APPENDIX—RESOURCE LIST
The following list gives the names and contact information of individuals who will be happy to talk with you about learning strategies in their workplace.  Also included are articles, books, and examples that can provide additional information on selected learning strategies.

Action Learning Teams
Federal Aviation Administration.  Lynda Lane, Office of Human Resources, (202) 267-3403, 

e-mail:  Lynda.Lane@FAA.DOT.GOV

Pedler, Michael.  Action Learning for Managers.  London:  Lemos & Crane, 1996.

Revans, Reginald.  “What is Action Learning?” Journal of Management Development, Vol. 1, No.3, 1982, pp.64-75.

Sorohan, E. Gordan.  “We Do:  Therefore, We Learn.”  Training & Development, Vol. 47, No. 10, 1993, pp. 47-52.
Examples:
Companies as diverse as Exxon, General Electric, the U.S. Army, Motorola, and British Airways use action learning to reduce operating costs, create performance management systems, identify strategic competitive advantages, and develop their global executives.

General Electric (GE) forms action learning teams around organizational problems that are real, relevant, and require decisions.  Typically, two teams of 5 to 7 people from diverse businesses and functions within GE work together on the problem.  Time is built in for the team members to reflect on the total learning experience.  James Noel, Manager of Executive Education at GE, states that action learning has been pivotal to GE’s recent success.

The Federal Aviation Administration (FAA) used action learning as part of its 2-year development plan for middle managers.  FAA wanted managers to use the practical aspects of working with real-world problems as a basis for learning.  Senior managers identified critical concerns meaningful to the organization and acted as sponsors for the action learning teams.  Three teams met over a 6-month period using the action learning methodology.  At the end of that time, teams met with their sponsors and reported their results.  Senior managers were astounded at the creative work accomplished by the teams.  The organization took the results of the teams’ work to a higher level where senior management followed through.  “Lessons learned” for the organization were that the teams working with implementation-type problems had the best learning experience and a greater understanding and appreciation for paying attention to team process.

National Semiconductor created an action learning team composed of people from several areas throughout the company to deal with poor delivery performance to their customer, AT&T.  The team met two to three times a month over a 90-day period.  At the end of that time, the team had proposed almost 40 ideas to solve the problem.  These ideas resulted in four key action initiatives.  Following the implementation of these initiatives, AT&T recognized National Semiconductor as a “world-class” supplier.

Benchmarking
Examples:
Xerox has used benchmarking to measure its products and processes against similar best-in-class operations worldwide.  The organization has partnered with:

· American Express to study billing and collection.

· Ford to study plant layout.

· L.L. Bean and Hershey foods for warehousing and distribution.

· Florida Power and Light for its quality process.

Motorola benchmarked Domino’s Pizza and Federal Express for ideas on how to rush deliver its cellular phones.

Convex Computers benchmarked Disney’s processes around facilities management.

Coaching
Federal Aviation Administration.  Lynda Lane, Office of Human Resources, (202) 267-3403, 

e-mail:  Lynda.Lane@FAA.DOT.GOV

General Services Administration.  Elaine Lowry, Office of Human Services, Training and Organization Development, (202) 50l-0266, e-mail:  Elaine.Lowry@GSA.GOV

Examples:
The General Services Administration (GSA) has developed a handbook that helps managers coach their employees on the competencies they need to do their job.  The handbook generated so much interest in coaching (not just manager-employee coaching, but peer coaching as well) that people volunteered to coach others in a particular area of expertise.  This list was put out on e-mail.  Not only were opportunities for learning maximized, but learning was shared across the organization.

The role of manager as coach is critical in helping to meet the demands of National Semiconductor’s fast-paced and changing environment.  National Semiconductor developed a 19-minute videotape on coaching that supported managers in increasing people’s learning and getting the results it needed.

Corporate Scorecard
Department of  Transportation.  Robert Stokes, Office of Human Resource Management, Performance Development Division, (202) 366-9443, e-mail:  ROBERT.STOKES@OST.DOT.GOV

Department of the Treasury.  Bruce Mercer, U.S. Customs, Office of Internal Affairs, 

(202) 927-7008.

Kaplan, Robert S. & David P. Norton.  “The Balanced Scorecard-Measures That Drive Performance.”  Harvard Business Review, Jan-Feb 1992, pp. 71-79.

Kaplan, Robert S. & David P. Norton.  “Putting the Balanced Scorecard to Work.”  Harvard Business Review, Sep-Oct 1993, pp. 134-147.

Kaplan, Robert S. & David P. Norton.  “Using the Balanced Scorecard as a Strategic Management System.”  Harvard Business Review, Jan-Feb 1996, pp. 75-85.

National Academy of Public Administration publication, Measuring Results:  Successful Human Resource Management, August 1997. This publication gives examples of organizations in the public and private sectors that are using performance measurements.  The address is:  1120 G Street, N.W., 8th floor, Washington D.C. 20005, (202) 347-3190.

Examples:
In September 1995, the Department of Treasury, U.S. Customs, Office of Internal Affairs (OIA) began to establish a performance measurement system using the balanced scorecard methodology.  Since everyone would be measured by the same indicators, it was decided that teams composed of both managers and employees would be formed to determine the critical measures.  The teams’ task was twofold.  First, they attempted to identify the most important “work” of each job.  This effort revealed that the managers and employees had vastly different views about what was the most important work.  The exercise, however, generated valuable dialogue that ultimately allowed the teams to identify what work added value and drove organizational performance.  Second, the teams developed a mission statement upon which decisions would be made and evaluated.  This mission statement was distributed to everyone in the organization.  The teams then looked at tracking financial, internal processes, end users, and learning and growth measurements.  What they realized, though, was that all these measures are interrelated and must be looked at as a whole.

The teams ultimately determined that the single unit of measure most common to everyone was the cost of an hour of work.  This provided them with a way to measure the cost of “doing business.”  But just as important, it led them to two critical questions:  

First, is the service or product we provide (in this case, investigations) the right service or product and of value?  Second, does what we provide enable our end users to adequately and efficiently do their work?  The team developed a survey designed to measure the value of their service (time, quality, effectiveness, bias free) and sent it to all end users.  

As a result of having performance measures, OIA has redone the way it works, including a complete change of its information systems.  The delivery of its product has improved, and a general “scorecard” is distributed annually to everyone in the organization.  Additionally, reports regarding specific feedback from the end user surveys are immediately sent to the appropriate individuals to help them monitor and track performance in a timely manner.

The Department of Transportation (DOT), Office of Human Resource Management, Performance Development Division, wanted to find a way to measure its performance and whether that performance was producing the intended results.  The Human Resource Measurement Action Team was formed with representatives from the various departments within DOT.  In November 1997, it developed its model for a balanced scorecard.  The team identified five aspects of its operation, or what it called “perspectives,” that it would track:  Financial perspective, customer perspective, innovation and learning perspective, internal business perspective (hiring, labor relations, technology, etc.), and employee empowerment perspective.  The team then developed surveys that would be sent to managers, employees, and customers that would measure the five perspectives.  Beta testing of its balanced scorecard model began early in 1998.  Even before full implementation, DOT has benefited from this process.  It helped to clarify and define for the organization exactly what performance was.  It began the critical dialogue between employees and managers around what needed to be learned and how it related to the big picture.

Cross-functional Teams
Examples:
The Internal Revenue Service’s Human Resource Technology group created a cross-functional team to plan all the human factors involved in the change to a new information system.  They brought together individuals with expertise in job analysis, organizational development/change management, training, facilities, ergonomics, and industrial psychology.  The combined expertise and shared learning that resulted enhanced the planning process and ultimate results.

Inova Health System, one of the largest heath care systems in Northern Virginia, used a cross-functional team to plan and implement a move from one hospital to a startup operation in one of its new hospitals. The move included the transfer of a large number of patients.  The team was composed of individuals from major clinical departments, administrative services, ambulatory and emergency room services, and facilities.  Because the team was composed of professionals from across the hospital all working together, “downtime” was reduced to a minimum.  The move occurred in the morning and by midafternoon they were fully operational.

Computer Conferencing
Examples:
Health and Human Service’s Division of Organization and Employee Development recently used computer conferencing to pilot a change management class as part of its Quality of Worklife initiative.  Using this technology, participants from various regions were able to discuss change and transition issues and to share ideas, concerns, and solutions.

Another organization using related technology to enhance collaboration and learning is American Management Services, Inc.  The Fairfax-based management consulting firm has set up a knowledge center and an Intranet that links approximately 10,000 employees located in 53 offices worldwide.  Associates are identified as knowledge center “experts” on given topics and are available to share information on recent innovations and other ideas with their colleagues.

The EPA used computer conferencing as a way to create a learning community.  People from headquarters, human resources, and local and regional offices came together, through the use of this technology, to learn about learning and the different types of technologies within the context of actually using them.  Over the course of 16 weeks, people shared experiences about how they used the various technologies and what they learned.  They provided support and advice to one another and discussed how their learning fit into their larger goals.

Flocking
Department of Health and Human Services.  Erin Pressley, Health Care Finance Administration, (410) 786-5569, e-mail:  EPRESSLEY@HCFA.GOV

Examples:
The Patent and Trademark Office (PTO) partners with several local universities and colleges to offer academic programs designed for PTO employees.  The courses are held on site and help employees gain the skills and knowledge needed in future career paths at PTO.

The Health Care Finance Administration (HCFA) partnered with a local professional organization to offer—on site—the review course for the Human Resource Management certification exam.  It resulted not only in reducing the expense of the course, but also in prompting the certified “graduates” to share their learning by setting up their own review course at HCFA to assist others preparing for the exam.

Groupware
Environmental Protection Agency.  Anna Doroshaw, (202) 564-0144, e-mail:  DOROSHAW.ANNA@EPAMAIL.EPA.GOV

Examples:
Inova Health System, a major health care system in Northern Virginia, used groupware with focus groups to brainstorm, prioritize, and decide on the key leadership competency areas, skills, and performance behaviors needed for managers to be successful in their organizational environment.  The data was then used to build a leadership competency model that served as the “blueprint” for future learning.

The Environmental Protection Agency (EPA) uses groupware with many of its internal projects as well as interagency projects.  One such project involved a labor-management partnership to create training that would help build good management-union relationships.  Through the use of groupware, people tackled the issues of what successful relationships would look like.  Groupware facilitated the process of their planning and designing training materials.  But, beyond learning to use the specific technology to accomplish a task, people learned the importance of group maintenance and acquired the capacity to improve future work with tools that can help them.

Individual Development Plan
Department of Health and Human Services.  Erin Pressley, Health Care Finance Administration, (410) 786-5569, e-mail:  EPRESSLEY@HCFA.GOV

Examples:
The Defense Information Systems Agency/National Communication System (DISA/NCS) uses IDPs to help build a highly competent workforce that can excel in a complex, rapidly changing environment.  Completing an IDP is a mandatory requirement at DISA/NCS.  The process is self-directed; it is up to the individual employee to initiate the process by assessing his or her current ability in comparison to required competencies and identifying development strategies.  The employee then completes the IDP form and solicits the help of his or her manager to support implementation of the IDP.

The Health Care Finance Administration (HCFA) requires an IDP whenever there is a new hire or an employee assumes a new position.  The IDP process is initiated by employees as well as managers.  HCFA provides assistance in developing these plans through its Career Resource Center.

The Department of Agriculture–National Agricultural Statistical Services (NASS) uses IDPs as part of its overall plan to increase qualified staff to fill highly technical and specialized positions that are critical to the organization.  Each individual starts with a generic IDP that prescribes all the basic elements required to reach GS-12 along with the developmental activities (training and on-the-job) that meet the IDP goals and are in accord with the agency’s goals and staffing needs.

Job Rotation and Special Assignments
Department of Agriculture.  Rick Schuchardt, The National Agricultural Statistics Service, 

(202) 720-7737, e-mail:  RSCHUCHARDT@NASS.USDA.COM

Department of Health and Human Services.  Erin Pressley, Health Care Finance Administration, (410) 786-5569, e-mail:  EPRESSLEY@HCFA.GOV

Examples:
Department of Defense (DOD).  The Defense Leadership and Management Program offers rotational assignments within and across the DOD component. Assignments are at least 12 months and limited initially to GS-14s and 15s.  The program includes mentoring as well as continuing education requirements.  This strategy has helped develop civilian leaders with a DOD-wide capability and has prepared people to assume broader responsibility with an emphasis on national security decision making.

Department of Agriculture—The National Agricultural Statistics Service (NASS).  Learning while working is the most important element of NASS’ program.  Job rotation and special assignments are used to increase employees’ knowledge of agriculture and the agricultural industry.  They also help employees learn the skills necessary to perform the highly technical and specialized work that’s critical to the organization.

Health Care Finance Administration (HCFA).  Job rotation and special assignments are used to help Human Resource employees learn the various functions of HRD within HCFA.  They bring “home” their learning, thus benefiting their immediate work unit.  HCFA also includes job rotation as part of its continuous learning program.  Two rotational assignments (4 months each) are completed by support level staff.  These assignments help develop the skills and knowledge necessary for their entry into professional level positions.

Learning Teams
Examples:
Employees at a Northern Virginia management consulting firm have formed a learning team that meets regularly during lunchtime to learn and share tips on using various software packages.  As a result, they have increased their ability to get their work accomplished faster and with fewer  errors.

The Department of Defense has a learning team that meets once a month at lunchtime to learn about the Internet.  Also, there are groups that meet once a month on training technology.  They invite other agencies, vendors, or schools to demonstrate the various technologies.  In this way, they share knowledge and increase employee learning.

A learning team at the Health Care Finance Administration meets to learn about the field of human resource management.  The team is open to all employees who have an interest in this area.

Manager as Teacher
Examples:
Disney uses a technique called “plussing” in its meetings to get at best ideas.  The process works like this.  Someone puts forth an idea.  The idea is not judged or evaluated at this point.  The objective for the group is to make it an even better idea by adding something positive, or “plussing” it.  Once the group agrees it has made the idea as good as possible, they then decide to go with the idea or not.

A manager in a Government agency increases her staff’s problem-solving and decision-making ability by using, and teaching the staff how to use, tools such as flowcharts, criteria matrices, multivoting, and force field analysis.

Another Federal manager sets aside time on a regular basis to bring in subject matter experts to share their knowledge on current issues facing his staff.

Meetings
Examples:
A Federal manager routinely uses part of her staff meetings to discuss the “big picture.”  She shares what is going on in the rest of the agency and how the staff’s work fits into the overall agency picture.

A Fairfax County Government Agency regularly sets aside time for staff members to present a summary of training or a conference they have attended recently.  They report what they learned and how it relates to their work.  In this way the learning is shared, and people understand how it supports the overall goals.

Mentoring
Department of the Navy.  David Amaral, Office of Deputy Assistant Secretary of Navy for Civilian Personnel, (703) 696-0753, e-mail:  David_Amaral@DASNHROC.NAVY.MIL

Examples:
As part of its leadership development framework, The Department of Navy has developed an agency-wide mentoring program, a comprehensive handbook, and supporting video.  Employees interested in becoming a “mentee” have access to and select a mentor.  Training is then provided to all participants in the program on the mentoring process, roles, and expectations. Through mentoring, critical leadership skills and knowledge are shared and learned.

The Training Academy of the Department of Housing and Urban Development provides training for voluntary mentors and employees.  A memorandum of under-standing clarifies the responsibilities associated with the mentoring relationship.  The mentors and mentees meet on a regular basis and share special insights, under-standing, and information that increase the mentees’ knowledge and thus his or her ability to work in the organization.

The General Services Administration’s (GSA) program matches mentees and mentors (GS-5 to GS-15) from across the organization.  They meet twice a month and are supported by workshops, lunchtime learning sessions, a homepage, and a program newsletter.  The program has been so successful that it has spread to the Atlanta, New York, and Kansas City locations.  Many of the program’s “graduates” go on to become mentors to others.

Health and Human Services—Administration for Children and Families (ACF).  ACF’s program runs for 1½ years during which time the mentors and mentees meet twice a month.  They are supported by quarterly training sessions and ongoing evaluation of the program.  The program is designed as a development opportunity.  However, an unintended, but positive outcome for some has been promotion and movement to other jobs because of their increased learning.

Parallel Learning Structures
Prokesch, Steven.  “Unleashing the Power of Learning:  An Interview with British Petroleum’s John Browne.  Harvard Business Review, Sep-Oct 1997, pp. 147-168,
Examples:
The Department of Defense (DOD) recognized that the implementation of a new HR information system would significantly change the way HR components across DOD did their work.  A group was created to analyze HR requirements across DOD to bring new thinking to support the various HR component training plans.  It outlined the new workforce requirements, what this new world would look like, and what people would need to be successful in it.  The group began to build an HR competency framework that identified roles, competencies required by those roles, and the training resources available for developing each competency.  Input was obtained from customers, HR practitioners, managers, and decision makers.  The HR Competency Framework has already served as a basis for joint development projects and partnerships across DOD.  It has been used by HR components for strategic planning, developing new career paths, and locating and sharing resources.

Since discovering oil and gas in the Andrew field in the North Sea in 1974, British Petroleum (BP) had repeatedly tried in vain to figure out how to develop it economically.  A team composed of people from a wide range of disciplines and with different perspectives from both inside and outside BP’s North Sea group was formed.  The hope was that the resulting dialogue would produce fresh ideas.  This team began to broaden its thinking and reconsider every aspect of the problem.  Instead of looking only at technology for the solution, they looked at BP’s relationship with its contractors.  This “alliance” approach brought new thinking,  which resulted in the project’s coming in $116 million below estimated cost and being completed more than 6 months ahead of schedule.

Strategic Planning
Defense Information Systems Agency.  Jay Tate, (703) 681-2424, e-mail:  tate2j@NCR.DISA.MIL

Defense Information Systems Agency.  Mary Jo Cooper, (703) 681-2415.

Examples:
The U.S. Army Pacific Command (Ft. Shafter, Hawaii) began its strategic planning process with an assessment of its operations and organizations, which included active, reserve, and National Guard components.  A “breakthrough” vision was created, and major focus areas were identified.  Through the strategic planning process, U.S. Army Pacific now has a tool by which people lead, organize, and coordinate all activities in its wide area of operations.  Another equally powerful result is that people, by virtue of being involved and engaged in the process, have created a highly collaborate environment that further enhances the plan and productivity.

The strategic plan of the Judge Advocate General (JAG) of the Air Force has provided three changes of leadership with a tool to lead and manage the entire Air Force JAG department.  As a result of going through the highly interactive planning process, people have also learned the value of working more closely with each other.

This has been especially important since many of JAG’s teams are geographically separated from each other.  People now make an extra effort to work together as a team and interact through teleconferencing and other technology.

When the Department of Transportation (DOT) began its strategic planning process, it clearly recognized that HRM strategy needed to be an integral piece of the plan in order to move things forward and achieve their strategic goals.  As a result of bringing HRM “to the table,” the necessary linkage to all parts of DOT was provided and ensured alignment with its broader plan.

Workouts
Osborne, D. and P. Plastrik, “Mission Possible,” Washington Post Magazine, May 11, 1997.

Examples:
In the early part of 1996, the U.S. Air Combat Command (ACC) tested how quickly F-15s were readied for combat.  Employees were divided into four teams and performed their usual tasks (inspection, testing systems, loading oxygen for pilots, etc.).  They videotaped and analyzed the way they currently did things and came up with ideas for improvement.  Almost immediately they discovered big efficiency gains.  Some examples are:

· Preflight inspection was reduced from 2½ hours to 70 minutes.

· Loading external fuel tanks usually took five people 97 minutes—now it takes four people only 12 minutes.

At the end of 1 week, the workout teams assembled these and many other changes into a seamless new process for readying the F-15s.  They tried it out as pilots prepared to fly the planes on a training mission.  All the planes were ready in 12 hours.  This was a 50-percent reduction in the standard of 24 hours.

ACC now has completed over a dozen full-scale workouts with plans for more.  Employees are currently being trained at every base to lead mini-workouts called “Power Teams.”

West Virginia’s Environmental Protection Division used a workout to eliminate 14 steps from a 19-step procedure for approving mine permits.  This resulted in time and dollar savings.

The City of Louisville, Kentucky, used a workout to speed up the city’s acquisition and redevelopment of vacant property.  In addition, the city used about 30 more workouts involving about 500 city employees.  The end result was a savings of million of dollars.
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