


. By the fourth week, the new hire was ready to learn how to make
product recommendations. Now the learner was well practiced in
opening the call and questioning the client. Skill was being developed
in recommending products in terms of benefits to the customer.

. The fifth week focused on product demonstrations. Now the learner
was ready to show how the machine can meet the customer's needs.

. The sixth week covered methods for closing the sale. Learners were
now applying the concepts from opening through closing.

The third component of the intervention, and one that was critical to its
success,addressed the environmental aspect: the new-hire learning manager
(NHLM). This was a full-time, onsite position. The NHLM monitored
activities,answered questions, and coached the new hires every day.Without
someone in the environment to perform these activities, learning would be
limited. It is doubtful that learners would have even completed their activi-
ties. New hires reported to the NHLM during the 45-day period. This was
also the person who delivered the classroom portions of the continuum.

The NHLMs completed a three-week program to prepare them to facili-
tate the learning continuum. They were required to have sales expertise to
ensure that they could help learners at the job level. They needed to know
all of the processes and procedures that sales representatives are expected to
follow for process-levelsupport. They had to have highly developed coach-
ing, observational, and feedback skills. Organizationally, the NHLM was
the liaison between the SEL organization and the local Xerox business unit.

The learning continuum was piloted in eight locations during the
March-May 1998 timeframe. The results were very positive from learners,
NHLMs, Xerox managers, and agency owners. Level 1 results indicated
100 percent satisfaction with the continuum.

New-hire learning managers from 30 other Xerox locations were trained
during the last half of 1998 for a nationwide implementation of the inter-
vention in 1999.

EVALUATION

As the new-hire learning continuum has just been implemented, we have
not yet completed all levels of evaluation. However, the intervention does
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offer the opportunity to evaluate at five levels. This section explains the
evaluation plan and data collected to date. The SOFA methodology was
again used.

Level 1 was the assessment of the learners' reaction to the continuum

via a survey instrument. Learners were asked their reactions to the content
of the program, the facilitation of the NHLM, usability of learning mate-
rials, and their own ability to perform as desired. A five-point rating scale
was used to measure their reactions. The survey results to date of approx-
imately 300 new hires indicate that

. 100% were satisfied or very satisfied with the content of the
continuum.

. 100%were satisfied or very satisfied with the facilitation by the
NHLM.

. 100% were satisfied or very satisfied with the usability of the
materials.

. 97% felt they could achieve all learning objectives.

Level 2 was the assessment of actual learning or development of knowl-
edge and skill. We used various methods, as appropriate for the medium
and method of learning, to assess learning. For example, self-study com-
ponents designed to develop knowledge contained self-tests for knowledge.
Most of the Level 2 evaluation was performance based to assessactual skill
development. Throughout the continuum, the NHLM appraised perfor-
mance both in the classroom and during field visits and provided the appro-
priate feedback and coaching.

The final two weeks of the continuum served as an overall performance
assessment to test everything in the new-hire continuum. To evaluate their
selling skills, new hires were given a mock sales lead in which the "cus-
tomer" was their NHLM. They were to call on the "customer" and close
for an appointment. If the new hire did not meet the established criteria,
the "customer" did not close and the new hire was required to call again.
During the visit, the new hire needed to uncover all necessary information
about the "customer." If the right questions were not asked, the new hire
did not get the information required to continue the sales cycle. The pur-
pose of the call was to close for a product demonstration and proposal.
Any information not uncovered during the call became an objection when
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