PuRSUING PERFORMANCE
I

From ~W Svenson & Wallace, Inc ....
Architects and Engineers of Systems that Build and Support Performance

A Key Element in World-Class Training

Implementing the Governance Structure
by Ray Svenson

This article is based on The Training and Development Strategic Plan Workbook,
by Ray Svenson and Monica (Nikki) Rinderer. The book has received the National
Society for Performance and Instruction (NSPI) Outstanding Instructional Communication Award in the field of performance and instruction. A series of articles in
Pursuing Performance will cover training practices and tools used by many organizations in the pursuit of world-class excellence.
One of the great quality principles is to let customer requirements drive business
decisions.
In our benchmarking activities, we have found that a very high percentage of
world-class training systems have some type of formal governance or advisory
system. These systems enable customers of the training function to make the
critical decisions about what is to be provided, how it will be provided, and how it
will be paid for. The governance structure described in this article is one very
powerful way for an internal training function to put its customers in the driver's
seat.
The
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The governance system is, in our view, one ofthe five major subsystems that
comprise any training system .
The way we look at training, the training planning subsystem incorporates
the multilevel decision-making that drives the work of the training organization. The training operations subsystem develops and delivers training. The
results subsystem provides feedback on the training function. The support
subsystem provides backup processes such as data processing, registration,
facilities, and so forth.
~ ~
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One of the "lessons learned" we've discovered in our projects over the years is the
effectiveness of a governance subsystem, an overall structure of committees and
councils that oversees the work of the training organization. The governance
structure allows training to be truly customer-driven and focused on customer
needs. The governance structure is the formal linkage between the customers and
providers of training within an organization.
Does training exist to enhance performance? Do training users have a stake in the
training that will affect their performance? Doesn't it make sense to involve customers in what programs will be available, how and when they'll be delivered, the
training content, and the training cost?
We think the answers to the above questions are yes.
The benefit of the governance structure is that it provides a system that represents
the interests of the training customers, allowing them to participate in training
decisions. And it does that in a way that can make life within the training department easier, not more difficult.
Components of the Governance Structure. We see a typical governance structure
for a large organization as having five components. How the components are
arranged depends on the size and structure of the organization.
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The advisory board oversees the management and operation of all of an
organization's training. The board directs, supports, and controls the use of
the
organization's educational resources to develop the knowledge and skills
~--~--------------necessary
to achieve business goals. It establishes overall priorities for
Curriculum
training.
And
it ensures that training is aligned with business purposes and
Councils
~--~-------------strategies.
Administrative
Participants on the advisory board include a general officer -- for example,
Council
~--~--------------the president - and top function heads and business heads. The group
Project
meets twice a year to set training policy, priorities, and budget; to review the
Committees
organization's strategic training plan; and to approve major training-related
~--~--------------- expenditures
(such as the construction of new training facilities).
Unit Training
Committee
Curriculum councils each represent a slice of the organization's training
~--~-------------- audience.
Councils may be established for functional areas (marketing,
engineering, and so forth), business units, or processes. For example, an engineering curriculum council will include engineering managers and senior engineers.
These individuals will be decision-makers who truly represent the target audience
and are able to commit resources to their training.
Advisory
Board

For its own constituency, a council supports needs analysis activities, approves
overall curriculum architecture, and places priorities on development. A council
will charter project teams to work with training professionals in course development, identifying appropriate subject matter experts and reviewing overall content.
Curriculum councils meet at least twice a year to review proposed training, assign
priorities for needs analyses, establish priorities for development, and review
projects in process. The meetings are decision oriented. While the training department may control the process by which the council operates, the council must be
able to "own" its decisions. A curriculum council is accountable to the advisory
board for the training results in its area.
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The training administrative council consists of the providers of training within the
company. Sitting on this council are the chief training officer and the heads of
training for key units. This council plans and oversees the administrative systems
necessary for the training function. To avoid confusion and expense, for example,
the training administrative council may prescribe a uniform framework for activities such as course registration, billing, training database maintenance, delivery
forecasting, facility planning, and measurement systems.
In its meetings, the training administrative council reviews existing and proposed
procedures and recommends administrative policy to the advisory board.
Project committees support training development teams engaged in specific curriculum architecture designs and course development. A committee may be sponsored by a curriculum councilor by an administrative council. For example, if the
project committee has been chartered to create an engineering curriculum, then the
sponsor would most likely be the engineering curriculum council. These committees consist of subject matter experts and master performers.
A final component of the governance structure is the organizational unit training
committee. Established for a location (plant) or a business unit, this group is
responsible for its own training plan and budget. Participants include the head of
the organizational unit, key unit managers, and the highest-level training person
from the unit. The committee's mission: ensuring that the right training is available
to the right people at the right times, and that the training is indeed effective. This
group may initiate requests for new training or for the maintenance of existing
training. The organizational unit training committee is accountable to the advisory
board.
~ ~
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Does the Governance System Work? My first experience with the governance
system came when I joined the Bell System Center for Technical Education (BSCTE
- now Bellcore TEC) as manager of planning, methods, and results. The beginnings of an advisory structure were already in place. Representatives from the
customers - telephone operating companies and AT&T- met twice a year to
review goals, set priorities, and establish our budget.
At my first meeting, we had proposed a course development budget of $1 million,
up 30% from the previous year. The advisory board looked at the priorities and
asked us to accept an additional $150,000. Our customers saw training as crucial to
the technological revolution in telecommunications and directed our activities to
support their business needs. The governance structure meant that we - training
- were not in the position of selling ourselves or setting priorities. The structure
provided a way for decisions about BSCTE's budget and priorities to be made in a
collaborative manner.
For organizations serious about getting their overall training systems to support
real business needs, the governance structure is one of the keys. In the workshops
we give on strategic planning for training, we recommend - above all our other
suggestions - that participants implement a governance structure. Companies like
Motorola, with its world-class training system, use the governance structure to
good effect.
Following the model we espouse, Nick Bridges, manager of customer service with
Kraft General Foods, has put in place what he calls a Skill Development Advisory
Board. He credits the Board with maintaining a strong position for training among
organizations he serves. "Budget and staffing levels have remained strong," says
Bridges, "even during cutbacks in other areas."
While an effective governance structure can be implemented by a training organization of any size, it is always the result of careful planning and implementation. The
structure is a forum for joint decision-making that provides for a synergistic partnership between the training department and its customers. The governance
structure is a key element in any world-class training system, because it allows for
the implementation of a strategic training plan. And that plan, in turn, allows
training to succeed by supporting the strategic objectives of the business. ••

For a more complete description of the governance system and how it fits into the
overall training function, see The Training and Development Strategic Plan
Workbook. Winner of the NSPI Award for Outstanding Instructional
Communication, the book is available from Prentice-Hall Business and
Professional Publishing, Englewood Cliffs, NJ 07632; 1-800-288-4745. The book's
ISBN is 0-13-853862-X and its price is $79.95.
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Choosing the Baldrige Award Winners

Demystifying the Examination Process
by Joe Sener

Joe Sener, who recently joined SWI's consulting staff, is an Examiner for the
Malcolm Baldrige National Quality Award. See his profile on page 14.
The Malcolm Baldrige National Quality Award was established by law in 1987 for
the purposes of
•

Promoting quality awareness and practices in U.S. businesses

•

Recognizing quality achievements of U.S. companies

•

Publicizing successful quality strategies and processes

What makes up the examination process? Who are the evaluators and how are they
selected and trained? How are companies examined? Let's take a look at the
Baldrige examination process.
The Examination Process. The deadline for submittal of a company's application
is April 1. The examination process consists ofthree stages with a review by the
Judges between each stage. The process is designed to ensure the fairest possible
review by a highly competent staff of Examiners in as confidential a setting as
possible. Every application is evaluated by the Board of Examiners, which consists
of Examiners, Senior Examiners, and Judges. Each examination begins with a first
stage review by eight Examiners.
JudgingCategoriesfor 1994
1. Leadership
2.

Points
95

Informationand Analysis

3. StrategicQualityPlanning

75
60

4. HumanResource Developmentand Management

150

5. Managementof Process Quality

140

6. Qualityand OperationalResults

180

7. CustomerFocus and Satisfaction

300

The Examiners score the application independently and confidentially on a scale of 1 to 1,000
points; these points are awarded in 28 items in
seven categories.
Different areas are defined as "approach and
deployment" (process) issues or "results" (product) issues. Depending on this criteria, results will
include data referenced and compared against
competition, best in industry, and world-class
benchmarking. This step in the process takes place
in May.

The Judges review the applications based on the first stage scoring and determine
which will go forward for the next stage of review and which will move to the
written feedback stage. Every application, winner or otherwise, receives written
feedback that is a consolidation of the comments, recognized strengths, and
perceived weaknesses identified by all of the Examiners who reviewed that
application.
~ ~
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Receive Applications

Worthy applications then move to a consensus stage. During consensus, a Senior
Examiner will arrange a conference call with all of the Examiners to review all the
categories for which the variance in scores identifies a
lack of agreement among the Examiners. Differences are
individually resolved to arrive at a "consensus score"
that is sent back to the Judges. These conference calls
may last many hours and take place during June and July.

First Stage Review

Next, the Judges review the consensus scores and determine which companies' applications will move on to the
site visit stage and which will go to feedback.

5-8 Examiners

~_N_O_~

Consensus

Feedback
Report

Review

6-8 Examiners

~_N_o__ ~

Feedback
Report

During September, site teams visit companies whose
applications were chosen by the Judges. The site visit
team consists of five to eight Examiners, including a
minimum of one Senior Examiner who leads the visit.
Also in attendance is at least one representative of the
National Institute for Standards and Technology (NIST),
the agency of the Department of Commerce that manages
the Award Program. The purpose of the visit is not to
rescore, but to clarify and verify issues or questions
stemming from the consensus stage review. For each of
the 28 scoring items, the site visit team asks, "Does what
we see tell us to raise the score, raise the score substantially, lower the score, or lower the score substantially?"
Based on the site visit report issued by the team, the
Judges make recommendations regarding which companies should receive the Baldrige Award. Judges are
disqualified from reviewing those companies with which
they have conflicts of interest. Prior to this stage, the
Judges know the applicants only by code number. Discussion continues until all conferring Judges decide that
the case has been adequately covered.

At the conclusion, an elimination round is held. An
applicant is only removed from consideration by a
- - - - -- - -- - - -- -+---.unanimous vote of all Judges not having a conflict of
5-8 Examiners
interest. After reviewing all applications and eliminating
those that received unanimous votes to eliminate, remaining applicants are then ranked by the Judges. This
Recommend Winners
ranking carries a number of points. If there are five
applicants, then the top applicant receives five points,
Judges
number two receives four points, etc. The applicant
receiving the lowest number of points is eliminated. This iterative process continThe Examination
ues until there are only two applicants in a given category. The Judges cast their
Process
final votes and make recommendations to the Director of NIST as to whether or not
an applicant should be an Award recipient. These recommendations are made in
late September or early October.
Site Visit

Feedback
Report
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Scoring
Category

Point Range

Percentage of
Applicants

1

0-125

2

2

126 - 250

8

3

251 - 400

24

4

401 - 600

47

5

601 - 750

19

The results ofthe final scoring of all applicants for 1993 showed
an interesting distribution of scores. For this analysis, the scoring
was divided into seven categories. While two applicants scored
below 125 points, 47 percent of all applicants scored between 401
and 600 points. Nineteen percent of the applicants scored between
601 and 750 points. Of these 19, 13 went to the site visit stage and
ofthese 13, only two awards were given. No applicants scored
above 750 points.

Examiners. The Board of Examiners is the body that evaluates
Award applications, prepares the written feedback reports that
751 - 875
6
0
each applicant receives, and makes award recommendations to the
7
876 - 1,000
0
Director of NIST. This Board consists of the best quality experts in
the United States, primarily from the private sector. Members are
selected by NIST through a comparative application process. The process includes
1993 Distribution
completion of a lengthy application and determination of ability through breadth
of Scores
of experience, diversity of experience, leadership/external representation, degree
of specialization, knowledge of quality, and type of expertise.
For 1994, the Board consists of approximately 235 Examiners. Approximately 35 of
these serve as Senior Examiners, and nine serve as Judges. Examiners and Senior
Examiners are selected for one-year terms. Judges serve for three years.
All Examiners, even returning ones, attend a mandatory Examiner Preparation
Course every spring. This course is an opportunity for each Examiner to review the
same fictitious application and work in case groups with other Examiners to
determine how others rated the application. Essentially, this is a calibration exercise designed to level out, to the greatest extent possible, the variances between
individual Examiners.
In addition to their application review responsibilities, Board members contribute
significantly to building awareness of the importance of quality and to information
transfer activities. Many of these activities involve the hundreds of professional,
trade, state, and community organizations to which Board members belong. For the
Board members, however, choosing the Baldrige Award winners is the high point
of the year.
And the Winners? The winners for 1993 were Ames Rubber Company in the small
business category and Eastman Chemical Company in the manufacturing category.
There was no winner in the service category of the Award.
While the examination process may appear to be complex and tedious, it is designed to ensure that there is absolutely no possibility of a conflict of interest and
that only those companies that represent the best in the United States are selected.
All Examiners, Senior Examiners, and Judges take their responsibilities seriously
and must be prepared to stand next to the President and say, "This company is the
best in the United States."
Great effort goes into the selection and review process to ensure the fairest possible
process. There are no secret answers, and there are no hidden processes. Those
companies that receive the Award have withstood a tremendous scrutiny and
deserve the title of "Winner: Malcolm Baldrige National Quality Award."
••
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The SWI PACT Process

Phase 5 -

Pilot Test

by Guy Wallace

Performance-based
Accelerated
Customer-driven
Training

This article is the seventh in a series describing the SWI PACT Process for training
design. We include under "training" all methods of deploying awareness,
knowledge, and skills to target audiences. Training methods may include
orientation, education, training, on-the-job development, cross-training, and so
forth. The PACT Process (Performance-based, Accelerated, Customer-driven
Training) covers both our approach to Curriculum Architecture Design (CAD) and
Custom Course Development (CCD).
Overview. In previous articles in this series, we've covered project planning,
analysis, design, and development/acquisition.
In this article we cover the pilot
test session - how to prepare, who to include, how to evaluate the session, and
what to do with the results.

Phase 1

~BB~

'-

Project
_p_la_n_n_in_9---1
& Kick-off

Phase 2

Phase 3

Phase 4

D:~~~i~~~~V

Analysis

Populating

the Pilot: Students and "Spies."

Phase 5
~

Pilot Test

Phase 6
Revision
& Release

The purposes of the pilot tests are to

•

Make sure the training is effective.

•

Make sure the training accurately fits the job.

The first purpose requires the participation of members of the target audience;
trainers need to measure how well target audience members learn the material
presented. The second purpose requires the participation of "management reps"
familiar with the content being presented, because management needs to see if the
content is correct and if the course is really "okay." Consequently, the pilot group
usually winds up including what we jokingly call management "spies."
Now, because we want and need management to be comfortable with the course
we're constructing, we need the feedback of these "spies" - these wizened veterans with their relevant knowledge and experiences. Often, however, too many
"spies" attend the first delivery - the pilot test. They tend to shift the learning
curve lower. Did they learn anything? It's hard to measure much learning in a
group of "spies" who were sent to check out course content, because they already
know the information in the first place. Plus, "spies" tend to lose sight of why they
are in the session. They tend to judge the session based on their needs and the level
of knowledge they bring in rather than on the needs of the target audience(s) and
the knowledge and skills the target group brings in.
We've dealt in the past with this situation by advising the Steering Team in the first
meeting (way back in Phase 1) of the need to balance attendees in the pilot test. We
continue to remind the Steering Team in every subsequent meeting. We ask them to
allocate half the seats (or workbooks or screens) for true target audience representatives so that we can measure learning.
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We ask that the other half of the seats go to people the Steering Team trusts to
assess the appropriateness of the content. We ask them to send these "spies" to
report back the truth as they see it. Our mottos: Let the evaluation chips fall where
they may! Live or die by the sharp sword's edge of evaluation data points rather
than the dull blade of uninformed opinion!
We also ask the Steering Team to let us know who is who, so we may treat their
evaluation data appropriately. After all, if the "spies" are master performers or
subject matter experts, we really won't expect them to learn very much. (However,
we're often surprised by how much they claim to learn, the old dogs!) We segregate
the evaluation data based on the spy-versus-target-audience-member criterion as
we perform post-pilot assessments and decide what to recommend for post-pilot
revisions.
Preparing for the Pilot Test. We like to put out a "pilot brochure" that demystifies
the pilot test session for all the attendees and their management. (See the accompanying article for examples of how we attempt to manage everyone's expectations
prior to their arrival at the pilot test, whether the training is delivered via classroom, computer, or workbook/video.)
We also request that no casual observers be allowed. When everyone is similarly
threatened, they are equal. We have found that those who are safe from putting
their egos on the line by participation always seem free to criticize exactly what
they themselves are not being asked to do. This is very unfair to the participants
who do have their egos on the line.
(Please note that we do not intentionally build "threat" into our training. However,
we work very hard to make sure that the training is relevant, real, and hands-on.
We try to make sure that participants all share the potential discomfort of exposing
current capabilities.)
Conducting the Pilot Test. Participants go through the training a lesson at a time.
We recommend that the course be delivered exactly as specified by the design and
as supported by the course materials. We have seen instructors and facilitators
change the delivery to suit their styles and beliefs. When that happens, we're never
exactly sure what is being measured by the evaluation data. It's certainly not
measuring the course as designed and developed.
Evaluating the Pilot Test. In our pilot test sessions, we conduct three types of
evaluations, using
•

One-page, written, feedback forms after each lesson

•

Verbal, group debriefings on a daily basis

•

End-of-course written and group debriefings

We evaluate individual lessons in clusters of two or three, depending on the
elapsed time between each cluster. Daily debriefings typically add an hour or more
to the length of the day. The end-of-course evaluation is a summary evaluation,
covering once again all of the lessons delivered in the pilot test.
Each debriefing gathers feedback on
•

How the training fits with instructional intent (objectives) and with the realities
of the job. Are there missing or unnecessary objectives? Is the level of difficulty
appropriate?
~ ~
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•

The degree to which objectives were met.

•

The accuracy of content.

•

The sequence and flow of individual training processes. Were they efficient?
Logical?

•

The training materials.

•

The presenter and/or instructor.

Our design approach leads us to develop courses in which mastery of objectives is
achieved through iterative exposure to content over a series of lessons. The lessons
build on each other. Sometimes we don't "close out" a terminal objective or an
enabling object until the very end of the course.
Because of this, we often find that pilot participants don't rate early lessons as high
as we might expect. Until learners see and feel how their knowledge/skill base is
expanding incrementally, they usually "trash" the earlier lessons. Even if we tell
them in an early lesson that we'll be revisiting the topic/skill in later lessons,
participants don't ever seem to believe us.
What does this mean for the evaluation? Complaints during the evening debrief!
The next day (when they see how their knowledge/skill base is being built), participants usually take most of their criticisms back. In the end everything works out,
but we're usually anxious until we close the session and read the final evaluations.
This incremental, iterative approach to mastery is also a reason for denying admittance to the casual observer, who may very well see some of the early criticisms
that the course doesn't "teach it all." Early in the course, the criticisms may be true.
If casual observers leave the session at that point, they will be pretty sure that the
session is a bust. Even positive comments from participants at the end of the course
don't easily sway them, because they "saw it all" and may not understand how the
learning could have recovered. The "partial evaluation opinion" is the most difficult evaluation to deal with. We try to avoid the circumstances that engender it.
A Note on Materials. We have found that computer technology sometimes interferes with the pilot tests we conduct. Desktop publishing techniques sometimes
make pilot session materials look too "finished," which can cause pilot participants to become anxious when they find something that isn't exactly right. We've
found a way to continually remind participants that, indeed, this is only a test: an
ink stamp stating that the materials are for review purposes.
imprecisely,
liberally, and in red.

Reporting on the Pilot Test. Our Pilot Test Report typically presents all the background data of the session: who, what, where, when, and the bottom line summaries of Levels 1 and 2 evaluation data. We also include copies of all the end-ofcourse written evaluations. We summarize the lesson-by-lesson evaluations, and
we type up the daily debriefing comments just as we captured them on flip chart
pages. (We also explain to reviewers what comments participants may have modified or taken back on the next day; we do this to avoid concern with what may be
relatively harsh criticisms of early evaluations.)
We scrutinize the evaluation data points, reflect on our intuitive feelings about the
results, and come up with our recommendations for revision.
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Meeting with the Steering Team. Our final tasks in this phase are to do a summary
overview of the Pilot Test Report and then conduct a review meeting with the
Steering Team members. (Some will have read the report and some won't; we don't
count on it.)
We ask the Steering Team members what they have heard, and then we follow up
with our specific recommendations for revision. We ask for sanction or modification to the recommendations. We control the process by using overhead transparencies to feed the Team members their decision points one by one, and we write
the resolution on the foil so that the Team can see, up on the screen, how we
interpret its collective decision.
After our revision recommendations are reviewed and adopted (possibly with
changes) by our project Steering Team, they become the specifications driving the
work plan for the next phase of the project. We close the meeting, thank everyone
for their support and guidance, and pack up - ready to move into Phase 6 of the
PACTProcess: Revision & Release.
• •

Managing Expectations in the Pilot Test
Since the reaction of pilot participants to all aspects of the training they're undergoing affects the training that hundreds or thousands of their organizational
colleagues subsequently receive, we like to manage
their expectations of the pilot process.
One way we do this is through the use of informal
brochures describing the pilot session and the experiences participants will undergo - the long (11 or 12
hour) days, for example, that include debriefs. A
lesson map and daily class schedule in the brochure shows what will happen when. Short
paragraphs explain each lesson. The brochure also
tells the amount of hands-on exercises and
describes their nature. Information such as key
learning objectives, class times, locations, and
preparations is also provided.
Most of our training consists of at least 60
percent hands-on exercises, typically simulating the performance documented on the
performance models from Phase 2. Many
learners do not like these types of exercises;
they seem to find them threateriing (especially our management "spies"). We try to
allay that anxiety by previewing the
nature of the simulation and the
participant's part in it.
Our pilot session brochures help participants
feel better about the content and process they'll be experi-

encing; this, in turn, helps the entire session run more smoothly. ••
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Rummier, Russell, Running, and Rock 'n Roll

Personal Profile: Dick Hill
Those who know Karen Wallace have heard her acknowledge the influence of
Geary RummIer on her career. Those who have been in Guy Wallace's office have
seen on the wall the large, framed diagram summarizing the philosophy of Tom
Gilbert.
Up until recently Dick Hill had done neither. But when he met the SWI partners
who quote Gilbert and Rummier, among others, he
discovered an instant affinity. He liked it: discussions with people "who think right - the way I
do," says Dick, tongue only partly in cheek.
Neither his mind nor his experience is as closed
as his jest might imply. While he shares the basic
philosophical framework of the SWI partners,
Dick's broad range of experience nicely complements that of his colleagues. Human resource
development experience has provided him with
skills in compensation, recruiting, career development, succession planning, appraisal, and related
areas. He has managed a training and development facility with a 65-person staff.

Dick Hill

He is also experienced in process flow analysis and work redesign.
On Dick's office wall hangs not Rumrnler, but Russell - a framed picture of,
commentary on, and autograph by jazz musician Pee Wee Russell. Dick calls
Russell "the only person ever to have really played the clarinet" - a somewhat
fanatical-sounding assertion, but in line with the way Dick expresses his
enthusiasms.
He expresses himself the same way when he discusses his involvement in a couple
of current SWI projects dealing with performance and competency assessment of
personnel ranging from oil field workers to consumer goods sales managers. "We
are truly breaking new ground in the marketplace: developing qualification tools
and integrating what are usually thought to be diverse areas of human resources.
Sound performance measurement is the foundation for it all," says Dick.
Sound performance measurement led Dick to initiate a project at home - a project
to sound-proof the basement room/studio where his 16-year old son, Jeff's, heavy
metal band practices, a project the rest of the family appreciates. Dick's daughter,
Kim, 22, studied theater in college. Dick's mother-in-law shares the house as well.
To elicit yet more enthusiasm from Dick, ask him about the running he's continued
ever since competing in high school track and cross-country. He ran during his
years of college at the University of Wisconsin at Madison (where he earned
bachelor's and master's degrees in business administration and a Ph.D. in psychology and education) and still puts in five miles daily.
Or, ask him about skiing. He extended his athletic endeavors to the slopes for the
first time when he joined SWI colleagues in the Sierra-Nevadas after the NSPI
conference. He now calls himself "a committed, dedicated, lover of skiing."
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Along with running, music, and his other interests, Dick spends time at volunteer
work; his wife, Donna, is also active. In fact, one of Dick's goals is to obtain another
degree - a master's in social work - to add value to his volunteer service when he
reaches one particular finish line - retirement from the paid workforce.
In the years before that, however, SWI senior associate Dick Hill will support SWI's
current services in improving organizational performance. He is also enthusiastic
about helping expand our framework of products and services, especially in the
areas of human resource services, assessing performance-based competencies,
work design, and strategy development.
••

Back Issues Available!
Wondering what you might have missed? If you would like copies of any of these
back issues of Pursuing Performance, please contact Jennifer Freeland, SWI client
relations coordinator, at (708) 416-3323. Highlights of previous issues include:
FalllWinter 1992
• "Project Planning and Kick-Off" - Phase 1 of the SWI PACT Process for
Curriculum Architecture Design
• "The Human Side of TQM" - Selling employees on the benefits of TQM
Spring 1993
• "Analysis" - Phase 2 of the SWI PACT Process, describing performance
models and knowledge/skill matrices
'
• "Five Systems to World Class Training" - An overview of the governance,
planning, operations, results, and support systems of training functions
• "No Half Measures to Total Quality Management" - First article in a series on
the quality roadmap cube
Summer 1993
• "Designing a Curriculum Architecture" - Phase 3 in the SWI PACT Process
• "Training Directors and the Post-Capitalist Society" - The impact of changes
on the business world and training
• "Back on Track: The Roadmap to Total Quality" - Second article in a series on
the quality roadmap cube, covering business processes and metrics
FalllWinter 1993
• "More About Training Design" - Concludes the coverage of the SWI PACT
Process, Phase 3
• "Building a Competency Management System" - A discussion of the systems
needed for deriving, assessing, and developing/deploying competencies
• "The Quality Roadmap: Resource Infrastructure" - The human resources and
environmental resources of any organization and how they support critical
organizational processes (third in a series on the quality roadmap cube)
Spring 1994
• "Training Development/Acquisition" - Phase 4 in the SWI PACT Process,
examining the issues in developing versus purchasing training
• "Using Teams to Implement Quality" ~ Three types of teams needed for the
effective implementation of a quality movement
••
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Karate and the Art of Business Systems Maintenance

Personal Profile: Joe Sener
The pursuit of Quality is neither brief nor easy.
In Zen and the Art of Motorcycle Maintenance, the narrator describes his pursuit of
Quality, taking the reader on a journey through real and metaphorical peaks and
valleys in the mountains of America's West and in institutions (of learning),
occasionally using tools of Eastern origin.
Joe Sener pursues Quality in similar ways.
For his most recent employer, a peak experience was
designing and implementing a Quality Management
System that red to an unconditional first-time
registration to ISO-9001. The company was the first
American cylinder manufacturer registered.
The pursuit of Quality is not easy. For Joe, a
registered Professional Engineer, it has meant
becoming a Senior Member of the American Society
for Quality Control, a Certified Quality Engineer
(CQE), a Certified Quality Auditor (CQA), and a
trained Lead Assessor for ISO-9000. It has meant
becoming versed in areas such as 10CFR50 APP.B,
MIL-I-45208, and MIL-Q-9858 (nuclear and military
quality standards).

Joe Sener

The recognition for Joe's endeavors? Twice he has been named an Examiner for the
Malcolm Baldrige National Quality Award. (See the article on the examination
process on page 5.)
Joe's family includes his wife, Linda, and his children, Christina and Joseph. It is
Joe's father who gets credit for bringing SWI and Joe Sener together. When it
became apparent early this year that his company's drive for ISO-9001 certification
would be successful, Joe started considering future plans, consulting among them.
His father, with whom Ray Svenson had worked at AT&T,suggested that Joe talk to
Ray to "hear about the pitfalls of consulting," as Joe relates it. But after a lunch·
with Ray discussing areas of mutual interest, Ray said, "You need to meet my
partners." He did - and thus began the dialog that brought Joe into the SWI
process.
The pursuit of Quality is not brief. Joe has been a student of karate, a Japanese art
of self-defense, for 20 years. Holder of a black belt, Joe has competed on the American Karate Association circuit and is a two-time national sparring champion. At a
local karate school, he teaches males and females ages 8 to 55.
Joe has been involved with Scouting since he was ten years old. Currently, he
helps train counselors for the Chicago Council's 6,000-acre camp near Whitehall,
Michigan, a task that lets him "give back" to Scouting and also get outdoors. Joe
enjoys wilderness camping, especially in the Colorado Rockies.

Page Fourteen - Summer 1994

Although much of Joe's experience in the pursuit of Quality in business has been
in the field of manufacturing, the rules and techniques apply across most organizations. The Baldrige process has recognized this by the types of companies they
have assigned Joe to examine.
Joe calls the opportunity to be an Examiner exciting, and he likes the chance to see
how "the best in the country are improving quality throughout their
organizations. "
What does it take to be an Examiner? "The ability to have a systems view of a
company's operations," says Joe, "to understand the systems at work that create a
company's outputs. The ability to dig into systems to determine what's real - and
how to measure that - and what's merely perceived."
For SWI clients, Joe expects his experience with measurement systems to be a
strong point. He looks forward to helping clients develop instruments and testing
tools to find out what's improving and what's not and - because the pursuit of
Quality is neither brief nor easy - to determine what areas need more effort.
Asserts Joe: "I enjoy the excitement of working with companies who want to make
dramatic improvements in their organizations."
••
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For many organi/.ariorl!>. ti-£re is a large gap between [he promise ofTolai
Quality "hna~n~nt
(TQ~1) and the reality of its success. Instead of
achieving local qU:lhl)'. many companies realize at best partial quality
Qualiry efforts !nuS( be driven by 11k' Sfr.llegic demands cute business or
tbey wllfxurety fail
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SWI. Svenson & Wallace, Inc. announces the availability of the first three in a series of brochures
describing the company's service offerings. Each
brochure provides, in four pages, an overview of a
particular service. Call, fax, or write Jennifer
Freeland to receive any or all of these three brochures
describing the consulting we do in the areas of
•

Quality and the Quality Roadmap - how we
can guide companies on the road to quality
using a three-dimensional map and a deployment process, avoiding the rough spots and
barriers on that road

•

Strategic Planning for Training and Development
- how we can provide a planning process that
enables businesses to develop a culture of
continuous learning, driven by strategic and
operating business plans

•

The PACT Process for Curriculum Architecture
Design - how we can help organizations
systematically analyze job performance and
build performance-based Curriculum Architectures to convey appropriate, job-relevant knowledge and skills

Ru ndm.1p provides
a rretbodology on how 1(1 syxteruatically
examine the critical bu:;incs.'needs that mesr drive the qmlity etfort. The
Roadmap C:lIl he perceived as a three-dimensional l1,J~.
1111" Quality

Business Architecture
11k"linm toce of11l1:'R\~"'111lapcontajl1't1~ Business An.:hit<.'\.1lH~"l\~lsisting

"
• Bosi11l's.~ 0!i'"<.'1"l'
• Bosj~;.., Processes and Mctri..:s
• Kesc.WJI\.~lnfuL~\K.·tlue

Each service integrally supports the way we see ourselves - as "Architects and
Engineers of Systems that Build and Support Performance."
••
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A Tool for Strategic Cost Management

Using ABC -

Activity-Based Costing

SWI associate Dreama Perry's experience with one of the "Big Six" accounting
firms allows her to provide this perspective on a costing method that fits the
business initiatives of the '90s.
"Better, faster, cheaper" - familiar goals to those involved in business re-engineering or TQM. But what if, as you implemented your organization's strategies, you
found that your tools for measuring one of the better-faster-cheaper criteria were
inaccurate?
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Traditional cost accounting dates back to the
Industrial Revolution. Using traditional accounting, the typical manufacturing company dumps
product costs into three "tubs": direct materials,
direct labor, and factory overhead. Overhead is
assigned to products based on their direct labor
content, which is the amount of direct labor
required to produce the product. Due to tremendous advances in automation and technology,
today's direct labor content for a product can be
as low as 8 percent of the total product cost,
whereas direct material represents 40 percent and
factory overhead a whopping 52 percent. These
percentages are a huge contrast from a generation
or two ago.

Can traditional cost accounting really measure "cheaper"?
By allocating overhead based on hours of labor, products that are complex to
manufacture have their overhead greatly understated, since a product that is simple
to make can have as much direct labor as a complex product. For example, a
simple product with a few parts requires only minutes of planning, scheduling,
and material handling, whereas a complex prodHigh
Over-casted
uct with multiple bill of material levels requires
an extensive amount of planning, scheduling,
special equipment tooling, and engineering
1&1
support. However, none of the additional resource
~
requirements for the complex product are catego~~----------------~--------------~
•••
o
rized as direct labor. Instead, the costs are arbi>
trarily spread over all of the company's products
using an overhead allocation method. The result
Under-casted
is that complex products are under-costed, and
LOwL-L
~
simple products are over-costed.
High

\
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by Oreama Perry

COMPLEXITY
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Products
Activities
Resources

Stage 2

Stage 1

Resource
Consumption:
A Two-Stage Process

Activity-based costing (ABC)is the antithesis
of traditional cost accounting systems and has
been gaining popularity as a successful
strategic management tool for the 1990s.
Also known as "activity-based management"
(ABM) and "targeted cost management,"
activity-based costing is based on the concept
that products (and services) consume activities, and activities consume resources. Thus, a
two-stage process emerges that traces costs to
products according to the product activities
performed and the resources consumed.

ABC requires that a bill of activities (BOA) be created for a product. The BOA is a
list of all the activities performed for a product over its entire life cycle. A cost is
attributed to every activity performed for a product, since each activity consumes
some type of resource, whether employee time or actual materials. ABC then
assigns materials and all traceable activities (and their associated costs) to products, based on the usage of each activity.
The two primary benefits that ABC provide a company are
•

More accurate product costing

•

Making visible "buckets of opportunity" for cost reduction and performance
improvement

In order to capitalize on these benefits, ABC suggests that a company
•

Manage activities, not expenses.

•

Perform only activities that add value.

•

Promote continuous improvement of activity cost, time, quality, and flexibility.

Furthermore, companies can make activity improvements by
•

Reducing the time necessary to perform an activity

•

Eliminating unnecessary activities

•

Combining fragmented activities

•

Selecting low-cost activities

•

Sharing activities

•

Standardizing activities

If your company has in place initiatives for TQM, business process improvement,
cycle-time reduction, or customer satisfaction, the data (facts) that an ABC system
produces can be used to make strategic decisions. In setting product priorities,
making customer tradeoffs, or determining the costs and benefits of an improvement project, ABC allows you to supersede traditional cost management with
strategic cost management.
••
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SimCity, SimEarth, and Now, from SWI ...

Simulations for Corporate Training
by Pete Hybert

In his five years with SWI, senior associate Pete Hybert has helped develop many
of the simulations we have produced for our clients.

Help Wanted
Learn on the
Job!

The jobs of airline pilots and reactor operators have a lot in
common - in both, jobholders exercise a complex set of skills
in an environment where mistakes can be critical. Developing
skills on these jobs is usually not feasible, and in fact, that
practice would be frowned upon by the general public.

c
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c
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But who's to say that a product manager inadequately prepared
for the complexities of her job won't crash and burn the first
time she's called upon to exercise the full set of her job tasks and
responsibilities? Who's to say that a labor relations manager
improperly prepared for interfacing with union employees and
union stewards won't suddenly find himself involved in a
critical mass that's heating up and out of control?
Managers make decisions involving financial and legal risk. They often have to
perform in "real time" - responding to employee situations or customer situations
as they occur. White-collar professionals such as engineers, designers, planners,
and analysts have to take into account a disparate and potentially overwhelming
set of criteria and factors as they work. These criteria might include company
policy, future strategy, organizational politics, legalities, past decisions/precedents,
and the current and future technical issues of the business.

"Fully training whitecollar professionals is
not something that
can be achieved in a
typical classroom

Training, of course, is supposed to prepare people to perform on the job. In a
classroom, white-collar professionals can acquire knowledge and discuss potential
strategies for dealing with on-the-job situations. This learning is necessary - but
it's not sufficient. Fully training these professionals how to perform on their jobs is
not something that can be achieved in a typical classroom environment, any more
than a pilot can learn to fly without hands-on time at the controls. That's why
airlines use flight simulators to train pilots, and public utilities use control panel
simulators to train operators of nuclear reactors.

environment. "
Sometimes partial training is good enough. But most businesses require more than
that, especially when there is a high amount of risk associated with poor performance, when the job performance is complex, or when practice with coaching is
needed to develop a sufficient level of skill.
Managers and white-collar professionals can benefit from the same type of training
that airline pilots and reactor operators receive. For these workers, too, a simulation approach can be an appropriate strategy. Simulations can generate skills
people need. Simulations can closely match the job environment (the "real
world"). Furthermore, participants usually enjoy simulations even while taking
them seriously.
Simulations place more demands on developers, facilitators, facilities, and participants, but an effective simulation can be a high-impact instructional alternative.
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What Is a Simulation? A simulation is a structured learning experience addressing
a learner's entire range of on-the-job performance or a subset of that range including the most critical performance. It integrates the learner's knowledge and skills
that relate to various parts of his or her performance. A simulation is an exercise
where the learner can apply knowledge and skills from previous classroom training, but it's also an opportunity to learn new concepts.
A simulation requires a facilitator rather than an instructor.
Participants often learn from each other, but a simulation is built
around a specific set of instructional objectives - it is not a loose
"encounter group" activity. It should approach the complexity of
the real job yet still be simple enough for delivery in a learning
setting. It should be structured around an output (a result) as well
as the process that produces that output.

experience address-

One of the many training course simulations SWI has developed
was for a Fortune 500 telecommunications company. Its purpose
- train product managers and market managers on how to take a
new product from concept to market. The simulation uses the
vehicle of a product team planning meeting to allow participants
to address a number of instructional objectives. Participants take turns leading a
team planning meeting. After the meeting, participants develop a plan for the
product that summarizes the conclusions reached in the meeting. The simulation
helps learners to be able to

ing a learner's entire

•

Make product decisions based on business/financial criteria.

range of on-the-job

•

Handle team conflicts.

.£
perJormance
... "

•

Be sensitive to the real-world issues faced by the various functional entities
involved (development, manufacturing, sales, service, etc.).

•

Recognize the variety of problems faced by different types of products (e.g.,
software, commodity, systems, etc.).

"A simulation is a
structured learning

A simulation is not a typical role-play because role-plays tend to focus only on the
interaction. For example, a role-play in which a boss deals with an underperforming employee probably focuses on generic communication skills. The way SWI
builds simulations, role-plays are tailored to our clients' businesses. A debrief
might cover communication skills, but it will also focus on the result or output of
the discussion. Should the boss have suspended the employee in this situation or
not? What else could he or she have said? Was the conversation documented well
enough to support the manager's position if the employee were to later file a
grievance?
A simulation is also more than a classroom exercise. An exercise tends to focus
only on the new concept being taught. A simulation integrates new concepts and
skills with those taught previously in the course. (We often work on learning
objectives over several simulation rounds to build job proficiency by the end of the
course, not necessarily by the end of one round of the simulation. This makes the
simulation a more complex learning environment, which typically reflects more
closely the nature of the job.)
~ ~
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Simulations depend on prepared materials that include what we call "data packs"
to provide participants with information about the situations they're dealing with.
Simulations may include a game board by which we build in unexpected events.
There is also likely to be some sort of format for the output that drives the structure
of the process that participants will use. Simulation materials vary, of course,
depending on the client and the application.
The diagram below shows how we design and build simulations to mirror actual
job performance. This diagram shows a simulation as a final exercise that integrates the previous learning. Simulations can also provide an experience prior to
training or as a means of qualification testing at the end of training.

Simulation
Knowledge/Skill
Requirements

I-- ......•~

Lessons,
Exercises

When Is a Simulation Most Effective? We have used simulations in a variety of
client situations. What these situations had in common were
•

The complexity of the performance

•

The criticality of the performance
One of our clients had assessed its marketplace and decided that in
order to survive, the company needed to grow significantly. The
company needed to greatly increase the number of new products,
reduce product developmentlintroduction cycle times, choose new
products well, and manage them effectively. The critical role in all
of this belongs to product managers who have overall responsibility
for the products. Through the entire product life cycle, product
managers must manage cross-functional teams of resources from
marketing, engineering, manufacturing, and service.

To perform well in the product manager's job requires a mix of
technical knowledge and skill in the areas of finance, market research, marketing strategy, product development, product manufacturing, industry standards, etc. In addition, product managers need
to know which organizations in the company provide which services, and what the
company expects to see in a business case or product plan. Finally, they need to be
able to manage a team using skills in meeting management, interpersonal communication, conflict resolution, and planning.
uct Manager Training

The simulation Guy Wallace developed uses a hypothetical product line with
characteristics similar to our client's industry (but different enough to avoid
disputes about issues of fact, such as the product specifications or market size
data). The design allows participants to practice a very complex mix of skills by.
running a team meeting three times over a five-day course. In addition, it allows
them to participate in eight other meetings so they can learn from other participants and learn more about the other roles on the product team.
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We used a similar strategy to help a company that was changing from a functional product development process to an
integrated product development (IPD) approach. IPD (also
known as concurrent engineering) is a strategy to reduce cycle
time and improve quality by designing a product concurrently
with the processes to manufacture, install, and service the
product. With IPD, designers less frequently design something
that manufacturing can't build, among other advantages.

Simulation for IPD
Training

The company had attempted other ways to train people in IPD.
SWI's simulation, however, provided a way for participants to
see how IPD might work and to try it in a low-risk situation.
Companies undergoing re-engineering may consider using
simulations for the same reason - their employees can experience how work will
be done in the re-engineered environment instead of just hearing about it.
Another SWI client had a situation in which they needed to "condense" experience. They were trying to change union/management relations to create a more
participative environment. They needed to work within the
existing union contract, however, and didn't want to incur
grievances or lawsuits. Managers would have to walk a fine
line between working with their employees while still serving
the best interests of the company. (Experienced managers had
learned how to walk this fine line; they had also learned most
of their lessons the hard way.)

Simulation for Labor
Relations Training

The simulation we developed gives each participant practice
in the new environment. Participants conduct four employee
meetings, including meetings for counseling, disciplining, and
grievance negotiation. In addition, participants play the parts
of employee or union steward in 12 meetings run by other
participants. This gives them simulated experience in 16 situations, all based on
actual work incidents.
The situations are arranged to become progressively more difficult. After each
meeting, there is a debrief in which participants discuss the outcome and different
approaches that could have been used. Those with more experience often share
war stories that help convince less experienced participants of the relevance of the
training scenario.
Simulations: The Challenge. In spite of their effectiveness in engaging participants
and conveying job experience, simulations require more from developers, facilitators, and participants than "standard" classroom training.

"Simulations require
more from developers, facilitators, and
participants ... "

Developers must conduct thorough analyses of the job in order to build realistic
situations into the simulation. We at SWI use our Performance Model (See Pursuing
Performance, Spring 1993) as the basis for this analysis. The job output defined by
the Performance Model describes what the participants will build. The tasks
describe what the activities (process) of the simulation might be. And the performance issues and typical deficiencies provide guidance on the type of difficulties
to weave into the scenario. For example, one of the performance issues in building
a product plan might be lack of clear market data. Accordingly, we might design in
~~
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a team meeting in which the sales numbers don't match the numbers from the
marketing department; this requires the product manager to work with the team to
arrive at a sensible consensus view.
Developers also need to make the simulation situations realistic enough to engage
the learners, but not too realistic. If the simulation situation is too similar to the
actual job, learners become enmeshed in details ancillary to the main purposes of
the simulation.
The facilitator's job also becomes more difficult. Facilitators must be familiar with
both the content of the job and the simulation scenario. They have to know when
to coach and when to let participants figure things out for themselves. They have to
be able to debrief in a way that is constructive but not critical. They have to be able
to make the transfer from the simulation to the real job. And they need to be
cheerleaders, because simulations mean a lot of work for participants if everyone is
to have a chance to practice sufficiently and if the simulation is to accurately
reflect the real job environment.
And the challenges for participants? Simulations are not neat and tidy textbook
exercises, at least not the way we build them. We try to build in complexities and
obstacles of the types found on the job. Participants find that our simulations may
be extremely intense in terms of the amount of time and effort required of them.
Occasionally, too, participants are challenged by the requirement to work in a team
milieu; we once had a participant be "fired" by the other members of his team for
not participating constructively.
Conclusion. Do those who manage millions of dollars of corporate assets deserve
to be trained in a way that will let them exercise their skills safely and confidently,
much like pilots and reactor operators? You bet. Simulations are an effective way to
•

Teach complex performances,

such as management

decision-making.

•

Teach skills that must be applied in real-time, such as negotiating a deal.

•

Integrate a wide range of knowledge and behaviors, such as applying financial
knowledge, business strategy knowledge, technical knowledge, and communication skills to work with a team to develop a product plan.

The workplace in America and around the world is undergoing radical changes.
Employees will need to access more information than ever before, work on teams
and/or with partners, and continuously reduce cycle times. Simulation-based
training has a great deal to offer in helping to prepare us for a work environment
like the one we face for the foreseeable future.
• •

In future issues of Pursuing Performance, we will describe some of our simulations
in more detail, including the product management simulation that was a finalist in
the 1990 competition sponsored by NSPI for Best Instructional Product. Read about
the learning requirements, the strategies, how the scenarios were developed, and
how the mechanics of the classroom delivery were accomplished.
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SWI. Svenson & Wallace, Inc. welcomes Mark Blocker to our production staff as
a production specialist. Mark is a graduate of Illinois State University with a
bachelor of science degree in accounting. Mark joined us from MacTemps and has
ten years of experience in computer programming. In a previous position, he
created a database to help plan and track the advertising of a non-profit safety
organization. Mark enjoys math and programming and recently took the CPA exam.
Off the job, Mark is often on duty as an M.P. with the Illinois National Guard; he
served during Desert Storm.
Janine Mueller joined our administrative staff in April as administrative assistant.
Janine assists our business manager and will manage office inventory records,
coordinate the reference and filing system, and assist the production staff. Janine
joins us with a background in retail sales and management. She comes to SWI on
the recommendation of recent hire Scott Carlson, who told her this was a place
with "room to grow." A graduate of Northern Illinois University with a bachelor of
science degree in education, Janine looks forward to learning more about business
and working with people. In her spare time, Janine enjoys tennis.
Carrie Bryant joins our production staff as the newest production specialist. Carrie
brings with her a background in marketing and communications and six years of
experience with desktop publishing. Carrie also has a bachelor of science degree in
agriculture/agriculture communications from the University of Illinois. She has
worked as the publications manager responsible for the production of a magazine
issued by a dairy farm equipment manufacturer and as the classified production
manager of an agricultural publisher. Carrie is involved with the Society for
Creative Anachronism, a medieval recreationist group. She also collects antiques.
Geert Oostvogel (pronounce his good Dutch first name "Hairt," if you please)
joined the SWI consulting staff in June. Geert received a bachelor's degree in
technical science from the State University of Delft and a master's of business
administration from the State University of Groningen, both in the Netherlands.
Geert brings to SWI 15 years of experience in line management, project management, and management consulting. As a management consultant, he has worked
with clients on the development and implementation of TQM and the improvement of business processes and systems. Geert's recent positions include that of
manager of quality development at Van Leer Containers in Chicago and senior
management consultant for Van Leer Consult in the Netherlands. Geert's interests
include the arts, architecture, running, and golf.
We welcome Deb Arndt, who joins the consulting staff this summer. Deb received
her bachelor of arts in psychology from Illinois State University and is pursuing
her master of science/education in instructional technology from Northern Illinois
University. After beginning her career in human resources, she has most recently
served as an independent consultant, developing training in a variety of areas,
from customer service skills to continuous improvement processes. Deb is currently working with Amoco Exploration and Production Sector to develop a
guidebook for strategic planning. Deb enjoys playing and coaching volleyball and
spending time with family and friends.
~ ~
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We are pleased to announce that The Training and Development

Strategic Plan

Workbook, by Ray Svenson and SWI alumna Monica (Nikki) Rinderer, won the
Outstanding Instructional Communication Award in the field of Performance and
Instructional Technology at April's conference of NSPI in San Francisco.
Speaking of NSPI - our entire consulting staff attended the NSPI Conference. Ray
Svenson and Mark Schroeder of Amoco Exploration and Production Sector presented "Designing an Organizational Learning System to Achieve Strategic Business Results." Guy Wallace and Pete Hybert presented "The Curriculum Architecture Design Process." Contact Jennifer Freeland for more information about these
sessions.
The 1994-5 Training & Development Yearbook was recently released. Guy Wallace,
Pete Hybert, and Terri Knicker authored a chapter titled "Continuous Improvement
and Training." This is the third time that an article from SWI has been published in
the Yearbook. If you would like a copy of this article, please contact Jennifer
Freeland.
At the end of May, Ray Svenson and Karen Wallace were interviewed on the
television program "The Business Newsmakers Stock Market Observer Show," a
live financial news show aired each business day on Channel 26 in Chicago.
During their interview, Ray and Karen discussed The Quality Roadmap and various
TQM practices.
At the Assessment, Measurement and Evaluation (AME) of Human Performance
Conference in Boston in June, Karen Wallace presents a session called "Using
Performance-Based Skills Management Systems to Achieve Business Growth and
Success." This session addresses the important aspects of achieving a high-performance organization by managing a company's skills mix and rewarding people's
development of critical competencies.
Mailing list alert! We plan on updating and maintaining the Pursuing Performance
mailing list in the near future. If you are enjoying someone else's copy of our
newsletter - someone, perhaps, who has left your organization - please call,
write, or fax Jennifer Freeland at SWI so that we may add your name to our list. If
you would like to receive additional issues for interested readers at your organization, let us know. If you have had a change of address, please let us know so that
Pursuing Performance continues to come your way in a timely manner.
••

Next in Pursuing
Performance:
• The SWI PACT
Process: Phase 6
• Managing Risk in
the Team Environment

Pursuing Performance is published quarterly for the clients and friends of SWI.
Our goal is to share specific applications of Human Performance Technology
and Total Quality Management technologies in order that organizations may
improve quality and productivity. Contributing articles are encouraged. Direct
submissions and comments to Jennifer 1. Freeland, SWI, 1733 Park Street, Suite
201, Naperville, IL 60563; voice (708) 416-3323; fax (708) 416-9770.
PACTsMProcessis a service mark of SWI.
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