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Executive Summary

2009 will be a difficult year in both the private and public sectors. In tough economic
tfimes there will more pressure than ever tfo perform - from individual employees
through to the enterprise as a whole.

It is at times like this that the Learning and Development (L&D) department can play a
vital role, because L&D provides the fastest, surest route to improved employee
performance and such improvements are quickly seen organisationally. Imagine the
effect on your organisation if production increased by 5% for no extra cost in the first
half of the year. Or smarter working practices cut operational costs by 10%. Or sales
teams made their targets without any assistance.

Such changes need not be confined to one group of employees. Using technological
support, Learning and Development can now reach further through the enterprise
than ever before. It is no longer necessary, for example, to pull vital, customer-facing
staff away from their duties for lengthy classroom courses and it is even possible to
extend fraining outside the enterprise to include partners and customers.

Any improvements in the performance of existing employees and partners go straight
to bottom line, but they can only happen with the smart application of fechnology. In
comparison with classroom delivery, a technology-supported approach to learning
reduces costs and enables a wider reach, faster. In short, technology enables you to
take already existing, locally used, learning materials and knowledge and puft it to work
throughout your organisation.

This sort of effectiveness requires the L&D department to work closely with the
executive and with management. Through effective collaboration, 2009 could be the
year in which L&D adds value to the organisation just when it needs it. This white paper
describes how.
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Learning and Development in 2009

As the developed economies move into recession in early 2009, many Learning and
Development (L&D) professionals are concerned. They fear that training budgets - and
possibly headcount and entire departments - may be cut.

But this fough economic environment also presents the perfect opportunity to shine.

In 2009, companies will be aiming fo cut costs while still promoting products and
services to generate revenue. Non-profit and governmental organisations will likely
face budget freezes.

One thing won’t change. Whether in the public or private sector, organisations will still
have targets to meet.

It will be a difficult year of being asked to do more with less. In these demanding
circumstances, however, L&D can still thrive. This is because well-targeted learning is
often the quickest and most effective way to have a direct effect on employee
performance - exactly what executives will be demanding.

This training is not the regular, ongoing training which happens in every organisation.
Because it is largely invisible to senior management, this ‘background’ fraining is oftfen
seen as a cost to be cut when budgets have to be trimmed.

In 2009, the success of the L&D department will depend on delivering additional
training that produces a demonstrable effect on organisational performance. How can
you get budget for this? By showing that, with the right fechnology, you can work
quickly and - crucially - cost effectively. Don’t be mistaken. Cost will be a crucial issue
in 2009 for everyone, and L&D will be no exception. Well-priced technological learning
support is going to be a very attractive alternative to classroom-based
programmes.

This white paper describes how to identify the key initiatives in your organisation which
can be made more effective through Learning and Development, and then describes
how to deliver that L&D. This is an area in which CERTPOINT Systems has specialized,
both in the US and in Europe, and in this paper we draw on success stories where
fraining departments have created a direct impact on performance. From fthis
experience, CERTPOINT has produced a five-step approach to planning for learning
success in 2009:

Srep /. Find where [&D addas value
Slep 2 Focus on speed

Srep 3. Find 1he right fools

Slep 4 Peaclr ypo

Slep & Peach ou’
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Step 1: Find where L&D adds value

2009 will see a sharp focus on organisational effectiveness and performance. How can
L&D get involved in this and prove its value? The best opportunities are when your
organisation has a performance-focused initiative such as:

* Launching a new product or service
e Improving internal efficiencies
* Improving the value of working with partner organisations

Unlike background ftraining - the benefits of which are long-term and offten
unappreciated elsewhere in the organisation - fraining to support such initiatives has
an immediate and noticeable positive impact. That’'s good for the business, and good
for you.

How do you find these initiatives? You ask.

Ideally you shouldn’t have to ask, but unfortunately L&D is all foo often the last fo hear
about major initiatives. The good news is that this is not a matter of deliberate
exclusion. It is usually simply that the people involved are too busy to think about L&D
on top of everything else.

The other good news: most high level people now understand the importance of skills.
They know their people’s ability and knowledge are crucial to their success. They just
don’t know what to do about if.

You will need fto speak to a range of people. Once you have established the key
initiative to support, decide how L&D can best be of use - not alone, but in
collaboration with the people who will implement the initiative. Run a kick-off meeting
with key stakeholders to understand which parts of the business objectives rely on skills
and knowledge. Once that is established, you’re on home ground: express these needs
in tferms of learning solutions and work out how you can deliver them quickly and
effectively, in line with the rest of the initiative.

The needs may not be immediately quantifiable, but that does not make them any less
business critical.

Toyota Motor Europe (TME) aims to bind autonomous dealerships info a community
across Europe, strengthening TME’s corporate image and brand awareness. The
programme to make this happen is supported by implementation of a learning
management system and the net effect is that customer satisfaction is improving
because retailers have access to time sensitive information faster.

This programme won an award for ifs effectiveness, but it would never have been
approved without that vital link to a company-critical initiative
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Step 2: Focus on speed

Making an impact fast is vital for L&D in 2009. Producing effective learning quickly
means that your organisation harvests the benefits faster. It also means that L&D is
recognised for its value sooner.

There won't be time fo wait in 2009, so expect to deliver great learning in a matter of
weeks, and tfo show impact in a few months.

Unless you are already delivering training to these timescales, this pressure will call for
a new approach:

Offen the daunting nature of change, or the sheer scale of work required, can reduce
the speed of learning deployment. Don’t let it. In 2009, once any learning programme
is officially sanctioned, each day extra spent deploying it is one more day without the
benefits the training can bring.

For example, when US rental company Aaron Rents needed to rationalise training
across 1,500 outlets to support the training of its customer-facing staff, it saw any delay
as potentially threatening to revenues. The result: a focus on implementation that led
to an LMS being designed and deployed within three weeks.
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Not all benefits are monetary. For one international not-for profit organisation it was
essential that all their field inspectors world-wide were seen to be fully up-to-speed on
verification compliance, rapidly. Supporting such a sensitive initiative at the speed they
required could only be done with the support of a learning management system.

In both these cases, the only way fo implement the L&D initfiative was with
technological support. If you want speed, that’s almost inevitable. The right learning
system makes technology a crucial supporting tool, enabling you to make the impact
you should.

Step 3: Find the right tools

Technology is a must for learning in 2009 - without it you won't be able to meet those
organisational learning goals rapidly enough. But that does not mean investing in a
slew of independent technologies that will fake you until the summer to understand
and intfegrate.

Instead, look for tools that enable you to design, develop and deploy learning
effectively, without absorbing all your time in administration.

Design

Design for rapid learning impact means a focus on ufility. That doesn’t mean
plain-looking or badly-designed content. It means using tfemplate cleverly to produce
a unified look for your content, rather than spending hours individually designing each
module and page.

Deve/lop

And don’t re-invent the wheel in development, either. For the sake of rapid
implementation, you’ll want to be able to re-use materials you've previously created,
whatever they are: from electronic quizzes, to classroom courses to Flash content,

This approach leaves you time to focus on the other steps in the process. In particular,
you’'ll want to dwell on steps 4 and 5: ‘reaching up’ and ‘reaching out’, where you
ensure the effectiveness of your learning programme.

Dep/loy

‘Reaching out’ is essential fo your learning programme’s success. If you are working on
a core initiative, it is almost certainly going to revolve around training the people who
have the most impact on organisational effectiveness: those who do the daily work of
providing a service, or selling a product. Very often these people are geographically
dispersed, they may be in locations with poor IT support, and - frequently - they may
not actually work for your organisation, but be partners. For all these reasons it is crucial
not to rely on anything that can only be reached behind your organisational firewall.
Any learning system will have to be browser based.
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Beyond he centre with web 2.0

Not all learning content, however, needs to be cenfrally developed and deployed.
Indeed the more involvement individuals have in their own learning, the more effective
it is. With so many learners now comfortable with sharing and contributing online, make
the most of this by building their content into the learning experience.

Delegates are most familiar with web 2.0 tools such as wikis and blogs, and
collaborative fools such as Microsoft’s SharePoint. If you are already fully stretched
technically and don’t have the time to develop and deploy a wiki and a series of user
blogs, the answer is simple: find a system that provides these tools ready-integrated.

CERTPOINT systems offer blogs, wikis and integration with SharePoint to support online
learning and collaboration. 2009 will see further interest in such technologies as tfravel
budgets are tfrimmed, but people still need to exchange experiences with others
facing similar work issues and understand how others are applying what they learned
on the job.

Sophisticated learning technology is not just for Blackberry-totting office workers.
Power fool manufacturer Black & Decker uses CERTPOINT as part of its internal learning
programme, which has reduced employees' classroom training time from 80 percent to
20 percent. Black & Decker uses the system to frain its global sales force and value
chain partners, supporting over 7,000 employees and more than 60 products with just
4 L&D employees, and netting $2.4 million in savings during the first year of use.

Those sorts of numbers will be very attractive in 2009 - so, too, will the ability fo do what
Black and Decker does: use rapid design tools and learning object to get quality
content out quickly to over hundreds of sales people world wide.

Aaminister

Administering the business of fraining can tfake up a lot of fime. But fime spent on
administration is dead time as far as the rest of the organisation is concerned. It does
not support the organisational initiative you idenftified in Step 1.

mime s 1ght anyway, and you will nor be given any more in 2009 1o parch rogerer
aviierent’ sysiems 1o meer your goas, SO IF you are /0OkING 10 purchase arn /1earning
SULLOrT Sysiem, ensure /1 has mhe range or runcronanty you need our or he box
conironed by a srraighr-rorward, erecrive inerface.,

All administration tools that save you time are important. One areaq, though, is
particularly important.,
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Managers and executives will expect reports on activity and attainment, so accurate
reporting becomes vital not only to keep your activity on frack, but also fo
demonstrate your competence. You cannot waste time going back to your systems
vendor to ask for new reports, or edits to existing reports. Instead, look for:

* A good set of standard reports
* The ability fo design and save your own reports

* The ability to export data to Microsoft Excel and create your own reports and charts.

Getting control of reporting will enable you to work faster, cut costs and produce
exactly what you need.

Keep your eyes on he prize

Administering training delivery can suck up a lot of your available time. Don’t let it. In
2009, more than ever before, Voltaire’s words hold frue: ‘the perfect is the enemy of the
good’. When implementing any learning tools, seeking perfection will mean you never
get started. Instead, seek two conditions when sourcing your learning tools.

First, look for systems which supply at least 80% of your needs ‘out of the box’. Your
understanding of your organisation’s need will change as you pilot a system, so don’t
waste time with extensive up front configuration.

Second, look for systems which give you the power to configure them. Continually
asking a supplier to alter a system is expensive and - worse - time-consuming when you
need to be focused. Instead, get a system that putfs the power in your hands.

CERTPOINT technology enables customers to design their own portal look and feel. The
system has embedded functionality that allows organizations to tfailor the learning
portal fo their needs and make changes on the fly. When global engineering company
John Crane decided to enhance its existing learning provision to employees across its
many locations world-wide, it chose CERTPOINT. This enabled John Crane to quickly
create, configure and brand its e-learning platform, and to rapidly create learning
content in different languages using the built-in authoring tool.

Step 4: Reach up

2009 will see a sharp focus on organisational effectiveness and performance. How can
L&D get involved in this and prove its value? The best opportunities are when your
organisation has a performance-focused initiative such as:

The first of the five steps to learning success in 2009 is to identify key initiatives. Once
you have identified your initiative, however, don’t cut off communication and retfreat
back behind the L&D department doors. Instead, it is crucially important to maintain
contact with those delivering the initiative, and others high in your organisation.
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This is in part a matter of good PR for the L&D department - you need to make your
successes known. Mostly, however, it is about keeping the learning on track, and
discovering which parts of your L&D work are successful, and which require changes.

It is also very likely that the priorities of the people that you are working with will
change. If that happens, you need to know about it as soon as possible, so that you
can change your learning programme.

To keep yourself connected, consider the following:

* Become part of regular planning meetings for the initiative. If you aren’t invited,
suggest strongly that you should be!

e Supply clear reports on the progress of your learning programme - but keep them
short and to the point. A single page report of key meftrics and issues every week is
more likely to be effective than something the size of a telephone directory every
month.

* Whenever you are talking with the rest of the business, leave the language of L&D
behind you. Focus on sales, not web 2.0 fools, on client satisfaction rather than
elearning. The alternative: being considered a learning geek and labelled irrelevant.

Talking business language is important, and showing results is essential. Black and
Decker was able to demonstrate a 63 percent boost in sales based on a result from a
controlled e-learning pilot study. Such studies show the value L&D can bring to sales
and marketing activities.

Step 5: Reach out

The worst thing any learning and development department can do in 2009 is assume
that if you build it, your learners will come.

They won't, and it’s unlikely that you'll have the luxury of a second attempt.

2009 is all about rapid impact on performance. In most organisations this means
increasing the effectiveness of those on the front line: the people daily providing a
service, or selling a product.

Usually these people are widely dispersed geographically. In many cases they are not
even employed by your organisation, but by partners. In all cases they are already very
busy. To have any effect, it is essential for the L&D programme not only to reach them,
but also fo make them feel involved and ready to participate.

At the same time, time is short - so how do you grab their attention and make this work,
fast?
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The best approach is to be systematic, not to leave the process of learning adoption
to chance. So, as well as reaching up to the higher echelons in the organisation, reach
out to your learners, and understand - through them and their managers - what will
bring them to your learning programme, and how to shape that learning to make it
most effective.

CERTPOINT Systems has developed a learning adoption methodology (LAM) which it
incorporates in all implementations. The LAM enables organisations to identify the
factors that will trigger user adoption of learning. Starting with a facilitated change
management and adoption workshop, the LAM feeds info system specification and
content design and creation to ensure that things are - where possible - done right
from the start. This ensures as little fime as possible is wasted.

The LAM also suggests a series of short pilots to gather immediate feedback from
potential users. Then, after full deployment, the LAM continues with key user groups
providing valuable feedback on the effectiveness of the learning programme and
suggesting areas for further improvement.

2009 could well be a tough year. But it is also a year of great opportunity. This is the
moment for the learning and development department to show its worth,

About CERTPOINT Systems Inc

CERTPOINT Systems provides an all-in-one software suite to manage talent, deliver
knowledge, and track business results. Global leaders like Toyota, Honda, and Black &
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