
Teletraining Applied 
When a major insurance company needed a cost-effective way to 
deliver training to 3 ,000 people in 100 locations, it used teletrain-
ing. The key to success was mixing good training methods with the 
right technology. 

By EDWARD Y. RUNG and RUSSELL N. RADO 

When a h u m a n resource de-
ve lopmen t organization mar-

ke t s its p roduc t s and ser-
vices, delivery is o f ten as critical as the 

products themselves . Quality and cost ef-

fec t iveness were t he characterist ics that 

C I G N A ' s h u m a n resource d e p a r t m e n t 

w a n t e d in a delivery sys tem for a cur-
riculum of core knowledge and skills. W e 

selected a basic, two-way audio sys tem 

as t he bes t t echnology for delivering the 

training to m e m b e r s of t he proper ty and 

casualty group, which compr i ses 2 0 , 0 0 0 

e m p l o y e e s at more than 200 locations. 

T h e product 
Since 1982, t he training d e p a r t m e n t 

had b e e n developing an integrated cur-

r iculum tha t would highlight t he core 
k n o w l e d g e and skills of the managers , 

profess ionals and clerical employees in 

t he p rope r ty and casualty group. T o 

deve lop t h e curr iculum, we used a com-

p e t e n c y mode l tha t uses job analysis to 

def ine knowledge and skill r equ i remen t s 
for an organizat ion and the posi t ions in 

it. T h e resul ts , which w e call knowledge 

and skill guides , are a tool for managers 

to use with e m p l o y e e s to e n h a n c e per-

f o r m a n c e a n d m a n a g e p ro fe s s iona l 

g rowth by compar ing actual knowledge 
and skill profi les with job r equ i remen t s . 

T h e guides were pilot tes ted, and plans 

w e r e m a d e for their use with more than 

3 , 0 0 0 e m p l o y e e s in m o r e than 100 loca-

t ions. T h e p roduc t had the e n d o r s e m e n t 

and suppor t of line m a n a g e m e n t and 

lacked only the right delivery mechanism. 
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Enter teletraining 

T o ensure that emp loyees would 
unders tand and be able to use the guides, 

an in t roductory training session was 

planned, including an opportunity to raise 

ques t ions and concerns . 

After s tudying the al ternatives for t he 

implementat ion sessions, such as sending 

trainers to local offices or bringing par-
ticipants to centralized training locations, 

we decided to use teletraining as our 

delivery vehicle. It addressed several con-

cerns w e had about t he implementa t ion . 

T h e guides represen ted a new way of 

address ing knowledge and skill and do-
ing developmenta l planning. T h o u g h the 

process was s traightforward, the re were 

many potent ia l areas for mis in terpre ta-

t ion. Te le t ra in ing allowed an exper t to 

part icipate in each session and to address 

p rob lems or ques t ions on-line. 
T h e ability to train many locations 

s imul taneously would reduce the t ime 

needed to train the target popula t ion. 

Te le t ra in ing would enable employees to 

be trained in their own offices, thus 

reduc ing t ime away f rom the job. T e l e -
training would be less expens ive than 

convent ional training because it would 

eliminate almost all travel expenses usual-

ly associated with c lassroom instruct ion. 

W e selected two-way, interact ive audio 

communica t ion as the mos t cost-effective 

way to implement the introduction to the 

skills guides. 

A pr imary conce rn was audience 

accep tance of t he m e d i u m . W e needed 

to warm up the cool med ium of teletrain-

ing, build in part icipation and s t ruc ture 

off-line activities be fore , during and after 

t he training. W e also n e e d e d to include 

exerc ises to t es t people 's unders t and ing 

and ability to c o m p l e t e t he process . 

W e used pe r sonne l represen ta t ives as 

on-si te facilitators to in t roduce and ex-
plain t h e m e d i u m and to be p resen t dur-
ing the session. T h e y were already 

located at t he si tes, and travel was 

Hundreds of 
universities and 
secondary schools 
teach via 
teletraining. 
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EMPLOYEE RELATIONS 
NEEDS 

ASSESSMENT INVENTORY 
• 

Do You Have: 
• A comprehensive training 

plan 

• Identified problem areas 

• Capability to assess the 
training needs of your 
organization 

Our Inventory Measures 
• Performance 

• Employee/Supervisor 
Relations 

• Communications 

• Interpersonal Relations 

• Training & Development 
Needs 

• Career Planning 

• Organizational Pride 

Call or write for a 
cost/benefit determination. 
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a Isittime 
to earn your 
Masters 
Degree? 

You can earn an MA. while 
maintaining work and family 
responsibilities. Plan and 
implement a Masters study in a 
major area of concentration in 
conjunction with a Program 
professor. Complete your study at 
home in consultation with a local 
mentor. No required evening or 
weekend classes, and no on-
campus residency. 
The Graduate Program, Box 62, 
Vermont College of N O R W I C H 

1 UNIVERSITY, 
Montpelier, VT 
05602 (802)229-0522. 
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of Norwich University which 
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necessary only for r ep resen ta t ives w h o 

normally covered more than one location. 

T o establish comfor t with the m e d i u m , 
par t ic ipants in t roduced t hemse lves on-

line to their peers in o ther cities. An in-

s t ruc tor , also on line, t hen descr ibed t h e 

te le t ra ining p rocess . 

A key to t h e par t ic ipants ' a c c e p t a n c e 

of te le t ra ining was their act ive part icipa-

tion. Lec tu res were minimal. On-l ine and 
off-line exerc ises varied the p a c e and ac-

tivities and p rov ided a way to tes t for 

unde r s t and ing . T h e two and one-half 

hour session was not cons idered too long 

by the par t ic ipants . 

Af te r conduc t i ng s o m e dry runs , w e 

c o n s t r u c t e d a lesson plan that w e felt 

would achieve our p rogram object ive and 

c rea te a posi t ive feel ing about t h e 

k n o w l e d g e and skill guides and abou t 

te letraining. 

A successful pilot test 
F o u r pilot te le t ra ining sess ions w e r e 

c o n d u c t e d f r o m t h e h o m e office, l inking 

several field locat ions per sess ion. 

T h e ins t ructor fol lowed a p repa red 

lesson plan while t he local facilitators pro-

vided logistical suppor t and a d d e d a per-
sona l t o u c h t o t h e s e s s i o n . T h e 

facil i tators w e r e to: coord ina te par-

t ic ipants ' ques t ions to t he ins t ructor ; 

display visuals on cue f rom t h e ins t ruc-

tor; coo rd ina te off-line activities; and ad-

minis ter an evaluat ion of t he guides and 
teletraining. 

C o o r d i n a t i n g ques t ions was a critical 

responsibi l i ty b e c a u s e m a n y locat ions 

w e r e involved. W e used a p r o c e s s tha t 

helped avoid chaos but did not discourage 
ques t ions . 

Going national 
N a t i o n a l i m p l e m e n t a t i o n of t h e 

knowledge and skill guides involved m o r e 

than 3 , 0 0 0 e m p l o y e e s at 100 locat ions 

w h o par t ic ipa ted in 5 6 training sess ions . 

T h e s e s t e p s d e s c r i b e t h e na t iona l 
i m p l e m e n t a t i o n : 

• P r o d u c e and d is t r ibu te book le t s on 
t h e guides to par t ic ipants . 

• D i s t r ibu te and c o m m u n i c a t e a na-

tional i m p l e m e n t a t i o n schedu le . 

• P r o v i d e t h e s c h e d u l e t o A T & T , 

w h o s e c o n f e r e n c e opera to r s would in-
itiate all t he calls. 

• P r e p a r e a n d d i s t r i b u t e a local 

facilitator 's guide . 

• C o n d u c t one -hour p repara t ion ses-

sions for local facilitators via teletraining. 

• P r e p a r e ins t ruc tors for t he course . 

M o s t of t h e ins t ruc tors w e r e f rom the 

h o m e office. T h o s e f r o m t h e field train-

ing staff w e r e br iefed by te le t ra ining. All 

ins t ruc tors had a p r epa red lesson plan . 
• C o n d u c t t he sess ion . 

• C o m p l e t e t h e k n o w l e d g e and skill 
gu ide p roces s . 

A T & T Q u o r u m s p e a k e r p h o n e s w e r e 

used at t h e field locat ions . T h e s e uni ts 

conta in an omni-di rec t ional m i c r o p h o n e 

and speaker sys tem, which can handle up 

to 4 0 par t ic ipants at o n e locat ion. T h e 

uni ts are po r t ab le and can be sh ipped 

easily b e t w e e n locat ions . W e w e r e able 

to save m o n e y by us ing only 20 uni ts . 

T h e ins t ruc tors , w h o had no par-

t ic ipants wi th t h e m , used C o n t a c t C - 1 0 

s p e a k e r p h o n e s . T h e s e small uni ts are 

sui table for two or t h r ee peop le p laced 

close by. 

For m o s t par t ic ipants , this was their 

first te le t ra in ing expe r i ence and the 

overall reac t ion was favorable . T h e suc-

cess of te le t ra in ing in i m p l e m e n t i n g t h e 
guides set the stage for using the m e d i u m 

m o r e ex tens ive ly and exp lo r ing its 
potent ia l . 

Future use 
O u r nex t major te le t ra in ing p ro jec t is 

to provide advanced training on workers ' 

c o m p e n s a t i o n i n s u r a n c e for 1 , 4 0 0 

managers and profess ionals in 6 0 offices. 

W e ant ic ipa te cover ing each subjec t in 
th ree -hour sess ions . 

W e are initiating two o ther teletraining 

appl icat ions: panel d iscuss ions by senior 

managemen t , and briefing and tutoring on 

self-s tudy mater ia ls . 

P a n e l d i s c u s s i o n s a m o n g s e n i o r 

managers have always b e e n an impor tan t 

h igh l igh t of o u r m a n a g e m e n t a n d 
technica l t raining seminars . H o w e v e r , it 

has b e e n difficult to arrange part icipation, 

especial ly w h e n t h e p r o g r a m s are held 

away f rom the h o m e office. Wi th t he suc-

cessful in t roduct ion of teletraining, t he r e 

is now high recept iv i ty to pane l discus-
s ions us ing this m e d i u m . 

W e have found tha t s o m e p e o p l e w h o 

might benef i t f r o m a sel f -s tudy p rog ram 

are re luc tan t to de lve into unfamil iar 

materials. T o o v e r c o m e this p rob lem, w e 

are planning to offer tele-briefing and tele-
tu tor ing on such p rog rams . 

As w e e x p a n d t h e use of te le t ra in ing 

and its variat ions, w e con t inue to explore 

instructional m e t h o d s for enhancing its ef-

fect iveness . W e find that this technology, 

even at t he simple level of two-way audio, 

is a v e r y e f f i c i e n t a n d e f f e c t i v e 

m e c h a n i s m for t ra ining del ivery. 
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