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HRD Linkage Within the Organization. 
Case Studies 

Adding Value 
Through Training 
BY STEPHEN S. MCINTOSH, SUSAN PAGE, AND KENNETH B . HALL 

IN MANY RESPECTS, TRAINING 

IS A BUSINESS, OFFERING 

PRODUCTS AND SERVICES. 

HERE IS HOW ONE TRAINING 

DEPARTMENT ENHANCED ITS 

VALUE TO THE ORGANIZATION 

BY GETTING CLOSER TO ITS 

INTERNAL CUSTOMERS AND 

HELPING THEM BUILD THE 

COMPETENCIES NEEDED TO 

MEET BUSINESS GOALS. 

L
ike many organizations that are 
changing strategic direct ion, 
PPG Industries is a company in 

transition. For several years, PPG has 
been moving f rom a tiaciitional 
reliance on commodity-based indus-
trial manufacturing—glass, fiberglass, 
chemicals, coatings, and resins—to a 
more flexible mode of customer-dri-
ven specialty marketing within those 
product groups. With the change, 
many of the company s systems have 
become inappropriate and even bur-
densome. 

Early on, senior managers recog-
nized the critical role training could 
play in the transition. Presented with 
a unique opportunity, PPG's training, 
development, and education depart-
ment (TDE) carefully examined its 
goals, strengths, and potential contri-
butions to organizational objectives. 

We in the TDE department real-
ized that before we could deliver a 
consis tent level of service to our 
internal customers, we had to under-
stand what our department was and 
what it did. So department members 
devised a TDE process model for 
consulting with PPG s business-unit 
managers about linking training with 

their units' business strategies. 
Three major objectives grew from 

the discussions between TDE and 
the business-unit managers: 
» to align TDE's performance with 
business-unit operations 
» to ensure that TDE products and 
services added value 
» to gauge TDE e f fec t iveness 
through measured results. 

The model was designed largely 
to help improve the effectiveness of 
internal processes . To reach that 
goal, we in TDE first had to define 
fully our in te rna l -cus tomer base. 
Close examination showed that our 
customers were less homogeneous 
than we had thought. 

We realized we had three types of 
customers: consumers, sponsors, and 
clients. 

TDE had always identified its cus-
tomers as the emp loyees w h o 
attended training programs and semi-
nars. Of course, those employees are 
consumer s of TDE produc t s . But 
they rarely are the subjects of needs 
analyses, they have limited authority 
to enroll themselves in training, and 
they are seldom considered in bud-
geting. When we used those criteria, 
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it became clear that the actual con-
sumers of our programs are not our 
key customers. 

PPG's vice-presidents fall into the 
category of sponsors. TDE was well 
aware of the influence they have on 
the training function because of their 
profit-and-loss responsibilities. But 
we found that the vice-presidents are 
seldom familiar with our work. We 
also determined that most budgetary 
decisions are based on the recom-
mendat ions of business-unit man-
agers, who report to the vice-presi-
dents. 

So, as the TDE model evolved, we 
iden t i f i ed our key cus tomers or 
clients as the business-unit managers. 

Taking a good look 
In creating the process section of the 
model, we were forced to evaluate 
the e f fec t iveness of our t ra ining 
activities. At the time, TDE viewed 
itself as a vehicle for change. But 
af ter compar ing the depar tment ' s 
intentions with its performance, we 
found that much of what we'd done 
was related to institutionalization. 
Many of our customers viewed our 
activities as "training for training's 
sake" and "doing comfor t ab le 
th ings ," regardless of the actual 
needs and appropriateness. 

In the first s tages , the mode l 
served as a focal point for describing 
TDE's ability to add value to busi-
ness results through such training 
p roduc t s and services as formal 
courses , cus tomized training and 
facilitation, and internal consulting. 
During development of the model, 
the business-unit managers helped 
us refine our processes to fit organi-
zational strategic directions. In link-
ing TDE with PPG's business goals 
and issues, we began to reorganize 
our training efforts. 

All along, customers thought TDE 
was capable of designing and facili-
tating training p rograms . But our 
customers wanted to have ongoing 
relationships with TDE department 
members, rather than just sporadic 
contact related to isolated training 
events. In response, TDE took on an 
active internal-consulting role. 

The new role required a change 
in the structure and focus of the TDE 
department. We adopted a project-
management approach, reorganizing 

the department so that each profes-
sional's responsibilities included both 
product-management tasks and busi-
ness-liaison relationships. 

The new approach turns TDE staff 
members into product managers . 
Each TDE professional is responsible 
for a group of related courses such 
as sales skills, presentation skills, and 
customer-service skills, or supervi-
sory skills, team building, and work-
team skills. 

Within one course area, a TDE 
product manager tries to meet spe-
cific customer requirements by cus-
tomizing the training material as 
needed. Training design and facilita-
tion are still critical, but such aspects 
as customer involvement, internal 
marketing, price competit ion with 
external suppliers, and product deliv-
ery have taken on new importance. 
TDE has a new sense of p roduc t 
ownership. 

We now evaluate success in terms 
of business-unit performance. This 
new perspective represents a dra-
matic change from the past, in which 

processes. Rather than just delivering 
training, TDE staff now act as change 
agents. 

TDE's new association with busi-
ness strategies led the department to 
reevaluate its products; TDE sought 
to be known as a specialty-product 
supplier. Like many training organi-
zations, TDE was a supplier of com-
modity products. In other words, we 
conducted needs analyses in terms 
of existing programs and materials, 
and customers received off-the-shelf 
products, or commodities. Our cus-
tomers may have been satisfied, but 
there was little effect on business 
results. 

Once we took an approach that 
combined product management with 
liaison relationships, we were able to 
cus tomize our t ra in ing p roduc t s . 
Customization can be time-consum-
ing, but we 've found it to be very 
effective for helping us establish and 
maintain partnerships with the busi-
ness-unit managers. 

TDE's new relationship with the 
business units has required us to pay 

C U S T O M E R S V I E W E D T H E D E P A R T M E N T ' S 

A C T I V I T I E S A S " T R A I N I N G F O R T R A I N I N G ' S 

S A K E " A N D " D O I N G C O M F O R T A B L E T H I N G S " 

R E G A R D L E S S O F A C T U A L N E E D S 

we evaluated success in terms of the 
number of training programs deliv-
ered or the n u m b e r of p e o p l e 
trained. 

We have also established liaisons 
between the TDE depar tment and 
the c o m p a n y ' s var ious bus iness 
units. Each TDE professional is now 
assigned to work with certain busi-
ness units. The liaisons have enabled 
department staff to better understand 
the units' particular training needs 
and opportunities. The liaison con-
cept helps TDE to be viewed as a 
part of the company's business oper-
ations, not an appendage. 

Because TDE's "product line" of 
training services is the basis for its 
internal customer service, the depart-
ment members acting as liaisons can 
discuss ways to change and improve 

more attention to our own product-
development cycle—the time it takes 
to go from training-needs assessment 
to training delivery. The business 
units can't wait months for solutions. 
We have sough t to make t imely 
response one of the hallmarks of our 
customer service. 

Measuring results 
The new TDE model helped clarify 
the importance of thorough needs 
assessments. During discussions about 
the model, several business-unit man-
agers said that they themselves were 
partly to blame for TDE's perceived 
shortcomings. The managers admitted 
that they did poor evaluations of their 
own developmental needs and that 
they failed to understand TDE's role, 
scope, and potential. 
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Both the managers and the TDE 
staff had traditional views of training. 
They did not visualize the depart-
m e n t as a p o t e n t i a l p a r t n e r for 
achieving business objectives. 

A major concern was that TDE's 
efforts weren't linked to bottom-line 
i m p r o v e m e n t s . In fact , manage r s 
expectations in that area ranged from 
nonexistent to unrealistic. To address 
the p r o b l e m , the TDE m o d e l de-
scr ibes two a reas of p e r f o r m a n c e 
criteria against which the department 
should be measured. 
TDE-direct results. These results are 
linked to specific interventions. TDE-
direct results are reasonable, largely 
behavioral criteria coupled with spe-
cif ic o u t c o m e s d e t e r m i n e d by a 
n e e d s analysis. TDE-direct results 
prompt observable changes in indi-
vidual and group behaviors, actions, 
ski l ls , k n o w l e d g e , a t t i t udes , or 
awareness. 

By far the most meaningful mea-
sure of training's contribution can be 
found in TDE-direct results. Using 
TDE-direct results, business-unit cus-
t o m e r s are ab le to e v a l u a t e the 
extent to which training has added 
value. 
IDE-influenced results. These results 
are broader in scope than TDE-direct 
results. TDE-influenced results have 
to do with long-term positioning for 
market leadership, cost-effectiveness, 
employee productivity, customer sat-
isfaction, ROI, strategic growth, and 
ethical practices. 

TDE-influenced results are affected 
by factors outside the control of the 
training function, including general 
economic trends, market forces, and 
o rgan i za t i on cu l ture . Desp i t e the 
power of those factors, TDE can still 
do much to improve such factors as 
cost-effectiveness, productivity, and 
customer satisfaction. 

Reality check 
PPG f o r m e d a t ra in ing- leadersh ip 
board to help steer TDE on the right 
cour se . Char te red by PPG s chief 
executive officer, the board is made 
up of a cross section of business-unit 
leaders. The chairperson is a member 
of the CEO's management committee. 

To he lp ensu re that TDE could 
s t r eng then the c o m p a n y s market 
positions, the board commissioned a 
benchmark ing project . Today, the 

International Training Directory 

TDE mode l se rves as a bas is for 
comparison against the companies 
that do best in t ra ining, deve lop-
ment, and education—including the 
Baldrige Award winners. 

The most important outgrowth of 
the boa rd ' s early g u i d a n c e was a 
requi rement that TDE address the 
issue of professional development . 
To accomplish that assignment, the 
depar tment drew upon the knowl-
edge and exper ience of several of 
PPG's l ine m a n a g e r s and h u m a n 
r e s o u r c e m a n a g e r s . They w e r e 
asked, "What makes PPG profession-
als successful?" They answered with 
a set of performance characteristics 
that eventually became known as the 
PPG competencies. 

The f o c u s g r o u p of l ine and 
human resource managers described 
eight areas of competency: 
» quality 
» safety, health, and environment 
» "blueprint values" related to PPG's 
corporate mission statement 
I supervision 
» leadership 
» planning 
» business knowledge 
» individual effectiveness. 

P r o f e s s i o n a l s at PPG must be 
effective in those eight areas if they 
are to be successful. TDE refined the 
general competencies into standards 
for accomplishment and into relevant 
developmental-resource recommen-
dations. That was not an easy task. 
The accompl i shment s and recom-
menda t ions had to be appropr ia te 
for large numbers of people in vari-
ous jobs and at different organiza-
tional levels. 

First, TDE's professional-develop-
ment team analyzed PPG's organiza-
t iona l h i e ra rchy . Team m e m b e r s 
identified seven basic professional 
job levels, two of which were di-
vided according to degree of experi-
ence and subordinate job values. 

The hierarchy looked like this: 
t l e v e l i—professionals with up to 
two years of experience 
» level 2A—nonsupervisory profes-
s ionals wi th two to fou r years of 
experience 
» level 2B—nonsupervisory profes-
sionals with five or more years of 
experience 
I level 3A—supervisors who lead sin-
gle frontline production/maintenance 
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CREATING HIGH INVOLVEMENT THROUGH 

THE HOTTEST TECHNIQUES FOR TEAMS. 

Wivjr 

or nonexempt work teams 
> level 3B—supervisors of groups of 
nonexempt and exempt work teams 
» level 4—managers of supervisors 
of groups of work teams 
» level 5—managers of resources 
for single bus iness uni ts or major 
staff functions 
I level 6—managers w h o are res-
ponsible for groups of business units 

manager (level 5), but the specific 
planning competency is different at 
each level. 

The mat r ix d e s c r i p t i o n for the 
supervisory p lanning c o m p e t e n c y 
reads, "Plans use of resources in sat-
isfying the customer and communi-
cates tactical p l a n s to the work 
team." The planning competency for 
bus ine s s -un i t m a n a g e r s r eads , 
" In tegra tes b u s i n e s s p l ans wi th 
global markets, implements strate-
gies, and develops budgets to meet 
strategic plans ." The separa te de-
scriptions for the same competency 
reflect a p p r o p r i a t e d i f f e r e n c e s in 
scope and breadth. 

T h r o u g h o u t , the PPG l ea rn ing 
matrix attempts to fine-tune perfor-
mance criteria for each level of pro-
fessional effectiveness. 

or groups of major staff functions 
» level 7—the chief executive offi-
cer and chief operating officer. 

TDE's next c h a l l e n g e was to 
describe the degree of skill required 
at each job level in each competency 
area and to make the descript ions 
easily understandable. The solution 
was a PPG learning matrix. On the 
matrix, the eight competency areas 

appear on the horizontal axis, and 
the nine organization levels appear 
on the vertical axis, creating 72 cells. 
In each cell is a descript ion of the 
specific behaviors that professionals 
at that particular level must practice 
in order to be successful. 

For example , p l a n n i n g is a job 
requirement for both a sales supervi-
sor (level 3B) and a business-uni t 
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system taking the world by storm. Named by Human Resource Executive as 
one of 1992's Best New Training Products, the program already is used by 
over 1,500 companies to help build high-involvement organizations. 

Techniques helps teams build partnerships and realize continuous improve-
ment by developing skills such as valuing differences, reaching consensus, 
communicating with others, and resolving conflict. 

Call today for more about the system with the depth to create lasting 
change, and the breadth to meet the specific needs of your organization. 
800-933-4463. In Canada, call 416-675-2724. 
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Going to the source 
PPG's Professional Development 
Sourcebook is a direct outgrowth of 
TDE's discussions with business-unit 
managers, w h o helped our depart-
ment identify and refine the nature 
of the contributions we could make 
toward successful job performance. 
As a diagnostic tool, the sourcebook 
helps managers and other employees 
clarify job-competency requirements 
and he lps t hem exp lo re d e v e l o p -
mental activit ies for a t ta in ing the 
competencies. 

The sourcebook also happens to 
be an attractively packaged marketing 
tool, showcasing TDE's services to 
internal customers. The sourcebook 
was designed to be a user-friendly, 
self-contained system that enables 
employees to plan their own devel-
opmental growth. It's also meant to 
be a training tool to help individuals, 
work teams, and departmental groups 
conduct needs analyses. It has been 
used as a discussion starter in internal 
consul t ing and as a basis for cus-
tomizing training approaches. 

Employees and their supervisors 
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can use the learning matrix and a set 
of companion tools contained in the 
s o u r c e b o o k to p r e p a r e individual 
plans for professional development. 
T h e mat r ix and s o u r c e b o o k he lp 
employees position their career goals 
in the context of bus iness realities 
and appropriate skill levels. 

The sourcebook contains a com-
petency-development worksheet that 
helps employees assess the compe-
tency requirements of their present 
jobs or targeted jobs. Once they've 
identified the competencies critical to 
job effectiveness, they can determine 
their s t rengths and their deve lop-
mental needs by measuring their pres-
ent capabilities against the specific 
competency descriptions provided in 
the worksheet's glossary. 

The matrix provides cross-refer-
ences to specific pages of the com-
petency-development guide, which 
is part of the sourcebook. The guide 
provides practical, ac t ion-or iented 
suggestions related to each compe-
tency area and arranged under these 
headings: 
» effective behaviors 
» sources of information 
I developmental suggestions 
» readings 
» training programs 
> ways to practice. 

Recommended training programs 
are listed near the end of the guide, 
wi th matrix levels l isted for each. 
TDE encourages people to consider 
effective, inexpensive developmental 
alternatives, many of which involve 
on-the-job experiences. Course con-
tent of the listed training programs is 
targeted to the needs of employees 
at various organizational and com-
p e t e n c y - d e v e l o p m e n t levels . The 
sourcebook also provides practical 
advice, recommended reading, and 
examples of effective behavior for 
handling conflict. 

The c o m p e t e n c i e s descr ibed in 
the l e a rn ing mat r ix a n d fu r t he r 
explained in the competency-devel-
opment guide offer specific dimen-
sions of performance for particular 
jobs and job areas. By defining and 
understanding the functional compe-
tencies for a specific job and by con-
ducting probing discussions with job 
incumbents and managers, TDE can 
design relevant recommendations for 
performance improvement. 

Even w h e n w e don ' t formal ly 
develop a separate set of competen-
cies for a specific professional area, 
we can review the eight competency 
areas and identify priorities for a job 
function in our needs-analysis dis-
cussions with managers. 

The sourcebook has many other 
uses. For example, TDE helps busi-
ness units in succession planning; 

the sou rcebook helps us p inpo in t 
the types of skills n e e d e d in the 
company's job hierarchy. 

The kinds of initiatives that pre-
pare managers for greater responsi-
bilities tend to be on-the-job oppor-
tunities rather than in-house training 
programs. The sourcebook is a good 
re fe rence for on- the- job deve lop-
mental ideas and for specific actions 
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to help employees build their skills. 
The competencies defined in the 

sourcebook are also used in PPG's 
highly s t ruc tured p rocess for job-
selection interviews. Job interviews 
that are based on specific, perfor-
mance-related competencies help the 
company obtain detailed, behavioral 
examples of candida tes ' qualifica-
tions for a variety of p rofess iona l 
positions. The interviews—whether 
conducted by functional managers or 
by HR s p e c i a l i s t s — n o w p r o d u c e 
information that is highly predictive 
of success on the job. 

PPG also sponsors an employee 
education-assistance program, and 
the sourcebook supports its use as a 
developmental strategy. But we find 
that the s o u r c e b o o k ' s o n - t h e - j o b 
developmental ideas relate more to 
real-world work requirements than 
do most college courses. So the on-
the-job approaches suggested by the 
sou rcebook are likely to improve 
employees' skills and competencies 
more quickly than formal col lege 
courses would. 

The TDE model, the product-man-
agement and bus iness - l i a i son ap-
p roaches , a n d the Professional 
Development Sourcebook have all 
contr ibuted to TDE's main goal of 
t r ans fo rming a c o m m o d i t y - b a s e d 
manufactur ing organizat ion into a 
more f l ex ib le c o m p e t i t o r in cus-
tomer-driven markets. To be success-
ful in its newly crafted role as a part-
ner to its in te rna l cu s tomer s , the 
training and development function at 
PPG has evolved into a microcosm 
of the larger relationship the corpo-
ration is es tabl ishing with its cus-
tomers around the world. • 

Stephen Mc in tosh is director in the 
training, development, and educa-
tion department; Susan Page is man-
ager of management development 
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Hall is director of executive develop-
ment at PPG Industries, 1 PPG Place, 
Pittsburgh, PA 15272. 
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