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The New Role for Facilitators 
	
	Introduction

We who teach in corporate classroom-based learning programs have a significant opportunity to increase the value of our contribution.  The increased value will come about when we shift our mindset from seeing our work as primarily delivering courses to delivering learning for application and improved results. 

The Old Finish Line

Formerly, our goal was to present a course well, for participants to learn, and for participants to rate our course highly.

In this model, participants were left to their own devices to figure how to apply what they learned.  As facilitators, we had no responsibility for post-course transfer and application.  We had no responsibility for what happened once participants walked out the classroom door.

The New Finish Line

The new finish line for course participants is to transfer learning to their work and apply it in ways that improve business and personal results.  

In the new results-based world, we will become facilitators of improved performance, as well as facilitators of learning.  We will be judged by how effectively our participants apply what they learn and, ultimately, by the results they achieve.  

 





The Reason for This New Role
	
	The Drive for a Results-Based Finish Line

We in Learning and Development have shown the companies we work for that we can teach employees important new skills, knowledge and behaviors. Our implicit promise has been that those we teach will improve their business and personal results by applying what they learn.  

But our promise of improved results is no longer sufficient.  Savvy line managers and Chief Learning Officers are asking program owners to show real evidence of the results their courses produce.  

The facilitator's new role is being driven by the need to:

· Show that learning does improve results

· Show the return on educational investments

· Better compete for scarce financial and time resources

The Importance of Application

The importance of application in achieving improved business results can be seen in this simple formula.  
(Learning) X (Application) = (Improved Results)

It is clear that if course learning scores 10 on a 10-point scale but participants return to their work and get busy on other things so that application is zero, then the value of the learning in terms of results is also zero.  If the learning is a 10 and the application is a 10 then the value of learning X results is 100.

Reducing the Scrap Rate of Learning

Compare learning and application to a manufacturing process.  If the course produces the learning, but the learning is not used, it has no value.  It is the manufacturing equivalent of scrap - something that cost the company time and money to produce but which is worthless.  Learning transfer is as important as the course itself, because where there is no application, there will be no improved results.

Our New Role
Thus, in our new role as facilitators of improved performance, we will be judged by how well we motivate and facilitate both learning and application on the job.


The Important Difference We Can Make
	
	First Question: Can Facilitators Make a Difference?

Research shows that facilitators significantly impact how well participants transfer and apply what they learn.  In one program that was run hundreds of times, the follow-through of participants ranged from 28% to 79%. 

The facilitators were the only difference from one group to the next. Everything else was the same – same length, same content, same kinds of participants from the same company. So it is clear that facilitators do affect the degree of follow-through and application.

Second Question: What Facilitator Practices Deliver Results?  

We as facilitators have three significant opportunities to increase the application of learning.  They occur early in the course when participants are first assembled, during the course, and at the end of the course.  

The most successful facilitators accomplish three things:

1. They set strong expectations for application and results.

2. They deliver the course in a way that makes it easy for participants to apply what they learned. 

3. They fully prepare participants to apply what they have learned.  

Third Question: How Will We Be Measured as Facilitators? 

A new set of measurement questions and automated tools will allow us to a gauge how effective we are in helping those we teach apply what they learn.  We will be able to use these measures to apply continuous improvement to our work and strengthen our ability to deliver results.

 


Step 1.  Set Expectations for Results 

	
	The first step is to clearly set expectations for application and results.   

We can do this by:

· Shifting the mindset of participants.  They need to understand that the course is a catalyst of action, not an end in itself

· Changing the time horizon to include both the course and a follow-through period of several months

· Sharing the value for participants of applying what they will learn during the course – answering the WIIFM question for them

· Talking about the outcomes of the course once it is applied

· Telling participants that they will be supported during the follow-through period

· Helping participants visualize the application period as a critical link between learning and results:

· Providing participants a schematic of how follow-through management with Friday5s® will support their application and accelerate the achievement of results.

* Give participants an excellent example of what it means to really apply what they have learned.  If the course has already run, share an excellent completed Friday5s by a strong user.



	
	


Step 2.  Teach For Transfer

	
	The Most Valuable Learning

Learning is most valuable and a true priority when it is directly applicable and valuable to one's work. The earlier a participant can put learning into action the better.

We as facilitators can enhance the transfer by doing three things well during the course.

1.  Continually tie the content and experience of the course back to the work the participant does.  The best is when we can paint vibrant pictures of the learning being used in a way that clearly provides benefit for the participant and the company.

2.  Call time-outs during the course to give participants time to think through how they want to apply what they are learning.  Rather than just ask participants what they are learning, at the end of each section ask participants what they want to most apply when they return to work.  By keeping a running log of ideas to implement, participants will have all their best ideas for action in one place.

3.  Speak with enthusiasm about how learning can be applied.  In courses that are given on a repeating basis, the best examples are those taken from the actions and successes of earlier participants. 

The best picture we can keep in our heads is the real finish line of the course, several months later, when learning has been so well applied, that results are improved.  

We should view the course and our roles as catalysts and starting lines,  rather than the end of the learning experience. 



Step 3.  Prepare for Application

	
	There are four important steps in preparing participants to apply their learning: 

· Showing them how Friday5s works and getting them to talk about how it will benefit them.

· Helping them set strong priority goals

· Defining application steps

· Creating and practicing an elevator speech

Setting Priority Goals

We find that using a goal template produces better goals.  The basic formula is to identify the desired outcome, the benefits ("so that...") and the indicators of success (how participants will know they have arrived. 

Defining Application Steps

Participants need to define the most important steps they have to take in order to accomplish their goal. It is unrealistic to think that participants will have time to do this planning after they return from a course with the deluge of emails, voice mails, and problems that have piled up while they were away.  It is important to have them be fully prepared when they leave.

Creating and Practicing an elevator speech

Participants need to be able to communicate three things concisely and effectively when they return to work. 

· Their key take-aways from the course

· What they have committed to accomplishing

· How others can help

Preparation to use Follow-Through Support

Friday5s needs to be positioned as a powerful support tool.  The best way to engage participants is to ask them to think through how it can benefit them while it is being demonstrated.  Then participants can be asked to call out the benefits (such as keeping goals top of mind, engaging their manager, staying connected to the group, etc.)



	
	


4. Measuring Our Effectiveness 

	
	New Measures of Facilitator Success

The goal of improved application and results leads to a new set of measurement criteria for facilitators.  Such measurement will provide a baseline for each of us upon which we can continuously improve.  

The measurement contains three parts: metrics collected through the course evaluation form, analysis of course output, and actions that participants take after the course.

Measurement Examples
1. End-of-course evaluations will include three additional items that participants will rate on the same Likert scale as other post-course items. 

· I am well prepared to apply what I learned

· I am motivated to apply what I learn

· The goals I set are a priorities for me to accomplish

These will enable us to judge our effectiveness in preparing those in the course for transfer and application.  Two comment questions can be added: What was the one thing the facilitator did that most helped your preparation?  What was the one thing the facilitator could have done to improve your preparation for application?

2. The course output will also be judged by looking at the quality of participant goals.

· Are the goals specific?  Do they have a clear timeline? 

· If accomplished, will they create real value?  

3.  Participant application will be automatically tracked:

·  Percent of participants who complete the first Friday5s update (since this is the one that facilitators most directly impact)

Continuous Improvement

As facilitators we want these metrics as soon as possible, so we can understand our current level of mastery and where we can improve.  With these data in hand from several programs, we will be able to fine-tune our skills so that we can excel in our new results-based role. 
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