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Business has been transformed by
global competition, new technologies and
markets, and shifting demographics. The
demand for increased productivity and inno-
vation has never been greater. The
transformation has also changed the face of
the workforce with its growing diversity and
geographic dispersion around the world. All
of this has major implications for employees'
skills and knowledge requirements. In the
past, companies needed employees with
limited skill sets to perform narrowly
defined jobs. Today, companies need
employees with technical expertise; busi-
ness acumen; and the ability to learn quickly,
manage change, work in teams and commu-
nicate clearly.

Managing human capital as a competi-
tive asset in both good times and bad is
critical to the survival of Global 2000 compa-
nies. Now, businesses are making huge
investments in employee training and devel-
opment. In 2000 alone, business expenditures
for training and education totaled over $62
billion. Clearly, the workplace has become
the primary learning enviornment for many
people. There is evidence that this invest-
ment is paying off. According to the
American Management Association (AMA)
2001 Staffing Survey Results, "companies
that increased their training activities were
three times more likely to report increased
profits and shareholder value than compa-
nies that cut back on training."  

In this increasingly competitive business
environment_and especially during down
turns_companies need to strategically
design and deliver training and education
solutions that improve workforce perform-
ance. Companies need examples and models
of practice of firms that have had success at
building and sustaining work environments
that foster and support employee learning
and development.

WorkforceChicago2.0, a collaboration
among the Council for Adult and
Experiential Learning (CAEL), World
Business Chicago, and the Human
Resources Management Association of
Chicago (HRMAC), was created to address
the challenge of helping firms build
employee learning and development prac-
tices_and to position the Chicago metro area
as the leading talent pool in the country by
making it a center of exemplary workforce
learning and development policies and prac-
tices.

The goals of the WorkforceChicago2.0
initiative are to:

! Identify and recognize firms with 
exemplary employee learning and devel-
opment practices

! Disseminate information on the 
firms' leading practices throughout the 
region 

! Foster a regional commitment to 
expanding employee development efforts

! Build a private sector "voice" for the 
importance of lifelong learning to 
company success and regional economic 
success

! Strengthen relationships between 
industry, education, and the public sector

In 2000, CAEL received support from the
John D. and Catherine T. MacArthur
Foundation to launch this initiative. Since

then, WorkforceChicago2.0 has
been endorsed by the Metropolitan
Mayors Caucus, the Chicagoland
Chamber of Commerce, the
Chicago Workforce Board and the
Mayor's Office of Workforce
Development. From its inception,
WorkforceChicago2.0 has been
guided by an expert Project
Advisory Board (composed of

human resource executives) and a HRMAC
taskforce.

The WorkforceChicago2.0 initiative grew
out of CAEL's early research, consulting and
direct advising services to employees in compa-
nies across the country, which suggested that
those firms with the most progressive employee
learning and development practices were more
likely to attract and retain talented employees.

“Capital iis aaccessible ffor ggood iideas aand
good pprojects. SStrategies aare ttransparent; eeven
if yyou've ggot aa ssmart sstrategy, oothers ssimply ccopy.
And tthe hhalf-llife oof ttechnology iis ggrowing sshorter aall
the ttime. IIn tthat kkind oof eenvironment, aall tthat mmatters iis ttalent.” 

Ed MMichaels oof MMcKinsey && CCo.
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CAEL's research also pointed to the impor-
tance of successful alliances between
employers, educational institutions, labor
unions (where unions were present), and
government, and called for a regional com-
mitment to workforce development among
all stakeholders.

It is the vision of WorkforceChicago2.0
and our partners to make Chicagoland the
first region in the country that actively pro-
motes lifelong learning as the key to
economic success. We believe that a strong
private sector voice is essential to reaching
this vision. The partners are, therefore,
building an ongoing Business Leadership
Group that will inspire both public sector
and private sector leaders to create lasting
change in this region.

Profiling FFirms 
with EExemplary PPractices 

In this report, we recognize that some of
the ingredients of a successful regional
workforce system already exist in metro
Chicago. Chicagoland has businesses that
have invested substantial time and
resources to build cultures that value and
support the development of all of their
employees. In addition, the region has
several educational institutions that have
formed innovative partnerships with busi-
ness to deliver timely and relevant learning
solutions that benefit the individual and the
company. There is much to be learned from
these model firms and institutions.

This report begins with an overview of
the nine components of exemplary practice
observed in one or more of the model firms.
Together, these components comprise what
we believe to be a comprehensive approach
to building an effective employee learning
and development system. The report then
follows with individual profiles of eleven
leading companies in the region and gives
specific examples of how the firms imple-
mented their employee development
programs and practices, lessons they have
learned, the impact of their efforts, and the
challenges they continue to face.

The process of selecting these companies
involved three steps. First, CAEL sent out a
request for nominations of companies with
effective employee development programs to
Chicago metro area businesses and civic
organizations, Workforce Investment Boards,
chambers of commerce, trade associations,
and workforce practitioners. We received 130
nominations. Next, we sent an initial
screening survey to all nominated firms. We
paid special attention to selecting firms of
various sizes and sectors. An expert panel
made up of human resource professionals
then rated the 46 submitted surveys. Finally,
onsite interviews and focus groups were con-
ducted at the 13 finalist firms, 11 of which
were selected.

The selection process was guided by
several considerations deemed essential to
building a comprehensive employee learning
system such as:

! Integration: How well are the firm's 
employee development strategies inte-
grated into the company's overall goals 
and operation?

! Sustainability: Is the commitment of 
investing in employee training and 
development maintained, even during 
economic downturns? Is the investment 
viewed as long- term?

! Distribution: Do the firm's training 
and development initiatives reach 
employees at all levels of the organiza-
tion?

! Comprehensiveness: How comprehen-
sive is the scope of the firm's education 
and training initiatives?

! Effectiveness: Are the learning activi-
ties achieving their goals, as exhibited 
by measuring techniques?

! Efficiency: Are the learning activities,
including their infrastructure, delivered
cost-effectively? 

A WWord aabout tthe PProfiles

The firms profiled in this report vary in
size, revenue, number of employees, and type
of industry. This was intentional. While
these firms have implemented many of the
nine components of exemplary practice, the
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way these components have made their way
into actual company policies and practices
varies substantially. For example, Dunlee
and The University of Chicago Hospitals
(UCH) have each built successful strategic
alliances with educational providers.
However, because UCH employs many more
people, the organization has greater
leverage and is thus able to negotiate dis-
counts on tuition fees, and structure
arrangements in which students can order
classroom books on-line while at work.

The firm’s size also matters when trying
to understand their cultures and their
learning and development systems. It is
much more challenging and time-intensive
to uncover the nuances and practices in
large, world-wide companies with thousands
of employees dispersed around the globe. For
that reason, the profiles of the very large
firms such as Allstate, Bank One, Motorola
and Ernst & Young focus on a few key exem-
plary practices.

Key Components of
Exemplary Practice in
Employee Learning and
Development 

The following describes the nine inter-
related components that emerged from our
study of how these firms have built effective
employee learning and development
systems. The components  include:

! Leadership Vision and Commitment
The CEO and senior management are 
the driving forces in elevating the impor-
tance of learning and development.

! Aligning Business Goals with 
Employee Learning
Top leadership adopts clear goals and 
communicates them throughout the 
organization and ensures that learning 
and development activities are aligned 
with the goals.

! Learning and Development is 
Strategically Positioned within 
Senior Management
Human Resources Leader or the 
Chief Learning Officer is part of the 
executive management team.

! Leadership Development is 
Emphasized at All Levels of the 
Organization
Management recognizes that leadership
skills are essential for employees at all 
levels and efforts are made to develop 
talent from within the organization.

! Commitment to Expanding Skills 
and Knowledge Beyond Job-Related
or Technical Skills
Investments are made to develop well-
rounded, versatile employees through 
tuition assistance programs, customized
onsite training, and personal develop-
ment options.

! Informal Learning Opportunities 
Structured at the Workplace
Investments are made to intentionally 
integrate work and learning through 
team projects, cross training, rotational 
assignments and problem-solving 
exercises.

! Strategic Use of Technology for 
Meeting Learning Objectives
Innovative technologies are used to 
support and reinforce learning and to 
manage the firm's education and 
training offerings.

! Alliances with Educational 
Institutions are Central to 
Learning Strategy
Customized degree, certificate and non-
credit programs are developed collabora-
tively to meet business and employee 
needs.

! Emphasis on Assessment of Impact
Mixture of measurement strategies is 
used to assess the impact of training and
development investments.

Although each component can be identi-
fied in every one of these companies, there is
substantial variety in emphasis, design, and
degree of implementation. The variance has
to do with the company's culture, size, and
business priorities. The common theme is
that employee learning is embedded in the
company culture and operations, and is sus-
tained through a process of re-evaluation
and continuous improvement.
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7
Leadership VVision aand CCommitment 

Company CEO's and senior manage-
ment are the driving forces in elevating
employee development to be an integral part
of the work environment. They ensure that
employee learning is present throughout the
firm's operations from its business strategy
to its practices. These
executives communicate
the importance of
learning and develop-
ment to all levels of the
organization, include
human resource leaders
on their executive teams,
support investments in
training and education,
and hold managers
accountable for devel-
oping their employees.
These leaders understand
that their commitment
must be long-term and
sustained throughout the
ups and downs of busi-
ness cycles. "During
downturns," said Patrick
Ormsby, CEO of Bimba,
"we take advantage of
the slowed production to
conduct more cross-
training to increase
overall company flexi-
bility." 

These CEOs under-
stand the importance of
their leadership role in providing for a sup-
portive learningenvironment. In addition,
they have high expectations that employees
will more fully participate in, and take
responsibility for, their own development.
Rich Jernstedt, CEO of Golin/Harris, said it
best, "I believe it is the company's responsi-
bility to provide the learning resources, the
manager's responsibility to provide the
support and time, and the employee's respon-
sibility to take the initiative."  

At Golin, Mr. Jernstedt personally
fosters employee learning by serving as
emcee for the company's three-day middle
managers' training conference, sending 
personal notes of encouragement to 

participants in the Leadership In Action
program, and referring to upcoming training
opportunities in his monthly "Notes From
Rich" e-mail to the agency. In June of 2002
he made a guest appearance in the final syn-
chronous online session of "Taking Control of
Your Career." 

Bob Malnar, President of Dunlee,
believes his most important role is to be a
communicator. He is out on the production
floor every day to be highly visible to staff
and answer any questions. Twice a year, he
holds company-wide meetings with the
entire workforce to explain the progress and
challenges of the business and hosts
monthly "Birthday Meetings" (for employees
whose birthdays fall in the month) at which
he talks about the company's progress and
challenges. Over a three-year period, he
observed, "At first employees' questions
were of the more personal and individual
type, but now the questions are more focused
on the business. More strategic questions,
far fewer complaints."

EExxeemmppllaarryy CCoommppaannyy  TToottaall NNuummbbeerr ooff EEmmppllooyyeeeess  IInndduussttrryy  

Allstate Insurance 
Company 
 

41,000 Insurance 

Bank One 
 

73,500 Banking and Financial 
Services 

Bimba Manufacturing 
Company 
 

475 Manufacturing 

Dunlee 280 Manufacturing 

Ernst & Young 84,000 Professional Services 

Golin/Harris 
International 
 

1,100  Public Relations  

Motorola, Inc 
 

111,000 Manufacturing 

The Northern Trust 
Company 
 

9,500  Banking and Financial 
Services 

S&C Electric 
Company 

2,300 Manufacturing 
 

TruServ Corporation 3,965 Hardware Products 

The University of 
Chicago Hospitals  

4,876 Patient Care  



Aligning BBusiness GGoals 
with EEmployee LLearning 

These companies have aligned training
and education activities with business goals
and strategies to produce focused instruction
and significant outcomes. The process of
aligning employee learning with business
strategy takes different forms but usually
encompasses many of the following ele-
ments:

! Top leadership adopts clear business 
goals.

! The CEO and senior management regu-
larly communicate the goals throughout
the organization, discussing their impli-
cations for the company's departments 
and employees.

! Supervisors and employees are given the
responsibility to accomplish the goals.

! Departments, individuals, and teams are
held accountable for achieving their 
goals.

! Progress is tracked and often linked to 
incentive systems and compensation 
structures.

! Employee learning plans are designed,
in communication with supervisors, to 
enable employees to achieve perform-
ance goals as well as professional devel-
opment goals.

Bimba Manufacturing serves as an
excellent example of how one firm connects
its business strategy to employee learning
and performance. The company's business
planning process includes four levels of goals
that are linked to employee learning and pay
structures: corporate goals set by executive
staff; departmental goals set by managers to
meet the corporate goals; behavioral goals
designed to help "all of our employees work
better together" and foster Bimba's corpo-
rate culture; and individual goals for each
employee's job and future development. A
corporate goal, for example, of reducing the
number of units returned due to Bimba error
by 10 percent in 2002 translates into a team
member's goal of learning the processes to
ensure that he does not pass along poor
quality to other departments, and a depart-
ment leader's goal of learning how to
regularly audit product quality.

At TruServ, the "Connect for Profit" edu-
cational program aligns employee learning
to the company's strategic business priority
to shift its customers' buying patterns to
purchasing more out of its Coop warehouse
and less through direct shipment. The firm
enlisted TruServ University to develop and
launch a system-wide educational campaign
that trained hundreds of employees, staff
from its member stores, and vendors on the
importance of reducing inventory and supply
chain management. As a result, the firm's
sales increased substantially, resulting in a
$21 million dollar profit.

Learning aand DDevelopment 
is SStrategically PPositioned 
within SSenior MManagement

Human capital is a valuable economic
asset for these firms. In most cases, human
resource staff are responsible for the design
and oversight of the employee learning and
development systems. The role of human
resources, however, has moved far beyond
the traditional roles of benefits administra-
tion, legal compliance, hiring and firing, and
compensation. HR staff now function as a
group of internal consultants, engaged in
organizational development and strategic
planning. The head of HR is generally a
member of the company's executive team,
often reporting directly to the CEO or COO.
The role of this HR leader is one of change
agent, facilitating_not driving_internal
improvement. HR helps determine learning
priorities, integrates development activities
into its operations, and facilitates the design
of training and education initiatives that
improve the performance of employees and
management.

Some firms have removed the responsi-
bility for employee education and training
from human resources and established new
roles and functions to lead their talent
development efforts. Motorola, Ernst &
Young and UCH, for example, have created
the new position of Chief Learning Officer,
signaling a shift in how these organizations
approach learning and development. In
general, the CLO's role is to facilitate, in con-
junction with senior leadership and
department managers, a more global,8



enterprise-wide strategy of learning. At
Bank One, another approach is used;
Education Managers, in partnership with in-
house instructional designers and business
unit managers, lead the design and delivery
of employee learning.

This emerging role necessitates a
changing mix of skills, knowledge and quali-
fications. Human resource staff and others
who direct learning activities are highly
skilled professionals with diverse back-
grounds, including the teaching and training
professions, organizational development,
philosophy, instructional design, leadership
development, and business operations.
Champions for accelerating learning and
performance improvement, they facilitate a
mix of learning solutions and:

! assess employee skill needs and learning
styles;

! customize and facilitate the delivery of 
in-house training;

! structure and manage the alignment of 
business goals, individual and group 
performance, and learning activities;

! determine what training should be deliv-
ered centrally across the organization to
all employees and what needs to be cus-
tomized and delivered to select groups;

! structure career paths and compensa-
tion systems;

! incorporate appropriate technologies 
to support training and education 
activities;

! track and monitor costs and measure 
impact.

An example at S&C Electric exemplifies
the larger role of HR staff. The Vice
President of HR and Manager of Training
Services facilitated a comprehensive process
with employees and department managers
that resulted in the development of a model
competency-based technical skills training
program. The training leads to certification
exams and is linked to career advancement
opportunities and compensation systems.

Allstate's human resources staff operate
as internal consultants as well. Instead of
only delivering training on request, as they
had in the past, they now help to guide deci-
sion-making about learning priorities and

delivery methods, balancing business needs
with the development of new training initia-
tives. When department managers, for
example, request assistance developing
large scale, complex training activities, HR
first consults with them to assess learning
objectives, project scope, technology needed,
and possible delivery options. At times, the
internal consultants are able to provide both
less expensive and much more tailored
learning solutions than originally requested.
Sometimes, their expertise leads them to
decide that training may not be the solution
to the department's current challenge.

Leadership DDevelopment iis 
Emphasized aat AAll LLevels 
of tthe OOrganization

Companies have always invested in the
development of existing top-level managers.
Less attention was paid to systematically
grooming leadership from within the ranks
at all levels. Nearly all of the eleven compa-
nies have made leadership development a
top priority in response to their need for a
coherent succession planning process, diffi-
culty in finding new recruits, their
commitment to developing a diverse man-
agement team, and the desire for new
managers to already possess in-depth
knowledge of the firm's business. In addi-
tion, these firms recognize that many of the
leadership qualities deemed essential for top
leaders (problem solving, interpersonal
development, communication, etc.) are also
critical for leaders at all levels from crew
leaders, team leaders and supervisors to
department managers.

Leadership development programs vary
in activities and structure, but generally
contain the following components:

! identification of core competencies and 
performance expectations for leaders;

! a structured assessment process to 
select high potential talent;

! a mix of formal and informal learning 
opportunities for the new leaders;
formal opportunities include degree and
certificate programs and customized in-
house training. Informal learning 
may include mentoring relationships,
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rotational assignments, and public 
service;

! training objectives that go beyond core 
business and finance training and 
emphasize interpersonal development,
conflict resolution, cultural diversity,
coaching, delegation, and communica-
tion.

For example, Golin/Harris's flagship cor-
porate training initiative is a leadership
development program open to all employees
that was launched in 2000, known as L2K2
(Leadership 2002). The program includes a
series of 10 full- and half-day workshops
designed to foster visionary leadership,
improve leadership skills and strategy, and
encourage personal career development.

Corporate boards, CEOs and senior
managers are also holding themselves more
accountable for developing talent from
within by setting goals, instituting policies,
and tracking metrics related to employee
development. At Northern Trust, up to 25
percent of managers' annual incentive and
merit pay is tied to their success in devel-
oping and managing their staff. Many
department managers have been promoted
from within, as well as several senior man-
agers. "Many of us have been promoted by
our peers and subordinates," said one
manager at Northern. "Here you rise and
fall by your ability to help others advance. "

Commitment tto EExpanding 
Skills aand KKnowledge BBeyond 
Job-RRelated oor TTechnical SSkills

Most managers understand the need for
a skilled workforce but historically, they
have emphasized developing specific tech-
nical skills. Now CEO's and managers
recognize that they need employees who are
not only technically proficient but also flex-
ible, know how to learn, adapt quickly to
change, can solve problems, and can work in
teams and communicate with customers.
Leading firms value employees who are ver-
satile and possess a broad array of skills,
knowledge, and abilities, and the firms are
willing to invest in developing these traits.

These employers help their employees
expand their skills to perform their present
jobs better and to position them for future
advancement opportunities. They customize
and deliver an abundance of in-house
training, from communication, strategic
planning, finance, and leadership to
brushing up on basic skills such as math and
English as a Second Language. In addition,
these firms make substantial investments in
tuition reimbursement programs for a
variety of certificate and degree programs at
educational institutions, often paying
between 80-100 percent of the tuition.

Many CEOs and senior-level managers
believe that investing to develop well-
rounded employees, rather than narrowly
technically proficient employees, improves
their ability to attract top candidates, retain
high-quality performers and achieve busi-
ness goals. Ernst & Young, for example, has
always invested in the development of
employees' technical skills (accounting, tax
laws and regulations, etc). Recently the
company has made it a strategic priority to
develop employees' interpersonal and lead-
ership skills through its new Personal
Excellence program. "Since what we are
selling to clients is the knowledge of our
people, we need both technical skills and
personal excellence," said Kristina Myers,
Project Manager of Organization and People
Effectiveness at Ernst & Young.

To help employees expand their skills
and knowledge, many employers provide
generous tuition reimbursement benefits.
Allstate, for example, reimburses 100% of
tuition for employees who are pursuing
Associate's or Bachelor's degrees. Associate's
degrees do not have to relate to the
employee's job because the company believes
it is important to help these individuals gain
their first degree.

In the past, S&C Electric only reim-
bursed for degrees that applied specifically
to the individual's current job. Six years ago,
the firm revised this policy and identified all
the skill sets, degrees, certificates and com-
petency areas that are of importance to the
company now and in the future. Today, if an
employee wants to take a course that in any
way fits into what the firm will need in the10



future, the company allows it. For example,
one of the company's molding machine oper-
ators is pursuing a BS degree in Computer
Science at Northeastern Illinois University
because he hopes one day to become a part of
S&C's Information Technology Group.

Informal LLearning OOpportunities
Structured aat tthe WWorkplace

Learning and development practitioners
have long understood that most work-
related learning occurs informally on the job.
A 1998 study by The Center for Workforce
Development estimated that over 60 percent
of the most critical knowledge and skills are
learned at work, not in a classroom.
Recognizing the power of informal learning,
the firms work diligently to structure these
opportunities into the work environment so
the employee and employer get the most out
of them. Examples of informal learning
opportunities include:

! cross-training 
! peer training
! working in teams, especially cross-

functional ones
! problem solving sessions to analyze 

what works and what does not 
! rotational assignments between depart-

ments 
! mentoring relationships
! taking employees to tradeshows and on 

visits to customers and vendors

An employee at Ernst & Young esti-
mated up to 70 percent of her learning takes
place on the job. Employees especially value
the opportunity to rotate job assignments
with their peers so that they can gain expo-
sure to the many functions and units of the
company before they decide upon a specialty
area.

Bimba, for example, engages teams of
employees in documenting crucial manufac-
turing processes. The firm's employees
helped document process flow diagrams,
detailed process manuals, and labeling on
bins and machines. The act of documenting
processes is important learning because it
entails much dialogue between peers and
managers, practice in walking through the
process to break it down into smaller steps,

reflection to ensure that the documentation
actually reflects reality, writing and
reviewing and rewriting. In the end,
employees are extremely well-versed in the
process and have developed a common lan-
guage and consistent procedures that are
uniformly practiced throughout the plant.

At Dunlee, some of employees' most
important learning takes place within their
Area Teams. These departmental teams
work closely with engineering and manufac-
turing groups to identify and solve
cross-functional work problems and improve
their department. To provide opportunities
for hourly employees to grow within their job
or department, employees are asked to par-
ticipate in the Area Teams, working
side-by-side with engineers, designers, and
quality control staff.

Strategic UUse oof TTechnology 
for MMeeting LLearning OObjectives 

Human resource staff have become very
savvy in their knowledge of learning tech-
nologies and how they can best be used to
meet learning objectives. A few years ago,
the promise of technology seemed infinite
and there was a rush to put most learning on
the Web. Firms now are re-evaluating this
approach and carefully assessing what
learning delivery system is most appropriate
to accomplish specific objectives. Few believe
that Web-based learning can replace all face-
to-face learning; however, Web-based
learning is being used more to provide quick,
easy access to consistent information and
training to employees, especially when they
are located around the globe.

All believe that incorporating technology
into "blended learning solutions" can have
the most impressive learning results. Many
firms have adopted the blended approach by
conducting some type of classroom training
and then supplementing and reinforcing this
training with online learning. The larger
firms among these eleven have several inno-
vative examples of blended learning
solutions.

For example, Allstate's claim depart-
ment's Auto Liability Skills Workshop was

11



formerly a one-week workshop held in
Wheeling, Illinois with an annual attendance
of approximately 300-500 employees. Now
lectures are offered online, group dialogue
and question and answer sessions are held
over the telephone, and virtual performance-
based coaching scenarios are monitored
remotely. Following the sessions, each
learner receives one-on-one performance
feedback.

Motorola's Business Development
Institute offers another blended learning
solution for directors who are soon to move
into a profit and loss management responsi-
bility. First, the participant's current
knowledge of cash flow and balance sheet
management is assessed. Those with limited
knowledge can take online programs to
bring them up to the level of the course
instruction to create a level playing field.
The classroom course takes place over four
days, during which participants engage in
many business simulation exercises. Then
after the course, there are online exercises
that participants complete with their super-
visors.

Northern Trust offers customized class-
room-based "Recognition Workshops" for
managers, supervisors, and team leaders to
help them create a climate that honors staff
and team performance. To support and rein-
force the learning of the training, managers
and supervisors can access an online tool kit
that includes all the workshop materials,
recognition ideas from Bob Nelson's book,
1001 Ways to Reward Employees, templates
of award certificates, and links to external
resources and vendor programs. These
resources have proven invaluable to man-
agers and supervisors who understand the
power of positive recognition but do not have
the time to search for interesting ways to
operationalize their ideas.

In addition to providing a wide array of
online training, supplemental materials and
certificates, firms have put a wealth of
resources and knowledge online "at the fin-
gertips of employees" to help them in their
jobs and careers. This material includes
company business procedures and processes,
technical information, and career develop-
ment resources.

To better organize and manage their
education and training systems, most of the
large firms in this study have invested sub-
stantial time and resources implementing
some form of a learning management system
(LMS). LMS's perform important functions
such as facilitating easy online enrollment in
trainings, providing convenient access to
information about company course offerings,
enabling access to online courseware and
external certificate programs, and tracking
participation in various options.

While firms have been steadily moving
their instruction to the Web or the company
intranet, the ratio of online to classroom
learning averages 25-30 percent online to
70-75 percent classroom. All acknowledge
that certain kinds of knowledge, especially
company procedures and technical skills,
can be effectively taught via the Web.
However, it cannot totally replace classroom
instruction or face-to-face interaction, espe-
cially for the development of soft skills,
communication, teamwork skills training,
etc. As the CLO from Ernst & Young, Ray
McGowen, said, "The Web is good in con-
veying ideas and theories, but if you want to
really change behavior you need an
instructor or a situation where you can prac-
tice the techniques and receive feedback." 

The initial investment in online solu-
tions can be expensive; however, over time
firms document significant savings. At Bank
One, the cost of delivering its management
certificate program, for example, was dra-
matically reduced from $2,500 per employee
to only $300. The use of online vendor
courses, instead of instructor-led classroom
courses, as prerequisites for a business
banking course also saved the Bank an esti-
mated $50,000 in direct costs over 18
months and an additional $600,000 in
employee salaries for time saved by using
the online courses. One department's elimi-
nation of a paper training catalog and
schedule that went online saved $53,000.
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Partnerships wwith EEducational
Institutions aare CCentral tto 
Learning SStrategy

In these firms, HR and other develop-
ment staff are skilled at building successful
partnerships with educational institutions.
Historically, educational institutions offered
fixed, academically driven degree programs
that were the same for all students. Now HR
directs these relationships, establishes well-
defined criteria for educational providers
and expects them to be flexible in their
course scheduling and in developing course
content that meets the company's needs. HR
routinely works closely with educational
providers to create customized certificate
and accelerated degree programs.

To make learning more convenient for
their employees, these firms have brought
many degree and certificate programs
onsite. Some educational institutions even
allow students to enroll onsite and order
books from the workplace. Firms and their
employees often prefer cohort programs,
where peers work side by side in the class-
room, because this helps to expose them to
staff from other departments and builds
camaraderie in the workplace.

"We are very passionate about training,
so we are very tough on instructors_

especially instructors from the outside," said
Maureen Fitzimmons, Benefits and
Development Manager at Bimba. "We look
for educational vendors who have a reputa-
tion for excellence. We conduct interviews
with potential trainers, ask them to conduct
a short training program as part of the inter-
view process, review samples of their
training programs, and require documenta-
tion that measures the success of past
training programs_as measured by the
trainees. We are very interested in trainee
impression of trainers. We look for trainers
who take responsibility for the learning out-
comes of each trainee. We ask trainers to
lecture for less than 50 percent of the total
training time. We don't want our employees
to feel like they are back in school. We want
our employees actively engaged in the
learning process. We look for trainers who
acknowledge that trainees come into the

classroom with experience and information.
The trainer role is to affirm what they bring
into the training experience and to build
upon it."  

Dunlee, University of Chicago Hospitals
and TruServ provide excellent examples of
brokering high quality degree programs
onsite. A few years ago, some Dunlee
employees expressed interest in acquiring
degrees. The HR Director spearheaded an
effort that now brings Aurora University
onsite to deliver an accelerated version of a
Bachelor of Science degree, customized to
include Total Quality Management and
other business-related topics. In its third
year, the program now includes employees
from other firms in the area industrial park
and has led to other multi-company training
ventures.

The University of Chicago Hospitals
Academy has formed several partnerships
with educational institutions in the Chicago
area to offer convenient and customized
degree and certificate programs. For
example, the onsite customized Surgical
Technologist Certificate program, developed
with Triton College, addresses a critical
shortage. Students in this program are able
to work at UCH almost full-time and, at the
same time, receive credit for class work,
internships, and practicums. Ten of the 11
students who began the 18-month program
completed it, and all were hired by the
Hospitals. Four years later, 80 percent are
still with UCH. "These partnership pro-
grams help us develop pools of candidates
for hard-to-fill positions in critical skill
areas," said Jim McLean, Director of
Educational Strategic Alliances at UCH.

TruServ's University was instrumental
in shaping an MBA program to satisfy the
educational needs of TruServ employees.
After interviewing several providers, the
company selected Lake Forest Graduate
School of Management "because of its prac-
tical, hands-on approach." Working with
TruServ staff, Lake Forest faculty surveyed
employee learning needs and then cus-
tomized a curriculum to match these needs.
They also worked with key company repre-
sentatives to develop classroom activities
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that included real work situations, problems,
and projects, some of which are formally pre-
sented to senior management upon
completion.

Emphasis oon AAssessment oof IImpact

These firms use a mixture of measure-
ment strategies to assess the impact of
training and development activities. All
assess the effectiveness of individual
training events through some combination of
trainee feedback, employee satisfaction
surveys, pre-and post-testing and follow- up
observations of trainees on the job. Bimba
has even conducted two of the more complex
return-on-investment (ROI) analyses to
assess the impact of training on the overall
company. Both studies measured the return
on investment of the company's technical
training program, Basics and Fundamentals
of Machining. It took almost a full year for
HR to convince key managers of the need to
conduct these analyses, but the lobbying
paid off. From the point of view of many, the
return on investment was substantial and
now it is generally accepted among man-
agers and board members that training and
education contribute to the company's profit
picture.

While other firms expressed interest in
conducting this level of analysis, most have
not yet determined how to do it effectively or
are not convinced that the amount of time
and effort this analysis requires would be
worth its yield.

Some firms are establishing other
methods to measure the impact of training.
For example, Bank One is working to more
systematically measure the return on
trainee's expectations, believing that this
method provides more meaningful data. This
approach first documents what participants
expect to be the impact of their learning
(lower turnover, increased sales, decreased
errors, etc), and then, some time after the
activity, compares those expectations to the
trainee's perceptions of actual changes.

All firms also closely track the inputs of
training and education activities (number of
participants enrolled, cost to deliver, tuition

reimbursements, etc) and are thus able to
more accurately report these figures. But
most importantly, all the firms spend signif-
icant time monitoring and analyzing outputs
that more directly impact their business
goals and strategies. Firms believe these
outputs_a mix of employee and higher level
business measures_provide for better data
and analyses. HR and senior managers feel
confident in using these measures since they
have laid the ground work by aligning the
employee/team/department learning activi-
ties with their business goals and strategies.

At Dunlee, to engage the workforce in
company-wide objectives, CEO and senior
managers developed the Economic Value
Added (EcVa) measure. It measures share-
holder value by computing such factors as
improvement in working capital, profits, and
inventory. Trying to increase EcVa results in
measures that seek to reduce costs, increase
cash flow, improve use of fixed assets, reduce
inventory, or increase productivity.

As another example, Golin/Harris
International measures the impact and out-
comes of its development programs by
reviewing a number of indicators.

! Business growth: "Have we expanded 
our work with current clients? Have we 
added new clients?"

! The number of employee promotions 
! Employee exit interviews 
! Client retention figures
! Employee turnover (Golin/Harris aver-

ages between 15 and 25 percent, well 
below the industry average)

! Annual employee satisfaction surveys
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Designing Blended
Solutions to Deliver
Innovative Learning

On a fall morning in 1930, while they
were waiting for a train to downtown
Chicago, a friend suggested to General
Robert E. Wood, President and Board
Chairman of Sears, Roebuck & Co., that
Sears should start an auto insurance
company and sell the insurance by mail.
With a name borrowed from a tire in the
Sears catalog and $700,000 from the Sears
Board, Allstate Insurance Company was
founded in 1931.

Today, the Allstate Insurance Company
is the nation's largest publicly held personal
lines insurer, providing insurance products,
including auto insurance, homeowners
insurance, life insurance, and investment
products, to more than 14 million house-
holds. In the largest initial public offering in
U.S. history, Allstate became a publicly
traded company in 1993. After Sears
divested its remaining shares to Sears stock-
holders in 1995, Allstate became a totally
independent company. Based in Northbrook,
Illinois, Allstate has more than 41,000
employees and gross revenues of  $29 billion.

Although Allstate has been recognized
for many years as a leader in workforce

training, its educational offerings were frag-
mented, focused on new hires, and primarily
limited to classroom learning. When training
was elevated to a corporate mandate in the
early 1990s, the training and education func-
tions became more centralized and offerings
for  current workers began to expand as well
as new hires. The company also began using
more customized learning formats and
delivery systems that used innovative tech-
nologies.

Allstate's challenge: how to deliver a
wide array of high-quality education and
training to 41,000 employees located across
the country. Central to Allstate's response to
this challenge is its use of "blended learning
solutions." According to Judith M. Smith,
Ph.D., an expert in adult Internet learning,
blended learning is "a method of educating
at a distance that uses technology (high-
tech, such as television and the Internet, or
low-tech, such as voice mail or conference
calls) combined with traditional or class-
room education or training." At Allstate,
these learning solutions include various
combinations of online learning, instructor-
led teaching, role-playing, videos, peer
learning, on-the-job problem-solving, and
programs based on strategic alliances with
colleges and universities. Some learning
solutions use advanced technologies; others
accomplish their learning objectives with
simpler delivery systems.

Strategic RRole oof HHuman RResources  

To develop these blended learning solu-
tions, Allstate's human resources staff had to
become internal consultants to manage-
ment, participating in the process of defining
the company's learning needs. Instead of just
delivering training on request, HR staff help
to guide decision-making about learning pri-
orities and delivery methods, balancing
business needs with the development of new
training initiatives. When department man-
agers, for example, request assistance for
developing large scale, complex training
activities, HR first consults with them to
assess learning objectives, project scope,
technology needed, and possible delivery
options. At times, HR staff are able to
provide both less expensive and much more
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tailored learning solutions than originally
requested. Sometimes, their HR consulting
expertise leads them to decide that training
may not be the solution to the department's
current challenge. In addition to linking edu-
cation initiatives to strategic business
priorities and overseeing the design and
delivery of training, HR promotes and incen-
tivizes learning and measures the impact of
the entire education and training system.

Allstate centralized certain functions of
its education system in an effort to reduce
redundancies and costs, provide greater con-
sistency, and improve quality. "Our business
environment is very regulated with lots of
consumer activism," explained CEO, Edward
Liddy, "so we must be consistent." At the
same time, Allstate has decentralized other
aspects of the educational system to allow
for greater buy-in and control by local man-
agers. Where there are common needs across
all Allstate departments, the company offers
a core curriculum, developed with input
from local business units. Then supple-
mental and reinforcement activities are
provided locally for even more customiza-
tion.

The LLearning RResource NNetwork: 
A SStrategic UUse oof TTechnology

Over the past two years, to improve work
processes and more efficiently share infor-
mation, Allstate supplied its entire

workforce with desktop technology. This put
a platform in place for delivering online
learning tools. In early 2000, under HR's
leadership, Allstate launched its Learning
Resource Network (LRN), a learning man-
agement system that enables all of its
employees everywhere to access a wide
variety of e-learning solutions tailored to
meet employee learning needs. The LRN
helps organize and manage education and

training activities and offers Web-based
training, including orientation programs for
new employees, information technology
courses and certifications, insurance certifi-
cations, and leadership development classes.
Much of the online training is blended with
supplemental training and workshops deliv-
ered onsite.

About 50 percent of Allstate's offerings
use an e-learning solution, and more than
400 are online courses, either vendor-pro-
vided or custom-designed. These online
courses cover the entire educational spec-
trum, including basic training on the
MicroSoft suite, basic policy and practice
training for managers and leaders, sup-
porting education in leadership skills, a
broad range of programming and database
education, and interpersonal skills such as
communication and conflict resolution.

The LRN was piloted in the company's
Information Technology division because
turnover of experienced IT staff was
becoming a serious problem. Retaining
quality IT staff often means continuing to
offer challenges that require staying abreast
of new technologies and updating skills.
However, because sending staff to numerous
off-site training programs proved expensive,
in the past training was limited to only those
skills required by specific work projects. Now
the LRN supplies the IT division with a host
of online IT training and certificate pro-
grams from IBM, Microsoft, and Sun

Systems.

Employees can access online
training on company time. To help
ensure they are not disturbed,
they can move to one of the
company's learning labs or sur-
round their workspaces with
yellow "Training-Do Not Disturb"
tape. The LRN has paid off in staff

retention and has reduced training costs.

Using the LRN, Allstate employees can
also register for various insurance certifica-
tion programs. Future plans for the LRN
include using more distance learning tech-
nology such as virtual classrooms and
"virtual reality labs," simulations in which
employees learn specific skills critical to the
business.18

“The iinsurance bbusiness iis aa kknowledge bbusiness. 
We ddon't hhave aa pproduct yyou bbuy ooff tthe sshelf - oour ppeople 
are oour pproduct, sso tthey nneed tto bbe tthe bbest tthey ccan bbe. 
That's aa fformula ttailor-mmade ffor ccontinuous llearning.”

Edward MM. LLiddy, CChairman, PPresident, 
and CCEO, AAllstate IInsurance CCo.



Allstate uses blended learning in its
"Allstate Management Curriculum," recently
converted from a three-day instructor-led
workshop to 16 self-paced, online modules,
supplemented by workshops taught by
trained internal facilitators from HR. Newly
appointed leaders are expected to complete
the curriculum within a specified time
frame, while experienced leaders are encour-
aged to use the modules for reference and
skills refreshers. For certain
modules, such as Performance
Management and Salary
Administration, Allstate has
piloted supplemental activities,
including facilitated group discus-
sions and hands-on practice
sessions. More than 400 leaders
have already completed at least
one of these online modules.

Effective LLow TTech 
Learning SSolutions

Allstate's learning solutions
do not all require the most sophis-
ticated technology. Recently, for
example, when the effect of mold on personal
health, homes, and workplaces suddenly
appeared as an insurance industry concern,
several thousand employees had to be
trained in just three months. This would
have been impossible under the old class-
room system, and developing an online
program or producing films with profes-
sional actors would have eaten up precious
learning time. With its new, more flexible
approach, Allstate was able to quickly and
efficiently meet its learning objectives by
videotaping expert attorneys in a round
table discussion and distributing the tapes
to its offices around the nation.

The claim department's Auto Liability
Skills Workshop was formerly a one-week
workshop held in Wheeling, Illinois, with an
annual attendance of approximately 300-500
employees. Now lectures are offered online,
group dialogue and question and answer
sessions are held over the telephone, and
virtual performance-based coaching sce-
narios are monitored remotely. Following the
sessions, each learner receives one-on-one
performance feedback.

Allstate also offers "mini-workshops,"
group telephone sessions with staff at
remote locations. After the group phone ses-
sions, employees can sign up for one-on-one
telephone coaching sessions to supplement
the telephone workshops. In the first few
hours after announcing the availability of
coaching support, over 75 employees signed
up. After September 11, when the company
instituted a two-month moratorium on

travel, these mini-workshops proved partic-
ularly useful, providing an alternative
method for disseminating important
training and information.

Alliances wwith EEducational IInstitutions

HR has established several alliances
with colleges and universities. Lake Forest
Graduate School of Management offers an
MBA program onsite, which includes some
degree of customization in its use of actual
company projects. Since the demand for this
program was greater than anticipated, it has
a waiting list of over 100 employees. Lake
Forest also delivers the Business Leadership
Certificate Program.

An on-site Executive MBA program,
offered by the University of Illinois at
Chicago, has proven to be a valuable addi-
tion to Allstate's leadership development
process. (Senior management selects partici-
pants for the leadership development
process.) At the direction of HR, this
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Joan CCooney iis aa 220-yyear vveteran eemployee 
of AAllstate wwho hhas ssuccessfully bbenefited ffrom iits 

education aand llearning ttools. PParticipating iin mmany 
educational pprograms, sshe aachieved sseveral ddesignations: 

AAM, FFLMI aand CCLU. HHer mmost aadvanced eeducational aaccomplishment 
is aan MMBA ffrom tthe UUniversity oof IIllinois, aattained iin aan oon-ssite pprogram.

With 66-yyear-oold ttwins, bbalance iis aalways aa cchallenge ffor JJoan. AAt tthe ttime
that sshe sstarted tthe MMBA pprogram tthey wwere jjust 115 mmonths. IIf iit wweren't

for tthe ccompany ooffering tthe ccourses bbetween 33:30 aand 66:30 aand oon-ssite
(and aa vvery ssupportive hhusband), sshe nnever wwould hhave bbeen aable tto ddo iit!

In JJoan’s wwords, ""Learning iis aa llifelong eendeavor. OOnce yyou sstop, 
you're sstuck. LLearning eenables yyou tto kkeep ppushing tthe 

sides oof yyour bbox ffurther aand ffurther oout."
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program is customized to increase the
company's bench strength in marketing.
Forty-seven Allstate employees have already
graduated, and another 66 employees are
currently enrolled. Northern Illinois
University offers an onsite Master of Adult
Education program and a Human Resources
Certification program. Other certification/
designation programs include insurance-
related designation (Chartered Property
Casualty Underwriters and Insurance
Institute of America) courses from The
Insurance School of Chicago and a Certified
Professional Secretary course at Oakton
Community College.

Employees earn cash awards upon com-
pletion of these designation/certification
programs. Awards range from $100 to
$4,000, depending on the number and com-
plexity of courses in the specific program.
If there is a conferment ceremony for the
certification or designation, Allstate will pay
for the employee and a guest to attend. The
certifications are a mix of self-study and
classroom activity. If there is a large enough

volume of employees working on a certifi-
cate, Allstate will bring the vendor onsite.
Much of the exam preparation can be done
onsite as well.

For employees who wish to pursue an
undergraduate degree, Allstate has an
alliance with DePaul University. Core
courses are often provided onsite. Currently
there is a cohort of about 20 employees
enrolled.

Undergraduate and graduate courses
from accredited schools are eligible for
tuition reimbursement. Generally the
courses need to be job-related, unless they
are being taken to satisfy requirements for a

four-year undergrad-
uate degree. Current
annualmaximum reim-
bursement limit is
$5250.

Unlike many other
firms, Allstate will
reimburse 100% for
employees who wish to
acquire an Associate
degree, whether or not
it is related to their
job. "Allstate will pay
for an employee's entire
Associate degree," said
Marcie Molek, Director
of Enterprise Edu-
cation, "because our
company believes its
very important to help
individuals gain their
first degree_this is
especially important
for our call center
staff."

According to Molek,
when choosing an educational provider to
partner with, "We consider a variety of ele-
ments, and depending on the business need,
we may weigh certain criteria higher than
others. We will only consider partnering with
colleges or universities that hold regional
accreditation. In addition, we consider the
quality of the education delivered, the expe-
rience and capacity of the institution, the
caliber of instructors/professors, quality of
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SSTTRRAATTEEGGYY UUSSEEDD  

Management/ 
Supervisors 

Technical/ 
Professional 

Frontline 
Workers 

Part-time 
Workers 

Tuition assistance 
 
 

⌧ ⌧ ⌧ ⌧ 

On-site workshops and 
training 
 

⌧ ⌧ ⌧ ⌧ 

Financial support for 
attending off-site classes, 
seminars, workshops 
and conferences 

⌧ ⌧ ⌧ ⌧ 

Training/education on 
company time (on- or 
off-site) 

⌧ ⌧ ⌧ ⌧ 

Online learning 
 
 

⌧ ⌧ ⌧ ⌧ 

Individual Development 
Plans linked to 
performance evaluations 

⌧ ⌧ ⌧ ⌧ 

Career counseling 
 
 

⌧ ⌧ ⌧ ⌧ 

Formal mentoring 
 
 

⌧    

Job shadowing 
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