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Have You Noticed?

Have you noticed how quickly technology seems to change? And marketing and sales methods seem to change? Have you noticed how much your job is changing? Have you noticed how much new knowledge you've picked up, yet you still can't keep up with everything you have to learn? Have you noticed how much your company is dependent on getting out the right product at the right time (beating your customers to the market)? And how much pressure you feel (with all of the technology changes, with the job changes and with the constant need to learn) to produce a quality product in ever- shrinking time frames? 

Did you ever ask yourself: How can I meet all the demands of this constantly changing environment - this new Internet Age - and still produce the Right product, at the Right time and at the Right cost? In other words, how can I be effective in this Internet Age? If you've asked yourself that question and have had a tough time answering it, read on. 

What is this Internet Age?

Change and more change; speed and more speed. The Internet Age is characterized by the need for speed - speed in product development, speed in getting a product out to market, speed in supporting and reacting to customer needs. It is also characterized by huge, dramatic and very fast changes in technology - the current Internet (and Internet 2 - n), Internet Service Providers (ISPs), websites, corporate intranets, web browsers, commercial electronic transactions over very large, worldwide networks, and the extensive use of multi-media. And accompanying changes in marketing and sales strategies such as one-to-one, personalized marketing / tailoring of products based on customer need,  and delivery of web-based products as opposed to shrink-wrapped products. 

It is also characterized by struggle, strife and stress - as companies and individuals try to step up to the bar and meet these new challenges. And even though they work harder and seemingly smarter with adoption of electronic commerce, corporate Intranets, and implementation of virtual corporation concepts, the bar is raised every time they are ready for the next business leap. They can't seem to keep up with the changes and faster times to market. Time, and the lack of it, appears to drive everything. There just does not appear to be enough time to get the job done for individuals, project teams or corporations as a whole. Either that or we haven't learned how to redeem it.

How Can an Organization be Effective in the Internet Age?

What are we asking here; what exactly is effectiveness? Is it being able to produce a high rate of output based on your inputs? Is it to produce a product at a high rate of efficiency? Is it to become operative, being able to execute well, with a high degree of efficiency and speed? It is all of these and more. The best definition might be: Producing the right product (or service), at the right time, at the right cost and for the right customer.  If we can do this consistently, we won't have to worry about competition in the Internet Age. But, how can we achieve this kind of effectiveness - based on the characteristics of the Internet Age, what does an organization or individual have to do to be effective? 

Working Within a System

To be effective requires system thinking! Yeah right, what does that mean? A system is a combination of the human participants (people) and the tools (process & technology) they use, operating within an organizational system and culture to attain a defined goal. Simply put, to be effective we have to 

consider the combination of improvements that are needed by the people, processes, technology and culture that comprise our work systems. See Figure 1 for an illustration. You will notice I said combination of improvements - since these are the important components of our organizations/work systems they all will play an important part in implementing improvements.  
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Figure 1. People-Process-Technology-Culture Model 

Let's use the People-Process-Technology-Culture Model in Figure 1 to clarify how these may affect organizational improvements. The components in the model are the key assets of a corporation, which are needed to make it run. Lets put these components into perspective: In my opinion, People are the most important assets, the Foundation, of our organizations; Processes provide the HOW TOs to conduct our businesses - they exist to support our People, to make them more effective; Tools (e.g., Technology) exist to integrate with our processes, automate them and make our people more productive (not replace them). And our Cultures provide the glue - the values, expectations, freedoms, and constraints - that ties them all together. 

Not everyone may agree that People are the most important assets of our organizations, or that Culture is that important, but everyone should agree (1) that we need processes and tools (technology) to get the job done. And that (2) these (Processes and Tools) are used by People in the organization. And (3) People live within and affect, and are affected by, our cultures. The bottom line is: everything good, bad, or indifferent that happens in our organizations revolves around our People - processes don't create or run themselves, tools aren't implemented and run by themselves, and Cultures aren't created and exist just for the sake of existing. Processes, Tools and Culture exist to let People in the organization perform their jobs effectively. 

Becoming effective in the Internet Age requires us to make major sustained changes. There are no short cuts (silver bullets) we can take, although we continue to try. If everything revolves around People in our organizations, why do we try to implement major changes by using processes or tools as Silver Bullet Solutions - bypassing the real issues and problems that may be affecting people in the organization? Why can't we realize that, "People will be either the biggest proponents or the biggest roadblocks" to major change initiatives? I think the answer to that question is: Because we don't give People credit for being the most important assets, the Foundation, of our organizations. We cannot fire Silver Bullet Solutions at them and hope they'll do anything but duck!

We should recognize that the most important asset of any company is its people - see the illustration below. People need the right environment, training, working processes and supporting technology to get the job done. We should recognize that the skills, business and technical experience and drive of its people will help companies to transform themselves into the market leaders their customers can rely on and everyone will be proud to work within. 

People Make it Happen 
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How We Organize

It is always wise to make changes/improvements where we can derive the most benefit. People are the most important assets of an organization. Doesn't it follow, if you make people more effective, you will make your organization more effective? 

Organizational effectiveness is built on individual effectiveness. An individual is the foundation  building block of the organization. We organize ourselves in many ways to get our jobs done: into multi-person project teams to solve problems and build products, into departments/competency centers to provide corporate-wide functional expertise, and into companies/corporations to deliver products and services to our customers. Each type of organization is a building block of a larger organization and has the individual person as its most basic element. If we hope to achieve organizational effectiveness we have to keep the following in mind: Effective corporations are energized by effective departments/competency centers; effective departments are driven by effective project teams; and effective teams succeed through the efforts of effective individuals. At every level of a corporation, effectiveness will be driven by the aggregation of individual People effectiveness. 
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Figure 2. The Corporation.

Making People More Effective

If organizational effectiveness is impacted so greatly by people effectiveness, how do we make our people more effective? There is no simple answer. If you consider that we are: (1) Individuals first and have individual maturation, skill and career path growth needs and individual roadblocks that we must overcome to grow, and we are (2) Participants in work teams with the need to collaborate, communicate, negotiate, and solve problems. And to be effective, the team has growth needs and effectiveness roadblocks to overcome, and we are (3) Members of departments, competency centers, and corporations with their own missions (the need to produce products and services that keep them in business), cultures and values, and with the need to interface with other departments and customers.  What a quandary - with individuals participating in one or more of these organizations, with different missions, possibly different cultures and different skill requirements and all of these things mushed together -  how do you make a person effective as an individual, as a team member, as a departmental employee, and as a corporate citizen?  Since we work within systems containing people, processes, technology and culture, the answer calls for a multi-dimensional approach considering each of these components. 

What People Need To Be Effective




Treat them as the most important assets of the company:  


The Role of Training/Education in the Internet Age

Does training & education have a role in people effectiveness? You bet your bippy it does! Training and education serves as one of the main implementing vehicles people need to be effective - as specified in the above section. It gives you the ability to:

· Convey company culture and values 

· Convey company business directions and strategies

· Develop employees to take ever-increasing responsibilities and to become leaders

· Grow and sustain highly effective product teams

· Train and mentor on new business practices (HOW TOs)

· Grow awareness of the importance of SPEED and TIME, and provides skills on how to redeem them

· Grow awareness of a corporate Knowledge Base and facilitate individual contributions to it

· Train and mentor on all job related skills

· Develop an individual's career within the corporation

An established company Training Program can provide the specified services on an ongoing basis - not just a one shot deal. And can provide it for individuals, for project teams, for departments and corporations as a whole. An effective Training Program can also have a huge impact in implementing major corporate changes of all types: In the culture, in business directions & strategies, in daily business functions and practices and in technology. Successful implementation of major corporate changes, because they target and include the people in the organization, starts with and is sustained by ongoing training and education. To forget this is to encourage failure of these change initiatives! 

What is Effective Training?


Effectiveness should be the primary goal when implementing a training program, curricula or a single class. If effectiveness is not achieved, you might as well be throwing your efforts and money down a well hole. But what is the big deal, can't I just use some of the good off-the-shelf, multi-media, Internet-aware training stuff that's proliferating the marketplace and satisfy my training needs? And since it is off-the-shelf and hands-on material, don't I save a ton of money over traditional types of training? Depending on your need, maybe you can, but more than likely not - cost and nice technology wrappings are only two elements that figure into the effectiveness equation. 

Training effectiveness means having the right content, for the right audience, at the right time, using the right delivery vehicle, and at the right cost. Effectiveness is not necessarily achieved by just employing new delivery technology or bargaining for the cheapest class. 

How do we achieve training and education effectiveness? By learning from the process used by successful product companies: (1) Identify your customers (the right audience) - who they are, where they are located, what functions do they perform, and their problems and issues that could be resolved through training & education, (2) Define their specific training requirements (the right content), (3) Based on their requirements, design the class, curricula and/or training program that meets their requirements (the right content & right delivery mechanism), (4) Define timeliness and speed requirements and deliver just-in-time training (at the right time and cost), and (5) Continue to refine  requirements, content, delivery vehicles and deliver training on an ongoing basis. Retire training content and delivery vehicles that are no longer required or effective.  

The following are important characteristics of an effective Training Program:

· A specific business need - e.g., the corporate technology foundation, the corporate business function/process foundation, and accompanying skill requirements of the people - should drive the development of each corporate training and education component

· Training and education must support important corporate business initiatives such as SPEED, TIMELINESS- TIME-TO-MARKET by:

· Making the corporation and the individual acutely aware of the importance of time and the methods to redeem it

· Helping the corporation to value their people and their efforts to redeem their individual time - e.g., facilitating productive work environments and creating an awareness of  "context switching" time conflicts

· Helping the corporation to establish, sustain and practice a REUSE philosophy and re-usable Knowledge Bases - best practices,  technology, skills and experience of it's people - and dampening the urge for time investments in re-invention efforts and in hiring of new people 

· Introducing a successful planning and execution cycle (especially for product development teams) that incorporates SPEED as one of it's success factors and phases out pure crisis mode actions (with associated time consuming re-work) 

· Helping corporations to establish and sustain effective product development teams

· A Training Program must service all of its customers, not just a subset. It must satisfy the requirements of the individual, of work teams, of departments & competency centers and the corporation as a whole. It should have a common process and technology infrastructure that can be used for training assessment, design & construction, refinement, delivery, and administration.

· A Training Program should consider all the different forms of training content and delivery:  classroom training, CBT training, books, periodicals, mentoring, etc. And based on customer requirements, choose the most effective.  

· Training is most effective when it is delivered Just-In-Time. This may take extra planning and implementation time, but is well worth the effort. Just-In-Time training concepts are especially effective if they are used to supply training for project teams.


If effectiveness is not the primary goal, training may cause more harm than good. It can:

· Can Cause Unproductive or Negligent Use of :

· Processes, Methods & Standards

· Technology  - Technical Infrastructure & Tools

· Professional Development Skills

· Can Warp Project Decision-Making & Risk Taking. The "People don't know what they don't know" syndrome might apply. People may take bad risks and make damaging decisions if an in-effective training program doesn't pass on needed knowledge. 
· Can Hinder Team Formation and Team Relationships

AND MOST IMPORTANT, all of the above:


What Are the Major Goals/Objectives of an Effective Training Program?

A key Training & Education business goal should be to: Help corporations find and develop the people with the right skills to meet the critical needs of their business. And to create the balance between the business needs and the employee’s long term career goals. To support the stated business goal, the following training & education objectives should apply:

· Support corporate projects in meeting their project quality, deliverables, cost and schedule requirements by providing them with Just-In-Time project based training and mentoring. Provide project training planning, scheduling, delivery, cost and vendor management,

· Support project staffing needs by helping projects define the skill requirements of specific project roles. Identified skills can then be used in the project staffing process,

· Guarantee individuals are presented with the corporate culture, development environment, and other information critical to effective and efficient team performance,

· Ensure consistent individual development to facilitate reuse of skills across projects,

· Encourage the retention of corporate employees with many years of experience (they are a valuable skills and experience base and have understanding of the corporate business) and support the training requirements of a corporate career path,

· Secure economies of scale in procurements of courseware licenses and facilities utilization including classroom, lab equipment, books, CBT materials and other training collateral,

· Guarantee consistent excellent quality in the training content and delivery. Effective screening of  course components, delivery mechanisms and instructors are an absolute must,
· Ensure course quality, timeliness in delivery, and cost benefits by establishing long term relationships with training vendors that can meet stringent quality, cost and delivery requirements, 

· Ensure a consistent worldwide training delivery capability by selecting scaleable training delivery mechanisms, selecting training vendors with a global presence and ensuring training facilities are available in each worldwide region. Be vigilant in finding, evaluating and applying value-added technology,

· Establish training curricula to support the training needs of projects, corporate competency centers and functional departments, 

· Ensure effective and efficient training administration through development and use of appropriate training procedures and tools. 

What Benefits Should We Expect from a Training Program?

Effective Training & Education services will provide following measurable benefits: 

· The individual employee receives the obvious benefits of being more effective and efficient through the direct job-related training received - also enhancing morale and making him/her a motivated team member. The employee also obtains the benefits of career goal achievement through the training required to move up a career ladder.

· Corporate projects obtain the obvious benefit of more effective, efficient and motivated team members. Corporate projects will also have the enhanced ability to meet their project deliverable, cost and time-to-market constraints through the Just-In-Time training provided by the Training and Education services. In addition, project team members will be able to concentrate their valuable time on the development and delivery of the product, not on the considerable time it takes to plan, schedule, provide facilities, and deliver the training. 
· The corporation as a whole benefits in significant ways:

· Retention of valuable, skilled employees through training-supported career paths

· Revenue increases and better customer relationships because projects are able to deliver products within quality, cost and schedule constraints - all assisted through effective training
· Cost savings obtained through long-term relationships and contracts with training vendors - effective course licensing and volume class delivery discounts 
· Cost savings due to reskilling vs. hiring new employees. As an example, as part of a corporate re-engineering effort within a major financial market firm, analysis showed that reskilling the existing technical staff would have significant cost benefits when compared with alternative methods such as replacement and recruitment

The table below clearly shows typical costs associated with skills enhancement versus replacing one individual. 
	Cost Type
	Reskill
	Replace 

	Training supplier costs
	$3K - 4.5K
	-

	Training time costs
	$4.5 - 7.5K
	-

	Incremental payroll costs
	-
	$7.5 - 15K

	Severance Costs
	-
	$0 - 45K

	Recruitment Costs
	-
	$10K - 50K

	Induction time costs
	-
	$4.5K - 15K

	Total per IT person
	$12K
	$22 - 125K


A Proposed Training & Education Services Framework  

Figure 3 below portrays the context of the services a corporate Training & Education organization can provide to a corporation - supporting the individual corporate employee, the corporate project teams, the skill centers/functional organizations and the corporation as a whole. The kind of support provided to each will be described below.
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Individual Training Services

· All training should be targeted to the individual employee, even though some of it is conducted in a team setting. Every employee can receive training as part of a project team or from his/her competency center or functional department. Once career paths have been established, the associated training should be initiated through the competency center/functional department.

· An entire curricula of general technology, software engineering, quality assurance, project management, management, and soft skills training is available to the individual. See Appendix A. Sample Training Curricula. Competency center (e.g., networking, object-oriented development, systems integration) specific training curricula will also be developed. And corporate/industry certification can be made available for individuals in these competency center related curricula.

· An individual assigned to a project will usually have the requisite skills necessary to fulfill his/her specific project role. But project specific technology, methods or tools training may be necessary. That need is identified by the project and made available to each project team member on an as-needed basis. 
· Within a corporation, due to extraordinary business pressures or special considerations (for example a new job description being established, a Y2K office being established), extensive reskilling may be required for an individual or groups of individuals. For these kinds of circumstances, Training & Education services should provide Competency Bootcamps for the individual(s) involved. 
Project Training Services 

In many product companies projects teams are used to produce corporate products and services. These teams can draw project people, process and technology resources from a pool shared with supporting functional organizations and/or competency centers. If an effective training program is established, people resources may receive university-based education and common, reusable skills training from their parent functional/competency organization. And dynamic, project specific training through their project team.  


The Need for Project Training- Many would agree that the most important project success factors include (1) delivering the right functionality (with the right quality/reliability), at (2) the right price and (3) at the right time. Many projects involve new people in new roles (and not necessarily skilled in them), new processes and new technology - all requiring training in order for a project to meet its success factors. Unfortunately, training needs at the project level are usually satisfied in an ad-hoc, reactive manner, not in a planned, proactive manner. When training is approached in a reactive manner two things may happen: (1) Training is not done because the project team doesn't have the time or budget - consequently, an unaware, not-so-skilled project team may adversely affect all three of the project success factors (functionality/quality, cost and schedule), or (2) The cheapest, the perceived least-time-consuming, NOT THE MOST EFFECTIVE, training is made available to project individuals or the team. Unfortunately, follow-up on the effectiveness of the training is usually not done and the project assumes its people received adequate training. Again, ineffective training will lead to adverse affects on the project success factors. 

It seems to follow that planned, proactive project training can have a positive effect on the project success factors. The project management Institute (PMI) appears to agree - they have included Training as one of the most important project components that has to be planned up front. It has been shown that the most effective training is performed just before it is needed (i.e., on a project, not in a departmental setting six months before it is needed). As mentioned before, the key emphasis for Training should be on  EFFECTIVENESS. Unfortunately, we seem to have this conception that training will only slip project schedules and blow project costs. NOT SO - not if (1) the training is planned, resourced, costed and scheduled along with the rest of the project and (2) Training is facilitated, delivered and supported (via mentoring) to ensure no schedule slippages or cost overruns occur. Innovative training methods (such as "chunking") and technology can be used to ensure this will happen  - it just takes planning and excellent execution (after all isn't that what project management is all about). 

Types of Project Training Needed - This depends on the size and the complexity of the project. And its need for new processes, technology and skills to meet the project roles/responsibilities. Project training can include project planning, project management, scheduling, estimating, measurement, reporting, reviews, testing, inspections, new project methodologies, analysis and design methods (e.g., OOAD), programming languages, development tools, testing tools, project management tools, project standards and conventions, technology platforms - NT, UNIX, BE, teamwork, negotiation, presentations, effective meetings, design facilitation, leadership, etc.  Mentoring may be needed in any of these subject matters. 

Given the need identified above, special training services are proposed for corporate projects. The following services should be made available to projects:

· Training Planning for the entire project team. Consideration will be given to technology, technical architecture, methods, tools, or soft skills training requirements. See Appendix A.  Sample Training Curricula for courses that can be provided. Special project needs should also be identified. In general, the planning effort should identify what training is required, who will need it, when it is needed, how it should be delivered. See Appendix B, a Training Plan Template, for a sample of the Training Plan to be used on a project basis. 

· Training acquisition/ short course development. Vendors (a corporation should maintain an Approved Training Vendors list) will be contacted to determine availability of courses and instructors. The Training Services organization should also assist the project in tailoring existing vendor courses if necessary. If a special project training need is identified and the training is not available off-the-shelf, Training Services should help the customer to determine if course development is feasible. And if yes, have it developed.

· Training scheduling. Training should be scheduled when and however many times the project may need it. Most training vendors offer flexible day, evening, weekend or mixed scheduling -  whatever makes sense for the project. 

· Training setup and delivery. All facility, equipment, instructor and refreshment needs should be handled. If alternate delivery mechanisms, other than classroom training, are required they should be handled.  Mentoring is an informal, personalized form of training. Mentors in many specialties should be made available to corporate projects. 

· Training evaluation. Evaluations of all delivered training should be made - content, delivery, and instructor evaluations. If improvements are required, they should be made.

· Product training development. The Training Services organization can assist customer product development teams in producing product user and administration training materials/courses.

· Training administration. The Training Services organization can handle training purchasing, vendor invoicing, and accounts payable processes. If necessary, the Training Services organization can assist with class registration. A database of all training transactions should be maintained and can provide training course and budget reports as needed.

Competency Center/Departmental Training Services 

As defined above, training acquisition/development, training scheduling, training setup and delivery, training evaluation and training administration can also be handled by the Training Services organization for competency centers and functional departments. In addition, the Training Services organization can provide the following:

· General curricula and competency center specific curricula development. Curricula are driven by the corporate business strategy, market segments and product line. And the supporting technology architecture and project development infrastructure. Competency center specific curricula should be developed as needed for such disciplines as quality assurance, systems integration, project management, software engineering, networking, OO development, Internet development, etc.

· Course acquisition/development. In general, vendor off-the-shelf courses should be used to satisfy curricula course requirements. If required courses are not available or course quality is poor, courses should be developed. The Training Services organization should define course requirements and vendors should assist us in course development.

· Borrowing, leasing and setup/maintenance of training facilities. The Training Services organization should use existing corporate facilities, lease externally available space, and establish and maintain their own training facilities. The need for internal dedicated training classes should dictate space requirements. Our experience indicates that dedicated facilities may have to be established and training external facilities leased to handle the training demand.

· Training vendor contracting and management. Course licensing and volume/dedicated class discounts should be established with quality vendors.

· Training needs analysis. Periodic analysis of departmental training needs should be performed to assist departments in their training planning. Needs analysis methods may be enhanced through purchase of formal skills assessment packages.

· Annual training budgeting and budget monitoring. Annual budgets should be established through a departmental needs analysis process. Budgets should be adjusted based on budget constraints. Departmental training spending should be monitored throughout the year and budget reports are made available periodically and upon request from departments.

Corporate Training Services 

At the corporate level the Training Services organization should provide the common corporate underpinnings (infrastructure support) necessary to implement and sustain the corporate training services at individual, project and competency center/functional organization levels. That infrastructure can be bound together logically in the form of a Corporate University. See Figure 6 for a representation of a possible model for such a Corporate University. 

The Corporate University Model

Why use a university model to provide the corporate infrastructure for Training Services? A university organizes itself, and provides a common infrastructure, to very effectively meet the education needs of its students. Logically, the student needs at the university are very similar to the student needs within a corporation. In implementing an effective training environment for its corporate students, the corporation can learn from the organization and the infrastructure a university uses.

The university serves a diverse population of students with many different interests and needs. The students attending have a desire to learn and build the foundation for a future career. They learn the theoretical underpinnings and build knowledge in subject areas (domains) like business administration, computer science, information systems, engineering, accounting, finance, marketing, law, medicine, etc. In the process of focusing on a particular career subject matter, they also take a subset of courses in other subject matter areas that will affect their future effectiveness in their career choices. To serve the needs of students in a chosen subject area, the university organizes itself into colleges like Business, Engineering, Arts & Sciences, Law, Medicine, etc. And departments within these colleges like Accounting, Finance, Marketing, Human Resources, Information Systems, Civil Engineering, Mathematics, Computer Science, etc. Within each college there is a staff that teaches and performs research in the domain area, there is staff that provides facilities and equipment support, and administration support. And the university also maintains common support functions that can be used by all colleges and students such as libraries and computer centers. 

Like a university, a corporation serves a diverse population of students with many different interests and needs. The corporation students also have a desire to learn and build the foundation for a career in the corporation. And each corporate student works within a functional department/competency center that has a focused training need like the subject matter (domain) areas in the university. Like the university student, the corporate student also has a need to take a subset of other courses available in other corporate domains. For example business administration, sales & marketing folks need a good grounding in current technology that affects them. And technical folks need a good grounding in the business, marketing and sales domains (and their corporate business strategies) in order to effectively support them with information systems. Like a university, it also makes sense (because of economies of scale) for a corporation to maintain the staff, the facilities and equipment needed to research, define, design, acquire, construct and delivery the training curricula needed by corporate students. 

The Colleges

The Corporate University model in Figure 6 portrays a subset of possible colleges (domain areas) that could be applicable to a corporation. The actual colleges would vary, depending on the business model and supporting organizational structure of the corporation. Each college would have someone in charge (the Dean) of the college with the responsibility for researching, defining, designing, constructing and delivering the classes needed by the students within that college. The Dean would work with the Deans of the other colleges to assure that his curricula also supports (and sometimes integrates with) the curricula of other colleges. The Dean of each college may have one or more curricula and class builders (Domain Analysts) working with him. These individuals should have in-depth domain knowledge and would be in a position to research and build the curricula themselves or to farm out such work to qualified vendors. Each college would also have a staff (that includes the Dean and Domain analysts) to delivery the classes and to provide individual student mentoring as needed. 

The University Infrastructure Components

The infrastructure to support the Corporate University should contain at least the following components:

· A general process to support training for individuals, project teams and competency centers/functional departments. The process should cover training needs analysis, definition, design & construction, delivery and evaluation/student (and management) feedback. See the Training Program Process section for a possible model for such a process. 

· A systems context for Training Services - the role it plays in the organization and how it relates to other functions that support and grow the corporate human resources. See The Context for an Effective Corporate Training Program - A System View of Competencies, Skills and Training section for a model of this systems context.

· A library of the College Curricula, classes and class modules

· Tools, methods and standards used to build and maintain the curricula

· Tools to analyze training and education requirements 

· Training administration tools and databases 

· A library of qualified training & education institutions & vendors available as service providers

· A library of research sources for each college domain area

· Training classrooms, labs, computers, audio visual equipment, etc. 

Ensuring University Success 

In summary, to make the Corporate University concept work, the following initiatives should be supported: 

· Training will be set up as a service - meeting corporate, competency center, project team and individual user needs. Success measures and assessment of performance will be established within this context. Service level agreements will be established. Success measurements will include cost effectiveness, timeliness of delivery and also effectiveness of delivery. 

· There will be a strong focus on helping corporate projects succeed by introducing effective and timely training at the project level. Special tailoring of content, delivery methods, technology usage and training scheduling will be employed. 

· The professionalism and growth of corporate individuals will be strongly addressed. As appropriate,   certification in technical, managerial and administrative competencies and skills will be provided.  Depending on the corporate need, these can be provided for computer networking, desktop & server  products, project management, software engineering, software quality assurance, etc.

· Every competency center will have its own tailored curriculum - each curriculum will address the multiple skill requirements of that competency.

· Modularity and reusability will be adopted as key design goals in building the university curricula - entire skill components, or even more granular training elements, should be shared between curricula.

· Curricula components will be accessible to different functional departments/competency centers - e.g.,  business training made available to technical teams, high level/overview technical courses made available to business units, people communications, teamwork  curricula could be shared by all. 

· A common training administration, training development and delivery tools infrastructure will be made available for the entire corporation.

· A common needs assessment mechanisms, training evaluation and other training effectiveness measurements will be made available to the entire corporation.

The Training Program Process

An effective Training Program should use a well-defined process. From a systems point of view, Figure 4 portrays the generic Training Program process that can be used within a corporation. It shows how individual, project and corporate competency center/departmental needs can all be addressed within one model. It shows that this process will assess project and departmental training needs, develop training curricula based on the needs, develop and/or acquire training courses for each specific curriculum, schedule & deliver the training, evaluate training results (course & trainer effectiveness, student satisfaction, knowledge retention, meeting training program goals, etc.), and make Training Program   curricula and course refinements based on the evaluations. This system approach begins with a clear understanding of the current and future corporate business strategies and technical architecture and ends with a state-of-the-art skills enhancement Training Program that provides Just-In-Time service to projects, and career path skilling and reskilling support to corporate departments. 
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Figure 4 - Training Process


The Context for an Effective Corporate Training Program - A System View of Competencies, Skills and Training

Skills development and skills training cannot be done successfully (as measured by acceptable business returns) in isolation within a corporation. They have to be related to the competencies needed to support the corporate business. And training has to be put into perspective with the other important human resource functions. As shown in Figure 5, a system view is needed to make skills identification and training successful. The Training Services organization should promote this system view in the services it provides.

In addition to the training and education services provided at the corporate level through the Corporate University, Figure 5 also suggests that the Training Services organization should assist in the long-term growth of individuals and in the process of establishing employee career paths. Specifically they should assist in:

· Establishing new career paths, job descriptions, work planning and performance evaluation methods for personnel, 

· Establishing training requirements for job descriptions, and identifying reskilling needs based on job descriptions, and 

· Establishing training plans for individuals based on upward movement within new career ladders



Figure 6. A Corporate University



Appendix A.
Sample Training Curricula

A1. General Training Categories  

The following categories and specific classes of training can be available to a corporation. The list is not all-inclusive; other classes may be offered as needed. Class descriptions, prerequisites and other information should be made available to the student population.
1.
Technical

· Data Base Management Systems (DBMS) - Sybase, Oracle, Informix, SQL Server, DB2, Access, etc.

· Networking - concepts, systems application products

SYMBOL 183 \f "Symbol" \s 10 \h
Hardware - Servers, clients, PCs, mainframes, minis, communications, peripherals, etc.

SYMBOL 183 \f "Symbol" \s 10 \h
Operating Systems/Environments - UNIX, Windows, Windows 98, Windows 2000, Windows NT, OS/2, vendor proprietary

SYMBOL 183 \f "Symbol" \s 10 \h
Tools - QA tools, development tools, project management tools, training tools, product release/rollout tools, user support tools, configuration management/change management/version control tools, incident reporting, tracking and resolution tools, etc.

Languages - C, C++, Java, Visual Basic, Smalltalk, Assembly, COBOL, vendor proprietary, etc.

2. Software Engineering - Object Oriented Analysis & Design, Programming, Structured Analysis and Design, Requirements Definition, Configuration Management, Peer Reviews, System Health Reviews, Iterative Development (Rapid Application Development), Joint Application Design (JAD), Metrics, Prototyping, Defining GUIs, etc.

3. Quality Assurance - Quality Management Systems, ISO 9000 Impact on Project Processes, Verification and Validation concepts, Inspections, Walkthroughs, Formal Reviews, Testing (Systems, integration, unit, customer acceptance, etc.), Quality Auditing, QA Planning and Reporting, etc.

4. Project Management - Project Definition, Planning, Organization, Execution and Control (Management Overview, Basic, intermediate, advanced), Metrics, Risk Management, Scheduling, Estimating, Requirements Management, Configuration Management/Change Management, Document Control, Client Management, Contractor Management, Incident Tracking, Reporting and Resolution, Project Reviews and Reporting, Resource Management, Time and Cost Management, Project Auditing, Establishing a Project Library, Tools Evaluation & Acquisition, etc.

5. Communications, Professional Development, Group and Individual Soft Skills (See Curriculum class descriptions)
Teamwork, Effective Communication, Effective Presentations, Effective Writing, Active Listening, Negotiation, Facilitation, Conflict Management, Effective Meetings, etc.

6.
Management Skills 

Leadership, Supervision, Staffing, Administration, Business Planning, Operational Planning (strategic, tactical), Personnel Work Planning, Budgeting, Performance Appraisals, etc.

A2. Sample Communications Curriculum

This curriculum or variations of it can be made available to a corporation. This curriculum includes Core Courses that are normally part of a Communications competency. It also includes Related Professional Development Courses that can normally be considered part of Administrative and Cognitive competencies, but are included in the curriculum because they have a direct influence on our ability to communicate/interact effectively. Also included are Information Technology (IT) Focused Courses. These IT courses are tailored to the very specific communications needs of technical people working with information technology. 

Core Communications Courses

· Effective Communication and Interpersonal Skills

· Active Listening

· Personal Presentation Skills

· Business Writing

· Technical Writing Skills

· Negotiation Skills

· Facilitation Skills for Team Leaders

· Effective Meetings

· Effective Remote Communication

Related Professional Development Courses/Programs

· Building High Performance Teams

· Making Decisions to Solve Problems

· Conflict Management

· Personal Time and Resource Management (also within a project environment)
Information Technology (IT) Focused Courses

· Communication Skills for Information Technology (IT) Professionals

· Writing Skills for Information Technology (IT) Professionals

· Facilitation Skills for Information Technology (IT) Professionals

· Interviewing Skills for Information Technology (IT) Professionals

· Negotiation Skills for Information Technology (IT) Professionals

· Team Building for Information Technology (IT) Professionals

· Recruitment Interviewing Skills for Information Technology (IT) Professionals

· Planning and Preparation for Joint Application Design

· Requirements Definition and Management for Information Technology (IT) Professionals

· Effective Inspections for Information Technology (IT) Professionals 
A3. Sample Project Management Curriculum

This curriculum or variations of it should be made available to a corporation. 
· Project Management Overview 

· Project Management Concepts (Intermediate course)


· Project Management Workshop (Advanced course)

· Project Management Methods (Focused 2-3 day workshops)

· Project definition, planning and organization

· Risk management

· Estimating

· Scheduling

· Measurements

· Client Management

· Quality Management

· Project reviews and reporting

· Resource management

· Cost management 

· Project Management Tools

· Microsoft Project

· Workbench

· Primavera

· Professional Certification  - Project Management Institute (PMI) certification curriculum

· Core disciplines (8 classes, 3 days each)

· Certification preparation class

A4. Customer Tailored Curricula

Curricula for management, business development, software engineering and quality assurance should be tailored and made available based on customer request. 

Appendix B. A Training Plan Template

1.
Project/Program Description

a)
Business Background

· Market Segment (s)

· Product(s)

· Customer Profile

· Competitors


b)
Technology Architecture

· Platform (s) / Environment (s)

· Network Requirements

· Data Requirements

· Systems Interfaces


c)
Development, Operation & Support Environment

· Methodology - Project Management, Systems Development & Maintenance

· Facilitating Processes - e.g., Contract/Contractor Management, Verification & Validation

· Project Roles & Responsibilities - Types of Resources, Numbers of Resources, Contractors/Vendors

d) Project Milestones & Schedules

2.
Skill /Knowledge Requirements (Team & Individuals)

· Business

· Management

· Technical

· Soft Skills

· Customer Service

3. Current Skills and Skill Gaps (Team & Individuals)

4.
Training Requirements

· Training Scope

· Training Categories

· Business

· Management

· Technical

· Soft Skills

· Customer Service

· Training Curriculum/Courses 

· Training Delivery - Mentoring, classroom, CBT, conferences, books, etc.

· Training Facilities

· Training Schedule

5.
Training Resources - Vendors, internal

6.
Training Costs

Can cause valuable loss (detectable and hidden) of TIME  -  causing schedule slippages, cost overruns, delayed or cancelled functionality & unacceptable quality
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Figure 5. A System View of Competencies/Skills and Training
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 Figure 3. A comprehensive training program is a key factor in becoming a learning organization
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