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A Note From the ILRDC

Dear Friend:

This innovative publication, Foundations for a Competitive Advantage, provides you
with the latest information on how basic skills education and training can contribute to
corporate profitability. With everything from case studies to "nuts and bolts" demonstra-
tions of evaluation techniques, you will find the articles practical and useful whether
you've been doing this for years or are just hearing about it for the first time.

Our lead story, Emson's Skills Enhancement Program, is about a company from
Bridgeport Connecticut. EMSON Inc. Vice President John Clark and Human Resource
Manager Eleanor Arno describe their company's basic skills odyssey to Zane Bail. The re-
sult is a "beginning to end" story on putting a basic skills program into place. John convinc-
ingly describes how the program contributes to the company's "bottom line."

The next article, by Michele Perry, Education Drives America, highlights the work that
has taken place at the WILL-BURT Company in Orrville, Ohio. It has been spearheaded
by the devoted CEO and Chairman of the Board, Harry E. Featherstone. The article tells
you how he turned a failing company around in a four year time period by using education
and training to improve manufacturing efficiency from 65% to 110% and reduce employee
turnover from 35% to 1%.

The third article is written by Eunice N. Askov and entitled Designing Curriculum for
Work Place Literacy Programs. She tells you how to prepare for worker instruction by
setting clear goals, looking at jobs required of workers, gathering input from workers and
supervisors and examining work-related materials. She then goes on to detail the steps of
designing instruction and conducting assessment and evaluation.

Edward E. Gordon provides us with the next article, PROVING IT WORKS? Overcoming
Business Roadblocks to Re-Educating the American Worker. This articles provides the
reader with information about the need for a well educated work force and three strategies
to determine the "return on the investment" of basic skills programs.

The fifth article, Using ROI to link Community College Resources and Work place
Training Needs, is a follow-up piece to the previous article and provides you with a case
study of how such an analysis can be used with a company training program. Denise
Rzonca and Jim Graber have prepared this article.

This special publication ends with an article by J. William McVey which is aptly
called, Problem Solving, Teamwork, and Continuous LearningCornerstones for Suc-
cess. The article stresses that both large and small companies can achieve a high perform-
ance work place and become internationally competitive. It features two companies, General
Motor's Saturn assembly plant in Spring Hill Tennessee, and Grand Rapids Spring and
Wire Point in Michigan. Both sites reveal that basic skills programs provide a solid foun-
dation for team building and problem-solving.

We hope you find this publication a treasure-trove of information and that it places
you on the cutting edge in the work place basic skills arena. Successfully competing in
the global marketplace is not an easy task. One first step is to ensure that the front line
workers of today have the skills to effectively perform the job tasks of today and tomorrow
by providing the education and training required. Not only will you be helping the company
to attain excellence, but you will be helping workers to become more skilled on their job as
well as at home and in their community.

With that final note, enjoy reading it is a gift that so many of us take for granted.

Suzanne Knell, Executive Director, and Barb Geissler, Associate Director

A special thanks to Zane Bail for putting together this publication. Her enthusiasm and
dedication made this possible.
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There will always be obstacles.
IBM is proud to help overcome them.

IBM is taking a leadership role in delivering state-of-the-art solutions in foundation skills
and competencies to the fields of literacy and skill enhancement for the diverse workforce of
today and tomorrow. The new One IBM Plaza Human Capital Development Center offers a
model for the delivery of basic, critical and developmental skills and educational solutions to
the community, our customers and our employees.

We want to work as your skills-development partner to help determine, then meet your
educational and training needs. Whether you have a community organization working in
the literacy field or need training on mainframes, PCs, quality, telephone effectiveness, office
applications or management ... or if you need help analyzing your training or literacy needs
and developing a comprehensive solution, IBM can help.

We use the latest education and training strategies, delivery methods and technologies
including interactive multimedia. And if you want to create your own customized learning
center, our professionals can handle all aspects of that complex task.

For information contact the Human Capital Development Team at 312-245-3766.
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Laying the Foundations for a Competitive Advantage: Emson's
Skills Enhancement Program
By Zane Bail, Research Assistant/Conference Coordinator, ILRDC

Zane Bail is research assistant and conference coordinator for the ILRDC.
This article is based on an interview with John Clark, Vice President of
Manufacturing, and Eleanor Arno, Human Resources Manager, of Emson,
Inc.

tilohn Clark, vice president of
manufacturing at Emson, Inc.,
was in charge of introducing

statistical process control (SPC) at
his plant in Bridgeport, Connecticut.
He was reviewing some training
videotapes at home when he realized
the tapes assumed solid knowledge
of statistics. John, a college gradu-
ate with a background in statistics,
felt uncomfortable with the tapes.
He realized if he was having diffi-
culty with the materials his plant
workers would be overwhelmed.

While thinking about the level
of education needed to understand
the tapes, he recalled a literacy
study recently given to him by a
representative from the local United
Way. John picked up the study and
the words jumped out at him, 'Thirty
percent of employees at manufactur-
ing plants in the Greater Bridgeport
Region read below the 5th grade
level."John then knew he could for-
get about SPC training tapes, there
was a bigger problem that needed to
be addressed. Workers at his plant
needed training at a much more ba-
sic level. Reflecting back on those
days, John now says, "I think I was
naive. I grew up with educated peo-
ple, all my friends and associates
are well-educated and you just as-

More information on
Emson, Inc.

Emson, Inc., is headquartered
in Bridgeport, Connecticut and
was founded in 1952. The Bridge-
port location has 350 employees.
Emson, Inc. is a world leader in
the manufacturing and distribu-
tion of spray pumps. Emson's
customers include many manu-
facturers with a wide range of
consumer products marketed
worldwide. Customers include:
Helene Curtis, Inc., 3M Pharma-
ceuticals, Revelon, Avon and
Unilever.

sume that everyone else is...but you
can't."

GETTING STARTED

Fortunately, John found someone
to turn to, the study's author
Eleanor Arno, Director of the United
Way Council to Foster Literacy. She
helped John get started and intro-
duced him to Literacy Volunteers of
America of Greater Bridgeport (LVA).
With the help' of both Eleanor and
LVA, John was able to form a picture
of what the company needed. Emson,
Inc. needed basic skills classes for
employees that would address: basic
reading, math and English as a sec-
ond language. He also knew who he
wanted to help him, Eleanor as
Director of the United Way Council
to Foster Literacy and LVA as the
educational provider. Now it was time
to get Emson's employees and union
behind the plan.

First, John met with union repre-
sentatives and explained what the
company was about to embark on and
why. His message was clear, "unless
the company engages in some work
place literacy skills training, people
are in jeopardy of loosing their jobs.
The company needs this to be com-
petitive in the global marketplace."
John did not expect any objections
from the union and he was right
there were none. Next, John took
Eleanor's advice to recruit natural
leaders from the plant floor. The
natural leaders, including union
stewards, attended a leadership
development series sponsored by the
United Way. The leadership series
was a local initiative developed to
address the current skills issue in
America.

ADVISORY COMMITTEE

The group attending the United
Way's leadership series became
Emson's 12-member employee advi-
sory committee. At the leadership
series, the employee-leaders learned
about employee resistance and were
trained in how to gain buy-in from
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co-workers. The United Way also as-
sisted them with development of
presentations for their co-workers.
They fully understood the issues and
saw that Emson was ready, willing
and able to provide training at the
company on paid release time. The
advisory committee went back and
presented the information at group
meetings outlining the skills required
for the workplace of the future and
the skills enhancement program.

According to John, the advisory
committee and the leadership series
were crucial in reinforcing the credi-
bility of their plan. The credibility
has carried over through the imple-
mentation phases. Whenever snags
occurred in the program the manage-
ment team met with the on-going
advisory committee to discuss pro-
gram issues and concerns. The advi-
sory committee was and still is the
focal point for program policy recom-
mendations, curriculum development,
recruitment and implementation
strategies.

EMSON'S SKILLS ENHANCEMENT PROGRAM

In order to determine the extent of
the problem at Emson, LVA tested
all employees from supervisors to
line workers. LVA coordinated and
trained volunteers from the commu-
nity to give the assessment at Emson
to all three shifts. LVA kept all the
test information confidential. Emson
received general data regarding the
needs of groups of employees so that
plans for program implementation
could be made. Assessment results
indicated that 85 employees out the
tested 125 were in need of basic skills
training.

After the original assessment,
employees could choose to participate
in the skills enhancement program.
Employees who decided to partici-
pate in the program were assessed
again by LVA to see where improve-
ment was needed. A course of action
was then recommended to individual
employees. Individuals were able to
give input to their action plans. For
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Bridgeport Literacy effort benefits from
United Way study

In 1989, the United Way of Eastern Fairfield County (UWEFC) initiated
a study on adult literacy which encompassed a regional needs assessment,
the development of a pilot program and an agenda of recommendations
for UWEFC. The impetus for the study came when Literacy Volunteers
of America-Greater Bridgeport applied for United Way membership.
Before taking on a new issue the United Way conducted research to find
out the extent of the problem, what was already being done and what
needed to be done.

The research included a literacy survey of 183 companies in Greater
Bridgeport. The survey analyzed the perception of the illiteracy issues
by the business community, raised awareness on the issue, gathered
information on areas of most concern and sought partners for an on-site
survey of employees and work related materials. Sixty-three companies
responded representing over 21,000 employees. Over 600 employees
were interviewed and assessed at six diverse worksites. The report, In
the Community Interest: To Foster Literacy in the Greater Bridgeport
Region was released in early 1991.

After the study was released, the UWEFC Board allocated $90,000
per year for three years to assist companies and literacy programs to
develop new resources to meet the literacy needs of the community.

example, some employees were reluc-
tant to work in a group and preferred
to have a one-on-one tutoring session
or work on a computer.

The components of Emson's pro-
gram were, and remain today: LVA
trained tutors from within the com-
pany, as well as outside volunteers;
computer-assisted learning with pro-
gress monitored by LVA; and addi-
tional training opportunities
designed by Eleanor. (In February, .

1994, Eleanor became Emson's Hu-
man Resources Manager).

Emson found that accessibility was
vital to participation. By having the
program at the work-site and during
work hours, critical barriers to taking
part in the program were eliminated.
An added benefit was that workers
saw co-workers going to class. For
those who were reluctant to sign up
for the program, it gave them time to
watch and see others. According to
Eleanor, "it has taken time for people
to come forward. As one might expect,
people with the most self-confidence
or with higher skills or both came
forward first. They were much less
intimidated."

Three years into their program,
Emson is still getting people who
are signing up for classes for the
first time. Eleanor stated that they
are not new employees who are sign-
ing up, they are employees that
have been with the company for
some time, but were holding back.
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"They wanted to make sure it was a
safe thing to do."

LONG TERM COMMITMENT

Emson has found that basic skills
programming is a long-term commit-
ment for other reasons. Very few
employees who began skills training
have graduated from the classes.
John said, "it is important for compa-
nies to realize that if they think they
can put a program in place and by

this time next year people will be
high school graduates, they are not
approaching this with success in
mind. A skills enhancement program
must be viewed as an integral part
of a company's overall training plan,
which in turn supports the company's
business mission." In Emson's case
the mission is to be a world leader!

Emson's long-term commitment
to training has also spurred a newly
found positive attitude toward learn-
ing. Emson recently introduced a
course designed to build accuracy in
working with numbers. The partici-
pants came to class ready to learn.
What would have been a strange
environment for employees a few
years ago is now a comfortable envi-
ronment. According to John, "we have
a training spirit within the company,
and people are not fearful. As we
move into team building and team
training, our workers will be ready
and willing."

THE BOTTOM LINE

Over the past three years, Emson
has realized a number of payoffs from
their skills enhancement program.
Employees have gained skills in
speaking English, reading instruc-
tions and applying math to their
work. Employees who were unable
or reluctant to talk to their supervi-
sors or visitors are now eager to par-
ticipate at new levels. They are much
more willing to offer an opinion or
suggestion because they have gained

Key Elements of Successful Skills
Enhancement Programs

Through research and experience several key elements which make
unique contributions to successful workplace skill enhancement pro-
grams have been identified.

1. Training is readily accessible to workers;
2. Employees are compensated for their instructional time;
3. Curriculum is developed on work-related applications and supports

operational priorities;
4. Management and employees share vested interests;
5. Basic skills training is integral to the company wide training effort;
6. Peer advisory ensures participatory planning, implementation and

management.
The first two key elements enhance the probability of the goal achieve-

ment by reducing critical barriers. The other factors represent the criti-
cal consensus required for success. These elements were incorporated in
Emson's Skill Enhancement Program with the help of the United Way's
Literacy Council and LVA-Greater Bridgeport.
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communication skills and increased
their self-confidence. They are easier
to understand, ask more questions
about their work and offer informa-
tion about the operation of the equip-
ment and quality of work. Emson
has also noticed an increased cama-
raderie between office and factory
personnel. Participants and tutors
in the skills enhancement program
have a better appreciation of the
contribution they each make to the
success of the company. This cama-
raderie has also positively influenced
moral in the plant.

Emson's philosophy is a long-
term commitment to training. They
believe that you need to get people
basically skilled first; then move into
job-specific training second; and make
employees a part of team that em-
powers them as well as holds them
responsible.

John said it is important to put a
system in place within the company
that is team oriented. "You just can't

do it piece-meal, you must do it across
the board." Prior to establishing the
skills enhancement program the man-
agement team at Emson put together
a group of people who formulated a
plan to change from a historical mili-
tary hierarchy chain-of-command to
a more free-flowing team oriented
approach. Skills enhancement train-
ing and the follow-up to that, which
is the job-specific training, have to
be dovetailed into the organizational
changes that the company is making
in order to work. According to John,
"at Emson this is proceeding, I won't
say it is proceeding at a rapid pace,
but it is going to happen."

In order to sell skills enhancement
programs to other people, it all comes
back to "what's the bottom line re-
sult." John said "I think our com-
pany has experienced bottom line
results, however, it is probably a
very small percentage." Efficiency in
the plant has increased over the last
three years, absenteeism is below

the national average and turnover
is practically non-existent. John said
it is difficult to measure the exact
effects of the program on the amount
of scrap and rework reductions.
"When people understand how to read
instructions, how to do checks and
tests, know the difference between a
good pump and a bad pump, and are
armed with the tools and empow-
ered to make decision we will see a
reduction in scrap and rework. That
is the bottom line to Emson's skills
enhancement program."

Success like this can't be accom-
plished by business alone, insist
Eleanor and John. Partner with
everyone and look at this as a long-
term investment. Build and develop
relationships inside (with employees
and union members) and outside
with resources in the community. As
Emson Inc. has found, a strong foun-
dation is an essential element of any
business structure. 5

The Illinois Literacy Resource
Development Center (ILRDC) is...

AN INDEPENDENT, NOT-FOR-PROFIT ORGANIZATION supported by the Illinois State Board of Education-Adult Education
and Literacy Section, The Joyce Foundation, Lloyd A. Fry Foundation, Polk
Bros. Foundation, Chicago Tribune Charities, Secretary of State Literacy Office,
Illinois State Library and the Illinois Network of Adult Education and Literacy
Resources.

THE CENTER WAS ORGANIZED IN 1987 through the cooperative efforts of the six major literacy entities in the state. The
founding agencies envisioned a broad mission for the organization: "to pro-
mote literacy efforts in the state of Illinois." Since its inception, the ILRDC has
grown to serve over 4500 interested individuals and organizations in the state
and nation. In its role as an intermediary organization, the ILRDC provides techni-
cal assistance, conducts action oriented research, disseminates informa-tion
and influences relevant public policy. The Center has focused its efforts on five
issue areas: work force education, family literacy, public policy, evaluation/ pro-
gram development and resource development.

THE ILRDC HAS PRODUCED EIGHT NATIONALLY RECOGNIZED PUBLICATIONS, including Learning That Works: Basic Skills
Programs in Illinois Corporations, Programs and Structures, Report 1 and
Learning That Works: Basic Skills Programs in Illinois Corporations, Policy, Re-
port 2. According to Forrest Chisman, President of the Southport Institute for
Policy Analysis, "This is clearly the most important and best informed analysis
of work place education at the state level yet prepared. It should serve as a
wake-up call to educators, policy makers and the business community that the
time has come to put upgrading the skills of on-board workers high on their
priorities."

To ORDER YOUR COPY OF THE REPORTS OR TO RECEIVE MORE INFORMATION about how the ILRDC can help you with your
work force education activities, call 217/355-6068.
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N,
Nestle Chocolate
& Confection Company

We proudly support
work force education in Illinois

BIMBA MANUFACTURING COMPANY

Monee, Illinois 60449-0068 708/534-8544
FAX: 708/534-5767

We proudly support
work force education in Illinois

OTTO
ENGINEERING INC. 2 East Main Street, Carpentersville, Illinois 60110 Phone: 312/428-7171 Telex:72-2426

Otto Engineering, Inc. proudly supports
work force education in Illinois
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MACLEAN-F0&& COMPANY

BASE PROGRAM

B

Employees
SlkilIs for

Appropriate
uilding

READING WRITING MATH COMMUNICATION

Building the
foundation that
Enables
Employees.

Providing
opportunities for
all employees to
reach their
maximum potential
through Education
and Training.

KEEP UP

"People are the key to the success of any business."
Barry L. MacLean, President and CEO, MacLean-Fogg Company
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CHICAGO MANUFACTURING INSTITUTE
1545 N. Lavergne

Chicago, IL 60651

Train Today for Tomorrow's Jobs

* Automatic Coiler Set-up Operator
* Industrial Maintenance Mechanic
* Industrial Mechanic Inspector
* Plastic Injection Molding Set-up Operator
* Single/Multiple Screw Machine Set-up Operator

CMI, an affiliate of Chicago Commons, is supported by manufacturing firms, associations of manufacturing firms, the Major's Office of
Employment and Training, the U.S. Department of Health and Human Services, the Joyce Foundation, the John D. and Catherine T. MacArthur
Foundation and the Illinois Department of Employment Security.

ABBOTT LABORATORIES
proudly supports

work force education in Illinois
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Education Drives America
By Michele Perry, Coordinator of Special Training, ILRDC

Michele Perry is an educator; coordinator of special training and newsletter
editor for the ILRDC. This article was based upon Mr. Featherstone's keynote
address at the Fifth Illinois Work Force Education Conference, May 13, 1994.

Education Drives America! This
is the message that Harry
Featherstone, Chief Executive

Officer and Chairman of the Board
of the Will-Burt Company in Orrville,
Ohio brought to the ILRDC's Fifth
Illinois Work Force Education Con-
ference entitled It's More Than Jobs:
Learning, Work and Improving the
Bottom Line. Featherstone's extraor-
dinary career success and strong
belief in the education of workers
were highlighted in his keynote
address.

The Mission

Harry Featherstone is a man with
drive and a zest for life. He provided
amusing anecdotes of a childhood
and adult years lived "on the edge."
His life was and remains a series of
personal challenges and triumphs.
"Call Harry Featherstone the CEO
with a mission.' For 5 years, Feath-
erstone has been crisscrossing the
country carrying to businesses, work-
ers and educators the message of the
importance of workplace education.
At 65 years of age, I have found a
new world in manufacturing. It is
my task to get every manufacturer
to value education and knowledge."
(Chicago Tribune, May 13, 1994)

Formerly employed by Ford
Motor Company as a "turnaround"
person (troubleshooter for problem
areas), his job was to ask "What is
the ailment?" With often only three
months to repair the problem, he
employed the sequence of going to the
location, assessing the problem, de-
termining how to repair the problem
and then doing so. In every case he
found out what was wrong by talking
with the workers on the lines.

Changing Times

Many of the strategies Feather-
stone developed at Ford served him
well in future endeavors. In his
address, he cited 1985 as a key date
across the nation. Workers were in
trouble with company downsizing and
layoffs. A variety of studies pointed
to a national crisis in worker educa-
tion. Workers lacked the ability to
employ critical thinking skillsas

one headline stated: 'They Know 2 +
2 = 4, But Not The Reasoning Behind
It."

This upheaval in the workplace
coincided with Featherstone's move
in 1985 to take command of the Will-
Burt Company. Will-Burt Company
is a midsize metal fabricating plant
involved in auto parts, masts, envi-
ronmental buildings, fabrication/ma-
chinery and assembly. Featherstone
set out to turn around a troubled
company by implementing a number
of strategies. He began by setting up
an ESOP (employee stock ownership
plan).

With raising quality standards
world-wide, Featherstone knew the
Will-Burt Company needed a com-
petitive edge, something to set them
apart. He decided to shoot for perfect
quality and on-time delivery. Perfect
quality meant manufacturing parts
to blueprintzero defects. Company
employees would have to work
smarter and be involved in order to
pull this off. His work force, though,
was hardly eager to pioneer newfan-
gled techniques.

Featherstone expected his employ-
ees to become full partners. His firm
belief that employees have "basic
knowledge and great ability to learn,"
helped effect a complete turn around
in worker attitude, productivity and
loyalty to the organization.

During his speech, conference par-
ticipants learned about some of the
challenges Featherstone and his
workers overcame. As he stated,
"Any company of any size that is not
into education by the year 2000 will
either be owned by someone else or
working strictly locally. That's just
the way it is."

Strategies For Change

Strongly influenced by time spent
working with Ford in Japan, Feath-
erstone was really interested in how
the Japanese did things. "I studied
them and decided that their success
hinged on education, training and
their emphasis on business. I mean
they teach business principles in
grade school. So I synthesized all I'd
learned and put it into a coherent
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package and turned it loose at Will-
Burt. I had no idea where we'd end
up." (INC/July 1990)

Getting started had its pitfalls.
Featherstone approached three uni-
versities for assistance in instituting
his workplace education plan. They
said they offered continuing educa-
tion, not workplace education. Finally
a fourth universitythe University
of Akron, worked with him to create
a program to teach workers. The
Will-Burt workplace education pro-
gram incorporates what Featherstone
refers to as the "Points of Education
and Behavior Values."

Integrity
Discipline
Leadership
Logic
Curiosity
Creativity
Sequencing
Spatial Thinking
Openness
Self Esteem

These factors of success receive
attention in the education of Will-
Burt workers. All workers participate
in a mandatory core competency
program, on company time, that
includes basic blueprint reading, ad-
vanced blueprint reading, geometry,
geometric tolerance and Statistical
Process Control. Featherstone be-
lieves that every worker, from office
staff to sales, line workers and engi-
neers, need to learn every aspect of
production. "Hourly and professional
people must mix."

His plans met with worker skepti-
cism, fear and resistance, but he
persevered. As education began and
then progressed workers became
more productive, took more pride in
their products and coalesced as a
team. Featherstone began to see his
dreams take shape as he reflected
on the following:

"...only by drawing on the com-
bined brainpower of all its em-
ployees, can a firm face up to its
turbulence and constraints in
today's environment and WIN.."

Conclusion of speech by Konosuke
Matsushita, creator of $22 billion
sales electronic group, Matsushita
Electric.
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Along with worker education,
criteria/responsibilities for team
leaders and teams were established.
Team leaders act as a team member
not as a supervisor, coordinate
scheduling, track team productivity,
document lost time and corrective
action and participate in productivity
review. Each team member rotates
through the following areas over 6
month time spanscustomer quality,
production control, safety, personnel
and costing.

The hiring process at Will-Burt is
another example of team effort in
action. While the front office screens
applicants, many plant employees
(teams) make the recommendations
to hire. This is possible because all
employees are trained in personnel
practices and human relations. As
Featherstone related, "Teams always
hire the best for their team."

Key to the success of Will-Burt's
workplace education initiative is
management's strong commitment
to not only basic education, but also
advanced education for employees.
Featherstone noted that:

Basic education must be group
study/think
Basic education must be on com-
pany time mandatory/voluntary
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Advanced education must have
educator and a professional in
that discipline
Advanced education must be
complete/no excuse program

The Payoff

Employee education has resulted
in many "firsts" for Will-Burt. Between
1986 and 1990 manufacturing effi-
ciency improved from 65% to 110%
and employee turnover was reduced
from 35% to 1%. Employee turnover
at Will-Burt is not due to firings or
leaving for other like-industry jobs,
but individuals who leave to build
their own enterprises. Featherstone
speaks with pride of these cases and
the jobs they now add to the economy.

Will-Burt's safety record reflects
education and awareness. In 1980-85
$100,000/year in accidentsby 1993
$662/year in accidents. Cost of quality
is down from 6% to 2%. They also lead
in establishing Primary Care" in the
corporation. Featherstone first placed
family psychologists in the factories
in 1986-87. Rehabilitation is another
key concept. He instituted a disabil-
ity program that provides full pay
for up to six months. A coordinated
team effort for employee rehab that
involves a physician, an associate,
an insurance representative and
management is in effect ensuring

13

that workers are returned to produc-
tivity in as short a time possible.
Will-Burt is the only company in
Ohio to receive self-insured status.
In 1986 they paid $48Wmonth/ family
for health insurance. They have re-
cently signed a two-year contract at
$285/month/family.

Formula For Success
Will-Burt's combination for success

that includes EducationPrimary
CareRehabilitation, puts them
well on the way to refuting the state-
ment that follows:

"We are going to WIN and the
Industrial West is going to
LOSE OUT. There is nothing
you can do about it because the
reasons for your failure are
within yourselves."

Quote from speech by Konosuke Mat-
sushita, Owner of Matsushita Elec-
tric.

Harry Featherstone says "This
cannot happen!" Companies grounded
in the beliefs that "Leaders emerge
with education" and that "constant
respect for people and uncompromis-
ing integrity" are keys to success will
prevail in a world economy. As one
conference participant summed it up
when reflecting on Featherstone's ef-
forts and missionary zeal, "One per-
son can make a difference." t"
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Designing Curriculum for Workplace Literacy Programs
By Eunice N. Askov, Professor of Education; Director, Institute for the Study of Adult Literacy, College of Educa-
tion The Pennsylvania State University

Dr. Eunice N. Askov is currently Professor of Education at The Pennsylvania
State University and Director of the Institute for the Study of Adult Literacy,
which is internationally recognized for its literacy research, development,
and dissemination. She is a newly elected member of AAACE's Board of
Directors and director of their Commission for Business, Industry, and
Labor. She was recently named the first Literacy Leader Fellow by the
National Institute for Literacy.

re nature of work and the work-
place is changing; workers
must increasingly use reading,

writing, and computational skills in
order to solve problems in the work-
place. Basic literacy skills, such as
reading, writing, computation, and
reasoning, are used primarily as
tools for completing other tasks. The
skills are usually not used in isola-
tion; most jobs require a mixture of
skills to solve problems in the work-
place. This use of skills "to do" con-
trasts with the "to learn" emphasis
typical of school settings.

Recent studies, however, conclude
that many Americans lack the skills
needed to tackle complex problem-
solving tasks in the workplace; other
studies indicate a growing mismatch
between the skills needed for new
jobs and the skills of available work-
ers. Technological advances and re-
structuring in the workplace are
also increasing the range of higher-
order thinking skills required there.

Employers and labor union lead-
ers who are concerned about these
changes in the workplace may seek
out adult educators as partners in
designing workplace literacy pro-
grams. Increasingly, adult basic edu-
cation providers are being invited to
help in the retraining of the work-
force. They are negotiating their role
with business, industry, and labor
groups to design and implement pro-
grams at the worksite.

Preparing for Instruction

The first step in designing instruc-
tion is to determine the goals of the
program in the eyes of the major
stakeholders, including manage-
ment, unions and/or workers, train-
ers, and human resource personnel.
Sometimes the goal is general en-
hancement of the workforce, offering
educational opportunities at the
worksite; usually these programs
are offered before or after shifts on
the employees' own time as part of

an employees' benefit program. Usu-
ally, the curriculum is similar to
that delivered at an adult education
center.

However, if the goal is training
for the demands of new technology or
the changing workplace, the work-
place literacy program may be held
"on the clock" during work time.
These programs should offer basic
skills instruction within the "func-
tional context" of the job, in which
work-related basic skills are first de-
termined and then taught using job
materials, reinforcing not only work-
related basic skills but also job
knowledge.

The first step is to determine the
jobs which will be the target of the
workplace literacy program. It may
be that hourly positions within cer-
tain departments will be the initial
focus, or the program may be opened
up to the entire plant. The next step
is to determine the essential job
tasks of those jobs. Usually the work-
ers themselves are the best source of
information about those tasks that
occur often as part of the job and in-
volve application of literacy skills.
Supervisors and trainers also can
identify the essential job tasks
within a department.

The functional context approach
to instruction usually begins with lit-
eracy task analysis as the means of
developing the curriculum for work-
place literacy. The adult educator,
with the cooperation of the manage-
ment and labor partners, studies the
major job tasks of the targeted jobs
to determine the essential basic
skills required for work, observing
and interviewing experienced work-
ers, interviewing supervisors and
trainers, and collecting all written
materials and information on the
targeted jobs, including job descrip-
tions, job training materials, manu-
als and procedures, print and
computer materials (including sche-
matics, routing sheets, directions,
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and signs) used on the job. Those job-
related basic skills and work materi-
als become the basis for the
curriculum to be delivered at the
workplace.

Some problems exist with this ap-
proach if instruction is focused only
on specific jobs. Usually many jobs,
rather than a few, are targeted
within an industry. These jobs may
be very different in the specific basic
skills required even though they
may all be under the same roof.
Classes are usually scheduled, espe-
cially in manufacturing industries,
so that only a few workers from each
job area miss work at one time. The
instructor is thus faced with a class
of workers who not only have very
different jobs but also different basic
skills needs and abilities within the
same industry. The resources are
usually not present for developing in-
dividualized curricula for the vari-
ous jobs within the industry.

A solution may be to offer "cus-
tomized basic skills instruction"
which is work-related, focused on
the needs and materials of the work-
place, but not linked precisely to spe-
cific jobs. Since workplace literacy
programs are often developed be-
cause jobs are changing, teaching
only the basic skills associated with
a specific job may not be as useful as
thought initially. It makes more sense
to offer more general work-related
basic skills instruction that includes
the workers in the decision-making
process.

The workers themselves are often
aware of what they need; their input
can be gathered through an anony-
mous needs assessment conducted
by the union or worker advisory
group. The purpose is to determine
the commonalities in the types of
written and oral communication and
problem-solving skills that are re-
quired for the targeted jobs. Train-
ers and supervisors can help add
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specificity to the nature of the needs
of the future workplace.

In addition, the adult educator
can look for some general workplace
literacy skills in the literacy task
analyses; these should be developed
using work-related materials:

technical vocabulary , including
abbreviations, used in the indus-
try not only on the job but also
as part of the training materi-
als, signs, bulletin boards, and
employee handbooks.
schematicsgraphs, charts, ta-
bles, diagrams, blue prints, and
maps that are used in the in-
dustry.
following directions or proce-
dures., including procedural
guidelines, checklists, routing
sheets, and print and computer
directions.
main ideas and details, espe-

cially in training materials; usu-
ally materials used directly on
the job do not require this skill,
but workers are expected to
have mastered the content be-
fore doing their jobs.
problem solving and critical
thinking, identifying problems
and fixing them quicklyor at
least knowing whom to notify in
case of a problem.
interpersonal and communica-

tion skills, discussing a problem
with other team members who
may be from diverse cultural
groups and reporting action
taken, sometimes orally and
sometimes in writing.

Designing Instruction

After identifying essential basic
skills and collecting work materials,
the next step is to "customize" as
much of the instruction as possible.
A variety of approaches can be used
to customize instruction, including
computer-assisted instruction,
learner-provided and learner-gener-
ated materials, and cooperative
learning exercises.

Some inexpensive software pro-
grams can be easily customized with
the technical vocabulary, definitions
and sentences of the workplace.
Some other software programs offer
mini-authoring systems. The instruc-
tor can insert practice reading mate-
rials and create practice exercises
from materials used on the job, in
training, or in the employee hand-
book. These programs give immedi-
ate instruction and reinforcement to
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the vocabulary that is needed on the
job using reading materials from the
workplace.

Another solution to designing in-
struction for workers with different
jobs within the same industry is to
ask the workers to bring materials
from the job. These materials can be
used as the basis for instruction, es-
pecially in designing instruction in
understanding schematics, following
directions, and reading for the main
ideas and details.

Learner-generated materials can
also be used in designing customized
basic skills instruction. For exam-
ple, workers can write their own job
descriptions; they can also analyze
the tasks related to their own jobs.
This process encourages workers to
analyze their strengths and weak-
nesses in job-related basic skills; it
encourages metacognitive (learning
how to learn) abilities, helping work-
ers to think about their own learn-
ing and skill development.

Team-building is crucial in the
modern industrial plant as well as
in other occupations such as food
and health service. Instructors can
use interpersonal and communica-
tion skills needed on the job as the
basis for group discussion, instruc-
tion, and practice. Cooperative learn-
ing strategies (with the instructor or
experienced peer leader as facilita-
tor) and role playing to solve the
work-related problems can develop
higher order and communication
skills. This type of activity can form
the basis of the curriculum and also
focus on the real problems in the
workplace.

Assessment and Evaluation

Similarly, assessment and evalu-
ation must be planned to reflect the
goals of the workplace literacy pro-
gram. It is inappropriate to use gen-
eral adult basic education tests to
assess workers and to evaluate the
impact of a workplace literacy pro-
gram if a customized curriculum has
been developed. Curriculum-based
assessments or criterion-referenced
tests, customized to the curriculum,
measure acquisition of the skills be-
ing taught using work-related mate-
rials, more accurately assess
strengths and weaknesses of work-
ers as well as provide evidence of
the impact of the program. These as-
sessments, as part of the instruc-
tional process, should also be
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designed with input from workers,
trainers, and supervisors.

Evaluation should be considered
ongoing, with all stakeholders hav-
ing the opportunity to suggest indi-
cators of success. Evaluation should
help shape the development of the
curriculum to make it appropriate
and responsive to needs of all in-
volved. Program expectations should
be realistic; for example, a work-
place literacy program is more likely
to affect performance on customized
assessments of basic skills than to
increase productivity, quality, and
safety, although the latter indicators
may be important to management
and may, in fact, be positively al-
tered over time. These indicators,
however, are indirect and do not di-
rectly reflect the outcomes of a work-
place literacy program.

A Final Note

Workers' needs will be met by an
ongoing program with multiple op-
portunities for training and educa-
tion. The training program should
provide a relevant and motivating
context for developing adult basic
skills. The integration of work-re-
lated materials and instruction in
relevant basic skills builds on the
workers' background of experience
and knowledge while improving
their abilities to use communication
and computational skills more effec-
tively in the workplace. A forward-
looking curriculum, that is
customized to the needs of the work-
place but focuses on the needs of the
future rather than the present, will
help the current workforce grow and
develop, and ultimately accomplish
the goal of becoming more produc-
tive workers.

Resources for Further Reading

Askov, E. N. (1993). Approaches to
assessment in workplace literacy
programs: Meeting the needs of
all the clients. Journal of Read-
ing, 36(7), 550-554.

Askov, E. N. & Clark, C. J. (1991).
Using computers in adult literacy
instruction. Journal of Reading
34(6), 434-448.

Askov, E. N., Aderman, B., & Hem-
melstein, N. (1989). Upgrading
basic skills for the workplace. Uni-
versity Park: Institute for the
Study of Adult Literacy, Penn
State.

Continued, page 18



ElEiErs ENGLISH LANGUAGE LEARNING
AND INSTRUCTION SYSTEM

OpertS the door tgi:ESL learning with state-of-the-art 4.1.44/Z.V.Z

voice recording and playback, graphics and full motion video.

ELL SENIOR MASTERY ,w
For Intermediate to Advanced ESL Curriculums

ELMS MIDDLE ILASTErar..
For Beginner to Intermediate High School and Adult Programs

=las neasTrat PRONEFNCIA,TION
Pronunciation and Auditory Discrimination for All Ages and Skills

ELLIS PLACEMENT -
Adaptive Exam To Quickly Determine Learner's Skill Level

ga Computer Education !Resources, Inc.
3023 North Clark #235, Chicago, Illinois 60657

(312) 665-7007 FAX (312) 248-2865

THE DIAL CORP.

2000 Aucutt Road
Montgomery, IL 60538

is



Life Long Learning is the key to the success of our
country, our businesses and our own individual

growth.

Nabisco supports the efforts of all those who are
making a difference in Illinois' workplace

educational endeavors and in particular the
Illinois Literacy Resource Development Center.

19



Proving It Works? Overcoming Business Roadblocks To
Re-Educating the American Worker
By Edward E. Gordon, Ph.D.

Dr. Edward E. Gordon is President of Imperial Corporate Training and
Development. He is an instructor at Loyola University, Chicago. Dr. Gordon
discusses skill training's return-on-investment (ROI) (and other Work Force
Education issues) in his recently released book, FutureWork: The Revolution
Reshaping American Business (Praeger, 1994).

U.S. Economic Decline

Why are so few companies reskill-
ing their employees? A newly released
U.S. Labor Department survey (Oc-
tober, 1994) of nearly 12,000 busi-
nesses found that, as of 1993, fewer
than half were offering their workers
formal job-skills training essential
for improved productivity. Worse yet,
fewer than 3 percent were offering
training in basic reading, writing,
math or English-as-a-second language.

The equally depressing news from
the National Education Goals Panel
(October, 1994) was the report that
only 52 percent of the U.S. adult
population scored at level 3 or higher
on the prose portion of the National
Adult Literacy Survey (NALS) con-
ducted in 1992. This means that
nearly half of all American adults
were not able to perform the range
of complex job tasks considered im-
portant for the U.S. competing suc-
cessfully in a global economy.

We do not have to look far to see
how these results are playing out in
daily American life. Recently released
U.S. Census Bureau data (October,
1994) reveal that the median income
of the average American family has
declined each year since 1991. This
trend persists despite rising employ-
ment, productivity, and total national
income. Why? According to a Wall
Street Journal report of October 26,
1994, economists believe "that the
most valuable spark to setting me-
dian income on an upward trajectory
may now lie primarily in long-term
costly solutions particularly re-
training workers for high-skill jobs
and investing in education." If this
economic trend does not change, how
will the American middle-class pro-
pel our consumer-driven economy?
It seems that hard times lie ahead
for many American businesses.

In light of these potentially grave
economic consequences, why do so few
businesses attempt to re-educate

their own workers? There seems to
be two major roadblocks:

1. A lack of confidence in the
providers of business skills
training as well as in the
results of such training.

2. Failure to comprehend the
economic value added (return-
on-investment) that good skills
training will provide to any
business.

Lack of Credibility

In the minds of most senior busi-
ness managers, worker retraining
programs lack credibility. Managers
don't think they work. They view
particularly basic skills programs as
social service programs producing
mediocre results. Most published
research seems to substantiate their
view.

This management viewpoint con-
tinues to accelerate U.S. business'
flight to overseas locations. One
example is the over 300 American
manufacturing plants in a 70-mile
corridor between Glasgow and Edin-
burgh. A recent "Relocate In Scot-
land" ad in the Wall Street Journal
stated, "We have a 400 year old his-
tory of a well educated workforce
and teaching them not just facts but
how to think." This is not a rare ex-
ception. U.S. high-tech manufactur-
ers are increasingly locating overseas
in Singapore, Korea, China, Ireland,
and Holland due to the 'availability
of better educated workers. Labor
costs are also a factor. However, av-
erage U.S. labor costs are now below
those of many European nations.

The current skills training pro-
grams offered by American business
also signifies its lack of confidence
that the average American employee
can be re-educated for the high-tech
workplace. The majority of these
educational skill programs are not
supplied by the same professional
training sources that have long pro-
vided American business its manage-

rial training and development pro-
grams. Look at this fact. Almost $50
billion is expended annually on man-
agement training programs provided
by in-house corporate trainers, pur-
chased training packages, outside
professional consultants, university
and college instructors, or governmen-
tal agencies. However, this is not the
current mix of providers for basic
skills educational skills programs!

The majority of business basic
skill programs are established
through some form of governmental
grant/subsidy and are usually only
continued if a low cost training source
is available. This was clearly not the
intent of many well-intentioned
governmental grant programs. They
were established to encourage busi-
nesses to see the worth of employee
skill improvement programs and then
adopt them as part of their overall
training and development budgets.
However, today's reality is far differ-
ent. Many companies only seem in-
terested in beginning or continuing
skills training if it remains heavily
subsidized by a governmental agency.
Furthermore, unlike management
development, they do not see these
programs as a permanent feature
of doing business in a high-tech
environment.

This has created a "catch 22" situ-
ation since low cost training usually
produces lousy results! As one non-
profit provider told this author, 'They
come to me for cheap skills training
and go to you (as a management con-
sultant) for expensive management
training!" Retraining the American
worker will remain in limbo until
corporate America uses the same
variety of quality providers for skills
training they now use for manage-
ment training. To encourage this
major business culture shift, we must
answer the bottom-line question, "can
business determine the economic
value added (return-on-investment
[ROI]) of its training and develop-
ment programs?"
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Economic Value Added

The good news is that senior
executives are showing increasing
interest in determining the economic
bottom line for every department of
a business, including training. The
demand for a precise return-on-in-
vestment is becoming louder because
of international competition and
quality pressures.

However, in the past finance
managers have argued that it is not
realistic to measure the long-term,
qualitative effects of training and
educational programs. We beg to
differ. Here are several alternative
economic evaluation programs.

Utility Analysis (Added Value)

How much is any training program
worth? Utility analysis is a hard-data
method for determining return-on-
investment (ROI) of training by cal-
culating the value of an intervention
(i.e. a training program) minus its
cost. Economic gain equals the train-
ing effect times the monetary value
of that effect. This produced the
following utility analysis equation:

Where F = N[(E x M)-C]
F=financial utility
N=number of people trained
E=effect of the training on the
business
M=monetary value of the
training effect
C=cost of the training per
person

Casio (Training and Development
in Organizations, Jossey-Bass, 1989)
and Godkeivitsch (Training maga-
zine, May 1987) have both written
clear and detailed descriptions of
how to use the utility analysis method
over a broad range of training content
and methods.

Time Value of Money

The National Planning Association
has addressed training ROI in
Crawrods and Web ley's Continuing
Education and Training of the Work-
force (1992). This is also an added

18

value approach through calculating
the opportunity cost of training. The
authors offer a set of economic for-
mulas that compare a company's
investment in a specific training
program to other potential forms of
investment. They give a step-by-step
method for a company's financial
officer to determine if the training
productivity increase will give a
greater ROI than investing the com-
pany's money in capital improve-
ments, commercial paper, etc.

Performance Value

A third method is offered by Swan-
son and Gradous in Forecasting Finan-
cial Benefits of Human Resource
Development (Jossey-Bass, 1988).
They argue that it is better to fore-
cast the potential results than to
later evaluate the effect of training.
Performance value helps to choose
among training program options
before investing in any program,
rather than waiting to evaluate
them until after the training has
been completed.

This forecasting approach forces
the business to determine the fiscal
value of the operational problems
to be addressed by the training pro-
gram. How will quality, time, costs,
and output issues translate into
specific quantifiable training results?
The authors offer a worksheet to
calculate the performance value of a
training program.

How Practical?

To accomplish effective ROI, train-
ers must first receive approval from
senior management and their finan-
cial advisers for a specific financial
analysis model and an acceptable rate
of return. They need to be involved
in determining how a financial return
on training is calculated and meas-
ured. Remember that achieving a
good, feasible rate-of-return (profit)
in senior management's eyes is what
the business is all about. Bringing the
training department "on line" as
another "revenue center" rather than
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just another "cost" means trainers
are finally providing the monetary
proof that "investing in people" will
be profitable for any business. This
holds equally true for either basic
skill programs or more traditional
management development. Total
Quality Management (TQM) and
other quality team efforts are con-
temporary areas in which ROI for
training is gaining widespread inter-
est. Poor quality in products or serv-
ices may often cost tens of percent of
economic value added. High poten-
tial training payoffs will only be
reached if the specific education pro-
grams precisely uncover local TQM
operational problems. European Un-
ion (EU) members and the Japanese
have clearly demonstrated how high
productivity gains can be achieved
by using training to correct substan-
tial business problems.

When will American senior man-
agers also acknowledge the realities
of FutureWork, and place work force
education on the cutting edge of busi-
ness?

Designing Curriculum, continued
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Using ROI to Link Community College Resources and
Workplace Training Needs
By Denise P. Rzonca and Jim M. Graber

Denise Rzonca is Project Manager for the Chicago Southland Regional
Workforce Preparation Initiative (CSRWPI). She has worked at South Subur-
ban College for the past 4 years as a Workplace Literacy Training Consult-
ant. She is an ILRDC Board Member and Vice President of the Business
Association of Calumet City. She is also a Literacy Volunteer of America, and
a member of the Board of Directors for a community library.

Jim Graber, Ph.D. is the Technical Study Consultant for CSRWPI. He is
an Organizational Psychologist and has been with Graber Management Con-
sultants, Evanston, IL since 1981. He designs and implements systems for
training needs analysis, employee selection, performance appraisal, compen-
sation, and organization diagnosis. He has been a visiting member of the fac-
ulty at the University of Illinois - Chicago since 1987.

EDITOR'S NOTE: The previous arti-
cle by Dr. Edward Gordon describes
three economic analyses which could
be applied to determining the Return-
on-Investment (ROI) of a shills train-
ing program. This next article
provides a case study. The authors
describe how ROI was used in the
Chicago Southland Regional Work-
force Preparation Initiative to help
companies understand the impor-
tance and financial impact of their
skill gaps.

In the Chicago Southland area,
modernization of plants and To-
tal Quality Management (TQM)

initiatives have been the driving
force in training. Recent training de-
livered by Moraine Valley, Prairie
State, and South Suburban College
has confirmed a low level of basic
skills. For example, instruction in
statistical process control has been
unsuccessful unless preceded by a
class in basic math. In this study, we
found that 48% of the participants
had basic skills below the tenth grade
level.

Most small to midsized companies
find themselves in a real dilemma.
They need to provide basic skills and
higher level technical training. If
they can't get the training, the com-
panies have little chance of success.
On the other hand, the cost for this
training is prohibitive.

Community colleges have done a
good job keeping the cost of training
low. However, the largest percentage
of wasted training dollars may be
due to poor decision making on who
and what to train. For example,

many companies use a "Grocery
Store" training allocation approach
that allows employees to pick and
choose from the offerings, without
a good measure of the benefit to be
received. Others allocate training
like a 'Tidal Wave", flooding the same
training over the whole organization,
regardless of whether everyone needs
the training or not. Cost effective
training requires that we provide the
right training for the right people at
the right time and the right cost.

Our challenge is to identify the
training with the biggest impact, so
that the greatest possible return can
be obtained for each dollar spent.
This requires workforce audits so
that companies know how to struc-
ture their training programs.

Because of the crucial need to link
community college resources with
the most critical training needs of
the business community and individ-
ual workers, we formed the Chicago
Southland regional Workforce Prepa-
ration Initiative (CSRWPI). It con-
sists of the business and industry
outreach divisions of Moraine Valley
Community College, Prairie State
College, and South Suburban College.

The initial effort of the consor-
tium was a pilot study with nine
companies and 572 employees from
manufacturing, banking, and health
care. The two main activities were:

1. Assessment of six basic skills
of employees using the "Test of
Adult Basic Education" (TABE).
The skills are vocabulary, read-
ing comprehension, language
mechanics, language expression,
mathematics computation, and
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mathematics conceptWapplica-
tions.

2. Evaluation of job-specific skill
gaps for employees using the
"Training and Development
Investment Manager" (TDIM) ,

a skills assessment and software
system. Project job analysts
helped identify skill require-
ments. We used self-ratings,
supervisor ratings, and test
scores to evaluate employee
skills.

The principal accomplishments
were:

Development of an effective
Return on Investment (ROI)
training needs analysis model
for community colleges to
accurately assess and prioritize
workplace training gaps and
link them with college resources.
Determination of basic skill
levels at nine companies for
572 employees.
Evaluation of job-specific skill
levels and emerging gaps for
321 employees in 84 jobs.
Calculation of a ranked critical
skills list showing the financial
impact of 214 skills gaps found
at the companies included in the
study. Separate ranked lists of
critical skill needs were devel-
oped for each company.
Recommendation of a high ROI
curriculum showing the com-
munity college courses that met
the top ranked skill needs of the
participating companies.
Listing of course rosters indi-
cating the individuals who can
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benefit most from the suggested
courses.

The application of ROI principles
is one of the most important recent
developments in training, and it is
at the foundation of our work. Or-
ganizations cannot afford to make
haphazard training investments. A
poorly conceived training program
often has little or no impact on pro-
ductivity or effectiveness, and it;
precludes spending dollars on more
worthwhile endeavors.

ROI analyses of training impact
are still relatively rare, and there is
no consensus yet on the single best
approach. We used a variant of the
Training & Development Investment
Management (TDIM) ROI approach
developed by SDC Corporation of
Libertyville, Illinois. It has compo-
nents of several of the approaches
described by Dr. Gordon in the pre-
ceding article.

TDIM is a forecasting approach
like the third approach described
by Gordon. That is, it tells us the
expected value of each training
alternative before we train people.
Having "foresight" has advantages
over traditional evaluations that
measure impact after training is
delivered. Foresight helps avoid costly
training mistakes, and it is more
effective for persuading companies
to undertake training.

Like "Utility Analysis (Added
Value)," the first approach discussed
by Gordon, TDIM estimates both the
benefits and the costs of training. The
benefit side of the equation considers:

The size of skill gaps (the dis-
tance between current employee
skill levels and optimum skill
levels)
The number of people who need
a particular skill
The relative value of a particular
skill compared to other skills for
a job
The relative value of a job com-
pared to other jobs within a
company

The cost of the training is calcu-
lated by summing tuition or a share
of instructor and development costs,
lost productivity due to time away
from work, training materials, facility
costs, travel, meals, etc.

To evaluate the value of employee
training, we begin by estimating the
impact of an employee on the com-
pany. At a minimum, the value of
an employee is the cost of his wages
and benefits; otherwise, the company
is losing money on that individual.
Therefore, an employee making
$35,000 a year and receiving a typical
benefits package (about 40% of sal-
ary) has a value to the company of
approximately $50,000 per year.
I [owever, some would argue that em-
ployee value should be estimated as
sales per employee. In this case, a
company that grosses $10 million
per year and has 100 employees
would have an average employee
value of $100,000. We worked with
the companies in this study to estab-
lish employee values that they were
comfortable with, since it is the com-
panies that must accept the results.

FIGURE 1: Skill Development Needs Lists for the Nine Companies
,

Need
Rank Skill

No. Jobs
Critical Avg. Job Gap Avg. Cost Total Cost

1
Read

blueprints
134 0.017 $1,219 $163,293

2 Basic reading 239 0.007 $ 574
_,.

$137,184

3
Machine
set-up

154 0.012 $ 889 $136,950

FIGURE 2: Scenario "A" Curriculum Course Detail

Rank
Abbreviated

Title
No. of

Programs
Total
Cost

Net
Return

% Net
Return

No. of
Trainees

1 Shop Process 2 $16,380 $47,762 291.6 22

2 Print Reading 2 $17,360 $43,362 249.8 24

2 Inventory Control 2 $ 7,900 $16,124 204.1 10
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Once we have agreed on employee
value, the cost of skill gaps can be
calculated. For example, assume that
John Smith's job is valued at $50,000.
Through job analysis we determine
that John has five key job account-
abilities, and we determine a per-
centage weight of each, adding up to
100%. Suppose accountability "A" is
judged to be 20% of his job. Therefore,
it has an approximate impact of
$10,000. If there are five critical skills
that are considered necessary to per-
form this accountability, the impact
of each of the skills would be approxi-
mately $2,000. Now, if John is only
at a 50% proficiency level on a skill
worth $2,000, we estimate that there
is an annual performance gap of
approximately $1,000.

Creating a database of training
options is another important compo-
nent. We evaluate training opportu-
nities (e.g. college courses, internal
company training, etc.) to determine
the skills taught and the level of
instruction, from beginning to ad-
vanced. Then, we can search the
training database to determine our
alternatives for addressing identi-
fied employee training gaps. Based
on the cost of the selected training
and its predicted benefit, we can cal-
culate ROI.

We can tell a company that if they
send John Smith to a particular
training class, we estimate a 30%
return. Is this a good investment?
Maybe yes, but it depends on how
this return compares with other
training options. It is possible that
we can get a better ROI from fund-
ing other training!

Using the ROI approach, we pro-
vided the following types of informa-
tion to the companies:

Skill development needs lists for
the nine companies (see figure 1)

These reports show the skill gaps
and their ranked impact, the number
of jobs for which the skill is critical,
the average size of the gap, the aver-
age cost of the gap, and the total cost
of the gap to the company.

Curriculum Recommendations
(see figure 2)

The curriculum reports recom-
mend the college courses that are
likely to provide the best ROI to the
company. Since we want to recom-
mend a complete curriculum, we
identify how many programs should
be taught based on the number of



persons that would benefit and the
maximum allowable class size. The
ROI and the total number of train-
ees served is also provided. We can
vary assumptions, such as the size
of the available training budget, and
then produce a number of training
"scenarios" from which to choose.

Training Roster Reports (see
figure 3)

Roster reports tell companies
which employees are likely to gain
the most from the courses suggested
in the curriculum.

Basic Skills Profiles (see figure 4)
Company skill profile reports

summarize achievement based on
TABE test scores. In addition, reports
are provided showing individual
employee profiles (without names).

A variety of other reports can be
provided using the data already
collected, such as skill-based job
descriptions and individual feedback
reports, though we did not give these
to the companies in this study.

Once we had the reports in hand,
we sat down with company repre-
sentatives to discuss the results. The
number of critical skills we identified
for each company varied, ranging
from forty to ninety skills. As we
expected, the companies did focus

FIGURE 3: Negotiation Skills Class Roster
Rank Employee Name Employee Title Net benefit % Net Return

1 John Smith Manual Tapper $4,208 532.7%

2 Vicky Jones Gluer Feeder $1,310 165.8%

3 Betsy Hernandez Acct. Sup. $ 425 53.8%

FIGURE 4: Company Basic Skills Profile

Vocabulary

Language

Math

Count of Employees 55

Average Employee Age - 38

Average Years of Education - 12.5

Average Years Employed - 9 years

1.6 12.9
1.1 12.9

1.4 12.9

Overall Grade Level - 6.7

Total Recommended For Training - 32

Average 5.9

Average 5.7

Average 8.6

on the skill gaps showing the largest
financial impact, generally on the
order of five to ten skills. We also
found that the companies, including
those that had procrastinated for
years on scheduling training, were
motivated by these results to move
ahead.

In conclusion, we believe that the
wasteful approaches of the past for
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allocating training are simply not
good enough. The ROI methods used
in CSRWPI's pilot project are the
kind that will be required in the
future to gain the attention of em-
ployers. Most importantly, calculat-
ing ROI allows us to give top value
to all of our clients, and that is truly
our mission.

21



RETURN ON TRAINING? CHOOSE TDIM!

When your staff needs training but your budget is limited, what tool
is best to maximize your Return on Investment (ROI)?

a) Fishing Rod b) Scale

c) Adding machine d) TDIM
0
UM

/,IgneAria\

TDIM is a skills assessment and software system that ensures you are providing the
right training for the right people at the right time and the right cost.

A

Learn more about TDIM. Call Jim Graber for information. Or stop by our exhibit
January 24-25, 1995 at the "Illinois Partnerships for Work Force Conference"

Graber Management Consultants
1717 Howard Street, Evanston, IL. 60202 (708) 864-1890

NGG
associates

Distributors of

Academic & Vocational
SoftwareNideos for:

Basic Education

GED

ESL

Valpar System 2000

Job Search Training

BLS Tutorsystems

Call 1-800-633-3321 25
PO BOX 27517 MILWAUKEE, WI 53227 (414)797-0840



CHICAGOLAND CHAPTER /AMERICAN SOCIETY FOR
TRAINING AND DEVELOPMENT

Our Vision is to become a learning resource center while supporting
the HRD community at each stage of their career.

Our Products/Services Include:

PUBLICATIONS - A new CC-ASTD Resource Directory, Training Today
Magazine and the CC-ASTD Update;

THE HRD INSTITUTE - A six-session course in training basics;

PROGRAMS AND NETWORK MEETINGS - Designed to create support
systems and address current business and training issues;

Please Contact our office at: (708) 256-1951 for more information.

BODINE
r.

:cr32

COMPANY

2500 W. BRADLEY PLACE, CHICAGO, IL 60618, U.S.A., 312-478-3515, FAX 312-478-3232

Bodine Electric proudly supports
work force education in Illinois
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Reading Horizons

Highly effective for Workplace Literacy
Adult Interactive Literacy Courseware
*Multimedia *Entry: 0-4th Grade
*Completion: High School Level & Beyond

Currently used at the following workplace locations:

Ruiz Foods, CA.
UAW Ford, MN & Ohio
Levi Strauss, TX
UTC Carrier, TN

Southwire, GA
Now available on DOS and Macintosh!

For free Macintosh demo disk and courseware information call

Toll Free 800-333-0054
HEC SOFTWARE, INC., 3471 SOUTH 550 WEST; BOUNTIFUL, UT 84010

Sheraton Hotel, Hawaii
Certainteed, N.C.
Mobil Chemical, IL
Carver-Scott Co-op, MN
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Quality on-site
workplace programs
Company-specific
competencies to
increase productivity

ESL, Reading, Shop
Math, Basic Blueprint
Reading, Geometric
Tolerance and
Dimensioning, etc.

Grants available
Instructors are not
restricted in number
of teaching hours

Instructors participate
in continuing
education

CHICAGOLAND
CHAMBER OF COMMERCE

The Unified Business Voice of Greater Chicago

THE CHAMBER IS LOOKING FOR
COMPANIES willing to explore
customized occupational training for
recent graduates age 21 and under
who are residents of low income
neighborhoods of Chicago.

In support of WORK FORCE EDUCATION

Job Development Division 312/494-6745

EOE in cooperation with MET and POET
Auxilliary aids and services available upon request.
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Problem Solving, Teamwork, and Continuous Learning
Cornerstones for Success
By J. William McVey, Director, Center for Workforce Education

J. William McVey is director of the Center for Workforce Education, a unit
of Laubach Literacy International, Syracuse, New York. McVey, with 27
years of adult education and training experience, focuses on workplace basic
skills education. During his career, McVey has been a full-time adult basic
skills educator, a vice president with a major educational publishing com-
pany, and the author of numerous adult education books, training materials,
and articles.

In the new world business order
in which U.S. firms struggle to re-
establish the pre-eminence of

U.S. business in the global market-
place, frontline workers need basic
skills that go beyond the traditional.
Skills such as higher-order thinking
and the interpersonal skills required
to solve problems and function effec-
tively on work teams are basic to
success. However, these "new basic
skills" are not being widely taught
by U.S. businesses in spite of the
business community's apparent
acceptance that they are key to future
success and growth. To date, even
those businesses that have begun
training workers in the "new basic
skills" have tended to move slowly to
initiate continuous education and
training programs that will ensure
long-lasting improvements. U.S.
businesses must take a hard look at
their vested interests and enthusias-
tically embrace the "new basic skills"
that will dramatically increase their
competitiveness.

During the past several years,
many U.S. enterprises have moved
to bring in new technology and to
build high performance work organi-
zations in an effort to catch up with
their foreign competition. But unlike
their foreign competitors, especially
the Germans and Japanese, most
U.S. enterprises seem not to have
learned that flexible, high perform-
ance work systems are made to work
by empowered, involved, highly-
skilled workers who not only can use
machines equipped with the latest
technological advances but who can
make decisions and take responsibil-
ity previously undertaken only by
bossespeople who can work to-
gether cooperatively with others to
solve problems and implement change.

Do Employers Mean What They Say?

Progress in basic skills education
and the development of continuous

learning environments in U.S. busi-
nesses, especially for frontline work-
ers, has been painfully slow in spite
of the stated desires of employers to
have dramatically better trained
and educated employees.

The skills employers claim to need
and want today were clearly stated
in a widely reported study of work-
place basic skills conducted over a
34-month period beginning in 1986
by the American Society for Training
and Development. "The skills that
employers are looking for include
problem solving, personal manage-
ment, and interpersonal skills as well
as the abilities to conceptualize,
organize, and verbalize thoughts;
to resolve conflicts; and to work in
teamsall of these skills are critical
but often lacking," said ASTD in its
report The Skills Employers Want.

Many other studies and reports
have substantiated the ASTD find-
ings, including a major national re-
port, What Work Requires of Schools,
released in June 1991 by the U.S.
Department of Labor Secretary's
Commission on Achieving Necessary
Skills (SCANS). The SCANS Report
noted that workers will continue to
need the traditional skills of reading,
writing, and mathematics, but virtu-
ally all other skills needed to work
effectively in today's workplace are
those often thought of as "soft skills:"

interpersonal skills (teamwork,
teaching others, customer serv-
ice, leading, negotiating, and
working with people from cultur-
ally diverse backgrounds)
information skills (acquiring and
evaluating data, interpreting,
and communicating)
thinking skills (thinking crea-
tively, making decisions, solving
problems, knowing how to learn,
and reasoning)
personal qualities (individual
responsibility, self-esteem, socia-

bility, self- management, and in-
tegrity)

Yet in spite of their professed
needs, few U.S. companies are pro-
viding even the barest traditional
basic skills training to their work-
forces much less the higher order
skills required to work effectively in
the new work organizations they are
in the process of creating. Across the
nation, businesses are redesigning
their organizations, but they are
redesigning their work forces either
haphazardly or not at all. Most em-
ployers continue to focus on one-time
band-aid math and band-aid reading
classes rather than teach employees
the problem-solving and interper-
sonal skills that are the foundation
for developing and implementing
teamwork and self-management
principles. Only a handful of compa-
nies are instituting continuous learn-
ing programs to accompany the often
highly publicized continuous improve-
ment programs that are part of their
reengineered organizations. Employ-
ers need to discover that problem
solving, teamwork, and continuous
learning form the cornerstone for
success in high performance organi-
zations.

In a report, Today's Dilemma:
Tomorrow's Competitive Edge, the
National Association of Manufactur-
ers noted that only 23% of manufac-
turing companies offer basic skills
training of any kind (either in the
workplace or off site) to their work-
ers. Yet, more than 50% of surveyed
manufacturing companies report
serious deficiencies not only in basic
math and reading but also in problem-
solving skills. In fact, the 1991 NAM
report says that more than 25% of
manufacturing companies report
serious problem-solving deficiencies
throughout their entire employee
populations, not just in frontline
workers.
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Corroborating the NAM figures is
a Survey of Human Resources Trends
conducted by HRStrategies, Inc. in
which manufacturing companies
indicated that more than 50% of
their frontline workers have serious
literacy problems. These workers,
they report, lack the ability to put
basic ideas onto paper, and they lack
the problem-solving and teamwork
skills needed in the workplace.

Regarding the long-term commit-
ment of employers to providing basic
skills training, NAM's Senior Policy
Director Phyllis Eisen said in an
October 1993 article in the Vocational
Education Journal that "only 4 per-
cent of American businesses have in-
vested in continuous training for
employees, integration of technology
into production and other attributes
of high performance workplaces."

These trends continue in spite of
evidence that impressive gains can
be made by implementing continu-
ous learning programs that empha-
size development of higher order
skills at all levels of the workforce.
In 1993 the federal advisory Com-
petitiveness Policy Council, after
studying successful high perform-
ance companies, said that "the world's
most competitive enterprises, those
with peerless productivity and qual-
ity, have discovered that technology
alone will not ensure competitive-
ness." In its report Building High
Performance Workplaces the council
says, "Technology must be utilized
by a workforce that gives 'wisdom to
the machine'workers who have
the kinds of skills that will allow
powerful new technologies to be fully
and effectively employed." The Com-
petitiveness Council goes on to say,
"The world's high performing firms,
including many in the U.S., achieve
impressive levels of productivity and
quality by breaking down the walls
of traditioninvesting in people as
well as machines, opening up deci-
sion-making, rewarding and encour-
aging constant improvement."

The Future of Workforce Basic Skills
Education

The future of workforce basic skills
education is not a series of disparate
band-aid math, band-aid reading, or
band-aid ESL classes. Truly competi-
tive U.S. enterprises will provide
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continuous learning programs that
will include extensive training in
problem-solving, interpersonal, and
communication skills for employees
at all levels; the frontline worker will
be seen as an equal and integral part
of the equation for success. A number
of established and highly publicized
programs in large businesses demon-
strate the point, but perhaps more
importantly, continuous learning
programs incorporating higher order
skills are being successfully imple-
mented in some small companies
where, according to census data, fully
two-thirds of the industrial workforce
produce more than half the value
added to U.S. manufacturing.

Saturn Makes the Case for Large Business

A much publicized success story is
the education and training program
at General Motors' Saturn assembly
plant in Spring Hill, Tennessee. Some
of the lessons and principles of the
Saturn program were shared recently
with a group of adult educators when
Robert Boruff, Saturn's Vice Presi-
dent of Manufacturing in Spring Hill,
spoke at a "Literacy and Work Round-
table" sponsored by the National
Center on Adult Literacy at the
October 1994 Annual Conference
of the American Association for
Adult and Continuing Education.

Make no mistake about it, said
Saturn's Boruff, "we are in a global
war to retain what we have, and that
war will be fought and won on the
manufacturing work floor." The war
will be fought by high performance
organizations, he said, but in order
to achieve high performance, a num-
ber of basic skills are neededmajor
among them are problem solving
and the oral and interpersonal skills
needed to work together with others.

Everyone from the CEO down
needs these basic skills, contends
Boruff. "In the workplace," he says,
"everyone will need soft skills" such
as problem solving, communication,
and knowing how to learn. And they
will need an orientation to lifetime
learning. He continues by saying,
"We need to prepare both the high
road and the low road learner," and
in order to achieve our ends, continu-
ous learning environments must be
established and maintained.

At the Spring Hill Saturn plant,
million hours of training have

taken place with large and increasing
amounts of total training time de-

voted to what Boruff describes as
"basic skills:"

gaining a general understanding
of business and economic princi-
ples
creativity and change
problem solving and bringing
problems to closure
communicating ideas and
concepts (a skill that provides
access to the decision- making
process)
orientation to lifetime learning
learning to learn
leadership (a skill needed in
high performance organizations
if decision making is to be suc-
cessfully placed in the hands of
the workforce)

Grand Rapids Spring and Wire Points the
Way for Small Business

Small companies can put high
performance work organizations and
continuous learning programs into
place also. In Grand Rapids, Michi-
gan, a small spring and wire com-
pany tripled its sales from 1985 to
1994 while increasing its labor force
only 50%, largely due to a continuous
education program that resulted in
a redesigned workforce whose expec-
tations, involvement, willingness to
accept responsibility, and ability to
make decisions enabled the company
to upgrade equipment, provide faster
delivery, and produce parts with
near-zero defects.

Grand Rapids Spring and Wire
president Jim Zawacki believes that
continuous improvement requires
continuous effort and an under-
standing of why things are being
done. Zawacki is convinced that
these goals are achieved in turn
through education, training, and
communication. As a result, every
GRS&W employee, regardless of job,
participates for at least one hour
every other week in formal educa-
tion activities that may include the
introduction of new technologies
and procedures but more frequently
expose employees to concepts that
foster personal growth and improve-
ment. Through videotapes or sessions
with external experts, employees
learn techniques for improving their
skills in communications, problem
solving, conflict resolution, and other
interpersonal relations.

Zawacki started his continuous
learning program in a familiar way
he hired a local adult education
provider to give a 48-hour math
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course to his employees because they
could not successfully participate in
Statistical Process Control training.
This course was followed by other
stand-alone courses, but after only a
short time, Zawacki initiated courses
such as "how to send criticism" and
"how to receive criticism" and made
them mandatory for all employees.
The positive results convinced
Zawacki that a continuous education
program that continually exposes
employees to new ideas and concepts
is a powerful tool for achieving busi-
ness growth and for providing oppor-
tunities for personal growth to
employees at the same time.

What Is Required?

If the success of Saturn and
Grand Rapids Spring and Wire are
to become commonplace rather than

anomalies worthy of writing about
because they stand out as oases in a
desert, we must acknowledge that
business globally is moving to high
performance work systems, and
these systems require a workforce
dramatically different from that of
the past.

If U.S. companies are to reestab-
lish themselves in the elite of world-
class business enterprises, they must
give more than lip service to the
importance of people to the process
of improvement. U.S. business must
recognize that continuous training
and education that provides frontline
workers with increasingly sophisti-
cated skills is the key to success in
today's marketplace. Business should
be inspired by the experiences of
Saturn and Grand Rapids Spring
and Wire and initiate continuous,
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integrated training and education
programs that may include tradi-
tional skill instruction but also pro-
vides the opportunity for employees
to work steadily up the skills ladder
until they acquire all of the "new
basic skills" needed to operate world-
class enterprises.

High performance work "is not just
another workforce fadit is a corpo-
rate culture change that is enormous
in its long-term impact," says NAM's
Eisen. And the success of that change
depends to a great extent on the abil-
ity of an organization to provide
meaningful, continuous education
and training in the "new basic skills"
of problem solving, teamwork, and
the related skills of communication
and interpersonal relations to its
entire workforce, but especially to
frontline workers. 0-
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I llinois' 1.2 million
union members
are pleased to
support Workforce
Education in Illinois.
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IMPERIAL CORPORATE
TRAINING & DEVELOPMENT

For 27 Years Providing Business
With Quality Work Force Education

=TAMON
Pmgrarn Include.

Quality. Work Team.
Prnblern Solving.

Thinking. Creativity.
Advanced Technical

F.ducatinn. PrIlesinnsl
Fducatinn

Pmgrant !minden
Writing. Reading.

Math. Foreign Language.
ESL

Waft
Force Education

TRIAD"'

/RAMO
Pmgram Include,

Retie Management.
Supervitinn. Service.

and Production Rehavinet

The Work Force Education Triad'

Imperial's training & development programs featured in:

Future Work The Revolution Reshaping American Business (Praeger, 1994)
"Penetrating examination of our nation's workforce," Ron Yates,
Chicago Tribune

Closing the Literacy Gap in American Business (Quorum, 1991)
"This well researched book offers tested strategies," Carol
Kleiman, Chicago Tribune
"A definitive work on workforce education," Ron Yates, Chicago
Tribune

Visit our booth today & register for a free video or book.

Call (708) 636-8852 to discuss your training needs
and what Imperial can do to help your company
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