through a cooperative effort 
by the stores and service centers. We 
now must define the roles of the 
stores and service centers in achieving 
the regional goals. 

Failing into the trap 
As this example illustrates, the first 

step in collective training is to analyze 
carefully the entire organization. The 
collective training analyst will often 
draw an organization chart for each 
Objective, showing the relationships 
among the parts necessary to accom-
plish that specific objective. The 
analyst can then understand how the 
organization's structure, personnel, 
procedures, equipment and facilities, 
and resources can best be employed 
to achieve the goals and objectives. 

Although a collective analysis can 
be highly complex, it basically asks 
two questions: 
• What was this organization created 
to do? 
• How does it do that? 

Notice the "it"in the second ques-
tion. When you begin to ask, "How 
does he or she do that?" you're not 
doing collective analysis anymore. 
Even the best analysts fall into the trap 
of reducing the question to one of in-
dividual analysis. 

The trap can be insidious—you may 
find tasks expressed in ways such as 
this: "the production team develops a 
plan. . ." That's just another form of 
the trap. The production team doesn't 
develop the plan, the product ion 
manager does. That's an individual 
task, not a collective task. You must 
thoroughly develop the collective task 
hierarchy before going into the indivi-
dual task analysis. If you don't, you 
will produce a loose collection of in-
dividual tasks that won't accomplish 
the organization's objectives, no mat-
ter how well the individuals perform. 
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Watch out for type B 
elements 

Asking the basic questions can also 
help you distinguish between the two 
types of subordinate units in each 
organizat ion. Collective training 
analysts call them Types A and B. 

Type A elements are "line" or pro-
duction units. They usually have a 
similar structure all the way down, 
with multiple, identical subordinate 
units. Type A units are concerned with 
directly meeting organizational objec-
tives. They are easy to analyze. When 
you have determined what the organi-
zation as a whole was created to do 
and how it does that, you can proceed 
by asking the same two basic ques-
tions of each Type A element, all the 
way down, until you legitimately 
reach the individual level. 

Type B elements are staff or support 
units, such as the personnel depart-
ment or the accounting department. 
They support the organization's goals 
indirectly. Type B elements are usually 
one of a kind, and may indirectly con-
trol similar cells in lower units. They 
also often have power to establish con-
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trols or procedures that facilitate or 
impede the ability of other elements 
to meet organizational goals. Because 
they are not directly involved in the 
primary business of the overall organ-
ization, Type B elements often tend to 
define their roles in their own terms. 

Line departments often complain 
that staff elements place unreasonable 
burdens on them. They say that they 
never get the same responsiveness 
from the staff departments as the staff 
departments expect from the line. 
They accuse the staff departments of 
resisting changes that would benefit 
the organization as a whole, because 
of the potential impact on their own 
departments. A good collective anal-
ysis can correct such problems—at 
least partially—by identifying what 
the staff departments must do to sup-
port the overall organizational goals. 

Simulations for analysis 
and training 

To understand this better, consider 
one of the first applications of collec-
tive training in an industrial setting. 

The ABC Company had two major 
line divisions (Type A), chemicals and 
textiles. The company was losing 
money, and the chemicals division 
was pinpointed as the culprit. Various 
management controls and cost-cut-
ting measures proved ineffective and 
the company decided to sell the divi-
sion. There were no immediate offers. 

The CEO decided to conduct a staff 
training exercise. He directed mana-
gers from both divisions and all staff 
elements to bring the company's 
overall operations up to a specified 
profit level. No matter how well a par-
ticular operation did, it would be un-
satisfactory if the company as a whole 
did not reach the target profit level. 

Various approaches were tried on 
the first day, but none worked. On the 
second day, a junior clerk in the 
account ing depa r tmen t (Type B) 
offered a tentative suggestion—the 
textiles division used large quantities 
of chemicals, reimbursing the chemi-
cals division at cost. Suppose the 
chemicals division was reimbursed at 
fair market value? 

The profit picture changed dramat-
ically. Now the chemicals division was 
in the black and the textiles division 
ran a deficit. Simulated cost-cutting 
actions were applied to the textiles 
division, and by the end of the simula-
tion the g roup had reached the 
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If Your Managers Have Not Been 
Trained To Interview, 
Chances Are They're Not Making 
The Best Hiring Decisions 4 ^ f m 

Training & Development Journal, October 1990 63 

specified profit level. 
Follow-up training sessions and 

simulations were conducted to refine 
procedures and teach staff and man-
agement at all levels the new tech-
niques. The results exceeded expecta-
tions, and both production divisions 
of the company were soon showing a 
healthy profit. 

Ironically, the junior clerk had 
made that key suggestion several times 
over the preceding two years. Each 
time, she was turned away because it 
would be "too disruptive," it didn't 
"accord with policy," or the account-
ing department "already had more 
work than it could handle." In other 
words, the accounting department, a 
Type B element, had defined its role 
in its own terms to the detriment of 
the corporation. It analyzed the sug-
gestion in terms of its negative impact 
on itself, not in terms of its possible 
benefit for the company. 

But the collective training analyst 
examined the accounting department 
in the context of the overall organiza-
tion, asking a variant of the first key 
question: "What was this element 
created to do for the organization?" 
Then the junior clerk finally found 
someone willing to listen and appre-
ciate the potential of her suggestion. 

Failure to understand the differ-
ences between Type A and Type B 
units can warp the collective analysis. 
The following rules will help the 
analyst deal with organizational types: 
• Separate the organization into the 
two types of units. 
• Analyze Type A first. 
• Revise the basic questions for Type 
B elements—"What was this element 
created to do for the organization?" 
and "How does it do that when the 
organization does. . . ?" 

Finding holes in procedures 
The collective analysis produces a 

hierarchical list of tasks down to the 
individual level that support each 
organizational goal and objective. It 
pinpoints who, collectively or in-
dividually, must perform each task, 
and it establishes standards for each 
task. A detai led analysis of the 
organization's facilities and equipment 
and its established procedures deter-
mines how the task is done or how it 
ought to be done. 

Collective analysis also identifies 
tasks that are essential to the organiza-
tion's object ives but n o t clearly 

addressed in existing policy and 
procedure. It pinpoints tasks per-
formed improperly, too slowly, or 
incorrectly. 

For example, in the PDQ Company, 
line managers were required to make 
up monthly budgets and remain 
within plus or minus 5 percent of 
target. But some expenses, such as 
costs for centrally requisitioned sup-
plies, were beyond the line managers' 
control. And they didn't get confirma-

tion of supply costs until three or four 
months after the supplies were pur-
chased. When training analysts linked 
those two tasks, "Manage Monthly 
Budget" and "Provide Cost Informa-
tion on Supplies Purchased," the hole 
between accounting procedures and 
line management needs was obvious. 

The " individual" task, Manage 
Monthly Budget, was actually part of 
a larger collective task. No amount of 
individual training would enable the 
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line managers to perform their part of 
the task without coordinating their 
work with the accounting department 
to achieve the collective goal. 

Continual training 
Managing the training is crucial. 

There are actually two plans for this 
phase, one describing the training 
management strategy for the entire 
organization, and a second, specific to 
each unit, that managers at all levels 
use to ensure that training supports 
and is synchronized with the organi-
zation's overall plan. 

Each unit-specific training manage-
ment plan follows a cycle that allows 
line managers to adjust and refine 
their plans to meet the needs of the 
organization. This creates a cycle-
within-a-cycle, as shown by blocks 
IV. 2, IV. 3, and IV.4 of the collective 
training model (Figure 2). 

In the planning phase, the training 
managers select the most important 
organizational goals or objectives. 
Then they determine the organiza-
tional tasks that contribute to those 
goals or objectives. In the resource 
phase, the time, facilities, and other 

training needs are programmed. In the 
training phase, the plan is imple-
mented. 

But collective training is not a one-
time project—it is an ongoing process. 
All three phases are conducted simul-
taneously; some training is being 
carried out while future training is 
being planned. Continuous evaluation 
of training and performance allows 
continuous updating of training plans. 
When training progresses more ra-
pidly than expected, the training 
schedule is speeded up. When unex-
pected problems occur, plans are ad-
justed accordingly. 

All trainers recognize that time is 
one of the most critical problems in 
training. One solution to the problem 
is backward planning—determining 
when culminating events must take 
place, and then working backward in 
time to schedule the preliminary 
events. A second technique is the use 
of unscheduled training. 

In any given day or week there will 
be a certain amount of "slack time," 
when the press of work abates and 
nothing much happens. The problem 
is, we don't usually know ahead of 

time when slack time will occur, so we 
can't take advantage of it for training. 

With unscheduled training, we 
simply assign a training responsibility 
(for example, requiring warehouse 
supervisors to conduct training in a 
new stock-locating systems) and a 
time frame (a week or a month). The 
supervisor conducts the training dur-
ing slack time, whenever it may occur. 
Performance sampling provides qual-
ity control of unscheduled training. 

Of course, the training might not be 
accomplished if unexpected work 
interferes. That happens from time to 
time in any organization. Supervisors 
at all levels should hold periodic meet-
ings to assess training progress. If a 
supervisor has been unable to con-
duct unscheduled training, the train-
ing plan is adjusted accordingly 

The participants themselves analyze 
the training. Encourage each person 
to state his or her role in the activity, 
explain how that role relates to the 
organization's goals, and suggest how 
the organization's performance could 
be improved. This "milking" of the 
training is an essential part of the col-
lective training process. • 
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