Introduction

Target Organization: 

Founder Tech Corporation is one of the most famous high tech corporations in the PRC. Its own brand personal computer has been the country's second best-selling PC for five years and was ranked the fifth PC brand in the Asia Pacific market in 2002. Its operations include manufacturing and sales of business computers, PCs and other electronic devices, as well as providing software for their machines. Its customers include both enterprises that need modernized office devices and individual consumer who seeks for personal electronic products. The company structure of Founder Tech is as shown in the chart below.
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Diagram1.
 Company Structure

Founder Group Limited, the larger organization in which Founder Tech is located in, is a large-scale group of several high tech corporations all over China and in some Asia Pacific areas. It is a leading provider of advanced information technology, software products, E-publishing, IT equipment, collaborative business solutions, and other value-added services.

The organizational goal of Founder Group is to become a competitive and innovative high tech international group. As an important part of the group, Founder Tech has been making every effort to become a leading provider of IT equipment and services in Asia Pacific, as well as seeking for a maximum profit and customer satisfaction.

The Status Quo Of HRD In Founder Tech

The HRD department is responsible for the recruitment, training, and allocation of human resource in the corporation, as well as the establishment and implementation of staff incentive system, and performance evaluation system. It also provides necessary support in the corporation's strategic decision making. The HRD department is made up of five teams, including recruitment team, training team, HR allocation team, employee services and benefits team, and performance assessment team. Each team has a manager and several HR specialists. They all answer to the department supervisor. (See the department structure in diagram2)
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Diagram2. Department structure

Right now, the HRD management style in Founder Tech is what they call "Matrix HRD management". That is, the HRD sends a specialist as a permanent HRD administrator to each department/system of the parent company, and to each of the subsidiary companies. The HRD administrators are liaisons between the HRD department and other parts of the corporation and they all answer to the department supervisor. This kind of HRD management is helpful to maintain a uniformity of HRD management systems and an effective human resource allocation within the corporation.

Problem Analysis

Current Approach To Designing And Developing Internal Training

Founder Tech has its own characteristic training system. The corporation pays special attention to the new employee training. All new employees will receive a four-week pre-job training on corporate culture, organization structure, business strategy, corporate product introduction, and business etiquette. This classroom-based training is very comprehensive and will lay a good foundation for the employees' future work. 
In contrary to its pre-job training, Founder's on-the-job training seems to be in the shade. After a new employee takes up his appointment, a senior staff will be appointed to him as a counselor, providing direction and help in solving problems the new employee encounters. Formal training will be considered and developed only when requested by the department manager or the subsidiary company manager. 
The HRD training team takes charge of all the training for employees. The team is made up of one manager and 3 senior HR specialists and 15 junior HR specialists. Most of them are Bachelors in Human resources or management. However, since instructional systems design is a relatively new field in China, only one senior specialist and four junior specialists have formal received formal education of ISD knowledge and skills.

As to course design and development, there is no written document of an ISD model for the team to follow. So on most occasions, when receiving a request, the team contact internal or external Subject Matter Experts, design an employee training plan and deliver the course. They have never developed their own training materials and always selected some well-known professional books as textbooks. The whole process is shown as follows (also refer to diagram 3 and 4):

1. Receive a request-training team

2. Contact SMEs 

3. Design an employee training plan including:
a. training objectives
b. materials
c. trainers
d. course schedule
e. method to test the effectiveness of training(usually a written exam for trainees)

4. Deliver the course

5. Assess training and report to the manager and the requester
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Diagram 3. Current process of internal training

Employee Training Plan
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Diagram 4 Employee training plan of Founder Tech

Problem In Current Training Approach
This kind of training system may work well and save considerable resources on training in the corporation's early development. However, as the scale of the corporation expands and the technology and expertise advances, the drawbacks of Founder’s internal training have become more and more obvious. 
1. Neglect of on-the-job training and lack of systematic ISD approach in the design and development definitely harms the effectiveness of training, which results in Founder Tech’s staff getting behind in updated technology and expertise.

2. Outdated technology and expertise leads to decreasing competitiveness of Founder Tech’s products and service, thus a reduced profit.
3. Founder Tech’s competitors, such as Legend, Hicense, and Hair, all take up new measures to improve their staff training, which is increasingly regarded as an important benefit for employee career development. Therefore, Founder Tech is enduring a collapsing morale.
Moreover, the problem is developing in a vicious spiral as shown in diagram 5.
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Diagram 5. Problems triggered by lack of training and their interaction
A representation for the self-fueling of the problem is that the corporation’s rapid expansion was frustrated in late 2002, when it went through a series of frequent changes in high-level personnel. Since then, the job-hopping in both management and technicians has grown in intensity. Early April 2004, more than ten technicians together, in Founder Tech joined one of its competitors, Hicense Group. The "personnel earthquake" has greatly hindered Founder's development and harmed its public credibility. Measures must be taken to eave the situation. 
Recommendations

Overview

Founder Tech is in dire need of a formal ISD model in its design and development of training. This model should be systematic, complete and effective. A training improving team is set up for this new task. They decided to design a new ISD model to fit the characteristics of its organizational goal and training staff.

I would like to recommend the IBM’s Model of Course Development (systematic develop models, EME5601 hand-out, p32) as a framework for the new model. And some elements from Performance Analysis and Instructional Design at Kodak’s Marketing Education Center (systematic develop models, EME5601 hand-out, p10) will also be included.

The new model uses a systematic approach to training. More detailed than the traditional “ADDIE” model, it has eight phases-getting started, analysis, two levels of course design, development, production, implementation, and evaluation. Formative evaluation is incorporated in several phases rather than being a separate one. Here is an overview of the model. 
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Diagram 6 Overview of the new ISD model

Detailed Explanation Of The New Model

Phase 1. Getting started

1. Purpose: 

To identify the business needs of solving a performance problem, decide if training is a best solution for the problem at issue, and establish a project plan for designing and developing training.

2. Steps:

Step 1. Review request

Step 2. Problem analysis

Step 3. Prepare project plan
3. People involved: 

Liaison HR specialist or requester, training coordinator and analysts.

Phase 2. Analysis

1. Purpose: 

To identify the characteristics of potential learner group and determine their specific training needs.

2. Steps: 

Step 4. Conduct needs analysis

Step 5. Conduct job/task analysis

Step 6. Write analysis report
3. People involved: 

Training coordinator and other decision makers, analysts, potential learner group, and requester.

Phase 3. High-level design

1. Purpose: 

To give a blueprint of detailed course design.

2. Steps: 

Step 7. Specify and sequence terminal objectives

Step 8. Create course units and select proper delivery system

Step 9. Establish Evaluation strategy

Step 10. Prepare course maintenance plan

Step 11. Analyze the resource requirement for the training
3. People involved: 

Training coordinator, other decision makers, and course designers

Phase 4. Detailed design

1. Purpose:

To prepare a detailed course specification and outline of materials for course development.

2. Steps:

Step 12. Prepare design plan

Step 13. Establish enabling objectives

Step 14. Design measurements

Step 15. Design lessons

Step 16. Prepare outlines for training materials
3. People involved: 

Decision makers and course designers.

Phase 5. Development

1. Purpose: 

To fully develop the course with all the learning activities and materials.

2. Steps:

Step 17. Prepare development plan

Step 18. Develop or obtain measurement instruments

Step 19. Develop and test lesson prototype

Step 20. Develop all activities and materials
3. People involved: 

Decision makers and course developers.

Phase 6. Production

1. Purpose:

To produce the materials needed for the course and conduct pilot test of the course

2. Steps:

Step 21. Prepare and conduct production plan

Step 22. Conduct pilot test
3. People involved: 

Decision makers, course developers and producer.

Phase 7. Reproduction and Implement

1. Purpose:

To produce all the course materials and deliver the course.

2. Steps:

Step 23. Monitor reproduction

Step 24. Implement the course
3. People involved: 

Decision makers, course developers, trainers and trainees.

Phase 8. Evaluation and maintenance

1. Purpose: 

To measure the effectiveness of training and make proper revision of the course to meet the business needs

2. Steps:

Step 25. Conduct evaluation

Step 26. Update the course
3. People involved: 

Decision makers, analysts, course designers and developers.

A more detailed presentation of the model is shown in the following flowcharts. 

Notes to the flowchart:
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Staffing Implication

Implementation of the new ISD model in Founder Tech will require the creation of a new position- Training Coordinator. Three training coordinators are needed. Their major function is to oversee and support the implementation of the new process in specific situation and he/she directly answers to the training manager. In addition, two Analysts will be appointed to assist the each training coordinator. All these staff should be experienced instructional designers. There are two means to fulfill this change of staffing. One is to recruit new, skilled instructional system designers. The other way is to send some of the current staff to some external training institution to obtain a systematic knowledge of ISD. Founder Tech can choose either way or a combination of the two. New structure of the training team is shown in diagram 7.
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Diagram 7 New structure of the training team

Validation Of The New Model

The effectiveness of the new model will be tested during the whole process, especially in phase 8. It helps instructional designers to validate the success of the proposed model on four levels: 

1. Reaction: this is a measure of how participants feel about the various aspects of a training program, including the content, trainer, schedule, and so forth.

2. Learning: this is a measure of the knowledge acquired, sills improved, or attitudes changed because of raining.

3. Behavior: this is a measure of the extent to which participants change their on-the-job performance after the training.

4. Organizational results: this is a measure of the benefits that occur during or after the training, such as increased productivity and sales.

Besides, instructional designers can also conduct a cost-benefit analysis to calculate the exact ratio of training benefits to costs (ROI). The return on investment is a concrete index of financial benefit brought by the new model. 
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Operational savings may include:

a) Productivity improvement

b) Quality improvement

c) Cost reduction

d) Work habits and procedures improvement

e) Reduced training time

f) Other benefits

Cost of training may include:

a) Design and development costs

b) Delivery costs

c) Indirect costs such as staff salaries

d) Trainee costs such as loss of productivity during training and traveling cost

e) Other costs

Since this ISD process has never been used in the corporation before, results of this analysis will be correct indicator of the effect of implementing the new model, given the prerequisite that the model is being used the way it is designed. However, the ROI evaluation be applied only when the quantity and quality of the output is observable and measurable in terms of dollars.
Conclusions

Rationale For The New Model

The proposed model has many features that fit to the situation of Founder Tech. 

1. It uses a systematic approach to training, which is tested to be effective. 

The IBM’s model is recognized as effective model in high tech corporations. Several competitors of Founder, such as Legend and Hicense, have incorporated IBM’s model in their training and achieved noticeable success.

2. Implementation of the new model demands a moderate change of staffing, which will benefit the development of HRD training team in the long run.

3. The model is clearly designed and detailed stated in the form of flowchart, a form easy for novices to follow.

4. The model is both linear and iterative. Therefore instructional designers can go back and check their process at any point, and make corresponding changes. 

Benefits Of The New Model

1. Micro level: Founder Tech’s employees will enhance their knowledge and skills and provide better on-the-job performance.

2. Macro level: 
After implementing the model, the Founder will anticipate an increased profit, employee loyalty and an improved status among its peers. 

1) Improved on-the-job performance of employees will result in productivity and quality improvement, as well as a lower cost, thus increased profit.

2) As stated previously, training is more and more regarded as an important benefit for employee career development, so employees may choose to stay at Founder Tech for better training opportunities when other corporations extend them job offers. This advantage may also attract new staff to join the corporation.

3. Mega level: If the implementation of the ISD approach is proved successful in Founder Tech, it will be extended to the whole Group and bring the group both short-term and long-range benefits. 

Potential Obstacles

The new model is put forward at a hard time for Founder Tech, so the management would definitely support its implementation. However, there are some potential obstacles that Founder may encounter.

1. Lack of skilled instructional designers. 

As previously stated, few of the current staff members in HRD training program have formal education of ISD skills. This may hinder the implementation of the new model.

2. Resistance by current training team. 

Implementing the new model will transform the staffing of the training team and some of the current staff may be transferred to other teams and the remaining members may also have to change their duties. They may oppose the new model if they have been accustomed to the current approach of training and don’t want to change their job.

To avert these obstacles, after the training coordinator and analysts take their posts, they will set about to design and implement a training program for other HR training team members. The program will include systematic education of ISD knowledge and skills, targeted to improve the team members’ expertise, and a demonstration that ISD process will bring concrete benefits to them and to the corporation in the long run.
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