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ENTER THE ZONE - DISCOVERY ZONE!

Lea M. Griggs, Employee
Development Specialist, MCCS
Camp Lejeune and son Jaylen

You just attended a phenome-
nal training class and you are
anxious to get back and share
your new ideas and perspectives
on how to implement the awe-
some information you just
learned in class with your depart-
ment. Excited and eager to share,
you ask your team to gather so
you can go over the highlights of
your training and all the ways
you feel this new information can
increase productivity and provide
solutions to long-standing issues.

During your debrief however,
you notice that some of your co-
workers do not seem to share
your enthusiasm. As a matter of
fact, you catch a few of them
openly showing their lack of
interest by shaking their heads in
disagreement and even doodling
in their note pads. Not feeling
supported and growing more and
more disenchanted, you quickly
bring your presentation to a
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close, wrapping it up with, “I
wish you could have been there.”
When you return to your desk,
you put the materials from the
class along with all of your ideas
in the bottom of a cabinet drawer
with all the other class guides and
ideas you’ve accumulated over
the years, never to see the light of
day again.

Has this ever happened to
you? You attend a class or maybe
read an article or book and you
get jazzed about the information
and see the potential for positive
change if implemented, but
you’re the only who has “seen the
light” and thus trying to affect
change becomes more of an ob-
stacle if not an impasse altogeth-
er. What is the purpose of attend-
ing training or sending our em-
ployees to training if afterwards it
is difficult or next to impossible
for them to apply anything they
have learned?

Like most Training Departments,
we too were faced with this same
age-old dilemma. We realized
that one of the biggest challenges
was the fact that only one or a
few employees from a department
attend training classes. Then
when they return to their depart-
ments they are a minority trying
to affect change amongst a major-
ity that is not motivated to make
any changes. On top of that was
the fact that there is a limited
number of departments with the
flexibility to send their employees

to classes because we have quite
a few activities that cannot afford
to have large numbers of staff out
at the same time. Our Child De-
velopment Centers and Youth
Pavilions must maintain ratios
and our Retail activities have to
have coverage on cash registers
and on the floors, making the
availability to be gone for half
the day to attend training slim to
none. Not to mention activities
that have peak seasons like the
Beach during summertime and
Clubs and Catering during Ball
Season where it’s all hands on
deck until the season is over.

Despite the mountainous hur-
dles, we developed a solution that
has become a huge success and
even more beneficial than we
could have even hoped to imag-
ine. Introducing, the “Discovery
Zone” (or “DZ” for short), our
mobile training courses. Discov-
ery Zone (DZ) courses are com-
pact, two-hour courses that are
typically a condensed version of
one of our half or whole day
courses. DZ sessions were de-
signed to provide World Class
training opportunities to those
areas that have difficulty sending
large numbers of staff to training,
so that those employees can still
benefit from training classes
without putting their departments
in a bind. So when ratios and
coverage becomes an issue that
prevents employees from coming
to us, we go to them! (cont’d p.2)
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Additionally, and one of the
biggest benefits is that DZ’s pro-
vide excellent team building op-
portunities by allowing staff who
work together to receive the same
training at the same time to
strengthen and build work rela-
tionships and cohesion. Now,
work teams and departments can
receive the same awesome tools
and practices together, and gain
practical, customized work relat-
ed action steps for applying what
they learned immediately. With
everyone hearing the same mes-
sage and receiving the same prin-
ciples at the same time, accounta-
bility increases exponentially and
implementation can begin in-
stantly yielding faster results.

“Teams that train
together begin to
connect and bond in
new ways,
strengthening
relationships and
growing them beyond
simply being “co-
workers”, rather
turning them into
“teammates.”

Another valuable benefit that
comes from the Discovery Zone
courses is the morale boost.
When employees see they are
valued by being provided with
the opportunity to grow personal-
ly and professionally, they feel
better not only about themselves,
but about their leadership and the
organization. Teams that train
together begin to connect and
bond in new ways, strengthening
relationships and growing them
beyond simply being “co-
workers,” rather turning them
into “teammates.”

Prior to launching the DZ
option, our Director of Human
Resources, Mr. Andy Ennett,
gave a brief pitch at the weekly
Director’s meeting informing the
Executive Office and all of the
Division Heads that this new
training service was now availa-
ble. Following an information
piece describing the program
went out electronically and then
it was off to the races. Word of
mouth was the primary driving
force as more and more requests
were being made and classes
being scheduled. Success stories
started spreading like wild fires.
Positive ICE Comments, emails
and phone calls were coming in
more and more frequently. We
have received tremendous feed-
back and support from Supervi-
sors and Managers across the
organization. Here is what one
Administrator in our Marine and
Family Programs Division had to
say, “This option [DZ’s] allows
us to achieve training and still
maintain ratios and manage our
salary dollars effectively. It is an
AWESOME opportunity that I
hope you will keep available!”

Another Program Manager
shared this, “Having the trainings

on-site mitigated many of the
historical challenges we have had
with teambuilding training.
Through the course of these
trainings our team has been able
to resolve problems related to
processes, communication and
also identified our shared values
as ateam. As a result of the
trainings our team dynamic has
improved significantly from
where it was when we began this
process over a year ago and I am
very grateful for the support of
the Human Resources Training
Department, the DZ trainings and
Lea in accomplishing that.”

So what does a Discovery Zone
look like, and how is it devel-
oped? Designed similarly to all
of our training courses, every DZ
consists of the following:

e  Learning objectives and the
competency it fulfills

e  Presentation

e  Participant’s Guide to in-
clude key learning points
and an Action Plan

e  Activities to support learn-
ing objectives

e  Course Evaluation

In the two-hour course, DZ’s
open with an introduction of the
topic and typically an opening
activity or video. We also take
the time in the beginning of the
class to explain what a Discovery
Zone course is (for those who
have not experienced one yet),
and how it differs from the other
classes offered in Human Re-
sources (HR), as well as give a
brief description of what “full”
course the DZ was created from
so that employees still come to
our training classes in HR. Since
the foundational purpose of all
DZ’s is building cohesion within
work teams, activities and group

discussions where the class can
be broken up into smaller groups
so that employees have to work
with different co-workers than
they are used to is a key element
in the design of the course. All of
the Discovery Zones are facilitat-
ed via Prezi, and in some rare
cases, PowerPoint.

Each class comes with a Par-
ticipant’s Guide that includes the
learning objectives and support-
ive information as well as activi-
ties and/or reading material that
reinforce the content, and closes
with an Action Plan. Supervisors
and Managers are encouraged to
use the Action Plan as a founda-
tion for follow-up team meetings
and even support for setting and
accomplishing employee and
team goals. The Action Plan is
also designed as a tool for leader-
ship to measure return on invest-
ment. Each employee will have
written documentation of what
they learned and their plans for
implementation. Supervisors can
gauge what improvements and
changes they see as a result of the
training and subsequent utiliza-
tion of the Action Plans.

All Discovery Zone courses
are interactive. Team activities
and group discussions are one of
the most important features of the
DZ’s. Videos and sound clips are
also frequently used to support
and enhance the topic. Keeping a
well-rounded balance of the dif-
ferent learning styles is very
important in the design of any
training class. However, with
only a two-hour window, hands-
on, tactile learning methods have
been proven to be the most bene-
ficial for ensuring a higher rate of
content absorption and class par-
ticipation. (cont’d on p.3)
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At the conclusion of each
session a course evaluation is
given to every attendee. Each DZ
has a custom tailored evaluation
specific to that course to ensure
that we are on target with achiev-
ing the learning objectives and
meeting the participant’s needs.
We particularly pay close atten-
tion to the open-ended questions:
“the best and least part of the
session was?” to see if we need
to make any adjustments that will
enhance the class.

With the latest addition of my
colleague and office roommate
Anne Doty, there are now two of
us (Employee Development Spe-
cialists) that develop and facili-
tate Discovery Zones. Under
normal circumstances, develop-
ment of a DZ, from cradle to
grave, typically takes less than
two weeks because we are creat-
ing a condensed version from an
already developed full course
(half to full day course). So the
foundation and outline are al-
ready in place which can be one
of the longest parts of course
design to complete. What takes
the bulk of our time in creating
DZ’s is researching and creating
activities that support the content
that differs from the full class so
that employees who attend both
get two completely different
experiences.

It is essential that employees
who can still come to our full
training class do so, and not use
the DZ’s as a substitute. The
hope is that the Discovery Zones
lead more employees to attend
full classes because they want
more of the information than
what they can receive in the short
DZ version. There are occasions
when Supervisors and Managers
make a special request for a DZ
that does not currently exist or is
not branching off of a pre-
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existing training class. In those
cases, development from cover to
cover can take up to a month or
so as all of the foundational re-
search and course design will
have to be done from scratch.

You can find our 2014 Course
Catalog online at: http://
www.mccslejeune.com/hr/
training.html to see the course
descriptions for the Discovery
Zones as well as all of the train-
ing classes we offer. Our current
list of DZ’s includes:

e  Building Effective Teams

e  Ego Builder: Attitude

e  Ego Builder: Communica-
tion

e  The Energy Bus

e  Generations

e Jungle Escape

e  Lessons From the Geese

e  The Power of Teamwork

e  Soup

e Tall Ships

e Whale Done!

e  Who Puta Lizard in My
Lasagna?

Lastly, the Discovery Zones
have not only benefited our em-
ployees and departments, they
have also increased our training
numbers, supporting our depart-
ment’s mission and goals.
Through our DZ’s we are able to
reach 10 times the number of
employees that we do in our
Training classrooms alone. To
date we have trained over 722
employees in just Discovery
Zone courses. Our services are
now in high demand because
Managers and Supervisors are
seeing an immediate return on
investment for time spent and
application of principles. It’s a
Trainer’s dream to see employees
excited to come to training and

have a genuine desire to attend
versus feeling “volun-told” or
forced. Because of our DZ’s we
are able to introduce and rein-
force good business practices and
soft skill development into our
culture quickly and see results,
enabling us to make a positive
difference in the lives of those we
exist to serve.

Enter the Zone! Feel free to con-
tact me if you would like more
information on developing your
own Discovery Zone.

About LLea M. Griggs

Ms. Lea M. Griggs has been an
Employee Development Special-
ist in the Training Department at
Marine Corps Community Ser-
vices (MCCS) Camp Lejeune for
the past year and six months. She
originally joined MCCS Camp
Lejeune as a Human Resources
Technician in the Staffing De-
partment in May 2012. Lea has
over 15 years of professional
experiences in a myriad of indus-
tries to include: Human Re-
sources, Consulting, Marketing,
and Education (both domestic
and international). Born and
raised in Pennsylvania, she has a
Bachelor of Science in Organiza-
tional Psychology with a minor
in Education from the University
of Pittsburgh and is naturally a
die-hard Steelers fan. Her person-
al and professional commitment
is to make a positive difference in
the lives of others and be the best
living example possible for her
baby boy Jaylen.
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ARE YOUR LEARNERS ACTIVE?

Before starting this article,
take a moment to consider a
memorable learning experience:
A time when you, as a learner,
were truly engaged in what was
going on in a class. Now consid-
er the circumstances surrounding
that memorable learning time.
What did you learn, and what
made the incident memorable?
Chances are, those memorable
experiences involved times when
you were doing something, or
when you were actively engaged
in something going on in the
classroom. It’s also likely that
these memorable learning experi-
ences did not involve passively
listening to a lecture or a talk. I
have asked this question in sever-
al recent presentations I’ve given
on active learning, and the results
have been consistent. The mem-
orable learning experiences are
the times when learners are ac-
tively involved in the classroom.
The development of active learn-
ing strategies for the classroom
helps create those experiences
and, as a result, helps facilitate
the learning process.

Rather than being a passive
recipient of information, active
learning helps learners put
knowledge to use. Active learn-
ing helps students to think at a
higher level, taking learning be-
yond memorization and recall
toward active thinking, learning
and engagement (Queens Univer-
sity). When learners are actively
involved in the classroom, they
are engaged and thinking and that
is when learning occurs. In —
class projects, case studies, de-
bates, simulations, games, hands-
on experiences, and student dis-
cussions are all examples of ac-
tivities that can be done right in
the classroom to make that class-
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room more active. Research has
shown that keeping learners ac-
tive is the key to their learning.
Studies on the benefits of active
learning have shown that it can
increase content knowledge and
retention of information taught in
class; it can improve the learner’s
critical thinking and problem-
solving abilities; it can improve
communication and interpersonal
skills; and it can also increase
enthusiasm for learning.

Despite what we know about
active learning, most of our class-
room instruction still revolves
around lectures, PowerPoint
presentations, and an occasional
question for class discussion.
These more passive forms of
learning may not be as effective
as other methods, but they are
familiar to us, as instructors.
Chances are they are the methods
used when we were students.
They represent “the way we’ve
always done it”, and that mentali-
ty can be difficult to change.
However, I am working with
more and more organizations, in
a variety of fields, that are mak-
ing major overhauls to their cur-
ricula to make their classrooms
more focused on active learning
and less focused on passive
methods of instruction. The
movement to active learning is a
major shift in the way education
is being conducted. It is happen-
ing in higher education, work-
place training, and many other
venues, including the military.
Are you prepared for this
change? Are your classrooms
active? Are your learners en-
gaged?

The good news is that all
classrooms can be active learning
classrooms, and the shift from
passive to active learning can
happen regardless of the subject
being taught. There are several
things that must be in place, how-
ever, for this shift to be success-
ful. Your organization must
support the move to active learn-
ing, and it must support instruc-
tors who want to try new things
in the classroom. Providing in-
structors with opportunities to
learn about active learning and
providing resources, such as
equipment and materials to use in
learning activities, are a few of
the ways organizations can sup-
port the move to active learning.
Instructors must have a thorough
understanding of what active
learning entails. This includes
knowledge of how to find or
develop meaningful classroom
activities. Activities should be
appropriate for the level of the
learner, the learning goals, the
physical constraints of the class-
room and the time available. The
instructor should also prepare a
plan for the evaluation of each
activity. Knowledge of how to
facilitate and manage activities in
the classroom is also important,
as the role of the instructor is
different in active learning class-
rooms. In these types of class-
rooms, the instructor guides and
coaches the student through ac-
tivities. This is different than the
passive classroom, in which the
instructor lectures or presents
information. In addition, stu-
dents have to be prepared to be
actively involved in a class, and
classroom facilities (such as
classroom space) must be able to
support active learning. (cont’d
on page 5)


mailto:schmidtst@ecu.edu

ARE YOUR LEARNERS ACTIVE?

The shift to the active learning
classroom does not happen over-
night. Instructors can start small;
using a case study to reinforce
content presented in a lecture, for
example, or planning a discus-
sion or debate about a lesson
topic. Based on the results of
that activity, future activities of a
wider variety can be developed
and employed. Ultimately, an
instructor will start a course with
a “tool boxes” of activities that
they can use for each lesson in
the course. Starting out, howev-
er, it is a good idea to start small,
set modest expectations, and
thoroughly prepare and evaluate
each activity used.

Active learning can transform
your classroom and improve your
effectiveness as an instructor.
This article included some tips
that can be used to get you start-
ed on the road to active learning.
Active learning is effective only
when done with proper prepara-
tion and management. With
proper preparation, the results
can be interested and engaged
learners in your classroom.

Reference:

Queen’s University. Definition
of active learning. Retrieved
from: http://queensu.ca/
activelearningspaces/active-
learning

Useful websites:

http://www.brown.edu/about/
administration/sheridan-center/
teaching-learning/effective-
classroom-practices/interactive-
classroom-activities

http://cfe.unc.edu/pdfs/FYC2.pdf
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Recommended reading:

Teaching Tips by Wilbert
McKeachie and Marilla Svinicki.
There are several editions of this
book available (the newest is the
14" edition) but I think older
editions are just as good and not
as expensive as the newest edi-
tion. This book is an overview of
all the different teaching methods
that can be used in the classroom.
Its focus is on teaching at the
university level, but [ know in-
structors in all venues have found
it useful.

Learner-Centered Teaching (2™
Edition) by Maryellen Weimer.
This book is a good overview of
how to make your courses more
focused on the learner. The ac-
tive learning classroom is very
learner centered, which is why [
recommend this book.

Case Studies and Activities in
Adult Education and Human
Resource Development, by Ste-
ven Schmidt. I have to recom-
mend my own book, right? This
is a good book for those of you
interested in using case studies in
your active learning classrooms.

About Dr. Steven Schmidt

Dr. Steven W. Schmidt is an
Associate Professor of Adult
Education at East Carolina Uni-
versity in Greenville, NC. He is
also the current president of the
American Association for Adult
and Continuing Education
(www.aaace.org). Dr. Schmidt’s
primary areas of research and
teaching include workplace train-
ing and development, instruction-
al design, educational program
evaluation, cultural competence
in the workplace, and online and
blended learning. He also does
consulting work in these areas for
a variety of public and private
organizations. Dr. Schmidt has

authored over 30 published arti-
cles on the above topics, and is
author of the book Case Studies
and Activities in Adult Education
and Human Resource Develop-
ment (Information Age Publish-

ing).
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How Well Do You Know Your Students?

By Peter Baverso, Dr. Jennifer McCullough and Jeffrey Pearson

Ask the Right Questions

Teaching is tough. If you don’t
agree, please share your secret!
Experience shows, despite our
best efforts, a number of students
will remain disconnected from
the class and struggle to learn.
Sound familiar? Have you ever
wondered why that is? Undoubt-
edly, you have tried to help your
students by employing popular
classroom management strategies
and the latest presentation giz-
mos. These do make a difference.
Credible research validates the
importance of good classroom
management and a well-oiled
presentation. However, most
organizations continue to docu-
ment poor student performance
and collect less-than-stellar post-
training surveys. These data indi-
cate that something is still miss-
ing, but what? Maybe we should
just ask the students! After all,
does it make sense to wait to ask
them about their unique learning
styles, environmental require-
ments and other important factors
until gfter the course is complet-
ed? While it may not be possible
(or even practical) to meet the
unique needs of every student in
your class, you can significantly
improve the odds by asking the
right questions.

Employ the Right Tools

Right now you might be wonder-
ing what questions to ask and
how to ask them. We can help
with that... There are many ac-
ceptable methods available to
help create questions, but we
recommend the use of the Class-

room Connection Canvas (C3).
The C* is a tool that is used to

support course development and
evaluations in Marine Corps

Systems Command logistics
courses. The C* tool will:

e  Eliminate the guesswork
associated with question
development;

e Guide facilitation during
individual interviews;

e Collect responses quickly
and preserve them for future
analysis;

e  Ensure you are aware of the
needs of your students.

In addition, using the C*> well in
advance of your training event
will allow you to more effective-
ly tailor the learning environment
to the needs of your students.
The C* has nine boxes that con-
tain a series of carefully designed
research questions that can be
used as-is or customized for a
specific need. Below is an exam-
ple of one of these boxes.

The C* is too big to include here,
but will be available in its entire-

ty upon request.

Students can write their answers
directly into this box, or they can
be captured electronically (many
Web-based survey programs will
allow this). Once all of the
blocks in the C*> have been com-
pleted, a student profile will
begin to emerge. Combining the
completed canvases from all of
the prospective students will
provide a snapshot of the type of
support needed in the classroom.
If this is a long term course of
instruction consisting of multiple
sessions over weeks or months,
we recommend meeting with the
student to evaluate their satisfac-
tion with the learning process.
Using the C? as a facilitation tool
during this discussion can yield
valuable improvement recom-
mendations. What is important
to remember is that the research
questions are not set and can be
casily modified to support a spe-
cific requirement. Another
unique feature - the C* can be
used to evaluate the performance
of the teachers and staff individu-
ally, as well as the academic
institution as a whole. Moreover,
the C? data become a foundation-
al component of an organization-
al network analysis, a process
that will assist in determining
how individuals interact and how
the activity that occurs supports,
or detracts from, the desired out-
come. The purpose of this article
is to make you aware of a tool
that can facilitate student satis-
faction and the transfer of learn-
ing. Since we can’t include the
entire C? in this short article,
subsequent editions of the news-
letter will focus on the different
sections of the C? tool.



As the Civilian Leader-
ship Development Program
Manager for Marine Corps
Base Quantico, (base em-
ployees), and the following
tenant commands,
MCCDC, TECOM, and
Marine Corps Air Facility
Quantico, the ADP pro-
gram provides financial
assistance to civilian em-
ployees seeking to obtain
academic degrees, license,
or certifications.

Participants must join
the Civilian Leadership
Development Program,
have a mentor, and have an
approved Individual Devel-
opment Plan (IDP). Upon
completion of sponsored
academic degree training
ADP participants must sign
a Continued Service Agree-
ment.

Funding is approved
prior to attendance of
courses and documented on
a Standard Form (SF) 182.
Based on availability of
funds, in addition to tuition
funding may include appli-
cation and registration fees.

ADRP is authorized for
courses in Associate De-
grees, Bachelor’s Degree,
Master Degree and Doctor-
al Degrees delivered

Academic Degree Program (ADP)

By Charles E. Andrews
CIVILIAN LEADERSHIP DEVELOPMENT PROGRAM MANAGER

through classroom, or
through the internet.

About Charles Andrews

In 1993, I graduated high
school and joined the Marine
Corps; I served one tour at Quan-
tico, VA and returned to Silvis,
IL. I started my DoD career with
the Department of Army, at Rock
Island Arsenal, IL in 1997 and
attended Black Hawk College,
then I received my Bachelor of
Business Administration degree
from American InterContinental Want to know more about
University in 2005. In 2006, I

the Academic Degree
transferred to the Department of
Navy, Portsmouth, VA and in Program (ADP) contact
2008, I relocated to Quantico, Charles E. Andrews,
VA. Marine Corps Base

Quantico Civilian
Leadership Development
Program Manager at

Charles.E.Andrews@usmc.mil
or 703-432-1514
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Vanessa M. Mason, Ed.D

Curriculum Development Edu-
cation Officer, Marine Corps
University (EPME)

Does this sound familiar?

A business hires a candidate
that requires talent, skill, and
leadership ability. From day one,
the employee is provided with a
new staff orientation, training
module learning opportunities,
and other forms of professional
development to develop the em-
ployee’s talent, skill, and leader-
ship abilities in order to fulfill the
position. Aspects of the orienta-
tion usually consist of job related
activities that range from shad-
owing to reviewing of manuals
related to specific job responsibil-
ities and duties. Fast Forward to
Day 90: Thanks to the profes-
sional development provided by
the business, the employee has
developed enough professional
learning to stay gainfully em-
ployed with the organization.
However, the employee is still
unsure of how to employ his or
her talent and skills in ways that
consistently contribute to the
values, goals, and mission of the
organization.

In many instances, the results
of this scenario usually involve
an employee maintaining the
status quo of working in silos and
coming to work each day to com-
plete assigned job tasks. But
truthfully, the solution should be
to develop the employee’s talent,
skill, and leadership potential

through continuous, quality pro-
fessional development that al-
lows the employee to collaborate
with colleagues, apply
knowledge, solve job related
issues and workplace problems,
and support the accomplishment
of the goals of the business. One
approach to be used regarding the
ideas presented above is the es-
tablishment of Professional
Learning Communities (PLCs) in
the workplace.

Professional Learning Commu-
nities in the Workplace

PLCs were based on the business
sectors’ notion that individuals
within an organization could
learn through the process of col-
laboration and reflection of work
practices (Curry, 2010).
Throughout the years there have
been various definitions and
models used to describe the term
professional learning community.
For example, some authors de-
fined PLCs from a public school
perspective with an emphasis on
teachers and administrators
working collaboratively to learn
from each other in order to bene-
fit collectively from the personal
and professional strengths of its
staff members (Dufour, 2004;
Hord, 1997; Protheroe, 2008).
Stoll, Bolam, McMahon, Wal-
lace, & Thomas (2006) described
PLCs as consisting of a motivat-
ed group of individuals who all
believed in shared learning and
inquiry related to their jobs. The
focus was on exploring better
methodologies to improving
learning. On the other hand,
Senge (2006) developed a five
component model to describe
PLCs: self - mastery, shared vi-
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sion, mental models, group learn-
ing, and a system’s approach to
thinking.

According to Hord (1997), a
PLC is not a model, but more so
an approach for staff members to
work together to obtain results.
This approach to cohesiveness is
based on three meaningful prac-
tices in which I believe should be
included in a workplace PLC.
These practices include the fol-
lowing:

(1) shared vision, values and
goals (Stoll et al., 2006;
DuFour, 2004),

(2) collective inquiry through
collaborative teams (Stoll et al.,
2006; DuFour, 2004)

(3) problem solving using a re-
sults oriented approach (Stoll et
al., 2006; DuFour, 2004; Hord,
1997).

Shared vision, values, and
goals within a PLC are essential
to positive productivity amongst
staff members. All members of
the group must have an under-
standing of the purpose for meet-
ing and the tasks that are to be
accomplished. When individuals
meet with no agenda or direction,
meetings can become counterpro-
ductive and the Professional
Learning Community can eventu-
ally become a breeding ground
for gripe sessions and frivolous
discussions. When colleagues are
working on one accord, this
opens up the PLC environment
for more trust and creativity
within the group.

Collective inquiry through
effective collaboration is also
pivotal to any workplace PLC.

Promoting Sustainable Professional Development in the Workplace
through the Establishment of Professional Learning Communities
(PLCs)

This process begins with the
supervisor’s willingness to set a
foundation within the organiza-
tion that encourages staff mem-
bers to meet consistently and
collaborate, without the direct
oversight of a supervising offi-
cial. Staff members must have
some autonomy to explore ideas
and methodologies that could
lead to better ways of meeting
department goals and solving job
specific, workplace issues.
Working together with col-
leagues allows for better inter-
communication, professional
relationships, and a sense of team
camaraderie within the office.

The final component involves
accomplishing results through
effective problem solving.
Whether it’s identifying a more
efficient way of completing a
task or attaining knowledge that
will enable one to be more profi-
cient in his or her job, the ulti-
mate goal of a PLC in the work-
place should center on obtaining
results, which unequivocally
contribute to successfully attain-
ing the goals and mission of the
organization. As such, individu-
als must embrace the concept of
being result-oriented thinkers
who work together for the overall
betterment of the workplace.

A Few Easy Steps to Establish-
inga PLC

Starting a PLC is not a diffi-
cult task. It takes a concerted
effort from both supervising offi-
cials and staff members to make
this endeavor a reality. (cont’d
onp.9)
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As a previous school adminis-
trator, PLCs were very effective
in the learning institutions in
which I worked. Since working
for the Marine Corps, I have not
yet observed or heard of PLCs
being used in the military setting
but believe that this approach
could be beneficial in the military
education environment. It is
hoped that this article will bring
more attention to PLCs and moti-
vate more personnel to establish
PLCs within their organizations.
Below, are a few easy steps for
starting a PLC at your office or
within the general educational
setting:

1. Select alead - A non-
supervisory staff member
should serve as the lead for a
PLC. This individual can be
selected or volunteer, and
should have a positive atti-
tude, willing spirit and open
mindset to others’ ideas.

2. Obtain support and participa-
tion - The lead should send an
invite or speak directly to
colleagues to promote partici-
pation and buy-in. Commit-
ment from staff participants is
essential to maintaining sta-
bility within the PLC.

3. Provide the foundation for the
PLC - At the first meeting,
PLC participants should iden-
tify and agree upon the vi-
sion, goals, beliefs, meeting
guidelines, day and time for
meetings (it is recommended
that PLC meetings take place
monthly). These foundational
components should be clear
and concise, and agreed upon
by members of the PLC.
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Identify meeting topics -
Group members should iden-
tify topics that support job
improvement, professional
growth, and problem solving
in the workplace
(particularly, job specific
issues). Meeting topics can
relate to project task assign-
ments, identifying more ef-
fective and efficient ways to
completing a task, teambuild-
ing techniques, or other pro-
fessional development learn-
ing areas that focus on im-
provement of job and career
skills.

Ensure the availability of a
meeting agenda and minutes -
Each PLC meeting should
have an agenda and minutes.
These items can be formal or
informal. The agenda will
keep group members on task
and the minutes will serve as
a record of meeting proceed-
ings that detail decisions,
suggestions, and other infor-
mation that transpired at the
meeting.

Supportive leadership — PLCs
must be supported by super-
vising officials (Hord, 1997).
This is one of the most im-
portant components of a suc-
cessful PLC (Eaker & Gonza-
lez, 2006). Efforts of support
can include allowing time
during the work day for staff
members to meet, occasional
visits to PLC meetings
(serving mainly in the role as
a participant), and assisting
the PLC lead with obtaining
resources that may be needed
for PLC meetings. More im-
portantly, supervisors must
work diligently to establish a

safe work environment which
promotes growth and contin-
uous learning.

7. Fun learning, growing, and
collaborating with colleagues

— Remember, the mission of a
PLC in the workplace should
promote collaboration and
professional growth amongst

colleagues. This is not a
“formal” meeting, but rather
a “meeting of the minds”
with an intended focus and
purpose. Staff members must
feel like they are contributing
to the needs of the organiza-
tion, while at the same time,
enjoying the time spent with
their coworkers. When a PLC
begins to feel more like a
chore, rather than a profes-
sional learning group, then
efforts must be taken to re-
evaluate the PLC and readjust
the practices.

Summary

Although PLC is not a new con-
cept, more efforts toward estab-
lishing PLCs in the workplace
could prove to be advantageous
for all personnel. Not only could
PLCs contribute to improved job
performance with staff members,
but if implemented properly, this
way of practice could increase
morale and potentially synergize
the workplace by igniting a spark
for learning, amongst staff mem-
bers.

Just imagine that the same busi-
ness mentioned previously hires
another candidate for a position
that requires talent, skill, and
leadership ability. From day one,
that new employee is provided

with a quality orientation and
integrated into a PLC that con-
sists of staff members who vol-
untarily meet, one to two times
per month during the work day to
collaborate, brainstorm ideas and
identify solutions to job specific
issues. Fast Forward to Day 90:
Thanks to the professional learn-
ing community process, the em-
ployee not only becomes an ef-
fective problem solver but also a
value added leader who enhances
the values, goals, and mission of
the organization.

See Bibliography on page 10
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How to Get Management Buy-In for Civilian Professional Development
By Lynette Ward

“I’m hoping to generate interest and feedback from other people who have successful strategies in obtaining buy in for their programs.
ping 1o g peop 8 g buy prog

Please share your stories because many of us need fresh ideas to breathe new life in our leadership and professional development

programs.”

Lynette Ward, Human Re-
sources Specialist

Getting senior managers’ support
for the civilian training programs
is one of our biggest challenges
we face today. Obtaining this
support is a vital key to your
success so developing an effec-
tive strategy is crucial to the lead-
ership and professional develop-
ment future within your organiza-
tion.

This article focuses on steps to
assist you in gaining senior man-
agement buy in for your training
programs:

e Ensure there is a real need for
the training. Conduct surveys
with supervisors and partici-
pants to find the competency
skill development that needs
the most attention and focus on
providing it. Don’t fall in the
trap of tossing training at every
situation thinking that will
solve the problem. It may be
that only more guidance and
direction from leadership is
needed. Take time to research
the issue to better understand
the advice that would most
effectively support the request.
If more on-the-job training is
the answer, make that recom-
mendation. It will give your
training program creditability.

Also, make sure all staff mem-
bers are using their Individual
Development Plans (IDP) to
determine their training needs
for the year. This can be a very
effective tool to assist the su-
pervisors identifying their
training requirements.

Show the benefits of the in-
struction provided. This will
require conducting internal and
external evaluations, inter-
views, and surveys—both
participants and their supervi-
sors over a time period. If you
are able to tie the training to
your organization’s goals and
demonstrate how this training
will help the organization,
including the type of benefits
that can be obtained, you have
a good chance of getting senior
management’s attention and
support. Make sure you have
documented statistical infor-
mation to share with senior
management showing the re-
turn on investment. Maintain a
database that tracks promo-
tions, productivity, or area
identified as needed by man-
agement of employees who
participate in their competency
development. Compare and
contrast this data with those
who are satisfied with main-
taining status quo.

Deliver and over-deliver in
quality, time, and format.
Quality -- the training provided
matches—even exceeds expec-
tations. Always conduct evalu-
ations of the training and audit
classes to see facilitator’s style
and techniques. Time -- keep
training on schedule. Time
away from the workplace to
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train is valuable. Make certain
the time is not wasted—
instructor needs to stay on
topic. Format -- maintain train-
ing focus as outlined in pro-
gram. Again, time is valua-
ble—following the program’s
format ensures all topics are
covered in a timely, profes-
sional manner. Plus, it can be
confusing to participants when
instructors jump around in
their training materials.

Make your training stick. Con-
duct follow-up activities for
participants attending the sem-
inar, and maintain log of pro-
gress achieved. Share infor-
mation with participants’ su-
pervisors. Prior to leaving the
class, have participants devel-
op and commit to an action
plan on how they are going to
apply the new knowledge
learned. Create a training part-
nership among learners, train-
ers, and supervisors. Supervi-
sors could include the applica-
tion of the skill(s) learned in
their employees’ performance
review. It does not have to be a
large part of the performance
review, just enough to attract
their attention and give them
the incentive to focus on their
professional development.

Establish credibility by follow-
ing through with what was
promised. Send quarterly
progress reports to senior man-
agement of employee training
and development status so they
can see individual and group
progress. This method is very
effective at keeping your train-
ing program on the radar so
make certain your reports

successful transfer of learning.

e Follow up and stay connected
with those involved with man-
agement and stakeholders. Be
empathetic to concerns and
willing to work with others to
find solutions. Encourage oth-
ers to bring a solution with
them when making you aware
of a problem.

These are just a few ideas that
have received measured success
for getting senior management
buy in for the civilian training
programs. Use these suggestions
as a guide at your command.
Once you establish what works,
your training programs have a
much greater chance of survival
and success. Good luck.

About Lynette Ward
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Whether you’re a front-line man-
ager or an executive in the C-
suite, there’s no excuse for not
knowing your competitors, your
customers, and your own core
competencies.

In his book Winning, Jack Welch
proposes some great strategic
questions that every company
should constantly ask:

1. Why are we in business?

You would be surprised at how
many businesses really cannot
really answer this basic question.
Over time, many businesses lose
touch with the mission and pur-
pose for which they came into
being. You are not in business
because you are supposed to be
in business. You are in business
to fill a need and create a value.
Last week one of my MBA stu-
dents asked me what to do when
his company could no longer
generate strategic options be-
cause there was literally nothing
for them to do. I replied, "What’s
your exit strategy?"

2. How good are we?

One executive that I know told
me that his best estimate was that
his new business would have, at
most, five competitors and he

knew that his company would be
the best out of those. "Really?" I
asked, testing his assumption. He
then did some research and soon
discovered he had more than 20
competitors and his company
wasn’t always on top.

Jack Welch recommends know-
ing what your competitors had
for breakfast and lunch -- and
having a good idea what they will
have for supper. Make it your
mission to dig in and root around
to learn everything you can. Use
public sources first and take in-
formation from anyone who will
talk to you. I like to say, "Steal
anything that is not nailed down,
especially good ideas and infor-
mation." In other words, if your
competitors have a good idea or a
benchmark process that you can
use, and you can obtain infor-
mation about it ethically, then use
it and improve it. Most of the
time a business is far from as
good as it thinks it is. Great com-
panies always have something to
learn.

3. Where did the customers go?

Sometimes an organization's
customers age or drift away.
Sometimes they are driven away.
Imagine trying to sell a single
function electronic camera to
someone today. A short time ago
when I took a picture of a new
great grand baby, one of our
grandchildren made the com-
ment, "A camera? A camera all
by itself? Do you know how long
it has been since I have seen one
of those?" If your company is
still trying to sell single function
electronic cameras or something
similar when customers have cell
phones with multi-mega pixel
resolution, or you are filling
some tiny low-return market
segment, ask: “Why?”

4. Can we sell that?

Find a lucrative market. Jack
Welch wisely says that you can-
not be everything to everyone.
You cannot even be most things
to most people. But you might be
able to find a good niche market
where you can be the right prod-
uct for the right audience. The
“where” depends on what you
have, market saturation, and in-
dustry maturity. When you can-
not find a market, either there is
no market or you are looking in
the wrong place. Maybe it is time
for that exit strategy.

5. Are we a commodity?

As CEO of GE, Jack Welch
dumped commodity items as fast
as he could. He did this because
of the ability to easily imitate,
going back to Porter's Five Forc-
es model. If the only thing that
differentiates your product and
another is the label, perhaps you
would be better off manufactur-
ing labels. It is okay for WalMart
to compete on price. They control
the distribution chain, they con-
trol the supply chain, and they
herd customers like cattle. Most
likely, as a commodity producer,
you are one of those companies
being controlled by the customer
or the distributor and finding
yourself herded, trying to have
just enough quality to be legal
and fighting such slim operating
margins that you’ll have to move
a huge quantity to compensate
for your low price.

So, blow up your own business.
Ask your team all the time: “Why
are we in business?” “How good
are we?” “Where did the custom-
ers go?” “Can we sell that?”” And,
“Are we a commodity?” You’ll
come away better equipped to
either do what it takes to win or
know when to abandon ship.
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Ed COI : FACTS & FIGURES

. Community average age is 50, (] Ed COI is moving from a tradi-
which is three years older than tional learning environment to
the average federal employee high-skill, knowledge-based,

technology driven learning alter-

e  Our Community is at risk of o
losing “corporate knowledge” in
our learning institutions as sig- e Changes in the learning environ-
nificant portion of the workforce ment demand an adaptable edu-

DID YOU KNOW? is eligible for retirement over the cation workforce
next five years.
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ployees baccalaureate degree
e 89% of the community’s e 1/3 possessing doctorate degrees
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e  Aging workforce with 58%
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*Source: FY 2013 Civilian Community
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