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Rules are mostly made to be broken and are too often for the lazy
hind. GENERAL DOUGLAS MACARTHUR
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A good model is essential to the success of any change programme.
Howevel models - including my own suggested six steps — carry
,n inherent ris ause they are necessary for success, it
is tempting to believe that they are sufficient for it. They are not.

Following a model unquestioningly is potentially catastrophic. When
that happens, the model ceases to be a tool in the service of change

and becomes instead its driver.
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First, they all have a clear aim. This aim is expressed in practicy|

this implementation will solve a particular business problem, We wo uk;
expect as much from the first stage of. any of the models Mentigp
whether it is the ‘understand’ or the ‘discovery’ phase. With SuCcesgfy]
implementations, however, the purpose is often couched in ap under.
standing of the wider values and longer-term aims of the company - ¢,
implementation is seen as a coherent part of a larger plan.

Second, they know that a technology implementation depends op
people: the employees, the people on the learning implementagig,
team, the vendors and implementation partners and the Mmanagers
and executives of the organization. Any implementation lacking the
active support and participation of these people will be a pointless
failure. Successful learning technology implementers recognize this
and have a strong people focus.

Third, those who have made a success of their learning technology
implementation consistently reveal a sense of perspective that goes
beyond the immediate realm of this particular implementation. They
know how this particular piece of work fits in. They know how things
work internally in their organization, what is important, where to ot
get things done and how things are likely to change in the future. But
the.y also carry out what British organizational learning expert Nige
Paine calls horizon scanning, gleaning information from a rang® o
Sources to understand how both learning technologies and the bustnes®
itself are likely to change in coming years. This helps them 00t ® .
formulate and present thejr case for implementation, but alsot0P -
coherently and prevent it being rendered redundant in the fut¥®
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cather than 2 perfect one tomorrow. Usually, this Pragmatism has
its r0OtS in a combination of experience with the company, a certain
ynderstanding of what makes people tick, and good common sense

Frequently, although not always, the most pragmatic individuals are
those who have a wide experience at work.

Whether an organization is implementing a complex learning
management system for an inter.national auc!ience or the simplest of
cloud-based tools for use in a single f)fﬁce,‘ 1f the implementation is
successful, the people responsible for it exhibit APPA: a clear aim, a
focus on people, a wide perspective in and beyond the organ.ization and
a pragmatic aititude. The rest of Part Two - the core of t.hls book - is
dedicated to examining these characteristics in more de:ta'll and explor-
ing the tools and techniques to develop these characteristics.

An APPA implementation: The Hershey
Company

When The Hershey Company successfully rolled out an LMS to
11,000 employees worldwide in 2015, the HR function displayed
APPA in good measure. Headquartered in Hershey, Pennsylvania,
United States, the chocolate confectionery company had 17 plants
worldwide at the time of implementation, including operations in the
United States, Mexico, India, Brazil and Canada. It manufactures,
markets and distributes products under more than 80 brand names
to approximately 70 countries.

The complexity of Hershey’s operations are intensified by the range
°f languages spoken and the spread of employees over territories and
‘l;lme Zones, not to mention that the workforce is split roughly 35:65
:tWeen salaried employees and hourly production employees. The

fmer tend to be office workers, with computers and internet access,

the |
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g tter typically are manufacturing employees with limited access
at work,

Accord;
it wag thdlng to Megan Garrett, the Manager of Enterprise Learning,
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company’s plan to expand operations into Malaysia that
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Ystem, the need for an enterprise-wide learning management



106

Implementlng Learning Technologles

company’s first learning man
cumbersome to administer,

the licence three years later, the company declined.

Ins.tead, they managed the marketing, delivery, registration and
tracking of courses via an ingenious, home-grown solution combining
a series of different technologies, not all of them designed for handling
learning. Employees saw a single interface for all e-learning and class.
room courses, and found the system straightforward to use. Behing
the scenes, however, the system had grown increasingly complex over
time, so that by 2015 it required - in Megan’s estimation — 50 different
Steps to register an individual for a class. This, in her words, ‘bubble
gum and popsicle stick methodology’ involved a considerable amount
of manual intervention, including the inevitable manipulating of data
in Excel spreadsheets, to ensure a smooth operation.

For some in this position, the idea that the Learning and
Development department would shortly have the additional respon-
sibility of training an entirely new workforce in a plant on the other
side of the world might have seemed like a step too far. For Hershey’s
L&D team, it was the opportunity they had been looking for to create
the training programme of the future in a high-tech new-build plant.
And clearly the only way to train a large number of new employees
rapidly and allow production to begin on time was to use e-learning.

In April 2015, together with her manager, Mary Farrell, and two
counterparts from the IS (Information Systems) team, Megan created
a business case, which was presented to the Senior Vice President of
Global Operations and a number of VPs. After consideration,a number
of meetings and implementation partner assessment, HR received the 1
green light to purchase and implement an LMS in November.

agement system. It was very costly ang
and when the option came up to reney

Establishing the need and aim a

The immediate need of the LMS was clear. It would enab.le Hershey
to ensure that staff in the new plant were well trained in time for
operations to begin. There was also, though, another goal, a larger
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In this case, as usual, the immediate aim was the ticket ta Measure,
one. No L&D team in any company has ever had a majc:,;he arger
\ . : ; €Xpense
signed off on the basis that it would improve the department’s ing
qal operations, especially when these, although burdensome haevr.
heen working fine for the previous 16 years. Megan was su,re th:
senior Vice President of Global Operations would be sympathetic to
the request, but also knew that, of course, he had a financial respon-
sibility to the company. The LMS would have to pay its way.

The clearest way in which the LMS could justify itself was risk
mitigation. A company manufacturing internationally has a swathe
of employment, food and safety regulations to meet. Megan worked
with the Legal Department to create a business case around the finan-
ial impact of non-compliance. What was the typical cost of lawsuits
in their sector? Megan was able to establish that in terms of legal risk
mitigation alone, the LMS was a worthwhile investment. Of course,
the executive team recognized the need to have fully trained personnel,
but processes and systems in place were already taking care of that.
The risk around extending the existing training methods to Malaysia
was more difficult to define. In contrast, the legal risk was very clear
and justified the investment.

There is nothing extraordinary about pitching investment in an
LMS (or any training-tracking technology) as a way of mitigating n:Sk'
What makes it important here is that - although validasa iUStiﬁC?tlon
for purchasing the LMS — it was not the initial aim. Megan’s ab‘illf)’ to
uI}derstand how to pitch the LMS was a matter of understanding the
Wider perspective of the organization. She knew whom to approacl;
;TZ’}:‘a”Y to establish whether the legal ratlgnalfz was a good o?e, a:;) .
. 1€ was able to establish a clear organizational purpose ot
Mplementation, It was a very pragmatic approach.
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Networks, stakeholders and resisters

Knowing who can affect an implementation both positively and e
tively is an essential part of an implementation. So, too, isa netw(?:l;
of contacts that will provide external validation of plans, and whg,
will be able to act as a critical friend towards them. Usually, thog,
behind successful implementations have these networks in place
Occasionally, they are skilled networkers who can create the ﬂetWork.
from scratch in short order.

This people focus is crucial because it is an organization’s people
for whom learning technology is implemented, and it is the people
who will ultimately decide whether it succeeds or fails. Once the
aim of an implementation is established, it is crucial to follow with
a stakeholder analysis that combines a people focus with a clear
perspective on the organization. In Megan’s stakeholder analysis,her |
team identified multiple groups which could affect and be affected by
the implementation. These included segments of the employees, the
leadership population, helpdesk and client support, and two critical
groups — training administrators in plant locations across the busi-
ness and those employees currently delivering training and creating

training materials.
The training administrators would be most affected by changes,

but for them the impact would be largely positive. Although their
work would change considerably, it would be mostly a matter of
becoming familiar with a new, more effective system. Approximately
50 people across the business creating courseware, however, could
possibly be resistant to change. They were involved in creating of
adjusting training materials to fit local circumstances, but the central
Learning and Development department saw the need for a coher-
ent, well-branded and limited set of compliance training courses, for
example on safety that could deliver a consistent message across the

business.

Recognizing that these training staff were positive about the

implementation but might want to retain their role of producing
Megan began communicating with them well before
MS purchase. The pitch was made in
she began a conversation with

courses locally,
she received approval for the L
April, and immediately afterwards,
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ded group of training professionals.

¢hiS C’S;nwas not received until November 20&?:::1":}11::12: }tle ILMS
Purc:hs of two-way communication, Megan was able to get th: :1. o

orlta ton board, keep them positive about the implementation 8ln(;
ing s om realize that there would be plenty of creative work t’ a:
help ¥ g the 80 live... it would just be different. >
ny large-scale implementations, one of the key stakeholder
ted — and one which can have a significant influence
is the distributed personnel supporting learning across

on. Bring them on board and they can be champions.
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gnore them at your peril.
If stakeholder analysis is best done by combining the organiza-

rional perspective with a strong people focus, the implementation
phase is a matter for informed pragmatism supporting the overall

urpose- Any software system can be used as it is, out of the box.
This seldom supports the full aim of the organization, so the system
can usually be configured (making changes as part of the system) or
customized (writing new code to solve a particular issue - almost
always a chargeable service). The aim is always to reduce customiza-
tion to a minimum, lowering both the time taken for implementation
and the cost of delivery. Ideally, the out-of-the-box solution should

be a good start — perhaps getting you 80 per cent of the way to your

ideal solution. Closing the gap on the remaining 20 per cent on time

and within budget is a matter of understanding what is essential,
what is useful and what is nice to have. That can only be decided
by working with the people in the business, and understanding the

processes likely to be affected.

Implementation and process impact

rge.

W-
ith an LMS, the impact on processes is always likely to be la
ter-

nallT;r?l;I;gecol;:ses and resources need to be made available in
Stored, ani t}(; en needs to be tracked, assessments need to bc? run,
TBanization, e refults made available to HR and managers. With an

as widespread as Hershey, you could expect the number

of diffe
*éNt processes to be significant, and you would be right.
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How do you identify exactly what the learning adp;
processes are before you implement a technology that
them? Hershey did this by creating a flowchart describin
vidual processes for creating, advertising and Mmanagj
In total there were nine processes, and each took plac
different groups. These groups were in some cases defi
tory, others were functions or individual plants, Each
particular requirements and in each group there wag
that the processes would vary. The process flowchart
these possibilities — a 9x23 grid containing 207 cells,
different.

For an LMS implementation, creating a process flow is essentia|
But, to return to General MacArthur’s words at the beginning of
this chapter, rules are not things to hide behind. Once the processeg
have been defined, questions need to be answered: do we need 4]
these processes? Can we simplify some? How much is the variation 3
matter of culture, or simply of habit, and how much is it an essential
part of the way work is done in a particular place? Usually there are
no simple answers to these questions; rather the answers have to be
formulated in discussion. In these discussions with stakeholders, the
process flowchart is a key tool. It helps keep conversation on track
and focused, making it possible to make informed, pragmatic deci-
sions. The result of this conversation at Hershey — as with most LMS
implementations — was the configuration workbook for the system.
Creating this is one of the hardest, most time-consuming parts of the
job of implementing an LMS. However, if that step is missed, there
might be implications down the line as each department attempts
to accommodate its particular processes to the LMS. Alternatively,
there is risk that they could abandon it, instead using the familiar,
pre-implementation systems.
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The importance of the team

It is in these sorts of discussions that having the right team together
really pays dividends. We will look at the make-up of an implemen-
tation team in a later chapter, but suffice to say that any significant




im lcmentadolls always a team effort, Megan’s
of five people: her manager, two peq,|.
.ot MANAEEL: Megan describeg the r

Prz uolutely essential for keeping the p
5 ed on deliverables. Particularly i,
on phase, whc?n Flifﬁcult decisions h
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while every rc?ll-out needs a core team,
jose adVisOrs: With a la.rge technology implementation, the team will
1ced 10 work closely with .the. vendor or an implementatjon p art:l
who knows the softwar.e inside out. For Hershey, their impleme:
ytion partner was an International technology company. Megan
describes their knowledge of the platform as invaluable in helpin
make the right choices and technical decisions. Part of the role o%
quch organizations is to help advise where processes can be supported
using existing functionality. If change is necessary, they also make the
change through configuration rather than more costly customization,

One simple example of this for Hershey was how users would
search for courses. Crucial for a geographically dispersed organiza-
tion, Hershey wanted to be able to search by location. The platform
was not able to do this, but it could store courses by delivery method
in two different fields. Megan had one of the delivery method fields
for subject area reassigned. Instead, it now referred to location, and
the filter enabled users to find courses according to their locale. This
is a classic example of a small change to accommodate an existing
process rather than cut costly new code.
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Top-level support

Megan’s majn strategic input and support came from the LMS Steering
Committee that she set up. Made up of 13 executives representative
of functions across the enterprise, the steering committee provided
Unique perspective from each business unit and helped guide the
team’s decision-making. Although not everyone could attend physi-
Cally, the hour—long meetings were run as a physical event at Hershey’s
tadquarters with remote members dialling in from around the globe.
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Pre-read information prepared by Megan ensured all membery
of the LMS steering committee were fully briefed in advance, by
follow-up was also significant. The minutes of the steering committee
were also shared with the HR leadership team, so that all HR Vps
were fully informed about strategic discussions and decisions.

Building and maintaining those connections with the HR commu-
nity are essential pre-launch, during implementation and post-launch.
The go-live date was set as seven months after the decision to purchase.
In the build-up to launch, Megan was keen to keep communications
open at all levels to understand how stakeholders would react to
the system — its proposed configurations, the look and feel and any
process changes. One key stakeholder group that she was regularly in
touch with was the HR Business Partners, which consisted of the HR

managers from each function across the business.

Nigel Paine refers to committees and groups like these as provid-

ing ‘air cover’ for an implementation. The grea.ter the numl')er of
people affected by what is happening, the more 1n?portant this sort
of high-level support is. Knowing it would be cru.c1al, Megan set 1:;
the LMS Steering Committee immediately following the decxslonCts
purchase. First gaining the assent of her VP, she made all th.e cont;low
herself via e-mail, explaining the importance of the comrlr)lnt:sez:, e
it would run and made clear that the demands on membe¢

be limited.

' ion i one side
This proactive approach to the implementation illustrates

' ion: a propen-
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; for action. The other side of the pragmatic at;ltu e tdin e ¥
i with these implementations is shown in the grinding
success
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Demonstrating APPA

aw?\rd-winning LMS implementation, The Hershey
hibited APPP'x from the start by working with stakehold-
rs 10 establish a clear aim that resonated with the business, while
naintaining 2 subsidiary — and much needed - aim of improving
internal procedures technically within the L&D function, especially
qround supporting online training internationally.

People focus was apparent in several areas. First, there was the
choice of team members, where Megan picked a team that would
balance and complement her own skillset — including, for example,
an experienced project manager on the team. The team’s communica-
tions were also comprehensive, from ensuring distributed personnel
responsible for L&D were brought on board even before the project
was approved, to regularly briefing and receiving feedback from a
range of senior personnel and HR directors and managers.

The composition of the team ensured a wider perspective within
the organization by including staff from outside L&D. Team leader
Megan Garrett brought her own, wider understanding of Hershey to
the team, having worked for the company for 16 years and built up a
considerable network over that time. In addition, the team’s perspec-
tive on business issues was informed by feedback from the senior
groups they reported to.

The attitude that drives a successful learning technology imple-
mentation is most characteristically seen in a single-minded pursuit of
the agreed aim, combined with the ability to negotiate and compro-
mise on the way. One place the Hershey team showed this was in .the
fietailed work done on the process flowchart. Striving for perfection
in each of the 207 cells on the spreadsheet would have left the prolﬁl‘;t
off-track and floundering, while rushing through the process worhe
hélv‘e: created serious problems later on. What they achleved. was he
oPtimal result, which is what attitude is really all about = jnvtmg
Project on so that it is finished well, on time and within Ducge

Company €X
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Ensuring the four characteristics

We will examine these four factors in the succeeding chapterg of th;
book, illustrating each with one or more case studies and explor; nls
how to build them into an implementation, These four ChafaCteristic
can all be developed in a team, but when doing 50, it is worth COnsidf
ering an important distinction between the first two and the lagt two

The first two - a clear aim and a focus on people - can bogh, be
described in terms of activity. Arriving at the aim of the Project is ,
matter of working well with key decision makers, both to understap
the goals of the business and to describe the implementation in terp
that reflect those goals. It is, as we will explore in the next chapter, ,
matter of how to reach a consensus on value and express it clearly, I;
is also a matter of knowing how to carry out a useful conversation,
using the skills of performance consulting and good listening as we]]
as using a sense of political awareness.

Any good learning technology implementation has to be focused
on the people involved, through techniques such as including stake-
holder management and communications planning, but also the
matters of team selection and gathering feedback before, during and
after the roll out. Like articulating the project aim, these are all things
that can be described in terms of activity and which can be improved
with the right tools and methods. The first two characteristics could
be described, then, as skills-based.

In contrast, while the effects of perspective and attitude also show
themselves in certain activities, these are the manifestations of a
certain mindset. A team that seeks a wider perspective is constantly
challenging itself to understand more about the broader context in
which it works. It will explore L&D beyond its own practice, and it
will examine the world of business, both inside the organization and
beyond it. It will aim to learn from experience and have mechanisms
for doing so. Yet although it will have these and other methods that
create a wider perspective, the entire characteristic is the result of a
particular mindset typified by two things: curiosity and a quest for
improvement.

Similarly, a team with the right attitude gets things done through
various methods such as well-planned projects and good meeting
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Key takeaways

1 As well as following a process during implementation, successful
learning technology implementation teams also typically exhibit
APPA: an aim, a people focus, a wide perspective, and a pragmatic

attitude.

2 During its award-winning LMS implementation, The Hershey
Company exhibited APPA throughout its implementation.

d to have value for the

3 An implementation aim will always nee
have additional benefits,

executives signing it off. It may, however,
too.

ions show their people focus in a range of ways,
f stakeholders consulted, to the

feedback generation during

4 Good implementat
from team selection to the range 0
effectiveness of communication and

the project.
5 Perspective is a matter of knowing the world outside
ate confines of L&D and of the business.

6 The attitude that drives successful imple .
ously seen in the team’s bias towards action and completion:

7 While the Aim and People focus characteristics can be fievelqped
s skills, the right Perspective and Attitude are the mamfesitatu;ns
of a mindset. All four characteristics, howevet, can be developed.
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