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Problem
I am an Employee Relations/Learning and Development Manager at an Early Childhood
Education Non-Profit in Denver, CO. At my organization, we have a school, a
development program, a Research and Evaluation Department and a Policy
Department, as well as an administration department. We all have professional
development that we are required to do throughout the year, but the team that I’m on
does not have the bandwidth to track and develop training for every group. As a result,
many of the professional development we do, around 40% of the organization does not
feel as if it’s pertinent to their role.
Though throughout the year we have six professional development days, the trainings
taught throughout the day can usually only be utilized by the school staff which include
primarily teachers and social workers. We are an accredited organization by three
different accreditation standards, so unfortunately, most of the training is focused on
these positions that have a direct impact on early childhood learning and family
engagement. Many organizations have this issue when it comes to trainings and
professional development of staff due the urgency of trainings compared from one
group to another.
This is an issue about the other 40% of our staff because they are just as valued as the
“school based” staff, but we’re not giving them the professional development that they
need on the dedicated days for staff development. According to a study conducted by
betterbuys.com (n.d.), of 2000 individuals that took their survey:
-

42% wanted in-house training

-

44% wanted online based training
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Professional development helped with staff retention as well. The survey showed that
employees with professional development were 34% more likely to stay at an
organization than with an organization without.

For my change project, I began implementation on the space in which staff can begin
to go for all their training needs. One of our primary focus at our organization is to
serve those with limited opportunities in our city. Though this is a wonderful mission
and creed to operate by, at time, it hinders us in many decisions that are made for the
organization. Also, we’re led by individuals that are reluctant to change unless it’s
something that all individuals within the organization will benefit from. (Which is
extremely hard when we have quite a few staff that refuse to utilize technology the way
it should be) In order for this project to be successful, I had to start with the systems
we already have in place, and start building out from there. Phase one of the project
would include:
-

moving all training resources from various locations on the network into one
web-based application

-

categorizing training into various topics

-

allowing staff to upload certificates, class rosters and quizzes as proof of training

-

build out a database to track training dates and due dates for next trainings

Phase two of the project (slated to begin in July, 2018), will include building out the
library and implementing a “University of Trainings” that will be primarily e-learning
based.

Intervention
The decision to house all trainings in one place was decided upon when there was a
reorganization within our organization and the “Learning and Talent” team was formed.
As described in the problem above, a key factor to staff retention is professional
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development, and the organization realized that we should be a catalyst in our field
when it comes to staff training. The goals of the first part of the project would be for
staff to:
-

Easily find where training material is located

-

Track professional development

-

See and locate development checkpoints

-

Keep up to date with compliance trainings

Since I was leading this project, I decided to use Ely’s Eight Conditions that Contribute
to Implementation (1999). Though phase one seems as if it could be a simple roll out, it
needed to be implemented with very little flaw or else we’d see pushback from end
users.
Ely’s Eight Conditions Are:
Dissatisfaction with the Status Quo
Knowledge and Skills Exist
Availability of Resources
Availability of Time
Rewards and/or Incentives
Participation
Commitment
Leadership
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As a group, we had to look at each of these for successful implementation of phase one
of this project.
Dissatisfaction with the Status Quo – The question was posed, “why do we need
to change what we’re doing now?” The immediate thought that came into my head was
Williams and Turk’s (2010) image on their site explaining the Eight Conditions.

The individuals that we went to for the initial kickoff of this project did not know there
was a problem at hand. We had trainings located in 3 different areas within the
organization’s network, two of which, if you started after 2014, you didn’t know existed.
The Learning and Talent Team saw a trend of staff not knowing where to go to find
specific trainings or training materials, and we had to fix this.
Knowledge and Skills Exist – We began the migration into a system that everyone
has access to and where information can be accessed anywhere within the
organization’s network. Moving trainings from older technology (SharePoint) and also
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from permission access granted folders in our network drive to an easy to find resource
in our web-based self-service portal, gave our staff the ability to find and access any
training they may need.
Availability of Resources – We already had the resource we wanted to use in place.
This was not going to cost the organization any money to utilize this system. During a
professional development day, we did present to our staff a “How to Access Training”
training that was attended by only approximately 20 staff.
Availability of Time – During the implantation of this phase, this was one of the
hardest parts we struggled with. Though it seems as if it would not be difficult and take
time to move things, there were so many resources in places all over the network, we
had to dedicate time to doing this project.
Rewards and/or Incentives – The team’s thought on this was that the reward was
ingrained into the project. The staff was rewarded with easier access to trainings, due
dates and an easier way to get credit for the trainings that were completed over time.
Participation – We’ve received comments from staff where they are frustrated with
the new system and they don’t like to have to upload their trainings. We understand
that this is a culture shift and we’re still allowing them to send completed trainings to us
via hardcopy, but we’re phasing that out by August, 2018.
Commitment – The team that is running this has set weekly dates to check if we’ve
received trainings and to update the compliance database. We’ve had issues in the past
of “lost trainings” and we want to ensure that we’re not making staff re-take any
trainings or lose credit for not being in trainings.
Leadership – For this project to work, we partnered with our director team to
encourage the use of our new system. We’ve also expressed to staff that we have an
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open-door policy for help with accessing or uploading any training that could be
needed.

Timeline for Implementation
February 2 – Begin the build of new section of Self Service Portal
February 19 – Begin upload of trainings and resources into the Self-Service Portal
March 12 – Begin database for tracking trainings
March 19- Show directors, ask for feedback
April 2 – Launch for staff, ask for feedback

Evaluation Plan
For this project to be successful, we’re going to have to measure the use of the page,
and the amount of uploads we’re receiving. Also, we’re going to have to measure the
use of the database with the compliance dates. If we see a significant drop in
individuals that are out of compliance, then the first phase of the project will be a
success.

Expected Findings
I expected that the new portal for trainings would be successful. Though we are an
organization that has some reluctance to change, we’re also an organization that
appreciates when things are easy. Storing and collecting trainings in a central place and
staff having access to a compliance database that will give staff more awareness to
when they need to attend or complete trainings, will make things easier on all in the
organization.

Description of Implementation
Finding the right system that we are already using was key to this being successful. In
our payroll/Human Resources Information System program, we have a section that is
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referred to as the “Self Service Portal” in which items can be easily uploaded,
downloaded and accessed on the network. We decided to use this because it’s cloud
based and we won’t be reliant on our server, which has the tendency to malfunction.
Working with my team, we created a new section in the portal that we called “Training
and Professional Development” in which we can add links and downloadable resources
for the staff.
Once we built out the section and subsections in the portal, we began to locate the
trainings we already have in place in various places in our network and combine them
into the system. This step was difficult because we started to experience issues with
slow uploading with some video trainings.
As we began the building of the database, we realized that the Self-Service Portal would
not support a live database within it. We had to move this to our “shared” drive, which
did take it off the cloud. This means that staff would have to be hard wired into our
own network to access this, but it was better than having no database at all. We’re
working with the developer figure out a way to make this a living document within the
program for a future rollout.
When we began the staff rollout, we did not receive feedback for change from any
directors that needed to be addressed for change. As stated earlier the only feedback
we received from staff was the difficulty with uploading documents, which we are going
to address.
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Findings
We’ve only been up and running for a couple of weeks, but things are running smoothly
as far as we can tell. So far we’ve heard very little complaints about access, the only
thing we’ve heard that is an issue is uploading, which, is probably user error.
The compliance database has been the most welcomed by staff so far, even though it’s
not located in the same system as where the training is being held. Being able to track
when they need to have certain trainings or trainings in certain competencies
completed by has been helpful in staff staying compliant with local and state needs.

Conclusion
Overall, this change process is going to continue to help us move forward in the future
with overall staff training and tracking. Using the expertise within our team and
including Ely’s Eight Conditions that Contribute to Implementation set us up for success
within this project.
I am aware that we have a long way to go but I think the program that we’re using in
the meantime can only be temporary. To truly be successful in this project, we’re going
to need a dedicated Learning Management System or we’re going to need our own
cloud server on our dedicated network. Though we’ve done quite a bit, we need
training and the compliance database located in the same system to ensure
consistency.
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