ORIENTATION

GETTING RESULTS THROUGH LEARNING

BRIEFING GUIDE

LEARNING OUTCOME

Participants will develop strategies for creating and strengthening a climate for learning in their organization.

Enabling Objective 1:
Participants will review the handbook Getting Results Through Learning.
Enabling Objective 2:
Participants will assess their readiness in creating a climate for learning and potential areas for strengthening learning in the workplace.

Enabling Objective 3:
Participants will discuss individual and organizational learning strategies.

Enabling Objective 4:
Participants will identify the next steps they can take to strengthen learning in their organization.

TARGET AUDIENCE
This orientation was developed for managers throughout the Federal Government and members of the human resource development community.

ESTIMATED TIME
Approximately 3 hours (includes a 15-minute break).

ORIENTATION OUTLINE

This orientation is divided into three sections to allow maximum flexibility in delivery.  A range of times is given for each section as times will vary depending on participants’ familiarity with the handbook, interest in specific topics, learning strategies, etc.  On the following page there is a description of the topics typically covered in the section.  Refer to Notes to the Facilitator on page iv for specific suggestions on organizing and delivering the orientation.

ORIENTATION OUTLINE (Continued)

Introduction to Getting Results Through Learning  (30-45 minutes)

Welcome and Introduction To the Orientation

· Provides the purpose and overview of the orientation.

· Differentiates training from learning.

· Identifies the role of the manager in learning.

History of the Getting Results Through Learning Handbook

· Provides background on the handbook.

· Discusses why and how the handbook was written.

The Getting Results Through Learning Handbook

· Describes how the handbook is organized.

· Allows time for participants to quickly review it.

Getting Results  (60-75 minutes)

Learning in the Workplace

· Assesses participants’ level of readiness regarding workplace learning.

· Looks at barriers to learning and addresses participants’ concerns.

Individual and Organizational Learning Strategies

· Reviews the strategies participants identify as most important to them.

· Provides examples of organizations using these strategies.

· Discusses what participants need to implement learning strategies, how HRD can help, and how the results can be achieved.

Planning for Workplace Learning  (45-60 minutes)

Aligning Strategies and Making a Plan

· Discusses linking learning to organizational mission and goals.

· Discusses the importance of a plan.

ORIENTATION OUTLINE (Continued)

Next Steps

· Identifies what participants need to get started to create learning opportunities in their organization.

Closing and Evaluation

· Identifies participants’ learning.

· Gathers participants’ feedback on the orientation.

PARTICIPANT MATERIALS
Getting Results Through Learning Handbook

Blank note paper

Copies of the overhead transparencies

Resource List (the appendix to this briefing guide)

TRAINING AIDS
OH-1:  Quote

OH-2:  Background:  Workplace Learning

OH-3:  Getting Results Through Learning

OH-4:  Thinking About Workplace Learning

OH-5:  Assessing Workplace Learning

OH-6:  Rating Scale

OH-7:  Barriers To Overcome

OH-8:  Planning

OH-9:  Strategic Alignment

OH-10:  Learning Strategies

OH-11:  Questions

OH-12:  Coaching

OH-13:  Mentoring

OH-14:  Mentoring (Continued)

OH-15:  Job Rotations and Special Assignments

OH-16:  Manager as Teacher

OH-17:  Learning Teams

OH-18:  Self-Development

OH-19:  Self-Development (Continued)

OH-20:  Individual Development Plan

OH-21:  Meetings

OH-22:  Action Learning

OH-23:  Cross-Functional Teams

TRAINING AIDS (Continued)
OH-24:  Workouts

OH-25:  Strategic Planning

OH-26:  Parallel Learning Structures

OH-27:  Corporate Scorecard

OH-28:  Benchmarking

OH-29:  Benchmarking (Continued)

OH-30:  Flocking

OH-31:  Groupware

OH-32:  Computer Conferencing

OH-33:  Aligning Strategies

OH-34:  Next Steps

OH-35:  Quotation

EQUIPMENT AND SUPPLIES
Overhead projector

Chart paper and easel

Markers in a variety of colors

Name tent cards

Pencils (1 for each participant)

NOTES TO THE FACILITATOR

1. A critical factor in determining success in meeting participants’ needs is the analysis of your group prior to the orientation.  Gather as much information as possible regarding participants’ expectations, familiarity with the handbook, general knowledge of learning in the workplace, specific organizational issues related to workplace learning, etc.  Use this information to tailor and organize your delivery of the orientation’s content.  You may wish to deliver all of the sections intact or choose those sections and topics that will have the most meaning for your participants and best meet their specific learning needs.

2. If possible conduct a follow up session several weeks to a month after participants have attended the orientation.  This will maximize participants’ learning by providing a forum for a “check-in,” discussion on what is working well, not working, support needed, etc.

NOTES TO THE FACILITATOR (Continued)

3. The following information will help you to prepare and conduct the orientation:

Audience

· Participants may be managers of different levels from one agency or from a cross section of agencies and communities in the Federal Government.

· The recommended size of an audience is 25 to 50 participants.

· Use a recorder to help gather information when working with the larger groups.

· Have human resource development (HRD) staff in each orientation so that managers and HRD can discuss the support that managers will need.

· Modify the questions in the small group exercises when working with an HRD-only audience.

Pacing/Timing

· Provide a 15-minute break after the group identifies the learning strategies they wish to discuss.  This will give you time to pull the appropriate overheads in preparation for the next part of the orientation.

Participant Materials

· Consider sending participants a copy of the handbook Getting Results Through Learning before they attend the orientation.

· Reproduce and distribute paper copies of the overhead transparencies to participants.

· Distribute copies of the Resource List to participants.  The Resource List is included as an appendix to this guide.

Additional Resources

· A video is being developed that may be used in the introduction to the orientation.

· Job aids on each of the learning strategies are being developed for managers.

· Information on the video and job aids will be given to you once they are completed.  Be sure to get participants’ names and phone numbers and/or e-mail addresses so that you can pass the information on to them.

NOTES TO THE FACILITATOR (Continued)

Room Requirements

· Provide tables at which six to eight participants may be seated.

· Provide any other seating arrangement that will allow participants to work in small groups.

Facilitator Requirements

· Experience facilitating small and large groups.

· An understanding of the concepts of a learning organization.

Preparation Checklist
· Read the Getting Results Through Learning handbook.

· Review the briefing guide and readings.

· Arrange for the equipment and materials needed for the orientation.

· Prepare the room and equipment.

· Obtain the necessary supplies.

· Keep OH–11:  Questions easily accessible as you will reshow this overhead during discussion of the learning strategies.

· If you use the video as part of the orientation, make sure the VCR and monitor are both working.  Check the volume and cue the tape to the beginning.

· Prepare the charts on page viii.

· Choose quotes on learning from the handbook and prepare charts (optional).  Post the charts so participants can view during the orientation.

NOTES TO THE FACILITATOR (Continued)

Collecting Examples of Learning Strategies

· Record participants’ examples of learning strategies.  These may be captured by making a brief note on chart paper along with the individual’s name and phone number if he/she is willing to be a future contact.  In this way, those in the class could also follow up if they wanted.

· A process will be developed to share this information with other facilitators to increase the number of examples provided in the facilitator notes.

How To Use This Briefing Guide

· Use this guide as an outline and suggested “script” for presenting content, leading discussions, and conducting activities.

· Refer to the right-hand column for the following training icons, which provide training cues where appropriate:




Overhead Projector




Participant Handbook



Chart

LEARNING OUTCOMES

· Review the handbook.

· Assess level of readiness for learning in the workplace.

· Identify areas for strengthening learning.

· Discuss new ways/strategies for learning.

· Identify next steps.



AGENDA

Introduction to Getting Results Through Learning

Welcome and Introduction to the Orientation


History of the Getting Results Through Learning handbook


The Getting Results Through Learning handbook

Getting Results

Learning in the Workplace


Individual and Organizational Learning Strategies

Planning for Workplace Learning

Aligning Strategies and Making a Plan


Next Steps


Closing and Evaluation



THINK ABOUT:

· What will it take to get the results needed (i.e., performance goals)?

· Where are people in relation to meeting the goal?

· What is the gap?

· Which strategy(ies) can help people learn best to close the gap?

· What are their learning styles?

· What would work in their environment?



UNIT CONTENT
FACILITATOR NOTES

Introduction to Getting Results Through Learning  (30-45 minutes)


I.
WELCOME AND INTRODUCTION TO THE ORIENTATION




A.
Welcome participants to the orientation.
Introduce yourself and give a brief summary of your background.  Explain that participant introductions will take place in a few minutes.



B.
Provide the purpose and overview of the orientation.



1.  Today we are going to talk about a recent government publication created for you.




2. This handbook, Getting Results Through Learning, shows how to improve productivity, right now—on your own—without any more time or money.




Hold up a copy of the handbook.

3. It has already captured the attention of thousands of managers who are overworked and overwhelmed because of downsizing, streamlining, and the heavy loss of experienced workers through retirement.




4. Our purpose for gathering together is to share ideas about new ways of learning—strategies that will help you achieve the results you need.  Because in today’s rapidly changing environment, your knowledge base will “make or break” you.  We’ll use the handbook as the starting point for our discussion.




Refer to the prepared chart and review the expected learning outcomes for the orientation.




5. This is today’s agenda and how we plan to reach our outcomes.




Refer to the prepared chart and briefly review the agenda.



C.
Differentiate training from learning.



1. Let’s get started by working in your table groups.  First, I would like you to briefly introduce yourself to those at your table and share what you do in your organization.




2. Then, I would like each table group to discuss the following question.




Write on chart paper—“What is the difference between training and learning?”

3. Take ten minutes to discuss this and then have a spokesperson from your group be prepared to share your group’s response.



After ten minutes, have each spokesperson share his or her groups’ response.  Make sure the following points are covered:

· Training is something that is done to you, or that you do for someone else.

· Learning is something you do to and for yourself.

· Training implies that something is already known and is to be transferred to someone else.

· Learning, by contrast, implies a process of self-directed exploration and discovery where changes in skills, knowledge and application occur.

· Learning is a much larger umbrella that covers all our efforts to take in, understand, and respond to our environment.

· Learning is intentional and usually is related to performance and accomplishments on the job.



What is the manager’s role in workplace learning?  What would you see a manager doing (behaviors) to promote learning in the workplace?




Chart participants’ responses.  Make the point that the manager’s role is to support and help the individual employee with the learning process.



4. This is not to say that the HRD function shouldn’t be a resource, but as a manager, your role is to provide the immediate direct support for employee learning.


Show OH-1:  Quote.  Explain that this quote is from a manager who attended the pilot of this orientation and sums up the manager’s responsibility for workplace learning.






5. The Getting Results Through Learning handbook can help you carry out this responsibility.  It discusses the various ways managers can create and support learning in the workplace.  It is filled with advice and strategies.




6. Let’s talk a little more about the handbook.


II.
HISTORY OF THE GETTING RESULTS THROUGH LEARNING HANDBOOK




A.
Provide background on the handbook.




1.  After the publication of the red book, The Blair House Papers, which is the President and Vice President’s marching orders for reinvention, the National Performance Review (NPR) directed that a companion to it be developed.




Show OH-2:  Background:  Workplace Learning.






2.  Whereas the red book outlines what Federal managers need to do, this new handbook, referred to as the green book, would provide the tools and the “how to” for them to do it. 

3.  A special task force of the Human Resource Development Council met and ultimately authored the Getting Results Through Learning handbook.

4. This handbook was also written as a wake-up call to the HRD community.  HRD professionals need to speak the language of managers and provide expert consultation to help them get the results they need.




III.  THE GETTING RESULTS THROUGH LEARNING HANDBOOK



A.  Introduce the handbook.
1.  This handbook is written directly for managers, not for training professionals or consultants.  It is jargon free and easy to read.

2.  As I mentioned, it is filled with advice and strategies you can use right now—without additional time or money.




Show OH-3:  Getting Results Through Learning.






B. Provide an overview of the handbook.

1.  The handbook begins with an introduction by Vice President Gore, who stresses that:

· The key to reinvention is unlocking the creativity and brain power of the Federal workforce.

· Federal workers do want to make a difference

· The handbook will show how you can play a central role in this effort.




2.  Turn to the Table of Contents and I will highlight the sections of the handbook.


Note:  You may want to ask for a show of hands to determine if participants are familiar with the content and tailor your presentation accordingly.



3. The Foreword discusses the necessity of discovering rapid, low-cost or no-cost ways to build a smarter workforce and keep it that way, and how the handbook can help get the results you need.


Explain that you will provide an overview of the handbook.  You will also allow time, if necessary, for them to quickly read through the handbook, since you will be discussing some of the learning strategies described it.

4. Are You Getting the Results You Need? briefly discusses how we currently develop our workforce and contrasts it to organizations that use constant learning to build a smarter workforce and gain bottom-line results.

5. Getting Better Results describes low-cost, no-cost ways to help employees learn, and how to make sure their learning is linked to the organizational mission and goals.  Our focus will be primarily on this section.

6. The last section, Getting Support, delivers the message that you are not alone in all this.  It describes the sources and types of support available to you, including examples of Federal agencies’ technology-based delivery systems.  You will find these agencies very willing to share their lessons learned and, very often, their resources as well.




7. Now, take the next 10 minutes to quickly read through the handbook.




8. As you skim the handbook, or if you have read it before, think about it within the context of your business organization:

· Is the way you do business changing?

· What is the impact of this change on how work is done to accomplish goals?

· How great is the need to work differently?

· What do people need to learn?

· How can learning best occur?




Show OH-4:  Thinking About Workplace Learning.  Provide the following example or a personal example that illustrates the point:

· The role/work of some Government agencies is changing to providing technical assistance to clients such as State and local governments.  They are becoming partners rather than experts or overseers.  People will need to learn how to perform in these new roles.









GETTING RESULTS  (60-75 minutes)




I.  LEARNING IN THE WORKPLACE



What are some of the major things in the handbook that “jumped out” at you?  What are your initial reactions?


This question is designed to elicit a brief discussion and allow you to get a sense of the group’s overall reaction.  Record on chart paper any participant questions or issues that you will address during the orientation.



A.  Conduct the small group exercise.



1.  Take a few minutes now to assess where you are, as a manager, in relation to learning in your workplace.  Working individually, rate where you are on a 1 to 5 scale in achieving learning in your workplace.




Show OH-5:  Assessing Workplace Learning.






1 =
I’ve a long way to go.

5 =
I’m doing everything right; really satisfied. 


Explain that many managers and HRD specialists are already using learning strategies as part of the day-to-day work.  You will share some examples when you discuss specific learning strategies.



2.  Next, write down your concerns.  What do you see as barriers to more learning in your workplace, or why is learning not occurring?

3.  Once you have answered the questions individually, share your responses with the others in your table group.


Ask each group to select a spokesperson who will summarize and share his or her group’s concerns.

Allow 15 minutes for this part of the exercise.






B.
Debrief the small group exercise.



1. Let’s get a sense of where you are, in general, in relation to workplace learning and some of the things that might get in the way of workplace learning occurring.


Show OH-6:  Rating Scale.  Beginning with #5 on the scale, You’re Doing Everything Right, ask for a show of hands and record the number of participants who rated themselves as “5.”  Repeat the process with #4, etc., until all participants’ ratings have been recorded on the overhead.






Next, ask for one concern from each table.  Repeat this process until all new concerns are shared.  Record the responses on chart paper and post.



Show OH-7:  Barriers to Overcome.  Make the connection to participants’ responses where appropriate.







Allow no more than 10 minutes for this part of the exercise.






Show OH-8:  Planning.  Explain that many of the barriers and concerns can be overcome by planning.  Briefly review the overhead.









Show OH-9.  Strategic Alignment.  Explain that it is critical that learning is strategically aligned with the organization’s goals.  These steps also help to overcome many of the barriers that get in the way of creating and supporting workplace learning.




Tell participants that you will discuss planning and strategic alignment in more detail later.



2.  As managers, you have expressed some of your concerns about the difficulties of creating an environment that promotes and fosters workplace learning.

3. Workplace learning is an issue that has generated concern and a lot of interest from both management and labor.  It is an issue that manage-ment and the unions are working on to develop a shared mission.

4. Through formal and informal partnerships, labor and management are working together to increase learning in our organizations.  For example, Health and Human Services’ Partnership Council has distributed this handbook to all 8,000 of its managers and supervisors.




What other joint (union/management) initiatives are happening in your organization(s) around workplace learning?






Acknowledge responses.  Make the point that these “partnerships” can provide the foundation for them to begin creating and strengthening a climate in which learning is seen as the way to achieve organizational results.




II.  INDIVIDUAL AND ORGANIZATIONAL 
  
LEARNING STRATEGIES 
A.  Introduce individual and organizational learning strategies.
1. Now let’s talk about specific learning strategies you can use to get the performance you need—things that you can begin to do tomorrow (or Monday)—without extra money or additional resources.




2. The learning strategies are described in Section II of your handbook.  They are by no means mutually exclusive, and there is often overlap among the strategies.

3. As you consider these strategies, you will want to “pick and choose” those that you think will be most appropriate and helpful.  To help you do that, think about the following.







Refer participants to the prepared chart and briefly review.



4. Since there isn’t enough time to cover all of the strategies, I would like to know which of these strategies are of greatest interest.

5. We’ll use the process of multivoting to prioritize the group’s top five choices.







Show OH-10:  Learning Strategies.  Ask participants to write down their top five choices.  Refer to OH-10 and, as you read each strategy, ask participants to vote for their top five strategies.  Count the votes and use a transparency pen to record on the overhead the number of votes each strategy received.






Then, write the top five strategies on chart paper.



6.  As we discuss these learning strategies, I’d like to use the following process.  I’ll briefly describe each strategy and give you some examples of how organizations are applying the particular strategy.

7.  There is a resource list that supplements your handbook.  It suggests additional articles/ publications you might want to read as well as people you can contact to find out more about how they’re using a particular learning strategy.




8. I’d like to hear what may be happening in your organization or other organizations regarding this strategy.  So please share any other examples you may have as well as those you think you can build on.




9. Then, I’d like to discuss what you need to get started, how your HRD office or staff can help you, and how this strategy could help you get results.





Note:  The strategies for individual and organizational learning are from the Getting Results Through Learning handbook.  Examples are provided where possible to illustrate how organizations have applied the strategy.  Use this information to present a brief lecturette on each of the strategies in which the group has expressed an interest.  Use the following process:

· Show the related overheads and talk briefly about the learning strategy using the “script” to assist you.

· Provide the examples related to the learning strategy.

· Ask participants what is happening in their organization and other organizations regarding this strategy and what they can build on.

· Show OH-11:  Questions and facilitate a discussion.  Encourage discussion between managers and HRD people.

If some participants indicate there is no HRD support, ask where they might look for help (e.g., colleagues, partnering with another agency, outsourcing, or outside consultants).

· If you are conducting the orientation for an HRD audience, ask the following questions:

· How do you see this strategy helping people with whom you work achieve the results they need?

· What do you need to do to help managers get started?  How can you support them?

· What do you need to get started?

· Wherever possible, refer to the posted chart and make the connection to the concerns and barriers expressed earlier by the participants.  Explain how the learning strategy addresses a particular concern or barrier.



B.  Discuss individual learning strategy—coaching.
How many of you have been part of a sports/ athletic team?




1. When we talk about coaching, we typically think about it in relation to sports teams and the powerful results that can happen because of effective coaching—winning the Superbowl or the NBA Championship or the women’s gymnastic team winning an Olympic gold medal.

2. Think of the learning that goes on that helps the individuals and the team to achieve the results they want!


Point out that a brief description of Coaching is on page 16 in the handbook.

3. The same concept applies in a business setting because coaching is facilitating learning through listening, observing with “passionate attention,” encouraging, and providing timely and concrete feedback.

4. Coaching helps achieve the results needed because it focuses on shaping and bringing about the performance you need.




Show OH-12:  Coaching.






5. Consider using coaching when there is a need to improve or develop skills already demonstrated or when performance has dropped.  Coaching is essential when new procedures or technologies are introduced.

6. Structured objectives for learning can be set with the employee and joint agreement on an action plan can be reached.

7. Be sure to reinforce improvements and review and confirm new learning.

8. You, as a manager, are in an ideal position to provide coaching.  Team leaders and senior colleagues can also look for “teachable moments” when daily workplace exchanges can be used to maximize learning.








Provide the following 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.





Ask participants for additional examples of coaching in their organization or other organizations and what they can build on.



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






C.  Discuss individual learning strategy—mentoring.



What is the difference between coaching and mentoring?
Acknowledge responses.

1.  Mentoring, like coaching, helps people get things done.  But, unlike coaching, it involves giving career advice, helping the “mentee” to understand the organization and build support networks, and deal with road blocks.

2.  The goal of mentoring is oversight and continuous career development by developing the employee’s abilities and expanding his or her awareness, insight, and perspective.

3.  Typically, mentoring is done on a one-on-one basis.  However, there’s new thinking about mentoring groups of 4 to 6 “mentees” with diverse positions and career goals who interact and learn new perspectives.


Point out that a brief description of Mentoring is found on page 16 of the handbook.



Show OH-13:  Mentoring.






4. Mentors typically are not in the reporting chain and are about two grades higher than the “mentee.”  But a “mentee” could have any experienced person in the organization (or outside the organization) as a mentor.  Whenever possible, they select each other.

5. Mentoring also benefits the organization.  It is a great tool for helping maintain “corporate” memory and knowledge base.

6. Mentors benefit from training in the mentoring process or at least from reading about the roles and skills necessary to be an effective mentor.




Show OH-14:  Mentoring (Continued).







Provide the following 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.




Ask participants for other examples of mentoring in their organization or other organizations.  What is happening and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






D.  Discuss individual learning strategy—job rotation and special assignments.

1.  Job rotation involves detailing employees to other positions, preferably outside the current unit.

2.  Special assignments can be short- or long-term and are sometimes taken on in addition to the current job.

Be creative!  One organization identified tasks that could be done in a 6 month period—a self-contained piece of work.  Others created “job swaps,” where individuals took each other’s jobs and were available to help each other if problems/issue came up.

3.  Job rotations and special assignments should be planned to stretch and challenge the employee and provide new skills and perspective.  They should be linked to organizational goals and learning needs.

4.  Consider job rotation or a special assignment when you want to enrich an employee’s job, develop specific areas of knowledge and/or skills, or train an employee for career advancement.


Point out that a brief description of job rotation and special assignments is on page 16 of the handbook.



Show OH-15:  Job Rotation and Special Assignments.






5. Have a discussion, upfront, with the employee regarding expectations of assignments.  Write expectations down to ensure mutual understanding and that the assignment is accomplishing what it’s intended to.  Be available during the assignment to discuss it with the employee.

6. The payoff is that the employee brings back learning to help your team/division/organization meet its goals.




7.  With both job rotation and special assignments you will want to build in another strategy, reflecting on experience.  After an assignment or period of work, the employee is asked to analyze results of the experience, lessons learned, and potential areas for additional learning.





Provide the following 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.

Ask the participants for examples of their organization or other organizations using this strategy to promote learning.  What is happening in these organizations, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






E.  Discuss individual learning strategy—manager as teacher.



What do we mean when we say a manager is a teacher?  What does a manager teach?


Acknowledge responses.  Point out that a brief description of this strategy is on page 17 in the handbook.



1.  Manager as teacher is broader than the role of coach.  Whether you realize it or not, you are already the most powerful teacher.  Everything you do sets the tone, pace, work habits, and behavior that influence others.

2.  Managers have a tremendous, perhaps untapped potential that can be harnessed and used.

3.  It’s important to think of every interaction, meeting, job assignment, or event as a teaching opportunity.  Ask yourself:  What could be learned?  How can I strengthen the learning?  Who needs to be there?

4.  This strategy is really an integral part of many of the other learning strategies.  As a teacher, you create situations in which people can learn; you act as a catalyst.




Show OH-16:  Manager as Teacher.




Explain that there are a lot of different ways to teach.  The following examples illustrate this point.




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.




Ask the participants for examples of their organization or other organizations using this strategy to promote learning.  What is happening in these organizations, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






F.  Discuss individual learning strategy—learning teams.
1.  Learning teams are teams that meet regularly to focus on their own development.  

2.  Teams can form around a particular interest area such as public speaking, information technology, or career paths.

3.  The beauty of learning teams is that employees can initiate learning teams without waiting for management.

4.  However, managers can help by identifying areas in which learning would be beneficial and encouraging employees to get together.  They can also help by identifying resources for those employees.

· Toastmasters, professional development book clubs, and computer groups are just a few examples of learning teams.

· Managers can get together to help each other by sharing ideas and special knowledge.


Point out that a brief description of learning teams is on page 17 in the handbook.



Show OH-17:  Learning Teams.






Provide the following 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.

Ask participants for examples of their organization or other organizations using this strategy to promote learning.  What are people doing?  How can they build on it?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






G.  Discuss individual learning strategy—self-development.

1.  Ultimately, individual learning is a matter of personal responsibility.  There are a number of ways for individuals to manage their own learning.


Point out the brief description on page 17 in the handbook.

2. These include personal development plans, computer programs that help individuals to analyze their skills and interests, and learning logs or diaries that help them analyze what they have learned from work experiences.




Show OH-18:  Self-Development.






3. Involvement in professional organizations and participating in interagency committees are other examples of self-development.  Read professional journals and trade magazines to keep current on the latest developments in your field.




Show OH-19:  Self-Development (Continued).






4. As a manager, you can encourage employee self-development by identifying areas of learning in which employees would benefit.  Offer suggestions, information, guidance, and resources to help them get started.




In what ways do you continue self-development?  What are others doing to continue learning?
Acknowledge responses.






Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






H.  Discuss individual learning strategy—individual development plan.




1.  An individual development plan, better known as an IDP, is a plan developed jointly by the manager and employee that identifies development goals that are linked to the organization’s mission and performance goals.




Show OH-20:  Individual Development Plan.






2.  The IDP is used as a planning document to identify and assess  development needs in required competency areas.

3.  IDPs can help get results because they structure the learning and make it intentional.  IDP goals are set within the context of the organization’s needs and requirements.

4.  The plan can incorporate training, education, and other formal and informal development activities that will develop the competencies needed to meet the IDP goals.




5.  To be truly effective, the IDP should be reviewed and updated regularly, perhaps once a quarter or twice a year.

6.  An IDP can be done after a formal performance appraisal, but it needs to be a separate discussion.

7.  Whereas appraisals deal with past performance.  IDPs deal with an individual’s future growth.

8.  The plan identifies the learning that needs to take place in order for the employee to grow and be successful in his or her new position and how that will be accomplished.





Provide the following 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.

Ask participants for examples from their own organization or other organizations using this learning strategy.



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






I.  Discuss organizational learning strategy—meetings.

1.  You can view every meeting as an opportunity for learning.  Set aside time for bringing experts you all want to hear—resource people who can bring a different perspective on your meeting’s agenda item(s).  In this way, day-to-day business is used for learning and gaining new insights.

2.  Periodically, do team-building exercises that may be useful to enhance communication and understanding among members.  Bring in a facilitator if you’re uncomfortable conducting the team-building yourself.

3.  You can have an observer watch you during a meeting and give you feedback on your handling of content and process of the meeting.

4.  Play the role of teacher by asking questions.  Discuss lessons learned from project reports and special assignments. 

5. Bring everyone up to speed on the larger context of issues.

Point out the brief description of this strategy on page 19 in the handbook.



Show OH-21:  Meetings.







Provide the following 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.

Ask participants how they or others use meetings as opportunities to learn.



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






J.  Discuss organizational learning strategy—action learning.

1.  Action learning is a group effort that involves solving real problems and focuses on acquired learning.

2.  One of the fundamental beliefs of action learning is that we learn best how to solve real problems by dealing with real problems.  

3.  It involves a sequence of discussion, action, reflection, further action, and reflection until the problem is solved and solutions are implemented.  Case studies and “action” maps are written up as 

final reports and become part of the organizational knowledge—and required reading for employees.

4.  Use action learning when no one knows the answer, when there are no obvious solutions, e.g., developing a new performance management system, enhancing diversity, reducing costs, increasing productivity, or opening communication.

5.  Typically, action learning would start with a group of people meeting over several days to discuss a problem from all perspectives.  They may form smaller work groups to meet regularly, return to the workplace to take action, then reconvene to discuss progress and make adjustments.  This cycle of action and learning would repeat itself until the problem is resolved.


Point out the brief description of action learning on page 19 in the handbook.



Show OH-22:  Action Learning.







Provide the following 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.




Ask participants for examples in which their organization or other organizations use action learning.  What is happening, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






K. Discuss organizational learning strategy—cross-functional teams.

1.  These teams bring together individuals from different professional areas who have particular skills and knowledge to accomplish some task.

2.  Cross-functional teams may be formed to address issues related to customers, work processes, products, or services or any time there is a need for multifunctional expertise.

3.  They bring a wide range of viewpoints and work together on common work issues.  As a result, they learn from one another and acquire greater knowledge of the complexities of business issues and decision-making processes.


Point out the brief description of cross-functional teams on page 19 in the handbook.



Show OH-23:  Cross-Functional Teams.







Provide the following 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.

Ask participants if they have examples of organizations using this strategy.  What is happening in these organizations, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






L.  Discuss organizational learning strategy—workouts.
1.  General Electric pioneered this strategy.  A workout is a super-accelerated reengineering project.  Teams of employees from all functions and across all levels meet—without management—to identify ways in which the organization can work faster and more efficiently by eliminating unnecessary steps.

2.  Workouts can last from one to several days.  Teams tear apart and redesign the work processes they use.  They identify and prioritize issues and develop action plans.  The workout concludes with a “townhall” meeting at which recommendations are presented to managers.

3.  Managers must make immediate, public decisions to accept, reject, or ask for more information.

4.  The workout process and the timeframe encourages and promotes candor, honesty, and self-knowledge.

5.  Workouts should be facilitated by a leader outside the unit, not necessarily outside the agency.

6.  Beyond saving time and money, workouts have a lasting impact on employees.  They unleash the common sense and ingenuity of the people who actually perform the work—and give them the power to make changes.

Point out the brief description of workouts on page 20 in the handbook.



Show OH-24:  Workouts.







Provide the following 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.”

Note:  For further reading, suggest that participants read the article referenced on page 61, #24, in the handbook.

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.

Ask participants for examples of their organization or other organizations using this strategy.



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






M.  Discuss organizational learning strategy—strategic planning.



How many of you have been involved in strategic planning in your organization?


Acknowledge responses.

Note:  Be sure to emphasize the connection to Government Performance and Results Act (GPRA) requirement for Federal agencies to develop strategic plans containing a mission statement and outcome-related strategic goals.



1.  Remember, in strategic planning, you begin with the end in mind!

2.  You start with your agency’s vision (your dream of the future) and mission (why you exist) and determine how your unit contributes.

3.  The planning process involves gathering as much data as you can to identify goals and problems of the agency, where you play a role, expected outcomes, and critical indicators that will measure success.

4.  You decide what you need to do to achieve your view of the future, the resources required, and the intellectual capital you will need.

5.  Through strategic planning, organizations learn more about themselves, develop a common language, and set a direction that is understood and has buy-in from everyone.
6.  Strategic planning can also help groups to identify what else they need to learn—such as data collection skills, how to develop measurements that help them to define success, and how to work together in a collaborative environment.

Point out the brief description of this strategy on page 20 in the handbook.



Show OH-25:  Strategic Planning.










Provide the following 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.

Ask participants for examples of  how they or others are using this learning strategy.  What is happening, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






N.  Discuss organizational learning strategy—parallel learning structures.
1.  These are temporary study groups that cut across traditional horizontal and vertical organizational boundaries.  They are created to open new channels of communication outside and parallel to the normal, hierarchical structure.

2.  A parallel learning structure is usually led by a steering committee or task force and given a mandate by the most senior authority in the organization.

3.  These groups define their own boundaries and strategies and bring creative approaches to problems that have challenged traditional decision-making processes.

4.  Typical situations that might call for creation of a parallel learning structure include:

· Solving complex problems resulting from conflicting objectives and needs.

· Implementing organization-wide innovations.

· Improving labor-management relations.

5. Parallel learning structures is a strategy that can bring an organization to a new level of awareness.


Point out the brief description of this strategy on page 21 in the handbook.



Show OH-26:  Parallel Learning Structures.




Provide the following 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.

Ask participants for examples from their organization or other organizations using this strategy.  What is happening, and how can they build on it?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






O.  Discuss organizational learning strategy—corporate scorecard.
1.  A corporate scorecard, sometimes called a balanced scorecard, is like a temperature gauge or speedometer.  It tracks measurements that have meaning to your organization so that everyone knows what is important and how the organization is doing.


Point out the brief description of corporate scorecards on page 21 in the handbook.



Show OH-27:  Corporate Scorecard.






What is important to track in your agency?  How do you know you’re on course?
Acknowledge responses.  Be sure to make the connection in the discussion to how this strategy relates to meeting GPRA requirements.



2.  The scorecard can track both financial and nonfinancial measures including:

· Customer satisfaction

· Improved quality

· Product development and delivery time

· Numbers of products

· Employee satisfaction

· Return on investment (ROI)

3.  The scorecard is distributed to everyone in the organization.




4.  Everyone can then focus what drives agency performance and address problems from a common ground.




Provide the following 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.

Ask participants for examples from their own organization or other organizations using this strategy.  What is happening, and what can they build on?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






P.  Discuss organizational learning strategy—benchmarking.
1.  Benchmarking is learning from those with experience.

2.  It involves first identifying areas in your organization that need improvement and then finding “model” organizations that have recognized accomplishments in those areas.

3.  You study the best practices of these organizations and find those features that can be modified to work in your own organization.

4.  However, it’s impossible to compare your organization with others unless you know as much about your own shop as you do about theirs.

5.  Managers must know their own operations well enough to be able to customize best practices to fit their organizations.

6.  With the growing acceptance of benchmarking, organizations have discovered that incorporating these best practices can revitalize nearly every facet of operations.

7.  Benchmarking is particularly helpful in the areas of meeting customer requirements, setting relevant, achievable goals, and developing accurate measures of productivity.

8.  However, benchmarking is no quick fix.  It is a commitment and should be seen as an ongoing process.


Point out the brief description of benchmarking on page 22 in the handbook.



Show OH-28:  Benchmarking.






Show OH-29:  Benchmarking (Continued).







Provide the following 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.

Ask participants for examples from their own organization or other organizations using this strategy.  What is happening in these organizations, and how can they build on it?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






Q.  Discuss organizational learning strategy—flocking.
1.  Flocking is a strategy derived from species of birds that assemble together, or “flock,” in small groups to learn collectively.  Observations have found that these birds learn faster than other birds.

2.  Team training is one way that an organization encourages flocking behavior.  Another example is management development programs that bring the organization’s leadership together and promote collaboration and communication across organizational boundaries.

3.  Employees who attend on-site university programs also have the opportunity to come together and can exchange learning on real projects, as well as establish ongoing networks that provide support.


Point out the brief description of flocking on page 22 in the handbook.



Show OH-30:  Flocking.







Provide the following 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.  This 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.

Ask participants for examples from their organization or other organizations using this strategy.  What is happening in these organizations, and how can they build on it?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






R.  Discuss organizational learning strategy—groupware.
1.  Groupware is a computer-based technology that facilitates a team’s communication and decision-making processes.

2.  The system consists of a projected computer screen and a series of networked workstations, each with its own monitor.

3.  Participants can input ideas and comments, organize and prioritize data, vote for rankings, etc.  Their anonymous input is instantly recorded on the screen and others’ monitors, and makes the group’s work more efficient.

4.  The system tabulates comments, rankings, etc., and can give instant access to information about how the group’s work is progressing.

Point out the brief description of groupware on page 23 in the handbook.



Show OH-31:  Groupware.






Is anyone currently using or used groupware in the past?  If so, for what purpose?  What was the experience like?  How was it helpful?
Acknowledge responses.

Provide the following 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.



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






S.  Discuss organizational learning strategy—computer conferencing.



How many of you use computer conferencing?  For what purpose?




What was the experience like?  How was it helpful? 
Acknowledge responses.



1.  Computer conferencing is an application of computer and telecommunications that can be used for distance learning.

2.  Computer conference software can be used to conduct an actual training class.  It allows employees to interact with each other and with a facilitator, instructor, or coach to discuss topics or ask questions at any location.

3.  It can also be used for ongoing discussion during meetings whose members are separated by time and space, or who simply find it difficult to meet.


Point out the brief description of this strategy on page 24 in the handbook.



Show OH-32:  Computer Conferencing.







Explain that the following examples illustrate that this technology can be used for more than meetings.

Provide the following 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.

Ask participants for additional examples of organizations using this strategy.  What is happening, and how can they build on it?



Show OH-11:  Questions.  Use these questions to facilitate a group discussion.






PLANNING FOR WORKPLACE LEARNING  (45-60 minutes)




I.  ALIGNING STRATEGIES AND MAKING A PLAN

A.  Discuss aligning learning strategies with the organization’s operation and the power of a plan.

1.  We’ve talked about some “tools” for optimizing learning.  As you know the full power of these tools is

realized when they are linked to and support the business of the organization.

2.  Be sure then that the strategy(ies) you use link learning to organizational performance and the results that you need.

3.  First, review your agency’s strategic goals or plans.  Look at what is happening or needs to happen in your agency.

4.  Then determine your role and how you can best contribute.

5.  Next, identify what learning is needed, and set up learning activities that directly relate to your agency’s critical success indicators.  For example, if your agency is measuring cycle time, customer satisfaction, or output, try to build in related learning activities.



Show OH-33:  Aligning Strategies.







Provide the following example:

The Defense Information Systems Agency’s (DISA) strategic plan included bringing its computer scientists into the new technology since DISA was moving to the Global Command Control System.  The Director of Training brought George Mason University on site to provide related courses.  Enrollment quickly grew as more employees than expected signed up for the graduate certificate in software engineering.  Because the learning was strategically aligned with and supported DISA’s goals, the Director of Training was able to move quickly and enroll hundreds into the program.  Additional benefits included action learning, networks, and GMU advisers.



6. As the DISA example illustrates, it’s important to tie the learning to business outcomes, ultimate performance, and meeting organizational results.

7. We spoke earlier about how planning can also help to overcome many of the barriers to workplace learning.  Planning upfront to use learning for results gives you a powerful advantage.  You can take advantage of low-cost or no-cost opportunities that you might otherwise miss if you waited until the last minute.

8. Know what it is you need, why you’re investing in your people, and what return you expect.

9. There are some basic steps for you to take when developing a training plan for your organizational unit.




Refer participants to pages 29 through 32 in the handbook.  Briefly review the basic steps.



II.  NEXT STEPS




A.  Conduct a small group exercise.

1.  Now, let’s talk about next steps.  As we discussed the various learning strategies, you identified what you could be doing, and how the learning strategies could help achieve the performance and, thus, the results you need.  Think of this as where you want to be.
2.  Now, how will you get there?  Think of what you need to get started.  Also, identify what you may personally need to carry out this responsibility (skills, knowledge, attitude, other resources, etc.).



Show OH-34:  Next Steps.







Have participants work in small groups to answer the questions and identify two or three next steps they are willing to commit to.  If participants are from the same agency/community, suggest they work together as a group.

Allow 15 minutes.



B.  Debrief the exercise.


Ask for several volunteers to share their responses.




III.
CLOSING AND EVALUATION

A.  Deliver concluding remarks.
1.  The ability to create low-cost or no-cost learning opportunities in the workplace will determine success in meeting your own and your agency’s performance goals.

2.  The ability to capture learning and release knowledge is the single most important contributor to increased productivity—it will “make or break” you in today’s environment of doing more with less.

3.  Using a classroom for learning can still be an option but make sure it’s the right thing to do.  Use your money for training in the areas of greatest need and biggest payoff, not for first-come, first-served strokes or as consolation “prizes.”

4.  Today you’ve heard what others are doing—how they are successfully using different kinds of learning opportunities to retool their workforce for today’s and tomorrow’s work.

5.  To paraphrase Vice President Gore, I hope you will take this handbook, Getting Results Through Learning, and open it, read it—and try it!  It can help you get the results you need.

6.  I’d like to close our session with a quote from the handbook that is an important message for every Government manager.







Show OH-35:  Quotation.  Read the quotation.






7. That is the message I wanted to deliver to you today.  With your help, everyone will get the message.





Add any additional closing comments you wish to make.



B.
Evaluating the orientation.



Distribute evaluation forms and ask participants to complete them before they leave.

If you are not using written evaluations, and time permits, ask participants the following questions:

· What were the most valuable aspects of the orientation?

· What could be improved?  What would be more valuable?



Record their responses on chart paper.



LEARNING OUTCOMES





Review the handbook.


Assess level of readiness for learning in the workplace.


Identify areas for strengthening learning.


Discuss new ways/strategies for learning.


Identify next steps.








AGENDA





Introduction to Getting Results Through Learning


	Welcome and Introduction to the Orientation


	History of the Getting Results Through Learning handbook


	The Getting Results Through Learning handbook





Getting Results


	Learning in the Workplace


	Individual and Organizational Learning Strategies





Planning for Workplace Learning


	Aligning Strategies and Making a Plan


	Next Steps


	Closing and Evaluation








THINK ABOUT:





What will it take to get the results needed (i.e., performance goals)?


Where are people in relation to meeting the goal?


What is the gap?


Which strategy(ies) can help people learn best to close the gap?


What are their learning styles?


What would work in their environment?
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