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Case Analysis #26
BRIEF SUMMARY

Insulware, a major manufacturing company, had awarded Instructional Media Solutions (IMS) a contract to redesign a two-day instructor-led course for online delivery.  Because of its success, IMS was awarded to develop an entire web-based university for 66 Insulware facilities. Although this was great for IMS, Catherine Nelson, the lead instructional designer, was not sure they will be able to fulfill the bigger contract.  The main reason she thought that was because of her past experience with Dan Layton. 
Dan Layton is the programmer for IMS and is in charge of programming and building the online course. He is very disrespectful and uncooperative with the team. One reason is because his father is the CEO of the company. Another reason is because he got offered a high-salary job and everybody at IMS doesn’t want him to leave, so therefore, he has the power to do basically whatever he wants.  Patricia Morrison was Insulware’s training director and was involved on the first project that IMS had developed. Although the project was complete, there were a lot of internal problem with Catherine and Dan.  
Catherine first noticed Dan’s attitude when they were meeting up with Patricia for the first time to discuss the project. Dan was wearing jeans and had his feet propped up on the edge of a nearby bookcase, acting very disrespectful.  Dan also mocked her Ph.D. degree. As the first project began, Catherine soon found that Carlos had down a 150:1 development ratio for creating and testing the Insulware training.  Catherine thought that 300:1 development ratio was more realistic but Carlos wanted to bet low so they can continue to get more business from them. As the project progressed Catherine started to have more problems with Dan. Dan never replied back from Catherine’s emails, and he continued to mock her about her education by saying that “if I had more education, I would be laughed at by my co-workers.”
As Catherine was conducting her instructional analysis, she soon found out that the existing training was not realistic to the learners that were using it. So she decided to change the curriculum a little bit. Pat soon expressed her opinions by saying that she did not want to change any of the training materials and wanted a uniform approach that would benefit all the facilities.  So instead of changing the curriculum, Catherine decided to make the learning as interactive as possible. After she was finished with the storyboards, she showed it to Patricia in which she approved. The main problem was that Dan did not agree with some of the interactivity in the instructions. He decided to change Module 8 so it would cut down on the interactivity, because he thought that all of the interactivity was too unrealistic for the time he’s been given to develop it.  When Pat viewed all of the modules, she approved all of the modules except for module 8. She demanded it to be change to the original storyboard that Catherine had made. When Dan received Pat’s feedback, he made the changes without further protest.
As we can see, there was a lot of frustration on the part of Catherine. She is just not sure that she can work on another project with Dan.  Since this next project will be much bigger than the first, Catherine will need more instructional designers in her group.  But Catherine’s group already knows about Dan’s attitude and is very nervous of him and afraid to approach him with any questions.  How will Dan be able to cooperate with Catherine’s team?
IDENTIFY THE KEY ID ISSUES/PROBLEMS

Following are the key ID issues and problems that need to be addressed:

1. Dan is disrespectful and uncooperative
a. Dan would wear jeans and put his feet on a bookcase while meeting with a client (Insulware).

b. Catherine’s groups of instructional designers are nervous and afraid of Dan. 

c. Catherine is not sure if she can handle working with Dan on another project again.  She does not feel that Dan can cooperate with Catherine or her team.
d. Catherine feels that Dan does not respect her intelligence in her work.

e. Dan does not agree with all of the interactivity that Catherine puts on the storyboards.

2. Carlos Martinez’s 150:1 development ratio is way below the realistic 300:1 ratio that Catherine estimates.

a. The time constraints will cut design, development, and testing time.

b. Time will become one of the most critical factors.
c. Carlos wanted to bid low to get the project so that IMS could get more projects from Insulware. Because they agreed on this ratio, Insulware will expect this ratio for all every project that IMS does. 

ISSUES FROM PERSPECTIVES OF KEY PLAYERS

Following are the issues from perspectives of key players that need to be addressed:

1. Catherine Nelson:
a. Catherine is not sure whether IMS will be able to fulfill a bigger contract because the previous project had many internal problems.
b. Catherine and Dan cannot get along very well.  Catherine feels that she needs to prove to Dan that she really know what she is talking about and that her education was an asset to the company.
2. Carlos Martinez:
a. Carlos is very busy with other projects and doesn’t have a lot of time to review storyboards with Catherine. 
b. Carlos sees Catherine as very knowledgeable and competent in her ID work and feels that she is capable of leading the project.
3. Dan Layton:
a. Dan feels that Catherine’s doctorate degree in Instructional Technology is useless and feels that people would laugh at him if he had more education.

b. Dan does not feel that all of the interactive is necessary in the storyboards that Catherine wrote. One reason is because of the lack of time. There is just too much interactivity for the time that’s available. The second reason is that he feels the practice activities that Catherine built are worthless. It seems that Dan does not trust in Catherine’s competence and he feels that he knows more about storyboarding than her.
4. Patricia Morrison:
a. Patricia does not feel that instructional analysis is necessary for the online instructions. She feels that the existing instructions are very successful in the past.
b. Patricia is really concerned about over budgeting and wants to keep the costs of the project down.

IDENTIFY POTENTIAL RESPONSES/SOLUTIONS
Following are the potential responses/solutions for each issue/problem that need to be addressed:

1. Find another programmer to replace Dan.
a. Since IMS doesn’t want Dan to leaving the company, Dan will keep being disrespectful and uncooperative and he will always get away with it as well.  If IMS can find another programmer who is just as talented as Dan and is cooperative and respectful, then they can give Dan an ultimatum. Either he can change his attitude or IMS will hire someone else to replace him.
2. Learn to live with Dan’s disrespectfulness and uncooperativeness.

a. Since his dad is the CEO of the company, it would be very hard and dangerous to complain about his attitude.  Also, since the company doesn’t want Dan to leave the company to go somewhere else, he feels very confident about his job security.
b. Catherine can find ways to have Dan respect her and her team.  
i. One way could be to work on more projects with Dan.  As they work on different project together, they will continue to argue about design and storyboard decisions. Once Dan realizes that Catherine is an expert in her work, he will begin to respect her more and be more cooperative towards her design decisions. As Dan begins to respect Catherine more, he will also respect her group members as well.
3. Re-negotiate with Insulware about the development ratio time.

a. Let Patricia know that the 150:1 development ratio is a very short amount of time and will result in poorer quality of the instructions and design.  Since Insulware is please with the past project that IMS has worked on, they will be more likely to negotiate a higher number of hours for every hour of deliverable instructions.
4. Keep the development ratio (150:1) the way it is.
a. Patricia really wants to keep the cost down for the project and does not want to over-budget. It is unlikely that Insulware will extend the hours for every hour of deliverable instructions. 
b. Catherine and the rest of IMS will have to work harder and longer to keep up with the development time.

POTENTIAL CONSEQUENCES FOR ISSUE/PROBLEM IF UNSOLVED

Following are the potential consequences for each issue/problem if unsolved that need to be addressed:

1. Dan will continue to be disrespectful and uncooperative, like he always has been.  Catherine will continue to be frustrated and stressed out by Dan’s actions. Catherine’s group will be too afraid to approach Dan, fearing that they will get yelled at. 
2. Catherine and the rest of the project team will have to work twice as fast as they’ve normally been working on past projects. Because of the quickness, the quality of the project will be much poorer than if they had more development time.
ADVANTAGES AND LIMITATIONS OF RESPONSE/SOLUTION

Following are the advantages and limitations of each potential response/solution that need to be addressed:

1. Find another programmer to replace Dan.
a. The advantage of finding another programmer to replace Dan is that there will be less tension, stress, and uncooperativeness among Catherine, Catherine’s group, and other fellow employees at IMS.  Catherine will be able to work less hassle and arguments about her design decisions. Catherine’s group will feel less nervous and afraid. 

b. The limitation of finding another programmer to replace Dan is that there is no guarantee that the new programmer will be as productive, less disrespectful, or less cooperative than Dan.  He might even be worse in other ways. Another limitation is Dan’s father’s (CEO).  He might not be please with the news and might give all of the employees a hard time about it.

2. Learn to live with Dan’s disrespectfulness and uncooperativeness.

a. The advantage of learning to live with Dan’s disrespectfulness and uncooperativeness is to please the CEO (Dan’s father).  Also, this can allow Catherine to prove that she is an expert in what she does and hopefully he will begin to respect and cooperate with her more.
b. The limitation of learning to live with Dan’s disrespectfulness and uncooperativeness is that Catherine will continue to be frustrated with Dan’s actions. Catherine’s group will also continue to be nervous around Dan and be afraid to approach him with questions. Dan will also continue to be disrespectful to other (clients, Catherine, and other co-workers).

3. Re-negotiate with Insulware about the development ratio time.

a. The advantage of re-negotiating with Insulware about the development ratio time is that Catherine and the rest of the project team will have more time to develop the online instructional training. Because of the increased time, each hour of training will have better quality and clarity.
b. The disadvantage of re-negotiating with Insulware about the development ratio time is that Patricia and Insulware might award the project to another company instead of IMS. Patricia mentioned that she wanted to keep the costs down and not over budget. 

4. Keep the development ratio (150:1) the way it is now.

a. The advantage of keeping the development (150:1) ratio the way it is now is that Patricia along with Insulware will be very pleased because the development time and cost is very low.  Also, because of the low development ratio time, Insulware will most likely keep rewarding more projects to IMS.
b. The disadvantage keeping the development (150:1) ratio the way it is now is that it will put more work on Catherine and the rest of the project team.  They will have to work much harder and spend many overtime days to keep up with the project.
RECOMMENDATIONS FOR BEST RESPONSE/SOLUTION

Following are the recommendations for the best response/solution that needs to be addressed:

1. Learn to live with Dan’s disrespectfulness and uncooperativeness.

a. It will be too hard and too time consuming to find a replacement for Dan. Dan has more experience with the company and is familiar with the clients and their needs. Since Dan is familiar with Insulware and their needs, it will be much easier for him to adapt and work on different projects with them. Catherine is a strong leader, and if she keeps her ground, Dan will eventually respect her expertise and her ability to make design decisions. With the respect and cooperation of Catherine, Dan will also most likely treat her group members with the same respect.
2. Re-negotiate with Insulware about the development ratio time.

a. The current 150:1 development ratio is too short of time to create one hour of instructional deliverable.  Insulware must understand that in order for IMS to continue to create quality products, more time must be administered.  If Insulware does not agree on Catherine’s 300:1 ratio projection, then maybe some other time can be agreed upon (at least more than what they have now).
Case Analysis #2

BRIEF SUMMARY

Sam Bell is the training manager for NorthCentral Bank (NCB). He oversees all training for the 2,000 branch offices and the 37,000 employees. NCB has increased competition and wants to cut cost and operate as efficiently as possible. Sam has done an analysis and determined that moving the paper-based training to computer-based training (CBT) will reduce costs significantly. If the CBT training goes well, Sam will get a promotion. If the CBT training does not go well Sam will lose his job. 

Sam bought CBT software and trained developers to implement a beta CBT training course for bank tellers. When the training was done he sent to some select branches to beta test it. Sam had expected enthusiasm for the training but instead received skepticism. Some of the training supervisors were afraid of the technology and procedures involved in implementing the training. Sam was in a crunch. He received a call from a friend to go to lunch. At lunch Sam explained his dilemma to his friend. His friend suggested that Sam should approach it from a marketing standpoint and that he was basically introducing a new product and had to convince the users to buy it.

IDENTIFY THE KEY ISSUES/PROBLEMS
Following are the key ID issues and problems that need to be addressed:

3. NorthCentral Bank (NCB) has increased competition
a. Costs need to be cut

b. Current paper based training requires tremendous maintenance.

c. NCB has always emphasized on-the-job training supplemented by paper-based instruction.
d. Has limited funding for training
4. Sam is the training manager and is required to help NBC cut costs

a. Sam wants to do a good job and be promoted

b. Sam will lose job if training does not work

c. Sam decides to convert paper based training to computer based training

d. Sam has a CBT course designed.

e. Sam gets unsupportive feedback from CBT 

f. Sam must get support for CBT

ISSUES FROM PERSPECTIVES OF KEY PLAYERS
Following are the issues from perspectives of key players that need to be addressed:

1. NorthCentral Bank (NCB)
a. Competition is fierce. To survive it must cut cost and operate more efficiently.

b. NCB has always emphasized on-the-job training supplemented by paper-based instruction.
c. Training must stay within a limited budget
2. Sam Bell

a. Sam has done an analysis and determined that moving the paper-based training to computer-based training (CBT) will reduce costs significantly
b. Sam creates a CBT
c. Sam cannot get the support he needs to implement the CBT

3. Training supervisors

a. Resists Sam’s CBT because of fear on technology and lack of PC skills.

b. Will have to solve any training problems that crop up

c. No additional PC training will be available 

4. David Townsend

a. Tells David that the problem is a marketing one

IDENTIFY POTENTIAL RESPONSES/SOLUTIONS
Following are the potential responses/solutions for each issue/problem that need to be addressed:

1. Take David’s advice and treat the problem by using marketing skills

a. Convince the training supervisors that the CBT training will cut costs and actually make their jobs easier.

b. Convince the training supervisors that the CBT will help the employees learn faster and better.
c. Show the training supervisors that they can follow the employee’s progress and make changes to help problem areas of training.
2. Sam can order the training supervisors to implement the training 

a. This would convince some training supervisors that this is a serious endeavor that must be implemented. 

POTENTIAL CONSEQUENCES IF ISSUE/PROBLEM IS UNSOLVED
Following are the potential consequences for each issue/problem if unsolved that need to be addressed:

1. Sam will lose his job

2. Training can get worse and more expensive

3. NorthCentral Bank (NCB) can become less competitive and go out of business
4. All 37,000 employees can lose their jobs
ADVANTAGES AND LIMITATIONS OF RESPONSE/SOLUTION
Following are the advantages and limitations of each potential response/solution that need to be addressed:

1. Take David’s advice and treat the problem by using marketing skills 

a. The advantage of using marketing skills is that they convince the training supervisors that it’s in their best interests to implement the CBT.
b.  The limitation is that they might not be convinced and resist. 

2. Sam can order the training supervisors to implement the training.

a. The advantage of ordering them to implement the training is that they have no choice but to. It is their job to take orders from the boss.

b. The limitation is that it may anger them and cause stress that could even make some good trainers quit.


RECOMMENDATIONS FOR BEST RESPONSE/SOLUTION

Following are the recommendations for the best response/solution that needs to be addressed:

1. Take David’s advice and treat the problem by using marketing skills.

a. Sam will convince the training supervisors that the CBT is the way to best serve NorthCentral Bank, the training supervisors, and the employee’s so that NCB can stay competitive and open for business.

TIE-IN
TECHNOLOGY
1. Both cases involve moving existing training to a different medium
a. Case #2 involved moving their existing training to a CD-ROM and PCs connected to NCB’s proprietary intranet.
b. Case #26 involved moving their existing training online.

2. Both are realistic to the Learner

3. Both have interactivity
a. In Case #2, Sam and the team are designing a CBT curriculum which will be interactive to the learners.

b. In Case #26, since Catherine could not change the design documents, she decided to make the instructions as interactive as possible.
ATTITUDES
1. Employees are Unsure and Uncooperative and that has a big impact on design and development.

a. In Case #2, some of the employees were skeptical about the CBT, and they don’t feel that they are ready for this kind of technology. This has a great impact on how Sam will give the training.
b. In Case #26, Dan’s behavior is very uncooperative and disrespectful to Catherine and the entire project team. This had a great impact on how Catherine did her designs and work habits.

2. Both Sam and Catherine want to do a good job and keep their jobs

