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Equity, diversity, and inclusion (EDI) topics
have become central areas of focus in
leadership development programs across
industries and fields. EDI leadership training
efforts often involve significant focus on
awareness-building of the individuals who
participate. Organizations that provide and
support these training efforts often intend to
realize positive organizational impact as a
result of the investment in these programs.
However very little is understood about how
building awareness of a topic, such as EDI,
leads to significant impact. Therefore, it is
essential that we better understand how the
transfer of learning in EDI leadership
programs occurs, and of what barriers might
prevent the transfer of learning.

This quality improvement study seeks to
develop insights and recommendations for
effectively designing and delivering equity-
focused leadership development programs.
The project, done in partnership with the
Georgia Leadership Institute for School
Improvement (GLISI), assessed efforts to
effectively develop GLISI team members as
capable and confident equity-focused leader-
facilitators.

The findings and recommendations of this
improvement study serve to inform both
internal equity leadership strategy
development as well as how GLISI might
serve their clients in developing equity
leadership capabilities.

The principal focus of this study was to better
understand how to design and execute an
equity-focused leadership development
program that is transferable and useful.
Transfer of learning occurs when participants
are able to demonstrate skills gained in a
learning program with effectiveness and
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through continued application in their roles
(Foley & Kaiser, 2013). Holton’s Learning

Transfer Model was used for the evaluation
of GLISI's equity-focused “train-the-trainer”
program (Holton Ill, Bates, & Ruona, 2000).

This model allowed for elements of program
design, organizational environment, and
participant abilities to be considered as either
barriers or catalysts to the transfer of
learning for the GLISI team.

The following study questions served as
guiding areas of focus in this effort:

o Do GLISI team members feel like
they can apply what they are
learning?

o What personal, program design, or
organizational factors are
influencing the GLISI team’s
transfer of training potential?

o How does the GLISI team perceive
their facilitator training experience
to be affecting their ability and
confidence to facilitate equity-
focused programs?

These guiding study questions delivered the
following key findings were developed
through analysis of both quantitative and
gualitative data:

The GLISI team reported a high level of
general confidence about their ability to
overcome obstacles in order to utilize new
learning. However, they rated their current
capacities of time, energy, and mental space
to apply what they are learning in the equity-
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focused training program extremely low.
Though there may be many factors
contributing to their perception,
observational data confirmed that the subject
matter itself is a driving factor of the
diminished personal capacities felt by the
team.

The GLISI team does not yet see either
positive organizational benefits and rewards
for employing the new skills they are learning
or negative organizational repercussions if
they do not apply what they are learning.

The GLISI team perceives that improvements
can be made to the content and format in
order to promote transferable use of the
training, specifically, participants perceive
that more time should be provided to
practice and discuss the content.

Little time was given for participants to either
conduct situational role-play practice or to
develop observational skills related to the
content being delivered.

Because this quality improvement study was
directed towards offering insights and

VANDERBILT UNIVERSITY E’ Peabody College

LASHLEE 2020

improvement suggestions, the data analysis
and key findings led to the following
recommendations:

GLISI should consider establishing a series of
small group sessions that will allow team
members to continue practicing the use of
the equity-focused leadership skills. By doing
so, GLISI can influence and ideally overcome
several of the identified barriers and
underlying challenges being felt by team
members.

GLISI should continue to monitor how team
members feel they are developing in the
equity-focused leadership and equity-focused
program facilitation skill areas. Regular
assessment will ensure that deeper
understanding of the most critical barriers is
developed and can also bolster perceptions
of continued support from the organization.

GLISI should consider developing a behavioral
framework that describes actionable, visible
steps that are indicative of an equity-positive
posture. This framework could serve as a
roadmap for successful behavior change for
GLISI as well as for developing their own
equity-focused client programs.
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I Strong leaders transform lives.
district customized training. The

mission of GLISI, to “uplift school Our Mission...
Uplift school leaders >

The Georgia Leadership Institute
for School Improvement (GLISI) is an
independent, nonprofit organization of

educators, leadership and education

professionals that supports other
educator leaders through cohort model

leadership programs as well as in-

leaders, transform mindsets and action,
Transform mindsets and action >

create vibrant cultures of innovation, Create vibrant cultures of innovation >

Build excellent and equitable schools

and build excellent and equitable

schools,” is translated in their offerings
into skill development in key leadership
areas. The offerings are designed to
equip teachers and leaders to “work
together to create thriving school

cultures for students and adults alike” (www.glisi.org, 2017).

Alongside GLISI's flagship cohort model, a retreat-style program known as Base
Camp and Leadership Summit established in 2002, school districts now also can partner
with GLISI's team of educators to create in-district programs that allow district leaders

and teachers to develop shared understandings, new skills, and district-wide strategies.

Specifically, GLISI developed a social-emotional learning leadership competency
framework, which is referred to as Leader SEL, that serves as the foundational

framework for programs designed for school organizations.
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Effective Leadership Includes...

* Actionable Self-Reflection
* Generative Relationships

* Cultivation of Trustworthiness
GLISI’S

LEADER SEL * Meaningful Conversations
COMPETENCIES * Thinking Systemically

* Equity Consciousness

“Creating conditions where connection
occurs and factors like race,
geography, and income do not predict
belonging and thriving.”

(www.glisi.org, 2019)

Programs such as GLISI's Culture of Belonging and Learning Together
(COBALT), which launched in 2019-2020 were designed to specifically expand these
social-emotional learning (SEL) leadership skill sets for participants. The COBALT
program was piloted with two school districts in the state of Georgia: Carroll County
School System and Clayton County Public Schools. GLISI also utilizes these same
Leader SEL competencies with their own full-time staff and team of consultants, as they

continually strive to model the behaviors associated the Leader SEL competencies.

Recently, GLISI engaged in a strategic process to further define and practice the
equity consciousness competency with their own team. GLISI defines the practice of
equity consciousness as, “Creating conditions where connection occurs and factors like
race, geography, and income do not predict belonging and thriving,” (www.glisi.org,
2019). As a part of a multi-year strategic initiative, GLISI is actively working to develop
their own equity consciousness in the aspirational as well as in actionable day to day
behaviors that exemplify this core leadership capability. This process contributes to
GLISI's commitment to providing effective equity-focused leadership programs for

their clients.
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GLISI's recent strategic efforts to intentionally focus on the equity consciousness
competency is similar to one shared by many organizations right now (Newkirk, 2019;
Agovino, 2020). As more organizations focus on equity, diversity, and inclusion within
leadership development initiatives, it is critical that GLISI's team share a collective

understanding and approach to facilitating greater equity consciousness.

In their strategic work of further defining their own equity-centered goals and
practices, GLISI determined the need to engage their full staff and consulting partner
group in a training program geared towards building greater understanding of and
language about equity in the context of GLISI's services. The goal of this effort is to

develop shared practices that promote equity and inclusivity.

Another intended outcome of GLISI's equity consciousness strategic platform is
to equip their team with the capabilities that are essential to delivering equity-focused
training programs to their client districts. As educational leadership experts and
program facilitators, the GLISI team must be equipped to lead others in the ever-

growing area of focus that is equity, diversity, and inclusion.

To better equip their team of full-time staff and program consultants in the space
of equity-focused leadership and equity program facilitation, GLISI is first aiming to
ensure competence and confidence among their own team by participating in a training
program. This train-the-trainer style program was designed a series of workshops that
allowed the GLISI team to be introduced to equity-focused leadership content, which

included theory, awareness-based frameworks, and actionable role-play scenarios.

Prior research has shown that challenges exist in awareness-based leadership
development programs and those will likely be factors for GLISI’s team as facilitators
(Limeri, et al., 2020; Marshall-Mies, et al., 2000). So, while this study primarily served to
inform GLISI's own staff training efforts moving forward, it also allowed the team to
consider some additional recommendations for the design of their future client

programs in this same content area.
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Leadership development practitioners need to have a fundamental
understanding of how useful and transferable training programs are. Particularly in an
area that is largely awareness-based in nature, as is the case with equity consciousness,
transfer of training can be difficult (Serensen, 2017; Ninan, Feitosa, & Delice, 2020). This
type of training typically involves work done by participants to increase their
awareness of “their own and other cultural assumptions, values, and biases,” (Atrain,
2017, p.6). But studies show that such introspection does not always actually improve
self-awareness, nor does it necessarily build skill and ability that would allow for
changes in behavior (Eurich, 2018; Ninan, Feitosa, & Delice, 2020). As more school
organizations move towards a focus on ED], the need to understand the impact of such

programs is paramount for GLISI (Simmons, Brackett, & Adler, 2018).

PROBLEM OF

PRACTICE f"‘\

#- SEL and EDI Leadership training is a primary area of work for GLISI.

#- It is difficult to both deliver and measure effective training in these
areas for several reasons, including that these types of training are
largely awareness-based in nature.

#- GLISI has a critical need to understand how best to equip their team
members to confidently and effectively facilitate equity-focused
leadership programs.

#- This study evaluates how the GLISI team perceives their ability to
effectively facilitate equity training as a result of participating in GLISI’s
facilitator training program.

In order to effectively meet this emerging demand, GLISIs staff must be
equipped as capable and confident facilitators and leaders in equity-focused programs
of learning. But existing literature and research indicate important challenges, both in
the broad area of leadership development training as well as in the relatively new area
of EDI training. It is critical that GLISI examine the efforts they are engaging in to
create subject-matter expertise in this area. Therefore, this organization seeks to study
the effectiveness of their “train the trainer” program, as well as learn from the

experience how it might design and execute its own equity-focused training programs.

VANDERBILT UNIVERSITY ‘7 Peabody College
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The challenge to effectively equip leadership facilitators to deliver equity-focused,
awareness-based programs requires a close examination of three areas of existing
literature and research: leadership development programn effectiveness,
equity/diversity/inclusion (EDI) training, and learning transfer via the lens of learning

psychology.

Leadership development program (LDP) designers and facilitators, both in
education and corporate leadership development fields, have long grappled with how
to accurately measure and communicate instances of transferable skill usage as a direct
result of program participation (Snoek & Volman, 2014; Burke & Collins, 2005; Johnson,
Garrison, Hernez-Broome, Fleenor, & Steed, 2012; Gilpin-Jackson & Bushe, 2007). LDP
design has been studied and evaluated across decades of activity and evolution, as well
as across various platforms of delivery, yet no consensus has formed around the most
effective form of delivery that results in transfer of learning. The illusive qualities of
effective leadership development remain a challenge to scholars and practitioners alike

(Day, Fleenor, Atwater, Sturm, & McKee, 2014).

Despite the lack of clearly defined factors that lead to successful transfer of
learning and thus adoption of new skills into daily organizational contexts, and the low
effectiveness reported in the majority of studies of leadership program impact,
leadership development continues to be a multi-billion-dollar industry in the United

States each year (Couch & Citrin, 2018; Kaiser & Curdy, 2013).

Compounding the relatively low impact of these programs is the additional
challenge of current trends in LDP subject matter. LDPs are often designed as an
“integrated approach that involves the interplay between leaders and followers and
socially based concepts,” (Lacerenza, Reyes, Marlow, Joseph, & Salas, 2017, p. 1687). In

recent decades, this has created a shift towards a focus on emotional intelligence, social

10
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and interpersonal skills, and, more recently, inclusive and equitable leadership, as a
means for supplying leaders with learning experiences that are designed for advancing
their skills in these socially focused areas. As such, a closer examination of the nature of
these content areas is a relevant and necessary avenue of scholarship, if the intended
outcome of these types of leadership training experiences is that participants are able to

transfer their learning into practice in their organizations.

While there are notable behavioral skills associated with interpersonal
communication, such as feedback and conversation protocols and developmental
coaching processes, often the content and intended outcome of these types of LDPs is
increased awareness of individuals. This is the case with topics such as equity or
inclusion, which are often introduced as a combined intrapersonal and interpersonal
subject matter, meaning that there is often a focus on building awareness and adjusting
mindset as well as a focus on interpersonal and interactive skills that embody such a
mindset. While this type of program might align with the traditional view of leadership
development as involving both “within- and between-person change patterns,” it
remains difficult to both effectively deliver and measure true impact to program
participants as well as to their organizations (Day, Fleenor, Atwater, Strurm, & McKee,

2014, p. 64).

Researchers who have studied cognitive processes involved in various
leadership development topics note that often there is a metacognitive element to
effective leadership. Leaders, in this case participants in LDPs, must learn not only the
direct and interactive skills and their cognitive foundations, but also a process that
allows them to monitor, or reflect, on their own thinking in these areas (Marshall-Mies,
et al., 2000). In particular, it is challenging to see progress being made because this work
is primarily about mindset shifts, which happen incrementally and internally, not

necessarily right away in those more visible, behavioral ways (Limeri, et al., 2020).

11
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Leadership program participants often report gaining many new insights during
their program experiences, but those light bulb moments often do not translate to
actionable progress or change back on the job for those same leaders. Researchers who
have studied the effectiveness of LDPs refer to this as the transfer problem (Baldwin,

Ford, & Blume, 2017; Holton III, Bates, & Ruona, 2000).

The challenge to transfer new learning about leadership competencies, such as
equity or inclusion, is often due to barriers like the lack of connection or relevance of the
training content in relation to real-world demands, the lack of support or opportunity
back in the day to day of the organization to use the new learning, and importantly, that
the subject matter often remains theoretical, so figuring out how to apply the learning is
left up to the participants (Holt, Hall, & Gllley, 2018; Sgrensen, 2017; Ninan, Feitosa, &
Delice, 2020).

But as Serenson notes in his study of LDP impact, there is a significant and
relevant area of research that can contribute to evaluation but that has often been

neglected in the leadership-development field: the work on learning transfer (2017).

CHALLENGES
WITH LEADERSHIP
DEVELOPMENT
TRAINING

Leadership development is a multi-billion-dollar industry, but
the effectiveness of LD programs remains elusive in research.

!
{

. 81% of organizations say LD programs are not effective
(Loew, 2015)

ime ‘

. “the transfer problem” (Baldwin & Ford; Blume; Holton)

-

. The challenge to apply new learning comes from a variety of
sources: (Sorenson, 2017)
. Relevance to real-world challenges
. Lack of support and opportunity within the organization

] Theory =) Application is up to the learner

12
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Capturing experiences indicative of transfer of learning is paramount in the field
of learning psychology, where scholars have long considered the transfer of learning to
be the most important topic in their field (Leberman, McDonald, & Doyle, 2006).
Studied primarily at an individual level, transfer of learning occurs when participants
are able to demonstrate skills gained in a learning program with effectiveness and
continued application in their roles and responsibilities (Foley & Kaiser, 2013). But
because organizational leaders often communicate a desire to see culture change as a
result of investing in leadership development programs, practitioners need to be able to
measure and demonstrate program impact that goes beyond personal learning to real
organizational impact (Ray & Goppelt, 2011; Crawley-Low, 2013; Vitello-Cicciu,
Weatherford, Gemme, Glass, & Seymour-Route, 2014; Peters, Baum, & Stephens, 2011).

Learning transfer scholars note the complex and dynamic process involved in
effectively adopting new skills as a result of attending a learning event, such as a
leadership training program (Bates, Holton, & Hatala, 2012). When learning involves
“open skills,” defined by Peter Drucker as capacities which are more abstract and
theoretical, such as awareness-based leadership competencies like equity consciousness,
it is notably more complex to measure and track the successful transferability of those

newfound awareness-based insights into active skills (Serensen, 2017).

The work done to understand learning transfer has also pointed to certain factors
that have the potential to influence the successful adoption of new behaviors as a result
of attending a training program. Those influences stem from three primary
contributing sources: the individual participant (learner), the programs of learning
themselves (program design, content, and delivery), and the organizational
environment (culture, processes, and structure). Baldwin, Ford, and Blume note that
the transfer problem continues to be pertinent to practitioners, as they recognize that
upwards of 75% of leaders report dissatisfaction with training program outcomes

(Baldwin, Ford, & Blume, 2017).

13
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Individual attributes have been closely studied as key contributors to learning
transfer. Given that the behavioral choice to enact new insights from a learning
experience is ultimately controlled by the participants, this is a critical area of this body
of research. Efforts have been made by scholars to better understand both a learner’s
motivation to learn and their readiness to apply new learning. A learner’s self-efficacy,
or general belief in her own abilities, has been shown to be a catalyst in prompting
learning transfer activities (Stevens & Gist, 1997). Specifically, the learner’s readiness
can be influenced by high levels of perceived self-efficacy, which can work to create
momentum for a learner to seek out ways to apply new skills after training events.
Therefore, when considering how to measure the potential for transfer of learning to

occur, evaluative tools that include a self-efficacy component are critical.

Research also suggests that other personal attributes must exist alongside self-
efficacy in order for transfer of training to successfully occur. In Serenson’s learning
transfer research, which focused specifically on leadership development program
transfer, he identified other unique learner attributes that might contribute to effective
learning transfer. Among the intrapersonal factors noted in his study were general
motivation to transfer and individual motivation to learn, with the latter serving as a
precondition to the former (Noe, 1986; Serensen, 2017). These studies indicate that this
type of “trainability” is not only important in the willingness of a participant to engage
in the training itself, but also serves as a foundational attribute that encourages transfer
once the training concludes (Noe, 1986). Because of this, factors that might increase

such motivations should also be evaluated when determining transfer potential.

In addition to the personal attributes of individual participants, transfer of
training can also be influenced by what the organizational environment either provides

or lacks. Organizational culture of learning and the structure of support, reward, and

14
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accountability in the practice of new skills are also vital to effective learning transfer.
Because participants will be attempting to apply what they learn in the living context of
their organization, researchers have noted the significance of organizational climate as a
strong determinant of transfer potential. A key factor that creates the potential for
transfer of learning to occur is ample opportunity to use the newly acquired learning
once back in the daily organizational environment is important (Kirwan & Birchall,
2006). Understanding if such opportunity exists, and how the participants perceive
those opportunities to be available is yet another important step to evlauting transfer

potential in any given learning event.

An important component of the organizational context and the impact it has on a
learner’s transfer efforts is the social network that exists which might serve as a source
of support. A group of supportive co-workers and leaders that encourage and even
facilitate opportunities for using new skills may also be a key factor in successfully
transferring new knowledge and skills back into the organizational environment.
Learning transfer scholars generally agree that support from immediate supervisors
and the network of peer support that a learner experiences is vital to a successful

transfer of new learning (Cromwell & Kolb, 2004; Chiaburu & Marinova, 2005).

A third and obvious area of learning transfer research is the impact of the
program of learning itself. Transfer potential can be impacted by both what and how
the training is being delivered. Much has been studied about the applicability of
program design and content, with distinctions made about unique challenges felt when
engaged in open skill development, which are those skills that are perceptual and
dynamic in nature, such as managing interpersonal conflict or coaching others (Kim &
Callahan, 2013). Compared to closed skill development, which involves more fixed and
procedural skills, the design of a program for the open skills that are often taught in
leadership development programs should be developed with as much connection to the

daily challenges and situations that the learners are likely to encounter as possible.

15
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Creating this kind of the relevancy and proximity between the training content
and real-world scenarios is called near transfer capability (Kim & Callahan, 2013;
Chiaburu & Marinova, 2005). Essentially, the design of the training program should
include elements that mirror, as closely as possible, those likely scenarios so that the
learners are already trying out their new behaviors and skills in situations that are
“near” to those common experiences they are set to have upon program completion.
Additionally, a focus on designing these open skill programs with thought given to the
frequency and spacing of the program format has also been considered an important
step in creating the type of positive content design impact that would lead to successful

transfer of training (Chiaburu & Marinova, 2005).

Interestingly, very little is noted about the role of the facilitator as a possible
influencing factor of learning transfer. A 2016 study conducted an evaluation of
facilitator attributes that contribute to training effectiveness, making the connection to
learning transfer research and terminology, but this study did not identify strong links

to the direct influence of the facilitator (Chukwu, 2016).

16
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CHALLENGES
WITH EDI
LEADERSHIP
TRAINING

Transfer of training is
particularly challenging in the
specific area of equity, diversity, and
inclusion (EDI) competency
development, as it is an emerging
field of focus within larger social-
emotional leadership development
efforts. Organizations often include
equity, diversity, and inclusion (EDI)
as primary elements of their mission,
vision, and values statements, or it is
listed as a specific strategy or area to
improve in yearly strategic goals
(Ferdman, 2014; Roberson, Kulik, &
Pepper, 2009).

These statements of support
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Organizations articulate

“performative” support

for EDI initiatives, with
good intention.

EDI is messy. It is
subjective and
emotional. It means
confronting personal

world views.
(Comer & Soliman)

Organizations struggle
to define training goals,
and mandatory events
become “check the box”
training.

Personal Awareness is

tough to measure.
(Wierzchon et. al; Singal)

Awareness == Action

Behavior change that

stems from increased
awareness is a fledgling

science.

for greater EDI, however well-intended they might be, are rarely attached to clear

measurements, reference points, or benchmarks that would indicate what success might

look like if the strategies are implemented successfully. While EDI training efforts are

intended to serve as an effective gateway for organizations to increase awareness of

these important topics, they are often designed as mandatory “check the box” events, in

which little is measured beyond mere compliance and attendance. This falls short of

internalized practices that would indicate that an organization has evolved to truly be

inclusive (Holvino, Ferdman, & Merrill-Sands, 2004).

Academic research and analysis on the impact of EDI leadership training is still

forming, but organizations like GLISI that hope to be on the leading edge of developing

VANDERBILT UNIVERSITY V Peabody College
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equity-centered leadership training programs should note the following early
conclusions of inherent challenges:

o Lack of Consistent Behavioral Indicators of Effectiveness- A lack of consistency
exists across the varied frameworks and competency models that are currently
being utilized in EDI training programs, such as those GLISI is engaged in, so
clear indicators of effective behavioral growth and development have yet to be
developed (Taylor, et al., 2018; Boekhorst, 2015; Cottrill, Lopez, & Hoffman, 2014;
Allen, 2017).

o Subjectivity and Emotionality - EDI leadership training involves degrees of
subjectivity and emotionality, as confronting individual, personal world views
and personal attitudes about diversity are a necessary piece of building
awareness (Comer & Soliman, 1996).

o Measuring Implicit Bias and Personal Awareness - Implicit bias awareness is
central to the focus of EDI leadership training, but a fundamental understanding
of how to accurately and effectively measure individual awareness is unclear.
Researchers in the cognitive psychology field of study continue to evaluate just
how to measure one’s awareness on topics such as these (Wierzchon,
Anzulewicz, Hobot, Paulewicz, & Sackur, 2019; Singal, 2017) .

o Awareness to Action (Behavior Change) - Measuring behavior change that stems
from increased awareness also appears to be a fledgling science. To date, my
efforts to discover an evidence-based, defined set of behaviors that would be
indicative of a posture that might be considered “equity-focused” have been

unsuccessful.

Together, this research suggests that there are overlapping considerations of
leadership development program transferability, the three critical elements to effective
transfer of training- the individual, the organization, and the training program itself-,
and the emotionally complex challenges inherent in the subject matter of equity,

diversity and inclusion that should be evaluated as having impact on the GLISI team.
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In order to effectively guide this quality improvement study, three research
questions emerged from the literature on transfer of training and serve as guides to
research design and recommendations. Because of the nature of this study, the intent
was to gain insights that would direct recommendations for overall improvement of the
training for the participants and for their future work as facilitators of equity-focused

leadership development programming.

Primarily, this improvement study is directed towards understanding how
capable leaders feel to transfer awareness-based content into practice. The review of
literature pertaining to the transfer problem experienced in many leadership development
programs means that a key focus of this study should be if GLISI is also experiencing
this common challenge. This question allowed for analysis of how the GLISI team
experienced their facilitator training program and its applicability in their
organizational roles. In the most general yet important terms, this study is aimed at

understanding if the training is perceived as transferable and useful.

Considering the factors that the literature on transfer of training indicate to be
key contributors for successful participant transfer of skills, it was also important to
attempt to understand what specific factors are leading to the GLISI team perceiving
themselves as capable of using the knowledge they are gaining in their program.
Utilizing a conceptual framework that allowed for data-gathering and analysis of
various factors that serve as learning transfer catalysts, this question guided the
evaluation of three clearly defined elements that might influence program participants’
transfer capability. A desire to provide improvement recommendations as a result of

this study required an understanding of the separate, yet connected, factors that are 1)
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individual in nature, 2) products of the design and delivery of the program and content,

and 3) related to the organizational environment.

This third question directed evaluation towards a deeper understanding of the
role that equity-focus subject matter might have to influence perceptions of ability and
levels of confidence. The existing, yet limited, research about the challenges inherent to

EDI subject matter served as the basis for this research question.
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“Good transfer conditions are a prerequisite to learning outcome and thus to
leadership-development interventions.” (Serensen, 2017).

Investigating the defined areas of this study in order to better understand the
usefulness of GLISI's facilitator training required the use of a conceptual framework
that could situate the context and the content that GLISI is utilizing. Therefore, careful
consideration was given to the evolution of the research and subsequent models of

learning transfer and leadership development program design.

Galli and Miiller-Stewens note that a defining element of leadership as a
construct is the interaction between the individual serving as the leader and the social
and interpersonal environment where those leaders work (Galli & Miiller-Stewens,
2012). Because of this interactivity, a full understanding of one’s ability and potential to
transfer new learning into everyday practice requires that both the leader-as-learner
and the organizational environment be evaluated as possible contributing factors on
transfer. A third component often conceptualized as having a primary role in
influencing transfer potential is the training program itself: the content, the program
design, and the specific skill practices employed (Holton III, Bates, & Ruona, 2000).
Holton’s Learning Transfer Model (as seen below in Figure 1), often referred to as the
“Holton Model,” was developed as a result of E. F. Holton III's original research
regarding evaluative processes for determining training effectiveness and his interest in
developing an evaluative model that considered various intervening variables (Holton
I E. F., 1996). This model allows for evaluation of the potential role that each of these
factors- the participant, the program, and the organizational environment- plays in the

successful transfer of new learning (Holton III, Bates, & Ruona, 2000).
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Figure 1. Learning Transfer System Inventory: Conceptual Model of
Instrument Constructs
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The selection of Holton’s Learning Transfer Model as the conceptual framework
employed in this study stemmed from a thorough review of its” use within the context
of leadership development programs. This model also has generalized validity across
industry and training type, as well as broad ethno-cultural demographics (Bates,
Holton, & Hatala, 2012). Importantly, Holton’s model builds on the foundational
framework and earlier research conducted by Baldwin and Ford (1988) as well as
Rouiller and Goldstein (1993). Generally speaking, the various learning transfer models
have similar and often overlapping variables, so Holton’s model should not be seen as
entirely unique. However, because Holton’s model attempts to incorporate personal,
organizational, and program design elements necessary for successful transfer of
learning, it was selected for this study (Baldwin, Ford, & Blume, 2017; Rouiller &
Goldstein, 1993).
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Baldwin and Ford’s work allowed for the concept of learning transfer to be
defined as effective application of new training in which the new learned behaviors are
sustained through use in the organization over time (Baldwin, Ford, & Blume, 2017).
Additional research by the Rouiller and Goldstein team extended Baldwin and Ford’s
work with conceptualization of a transfer-climate framework (Rouiller & Goldstein,

1993).

A critical consideration in the selection of Holton’s Learning Transfer framework
was the subject matter of GLISI’s facilitator training program. Equity, diversity, and
inclusion (EDI) training, often part of larger organizational initiatives related to these
topics, has potential to backfire if not reinforced through extensive post-program efforts
(Holvino, Ferdman, & Merrill-Sands, 2004). Combs and Luthans evaluated how self-
efficacy factors into successful EDI training efforts (Combs & Luthans, 2007). Noting
the lack of direct research to evaluate EDI training efforts, this team evaluated self-
efficacy relative to participants’ perceived confidence and belief that they are capable of
changing behaviors and adopting modes that align with “EDI-positive” actions.
Evaluating “domain-specific” self-efficacy in this way provides evidence that one’s
belief in themselves in the unique skill area of EDI is important (Bandura & Wood, 1989;
Das, 2017). Evaluating “domain-specific” self-efficacy in this way provides evidence
that one’s belief in themselves in the unique skill area of EDI is important (Bandura &

Wood, 1989; Das, 2017).

While little academic research or practitioner reporting is available that clearly
describes effective methods of evaluating learning transfer in the EDI training space,
Holton's framework was selected because it incorporates both the self-efficacy and
personal factors, as well as those environmental factors that might also serve as
catalysts for successful transfer of EDI mindsets and behaviors. While Holton’s Model is
not the only transfer of training framework that allows for this combined focus, the
environmental factors of this model included some key areas of interest for the GLISI

team, such as peer support and coaching.
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Holton’s foundational framework for understanding training impact is based on
the theory that learning outcomes and indeed the transfer of learning is cultivated
through influences of personal, program, and organizational factors (Holton III, Bates,
& Ruona, 2000).

Table 1: Holton’s Learning Transfer Variables Defined

Constructs Definitions I

Motivational factors

Motivation to transfer Trainees’ desire to use the skills and knowledge learned in
training program or a work setting

Transfer effort - performance Expectation that learning transfer efforts will contribute

expectations improving job performance

Performance - outcomes expectations Expectation that increased job performance will lead to
valuable and meaningful recognition

Trainee characteristics

Learner readiness State of individuals that make it possible for them to
participate actively in a given learning activity

Performance self-efficacy Individuals’ general confidence that they will be able to
overcome obstacles that hinder learning transfer

Environmental factors

Employee-supervisor relationship

Supervisor support Extent to which supervisors or managers provide
opportunities for learning transfer

Supervisor sanction Degree of opposition, negative feedback, and lack of
assistance to learning transfer from supervisors or
managers

Performance coaching Formal and informal process of equipping employees with
the knowledge and skills to improve their job performance

Work-group related factors

Peer support Degree of support from peers for learning transfer

Resistance to change Extent to which current organizational culture is perceived|
by employees to hinder or disapprove learning transfer

Reward system

Personal outcomes — positive Extent to which employees believe that learning transfer
leads to positive outcomes for the employees

Personal outcomes - negative Degree to which employees perceive that not transferring
learning will result in negative outcomes in the employvees

Ability elements

Ability to apply learning to the job

Opportunity to use Extent to which trainees are given the opportunity, tasks,
and resources to transfer leaming on the job

Personal capacity for transfer Extent to which employees’ workload, time, personal
energy, and mental space promote or inhibit learning
transfer

Training design

Perceived content validity Degree to which trainees perceive that the knowledge and
skills taught in training are consistent with job
requirements and performance expectations

Transfer design Extent to which training has been designed to link learning]|
with job requirements by using the relevant training
methods, examples, and instructions

Source: Holton et al. (2007, pp. 398-9)
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The Learning Transfer System Inventory was developed by Holton and his team
in order to enable measurement of the 16 unique training factors (see table below) that
are organized across personal, programmatic, and organizational categories, and that

are theorized to facilitate the transfer of new learning (Kim & Callahan, 2013).

Using this conceptual framework and the validated and widely used Learning
Transfer System Inventory (LTSI), this quality improvement study seeks to understand
elements of each of the three main factors that affect learning transfer: the unique
learner, the facilitation of the program, and the organization in which the participant
explores new skills. Holton’s 16 variables are measured across three primary areas of
generalized influence: ability, motivation, and environment. The design of this

instrument is illustrated in Figure 2.

Figure 2: LTSI Conceptual Framework

& 7 13 "

ABILITY MOTIVATION ENVIRONMENT TRANSFER OF
, , LEARNING
Content Validity Motivation to Transfer Supervisor Support
Transfer Design Learner Readiness Supervisor Sanctions
Personal Capacity Performance Self-Efficacy Peer Support
Opportunity to Use Transfer Effort-Performance Personal Outcomes - Positive
Expectations Personal Outcomes - Negative

Performance-Outcome Expectations Performance Coaching
Resistance to Change

Adapted from www.ltsinventory.com

Because this study seeks to provide actionable recommendations, the LTSI is
appropriate as a data-gathering tool as it was developed to be diagnostic in nature. As
can be seen in Table 2, Holton’s research team has noted the intended appropriate uses
for the LTSI, many of which align with the scope of this quality improvement study and
the GLISI Team’s efforts.
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Table 2: Suggested uses for LTSI assessment

Holton, Bates, & Ruona’s Suggested uses for LTSI
To assess potential transfer factor problems before conducting major learning interventions
As a part of follow-up evaluations of existing training programs
As a diagnostic tool for investigating known transfer of training problems
To target interventions designed to enhance transfer
To incorporate evaluation of transfer of learning systems as a part of regular employee assessments
To conduct needs assessment for training programs to provide skills to supervisors and trainger that
will aid transfer

O O O O O O

Adapted from Development of a generalized learning transfer system inventory
Holton, Elwood F, lII; Bates, Reid A; Ruona, Wendy E A. Human Resource Development Quarterly; Hoboken Vol. 11, Iss. 4, (Winter 2000): 333-360.
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This exploratory study was designed to utilize a primary source of Quantative data, along with
supplemental and informal qualitative efforts that served the purpose of further understanding
and illuminating the context that the Quantative results reveal. Additionally, document
analysis was conducted for the purpose of further understanding the organization and the

specific training program studied.

As Holton’s Learning Transfer Model was utilized as the directing conceptual
framework for this study, the Learning Transfer System Inventory (LTSI) was selected
as the survey tool. The LTSI includes 52 questions that are answered using a forced-
choice, five-point Likert scale that ranges from Strongly Disagree (1) to Strongly Agree
(5). These 52 questions were developed to assess perceptions of learning transfer
related to personal/individual factors, program design and content influence, and the
role of the organizational environment. As can be seen in Figure 2 these types of factors

are distributed across three main areas: ability, motivation, and environment.

The LTSI has evolved through empirical research and validation efforts since
1997, with Version 3 of the survey now in use in 17 countries and 14 different languages
(Bates, Holton, & Hatala, 2012). Developed to assess the 16 variables of Holton’s
Learning Transfer Model, this self-report survey measures “individual perceptions of
catalysts and barriers to the transfer of learning from work-related training” (Bates,
Holton, & Hatala, 2012, p. 549). The research team that developed the LTSI has since
conducted exploratory factor analysis studies multiple times as further work to
articulate and measure the factors being studied were deemed pertinent to the

evolution and validity of the instrument.

Utilization of the LTSI is provided on a licensed basis, and as such, researchers

involved in individual study efforts, such as this particular study, are not provided
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access to full factor analysis. Rather, the LTSI is administered through an online portal

and the subsequent factorial analysis and data compilation is done prior to the primary

researcher receiving data outputs.

The researcher is provided with two forms of results data:

1. Raw data of questionnaire responses via Excel spreadsheet (see Appendix A)

2. LTSI Report (see Appendix B)

The LTSI Report includes analysis and interpretation across the 16 variables and is

designed to provide a full feedback and recommendations report to groups regarding

the results of the study. The composite scores for each of the unique variables is

provided in this report, which indicates which areas serve as Strong Catalysts, Weak

Catalysts, or Barriers to learning transfer. These categories identified by the LTSI

reports are defined by their composite score. Strong catalysts are those individual

variables with composite Likert scores of 4.00 or higher, weak catalysts are the variables

with mid-range composite scores, and barriers are variables with the lowest composite

scores. These 16 variables are reported across the three general areas of transfer factors

noted above: ability, motivation, and environment. Tables 3-5 provide the definitions of

each variable as categorized into these three areas of influence.

Table 3: Learning Transfer Conceptual Model: Ability Variables

Holton's L.earning Iiransfer Conceptual Model: Ability: Variables

Variable

Definition

Extent to which trainees are given the opportunity, tasks,
and resources to transfer learning on the job

Extent to which employees’ workload, time, personal energy,
and mental space promote or inhibit learning transfer

Extent to which training has been designed to link learning
with job requirements by using the relevant training
methods, examples, and instructions

Degree to which trainees perceive that the knowledge and
skills taught in training are consistent with job requirements
and performance expectations

Adapted from Holton et.al. (2007, pp. 398-9)
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Table 4: Learning Transfer Conceptual Model: Motivation Variables

Holton's l.earning Tiransfer Conceptual Model: Motivation Variables

Trainees’ desire to use the skills and knowledge learned in a

training program or a work setting.
e S Hesineee - Expectation that learning transfer efforts will contribute to

improving job performance

Individuals” general confidence that they will be able to
overcome obstacles that hinder learning transfer

State of individuals that make it possible for them to
participate actively in a given learning activity

Individuals” general confidence that they will be able to
overcome obstacles that hinder learning transfer

Performance — Outcomes Expectation that increased job performance will lead to

Expectations valuable and meaningful recognition
Adapted from Holton et.al. (2007, pp. 398-9)

Table 5: Learning Transfer Conceptual Model: Environment Variables

Holton's [learning Transfer Concentual Vodel: Environment Variables

Varble  Definition

Resistance/Openness to Extent to which employees believe that learning transfer
Change leads to positive outcomes from employees

Performance Formal and informal process of equipping employees with
Coaching/Feedback the knowledge and skills to improve their job performance
Personal Outcomes — Degree to which employees perceive that not transferring
Negative learning will result in negative outcomes in the employees

e Clreeies - Jesiiie - Extent to which employees believe that learning transfer
leads to positive outcomes for the employees

Peer Support Degree of support from peers for learning transfer

Supervisor Support Extent to which supervisors or managers provide
opportunities for learning transfer

Supervisor Sanction Degree of opposition, negative feedback, and lack of

assistance to learning transfer from supervisors or managers
Adapted from Holton et.al. (2007, pp. 398-9)
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The LTSI also includes five questions that are optional and demographic in nature.

Of the 18 respondents in this study, 13 individuals elected to answer either some or all

of those demographic questions. Those 13 individuals represent 48% of GLISI’s team.

LTSI Optional Demographic Questions:

What is your gender?

What is your job title?

Including this training, how many work-related training programs provided by this
organization have you attended in the last 12 months?

My main goal for engaging in this learning experience was . . . (check the one that best

fits)

O O O O

(@)

Personal interest or growth

To develop job-related skills or knowledge
Required by employer

Needed for job-related certification
Preparation for job advancement

What is your age?

During the course of this study, it was determined that an additional step of

observational data gathering also take place so that broader insights might be

developed regarding the results of the LTSI survey. Specifically, it was important to

take steps to better understand the context for some of the areas that were determined

to be barriers during the quantitative process.

Because this study was limited to only surveying one team that was participating

in this type of facilitator training, and because there were no existing benchmarks to

understand how this team responds to facilitator training that involves other areas of

leadership focus besides equity consciousness, more insight was needed about the

initial findings.

Therefore, an observation was conducted during the team’s second facilitated

session of their facilitator training program. There were two goals for this observation
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period. The first goal was to better understand the specific content that the GLISI team
was being exposed to during their program, as the specific content and subject matter
has the potential to be conflated with the overall design and delivery of the program.
The other goal of this effort was to capture evidence of how the participants were
perceiving usefulness and transferability of the new skills to which they were being

exposed during the program.

Notes were taken during the training session and were recorded by hand and
were converted to a spreadsheet later for easier thematic analysis. Additionally, the
program facilitator asked key questions within the session that were responded to by
participants in the chat feature of Zoom. Those questions and comments were
downloaded after the session and analyzed as well. As these were direct and open
responses to questions that directly related to this study’s focus, these were interesting

and enlightening to review in the context of the research questions posed.

Documents about the GLISI organization, their facilitator training program, and
their equity consciousness strategic initiative were also analyzed. These documents
were supplied by GLISI and were reviewed both prior to administering the LTSI and

again as subsequent analysis once the data collection was complete.

Because this training program was situated within a concerted strategic effort to
further define, develop, and embody the leadership competency that GLISI indicates is
“equity consciousness,” it was important to understand larger, contextual elements that
might have factored into the findings of this study. Additionally, when considering this
study’s goal of providing recommendations for quality improvement within the equity-
focused training initiative, it was critical that any such recommendations be provided in
the context of other organizational efforts. Ideally, this study’s recommendations work

in alignment with such efforts.
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Importantly, one document provided by GLISI served as a key datapoint for this
study. GLISI supplied the feedback from the initial train-the-trainer session that was
provided through an internal post-session survey tool. This data was analyzed in
relationship to the findings of the LTSI and several of the verbatim comments provided

context for the recommendations provided in this study.

The study sample was comprised of both GLISI's full time staff of 11 individuals
and their 16 contracted partner consultants. Because this study primarily focused on
the impact of the equity facilitator training sessions, the sample was narrowed down to
reflect only those individuals who were in attendance for the first train-the-trainer
session, which was a total of 22 team members. Of those, 18 individuals completed the
LTSI survey that was used as the primary data source, which resulted in an 82% return
rate. Twenty-one team members were present during second session of the training,
which was held on October 13t. This session yielded the supplemental qualitative data

that was used to further understand the findings of the LTSI survey.
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Personal Capacity: This factor is a
Extent to which individuals have the time, energy 1 1.41 BARRIER because it
and mental space in their work lives to make \
changes required to transfer learning to the job. should score HIGH

Implication: Transfer does not magically happen. To be successful, the transfer process must be managed. Part of that management
comes in taking steps to assure that trainees find the time and energy in an already busy work life to apply new leaming on the job.
Trainees stressed by trying to catch up on work they missed because of training attendance, overloaded schedules, or the pressure of

tough production schedules will have less energy and opportunity to use new leaming. Scores on this factor help us understand the extent
to which an individual's® workload, schedule, personal energy, and stress-level facilitate or inhibit the application of new learning on-the-
0D.

Leamer Readiness: This factor is a
Extent to which individuals are prepared to enter “ 344

and participate in training with clear goals and 9} ’ because it should
expectations. score HIGH

Implication: The support of supervisors is consistently an important factor in high performing transfer systems. Supervisors play a
crucial role because of the unique, profound, and broad capacity they have to improve leaming transfer: they control resources, job

assignments, set performance expectations, and are key sources of coaching, feedback, and reinforcement. In short, they are able to use
fundamental supervisory competencies and apply these to support and improve learning transfer in their organization. This scale helps us
understand how effective supervisors are at supporting the leaming transfer efforts of their subordinates.

Examples of LTSI Variables from Feedback Report (Appendix B)

The LTSI was administered to GLISI's full team of both full-time and contracted
consultant facilitators and coaches that attended the first session of the equity-
consciousness focused facilitator training program. The survey received an 82% return

rate with 18 out of 22 initial program participants completing the questionnaire.

The LTSI report (see Appendix B) provides a summary of the composite average
scores for each of the variables, and those are individually noted as either Strong
Catalysts, Weak Catalysts, or Barriers to transfer of learning. The LTSI provides these
categories within the feedback as a means for describing which variables are indicated
to be strongly influencing transfer of training either positively (Strong Catalysts),
negatively (Barriers), or are currently perceived as neutral or slightly positive in nature
(Weak Catalysts). The following table includes all variables reported in ranked order,
from highest overall average scores- which denote the strongest areas of transfer

capability, to the lowest- which indicate the biggest barriers present for this team in

33

VANDERBILT UNIVERSITY V Peabody College
®




BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS

LASHLEE 2020

their learning transfer potential. Two items of note, Supervisor Sanction and

Resistance to Change, are reverse scored on the Likert scale. These two variables are

considered to be stronger catalysts the lower their scores. These are noted with an

asterisk below.

Table 6: GLISI LTSI Variable Rankings

Variable Ability/Motivation/Environment Average Rating on 5-pt Scale
Supervisor Sanction* Environment 1.19
Resistance to Change* Environment 1.26
Peer Support Environment 4.54
Transfer Effort- Performance | Motivation 4.54
Expectations
Opportunity to Use Ability 441
Performance Self-Efficacy Motivation 411
Motivation 3.94
Ability 3.81
Motivation 344
Motivation 341
Ability 337
Environment 322
Performance Coaching Environment 2,69
Personal Outcomes- Positive | Environment 2.56
Personal Outcomes- Environment 1.67
Negative
Personal Capacity Ability 1.41

Legend: Strong Catalysts;

Barriers; *denotes reverse ranking items
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Figure 3: GLISI Ability Variables: Results
Ability Factors
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Figure 4: GLISI Motivation Variables: Results
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Figure 5: GLISI Environment Variables: Results
Environment Factors
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Performance Coaching
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Peer Support
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A total of 21 members of the GLISI team attended the second session in the train-
the-trainer series, which was held via Zoom on October 13, 2020. The facilitator of the
program shared some materials ahead of the session that were assigned as pre-reads,
and those were used throughout the session as discussion topics. Additionally, the
facilitator utilized some in-session materials that allowed participants to reflect on their
own “equity postures,” which was left undefined by the session facilitator, and
challenges with hard conversations related to equity, such as those including
socioeconomic or racial differences. The breakout room function was also utilized for a
portion of the workshop, and the researcher observed one of those small group

discussions related to those personal challenges.

Finally, the facilitator introduced the NeruoLeadership Institute’s SCARF

model®, and asked for each participant to complete the SCARF assessment, which
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helps to identify individuals’ social motivations, threats, and needs (NeuroLeadership
Institute, 2020). Because this model was introduced later in the program, it was not
possible to incorporate it into the context of this study, other than to observe how the

participants viewed their own primary motivations and threats during the workshop.

During participant observation of the workshop via Zoom, I kept my camera off.
This resulted in minimal distraction as a result of the researcher being present, though
participants were aware of my presence. Observational notes were taken throughout
the two-hour session, and the notes from the chat feature of Zoom were obtained,
allowing for direct data collection of participant responses to the primary discussion

questions posed by the facilitator.

Using the research questions identified for this study and the LTSI variables as
the framework for creating codes, a deductive thematic analysis coding method was
done in order to assess common themes related to the GLISI team challenges that were
offered in response to the facilitator’s prompts as well as in the generalized comments
made during the training session. Braun and Clarke’s Six Phases of Thematic Analysis
process of familiarization, coding, searching for themes, reviewing themes, and
defining and naming themes, and writing the data collected in this effort was conducted
for this data set and it allowed for both the flexibility needed in such an exploratory
study as this was as well as the form necessary to articulate the findings (Braun &

Clarke, 2006).

During the familiarization phase, the observational data was reviewed and
considered in the context of the LTSI data, as well as in how the research questions
created a potential structure for coding this data set. This led to the initial coding step,
where research question (RQ1, RQ2, RQ3) coding was developed in an attempt to
initially connect the data to one or more areas of the study’s focus. This step also
prompted codes to be developed that were specific in nature to the comments made, so

that in the thematic search and review those comments that yielded similar codes could

37

VANDERBILT UNIVERSITY ‘7 Peabody College




BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS
LASHLEE 2020

be grouped together for further analysis. The codes developed this secondary effort
proved more useful than looking for connections to the research questions themselves,

so ultimately, they were selected for the next phase of this analysis.

Searching for, reviewing, and formalizing the themes involved grouping and
then at times recoding initial statements that were initially coded as descriptive to the
type of emotion displayed, the specific situational context mentioned, and the issues
being offered in response to a question prompt. While the intent was to develop themes
that directly reflected either the research questions or the LTSI variables, what resulted
instead in the coding process was the emersion of key themes that provided contextual
depth of the LTSI data. As this was the overall goal in conducting the qualitative
research- to further understand and triangulate the findings of the LTSI into more

specific insights for the GLISI team to consider, this was a productive analysis process.

An example of one set of thematically coded data from this effort is provided in
the Findings section in Table 8 and includes the themes of Subject Matter Complexity
Concerns and Interpersonal Fears/Concerns, which were two of the most common themes
expressed in both this direct question as well as additional discussions observed under
the general thematic category of Concerns Expressed. Other key themes that were
frequently found within this analysis were those of Interest in “Next Steps” within the
training process, Interest in More Dialogue, and Exploration of Usability. These key themes
were incorporated into the Recommendations of this study as a means of aligning not
only to the literature that is noted in the Recommendations section, but also to the
thematic areas of interest expressed most often by the GLISI team.

Observation Coding hemes

Subject Matter Complexity Exploration of Usability

Concems

Interpersonal Fears/Concerns  Statements of Usefulness
Interest in “Next Steps” Care for Others

Interest in More Dialogue Statements of Peer Expertise

between peers
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Some data collected in the observation did not fully align with this thematic
analysis process but was nevertheless helpful to consider in light of the findings and
recommendations. One example of supplemental data that fell into this category is the
set of Zoom chat feature responses that the GLISI team provided when the facilitator
prompted them to consider what their “equity influencer strengths” might be when
guiding equity discussions. Follow-up discussions of those strengths were not included
in the program activities, but it may well serve the GLISI staff as they step into the role
of equity-program facilitators to consider coming back to review this data set prior to

engaging in future sessions.

Table 7: October 13t GLISI Teamn workshop Equity Influencer Strengths question/responses

What is your Equity Influencer Strength?
Listed in Order of Frequency in Responses

Empathy — 5 responses Openness Patience
Ability to Listen — 2 responses Disarming Perseverance
Vulnerability Making Connections Impatience
Conviction Making Sense Courage
Relatability and Compassion Honesty
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Quantitative Data Key Findings

Key Finding #1
A paradox exists between the GLISI team’s generally high levels of Self-Efficacy and
their current perception of Personal Capacity.

The GLISI team perceives their Performance Self-Efficacy, or their general level
confidence that they can overcome obstacles in order to utilize new learning, is high.
However, they noted an extremely low level of Personal Capacity, meaning they feel as
though they do not have the time, energy, or mental space to apply what they are
learning in their facilitator training program. This is an interesting paradox of
perceptions among the GLISI team. These are seasoned professional leaders and
capable facilitators who, through their combined experiences, have developed a
relatively high level of confidence that they can apply new skills in meaningful ways
within their roles. But in terms of this specific training subject matter, the data indicate

that the team is struggling to determine how they can apply what they are learning.

Performance Self-Efficacy Individuals’ general confidence that they will be able to
overcome obstacles that hinder learning transfer
Personal Capacity Extent to which employees’ workload, time, personal energy,

and mental space promote or inhibit learning transfer
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The motivational driver of self-efficacy is a valuable catalyst for the GLISI team,
but if these individuals are unable to gain traction in the use of the skills being
introduced in their training program, transfer is not likely to occur (Baldwin, Ford, &
Blume, 2017; Stevens & Gist, 1997). A myriad of factors could be influencing this low
Personal Capacity score amongst the team, such as the COVID-19 pandemic crisis,
various personal and organizational time constraints, and importantly, the framing of
the subject matter as an awareness/consciousness program. Because of this, it was
deemed critical and necessary to gather further insight from GLISI team members in
order to better understand this particular barrier and how recommendations might be

formed in order to help the GLISI team feel additional capacities for learning transfer.

In sharing the results of the LTSI with some members of the GLISI executive
team who are both program participants as well as organizational leaders in this effort,
there was both validation of this barrier as well as the consideration that the subject
matter itself is challenging in particular in the “mental space” aspect of Personal
Capacity. While this was initial reflection of these findings, the GLISI team also
planned to utilize internal survey efforts to gain additional insight about the challenges

perceived by team members.

GLISI Executive Team Member
“This is challenging material- we are working on
getting comfortable helping people reflect on
themselves and that forces you to consider things that
you don’t really recognize as influencing the way you
see yourself and others. It is important work, but it
feels really intense too.”
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This second key finding is in relation to perceptions of organizational variables
measured within the LTSI framework. The GLISI team’s low scores in both Personal
Outcomes- Positive and Personal Outcomes- Negative indicate that these are both barriers
to their learning transfer. Essentially, they are not yet able to see either positive
organizational benefits and rewards for employing the new skills they are learning or

negative organizational repercussions if they do not apply their new learning.

Personal Outcomes — Degree to which employees perceive that not transferring
Negative learning will result in negative outcomes in the employees
Personal Outcomes — Extent to which employees believe that learning transfer
Positive leads to positive outcomes for the employees

As is the case with Finding #1, there are several possibilities for the cause of this
set of barriers, such as a limited reward structure due to the nature of the consultant
partnerships within the team, the lack of clear articulation of possible rewards, or the
culture within the organization so far as it might build in accountability and
requirements that new skills be utilized after training completion. Research and
literature on transfer of training recognize the importance these types of environmental
structures play in the successful utilization of new skills (Kirwan & Birchall, 2006;

Cromwell & Kolb, 2004).

While somewhat limited in nature, the literature on EDI training suggests that
organizations do struggle to determine methods of holding individuals accountable to
changed behavior and learning transfer (Holvino, Ferdman, & Merrill-Sands, 2004;
Ferdman, 2014). In particular, when organizations and training programs are not
providing clearly defined expectations for how to apply what is covered in a training
program on topics related to equity and inclusion, it can be challenging at best to assign

rewards for visible use of those newly acquired skills.
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This finding was unpacked during observation and dialogue in order to define
the specific organizational factors that attributed to these barriers, with a focus once
again on understanding to what degree the subject matter is a contributing factor (see

below).

LTSI scores for Content Validity and Transfer Design (as described in Table 3)
revealed that the GLISI Team perceives that improvements can be made to the content
and format; however initial internal feedback provided immediately after the first
training session indicated that overall, the team felt as though the content was valuable.

Transfer Design Extent to which training has been designed to link learning
with job requirements by using the relevant training
methods, examples, and instructions

Content Validity Degree to which trainees perceive that the knowledge and
skills taught in training are consistent with job requirements
and performance expectations

As a standalone finding, the LTSI data indicate that the GLISI team did not see
the content and program design of their facilitator training program to be highly
impactful in providing them with transferable skills. This prompted a review of
previously collected internal post-session feedback data for references to the content
value, which was supplied as a part of the Document Analysis data gathering step.
Open-ended responses provided by program participants in this initial internal

feedback step indicated a different impression of these factors.

In general, the GLISI team’s immediate impression of the content was that it was
good, useful material. However, the team responded that the overall design and
delivery of the program did not allow for adequate time to be spent in practice and in
conversation about the content. When considering this feedback in light of the LTSI

results for these same variables, indications are that the GLISI team is once again noting
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that there is a relevant time component to successful understanding and transfer for this
training program. And as is the case with the other findings, another critical step in this
study was to determine to what extent the participants felt this barrier as a result of the
complexities of working within an awareness-based topic area.
Program Design & Content
The team perceives the current program design to be a barrier in

terms of the time allotment, not the quality of the content. More
time is desired by the team to practice using the materials.
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In general, the observations made in the training session aligned very closely
with the key findings related to the LTSI data. This team of professionals expressed
trepidation to engage in leading equity-focused discussions and learning events. The
observed discussion question responses as well as the small group discussion
confirmed that GLISI team members have concerns about preserving important
interpersonal relationships when engaging in these types of discussions. Additionally,
they expressed concerns about being able to successfully manage the complexities of the
subject matter. Taken together, these concerns seem to be creating reluctance and lack

of confidence for some team members.

Like the LTSI survey data, the observed workshop discussions again confirm that
the feeling of inadequate personal capacity, or personal energy and mental space, is a
primary inhibitor for learning transfer and thereby effective use of equity-focused
facilitation skills. While the GLISI team was noticeably engaged and interested in the
workshop content, and consequently noted key takeaways from each segment of the
content at the close of the session when asked, the challenges that were articulated by

the team members were in relation to comfort and confidence in this skill area.

Personal Capacity Extent to which employees’ workload, time, personal energy,
and mental space promote or inhibit learning transfer

Program participants also expressed appreciation for the small group discussions
and time spent collectively engaging with the subject matter in the two workshops held
thus far. When considering this observation through the lens of Holton’s model, it
would seem that the environmental variable of peer support is a key potential transfer
catalyst. Leveraging the group’s interest to continue processing the equity-focused
content in the collective, GLISI might well consider the possibility of continuing in this

effort, as is noted in the Recommendations section of this study.
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Finally, observation of content design and delivery confirmed that the majority
of the content was delivered with a focus on further development of personal
awareness factors, such as personal SCARF model® motivations and threats
(NeuroLeadership Institute, 2020). Situational role-playing practice was not conducted,
and no time was spent in this workshop on how to develop observational or
interpersonal skill for how to assess such concerns in others, which would be an

actionable step for the GLISI team to consider in utilizing this tool.

Majority of workshop content
AWARENESS
Minimal time given for
practice during session.

Though much time was spent
considering equity issues to
be aware of, there was no
content specifically designed
to increase observational
skills that might allow the
GLISI team to notice those
challenges in others.

Therefore, this observation reveals that there remains a in the design of the
program that is creating a perceived barrier for the GLISI team. Without improvements
made to the way in which the sessions are designed and delivered this barrier might

continue to contribute to a lack of transferability of the training.
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In considering the research questions established as the guiding focus of this
study, the findings reveal that there is still work to be done in order for this team to feel
fully equipped, able to apply what they have learned in this facilitator training, and

confident as equity-focused program leaders.

A prevalent theme across both the quantitative LTSI data results and the
qualitative data collected is that a general feeling of inadequacy exists within the GLISI
team. Further analysis, and importantly, sharing these findings with key members of
GLISI's executive team indicated that the perceived primary source of these reactions is
the subject matter involved in the training. In other words, the GLISI team feels ill-
equipped to be effective facilitators of equity-focused leadership training and

discussions as of yet.

Research Question #1
Do GLISI team members feel like they can apply
what they are learning?

No, not yet. They see value in the topic but don’t yet feel capable.

The GLISI team noted their own recognition of the complexities of equity-
focused content, and as such, they appear to be aware that they perceive themselves to
be, so far, lacking full capability and confidence to conduct this type of leadership

training.

Interestingly, a finding that was not directly intended in the scope of this study
but that has relevance to the future recommendations for this quality improvement
effort is the level of fear expressed by this group of facilitators when considering how to

engage in these equity-focused training initiatives. In the second workshop of their
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facilitator training, a question was posed to the GLISI team about the barriers they feel
when considering engaging the leader groups they work with in equity-focused
discussions. While many of the responses (seen below in Table 8), aligned with and
further illustrated the LTSI data that more time and mental effort was desired in order
to feel capable to apply this subject matter, a secondary collective concern was
expressed about the tenuous nature of individual emotions and interpersonal dynamics

when EDI topics are central in discussions.

Research Question #2
Are there personal, program design, or
organizational factors that are influencing their
training experience?

There are indications that improvements are desired in program
design, as well as personal and organizational issues described in
study findings.

This finding might not be particularly surprising on initial analysis, given that
the GLISI Team is still engaged in a longer process of developing this skill via a two-
year strategic initiative. As well, this uncertainty and fearfulness to engage in the
subject matter seems like a natural response to the subject matter of equity and
inclusion, given the general emotionality noted in studies of EDI training content
(Comer & Soliman, 1996). However, considering that GLISI's formal training program
is two-thirds complete, the general fear and uncertainty expressed by the team indicates

that additional interventions of skill development may be necessary.

Research Question #3
How does the team perceive their current staff
training experience to be affecting their confidence
and ability to facilitate others’ growth in awareness
of equity issues and opportunities?

They have a general lack in confidence and still perceive their
ability to be low .
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Table 8: October 13t GLISI Team workshop thematic analyresponses

What gets in the way of your will to have the hard conversations about equity?

Subject Matter Complexity Concerns

O

O O O O

not totally understanding the complexity

Feeling like | need to learn much more to be effective
feeling like | don't know enough

*fear of being misunderstood

*looking/sounding foolish/saying the wrong things

Interpersonal Fears/Concerns

O

O OO0 O OO0 0O

Fear of jeopardizing the relationship

damaging the relationship with the person

fear of irreparably damaging a relationship | care about,

Not wanting someone to feel attacked or ignorant because they express themselves a certain way
Fear of offending

fear of emotional or physical harm

fear of being attacked personally and not responding with empathy

*fear of being misunderstood

*looking/sounding foolish/saying the wrong things

Misc. Barriers

O
o]
]

Right now it can be that it's hard when you are not face to face so you let things go.
**Ability to calm my impatience
**Exhausted

*Barriers that overlap both categories
**Barriers that have potential connection to subject matter confidence

The Learning Transfer System Inventory (LTSI) is a widely used instrument in

various contexts and cultures (Bates, Holton, & Hatala, 2012; Holton III, Bates, & Ruona,

2000; Bates & Holton III, 2004). And while it stands as a reliable tool for measuring

learning transfer potential, Holton’s research team has in the past found that a general

limitation of this tool is that it only serves as a diagnostic tool, not as one that might

inform which interventions would be more productive than others. The data from the

LTSI should be considered as “diagnostic pulse-taking” in nature, helping to identify

problem areas as well as those factors that warrant additional insight gathering steps,

such as observations and focus groups (Holton III, Bates, & Ruona, 2000). As noted in
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the study design section of this report, additional qualitative steps were taken to

discover specific insights that guided the recommendations provided to GLISIL

Another key limitation to note in the scope of this study is the limited
engagement with the GLISI Team. In particular, the LTSI has not been utilized with the
GLISI staff in the past, so no data exist that might allow for a “benchmark” of
perceptions about learning transfer within the team. This would have been a key data
point to draw insights from in this study, because some of the challenges noted with
this team seem to be subject matter driven. Previous data that might indicate how the
GLISI Team responded to other facilitator training would have allowed for a
comparative analysis with the same sample group, thereby potentially heightening the

validity of this set of results relative to the equity-focused facilitator training program.

The LTSI is widely used around the globe, and the data available for generalized
benchmarking indicates similar challenges across various types of training, including
both hard skills and soft skills development (Bates & Holton III, 2004; Bates, Holton, &
Hatala, 2012; Chatterjee, Pereira, & Sarkar, 2018). However, there is limited data
published about its use specifically in leadership development programs, and
specifically in the subject matter of EDI training. As such, a limiting factor existed in
this body of work in that there was no possibility of doing comparative analysis
between sample groups on the indications of perceived learning transfer relative to

equity-focused facilitator training.

Additionally, from one workshop observation, it was not clear that the GLISI
team has clarity yet on when and how this equity-focused content will be utilized.
Having a clear understanding of intended use might well have guided GLISI team
members to ask different questions and engage with the content differently. It is also
possible that those avenues of use have not been fully developed yet, as this is still an

emerging topic of leadership programming for GLISI and the team is still involved in a
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strategic initiative to more fully define equity consciousness as an actionable leadership

competency.
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The recommendations provided herein were based on indications from the data
collected and formed through an understanding of research-based foundational
concepts. What follows is a collective set of potential actions that will ideally help the
GLISI team become more capable, confident, and well-versed in the EDI leadership
training space. A key consideration when developing these recommendations was the
applicability of each unique idea, as well as the collective, overall intent to provide
recommended movement towards behavioral work. This type of connective,
structured approach to recommendations for interventions is itself based in an
understanding that “an array of developmental experiences must be designed and
implemented that are meaningfully integrated with one another,” (Hernez-Broome &
Hughes, 2004, p. 28). Similarly, an essential step in building an effective and impactful
leadership development program is to create a “cadence of development,” which
includes regular focus and attention delivered in a variety of ways. It is the intent of
this set of recommendations to help evolve GLISI's cadence of development for their

team (Couch & Citrin, 2018).

Study Recommendations

Continued Peer-Group Coaching & Practice
Continuous Monitoring of Perceptions of Ability

Develop & Implement an “Equity-Positive” Behavioral Framework
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“Intentional development is just that — intentional. You have to think about the
new skill and the situations in which you will apply it, and you need to focus on
regularly on what you want to do more of, differently or better.”

(Couch & Citrin, 2018)

It is recommended that GLISI extend their formal training program by
establishing a series of small group sessions that can serve to influence and overcome
several identified barriers and underlying challenges. The establishment of regular
small group sessions in which team members are specifically focused on “building their
equity muscle,” as GLISI CEO Dr. Leslie Hazle Bussey refers to this work, will help
overcome the time component that was a notable barrier both in the LTSI/ Personal
Capacity datapoint as well as the anecdotal feedback provided through GLISI team
member discussions and the qualitative data gathering conducted. Working as peer
group coaches, small groups of GLISI staff can come together to have additional
dialogue and practice of new equity-focused content and begin to more fully evaluate

additional steps that can be taken as continued work in this effort.

In addition to mitigating the time/capacity challenge, this might also build
strength among the team in the mental space function of the personal capacity variable.
Similar to what Lacerenza et al. noted in their 2017 study about transfer of training
interventions such as this recommendation, an organized “spaced-content” experience
on a continued basis will help the GLISI team overcome cognitive load challenges and
will allow for the spacing effect, which has been shown to positively impact
“downstream outcomes” of usability of new content (Lacerenza, Reyes, Marlow,
Joseph, & Salas, 2017). Also aiding in the work to overcome the mental space barrier,
these sessions might allow for more purposeful reflection on an ongoing basis, which is

a notable element of “scaffolding,” or support for learning (Foley & Kaiser, 2013).
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Regular interaction among peers and with organizationally designed and
sanctioned structure can serve the dual purpose of allowing for time and mental space
to adopt new skills and increasing awareness of organizational expectations for using
the equity-focused leadership skills. Thoughtfully designed peer-group coaching and
practice sessions might influence additional levels of organizational /environmental
support and accountability, which the LTSI data revealed is currently missing for this
team. A process such as this could encourage peer accountability and accountability to
the process of practicing and using new knowledge. Such steps towards greater
accountability would ideally lead to increased perceptions of both positive (rewards)

and negative (threats) outcomes in relation to applying new skills in their GLISI roles.

Couch and Citrin (2018) noted that adult learners need to find self-relevance in
order to advance their new skills, and in particular they believe that leaders should
“never learn alone” so that true perspective and broad understanding can be developed
(Couch & Citrin, 2018, p. 280). They also note that Rock and Ringleb’s work in the field
of neuroscience related to how threats and rewards help form human behavior make

the case for developing formal structures that underscore those positive and negative

organizational outcomes (Rock & Ringleb, 2013).
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Research about supporting successful learning transfer from leadership
programs indicates coaching efforts like this are primary sources of support for using
new skills, so this could be a critical step in ensuring success for the GLISI team. Gilpin-
Jackson and Bushe note findings in their research that coaching efforts made by leaders
of program participants facilitated additional and continued learning and, importantly,
encouraged use of new skills (Gilpin-Jackson & Bushe, 2007). Other studies note that
external executive coaching as a post-training transfer support mechanism can
significantly increase skills use and productivity versus training alone (Olivero, Bane, &

Kopelman, 1997).

This next recommendation again was developed through a focus on how to
continue to support the growth of this skill set for the GLISI team, but this time through
an ongoing monitoring process. In order to effectively implement the new learning, as
well as any adjustments to the training methodology, experts recommend this type of
continual monitoring so that an organization might be successful in achieving their
training outcomes (Holt, Hall, & Gllley, 2018). GLISI should continue to monitor how
participants feel they are developing in the equity-focused leadership and equity-
focused program facilitation skill sets. Regular assessments after each training session
and, if adopted, each peer-coaching and practice session, would ensure deeper
understanding of the most critical barriers is developed. This step requires using either
the LTSI survey or a unique, customized survey created to home in on the factors are

the biggest barriers, and careful internal analysis at regular intervals.

Monitoring can also be done more informally, through conversational check ins
that happen in concert the peer-group coaching sessions, if initiated by GLISI. Such
informal check-ins might not yield as much usable data for the purpose of tracking

progress in barrier areas over time, but it might well serve to continue bolstering

55

VANDERBILT UNIVERSITY ‘7 Peabody College




BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS
LASHLEE 2020

perceived support from the organizational leaders, which is currently a learning

catalyst for GLISI, based on the LTSI results.

Either way this monitoring is conducted, this will allow GLISI to recognize and
leverage where the team is starting to feel capable and equipped. As noted in the
Findings section of this study, the GLISI team has a high self-efficacy score currently.
Continual monitoring of this key element of motivation, which consequently has been
noted to be a contributing factor for intention to apply EDI training would be an
important step to ensuring participants can capitalize on their own strength (Combs &
Luthans, 2007). And importantly, monitoring will also reveal where additional
structures of support are needed. This an essential step in overcoming the “transfer

problem” in general, as well as the specific barriers noted above.

RECOMMENDATION #2

MONITOR
PERCEPTIONS-OF
ABILITY

mr

Going forward, GLISI might also consider applying this same scaffolding of
support and evaluation into the equity-focused leadership programs they create for
other leader groups. For this to be clear and effective, they will need to build the

expectation that there will be follow-ups to monitor progress, barriers, and catalysts of
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their participant groups. This will allow their team to discover what else they as
practitioners might do so that their participants can feel equipped and ready to change

their behavior.

“The trouble comes when we don’t know what our desired end state

actually looks like.”
(Ibarra, 2015)

This final recommendation is a critical step in the work that leadership
development facilitators have before them in the equity-focused leadership space.
Developing a behavioral framework that describes actionable, visible steps that can be
taken to indicate an equity-positive approach could advance the focus and impact of
this field of work. A framework of this nature would ideally equip the GLISI team both
as equity-focused leaders and as equity-focused program facilitators. The GLISI Team is
already doing the foundational work of visualizing equity-focused conversations and
actions- which is a neuroscience-based step in the right direction towards true transfer
of their training knowledge (Rock & Ringleb, 2013). But taking the more formal step
towards articulation of actual behavior is essential. Establishing a multi-level
framework that clearly describes postures of equity-focused action, such as equity-
negative, equity-neutral, and the ideal of equity-positive, could serve as a roadmap for
successful evolution of behavior change that programs like GLISI’s equity facilitation

training hope to achieve.

Invoking the notion that Ibarra cites as an often-critical challenge in leadership
behavioral change, the buildout of an aspirational behavioral framework can serve as to
motivate behavior change because it is definitive in nature (Ibarra, 2015). The ability to

move beyond the awareness-based content that is so often delivered in EDI training
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programs and more fully into behavior-based models of content would address a
critical aspect of common leadership development programming transfer problems,
which is that there is significant focus given to theory, but little given to application

(Serensen, 2017).

A behavioral model might allow GLISI to more fully define and articulate “what
does an equity-focused leader look like in action?” As well, it would allow for a further
defining of precise language, decisions, and other actions that are expected as a result of
internalizing the new learning within an equity-focused program. This effort to more
fully define expectations in the equity-focused leadership space might also allow GLISI

to achieve the internal accountability mentioned above as a current barrier.

RECOMMENDATION #3

DEVELOP X
“EQUIT Y POSIThVE?”
BEHAVIORS IQAMEWO’RK

And as a leadership development consulting firm, the effort to build out an
actionable behavior model for equity-focused leadership in their own organization
could also result in the potential to define those behaviors and thus new direction
within the training programs they design for clients. A cascading of this behavioral

framework into their own programs for other leaders would allow for evaluation and

58

VANDERBILT UNIVERSITY V Peabody College
®




BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS

LASHLEE 2020

evolution of the initial behavioral model, could guide the successful transfer of learning

within their own programming as other leader groups work to adopt the skills they are

introduced to through GLISI’s facilitation efforts.
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Organizations and leaders are increasingly engaging in EDI leadership training
efforts, similar to GLISI’s own program studied in this process. As these programs
become central to leadership development and EDI organizational strategy, it is
imperative that such efforts move beyond the awareness-based content focus and begin
to incorporate transferable skill development that is more actionable in nature. Doing
so will allow this body of important work to remain relevant and meaningful and will
reduce the potential for impact to be diminished as a result of the transfer problems that

persist in the leadership development and EDI training space.

Further improvement studies and research in the area of the transferability of
EDI leadership training should consider the findings of this unique study as well as the
important limitations described. Leadership teams and organizations, like GLISI, are
grappling with how to best engage in the work of building an equity-focus within their
teams and organizations. As such, it is critical that researchers and practitioners
continue to develop effective evaluative practices for assessing the quality of the design
of these programs, with special consideration for how actionable and transferable each

unique training program is for its participants.
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APPENDIX B: LTSI REPORT

QLTSInventory

(RN MG TETY
LTSI REPORT
Event Name: GLIS| - Equity Tralning
Start Date: Sep 25, 2020
Trainer: Meianie Adams
Factor Average Score STATE
Ability Scales 3.25
. This factor is a
Extent to which trainee’s judge training content to O 3.37 ::::'dmx::\::
accurately refiect job requirements. 4.00

Implication: Content validity i an Important and necessary Ingrediant In training franafer. Wealmses here Indicatse that the knowledgs,
akiie, and abiiies faught In fraining do not adequabsly match job needs and have limited ussfulngss for Increasing job efMactivensss.

Motivation to transfer and uimatsty the level of tranafer are 8 a?;/ related to ths percelved ussfuinass of training: When content valdity

2 weak 20 foo wil ba motivation and fransfer oulcomes. This acale Is designed to help us understand how ciossly raining malches job
requiremants and whathar frainees gse the training a8 relevant and useful in thair jobe

Likely Causes of Problems Possible Action
How can we assure irainees will know ihey have their
+ Poorly designed training that falis to focus on specific supendsors' support for franster?

training needs.
« Selection process for iralning that does not match trainee « Base tralning design on qualty needs assessment that
knowledge or skill needs with training content. identifies specific learning needs refated to job
« Fallure to base training content on systematic job performance.
analysls, competency model, of needs assessment. « Invoive managers, supenisors, and trainees In the needs
+ Training programs In which substantial areas of content assessment process. This will Insure the traning
are not relevant o trainee job performance needs. When andresses job-relevant, high priority needs.
only some content in 3 program Is seen as useful but . sut:ttminagets supenvisors to examine iraining
ofher content is not the Iatter can often undermine naMembentndetﬂbel’orellsmm
motivation fo ieam and transfer the former. . hgoorrtemtnralneeneemamlobeyml.
+ Use of off-the-she!f training programs. These can be depanmenhl or arganizational goals and
notoriously low on content valkiity, particuiarty when they Vetlymgmemmnmgumngewlmnm
are adopted without adequately evaluating their the percelved relevance of training content.
reievance to specific job requirements. . mesub}edmﬁterupemunoaemaydotne}wm
+ Assumption of content relevance or rellance on training valkiate ALL course conten
program cumicula that are not reguianty reviewed for job OUsemaBuaunseesmsmmes‘
relevance. supenvisors to validate training content. This wl aiso

enable them 1o cue frainees about what to expect and
how it will be usesul.

« Share training course content and material with rainees
prior to training and solicit feeaback on Its job relevance
and keas about how they can use it on the jab.

« Share appiication kieas with trainees so they understand
how the content fits their job.

« Bulid an ongoing communication network with managers,
supenvisors and previous trainees to keep training up-to-
date wih operational job

« Have subject matter experts participate In pllot course
offerings 1o refine content.

« Make sure that every course has prioritized behavioral
abjectives that define job behavior cutcomes and leaming

« Follow up with trainees 1o find out what content Is and 15
not working on the job.

+ Break training into separate modules or manageable
“chunks” spread over time 5o the content is “just enough”
and K doasn't overwhelm trainees.

« Select trainees carefully. Successful transfer Is only
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possbie If the right people are In training seaming the
right things.
+ Send trainees updated Information when content Is found

not fo fit ihe job.
Transfer Design: % This § b
Degree to which 1) fraining has been designed and i
celivered to give trainees gleablymlnnsfer 3.81 :::3:3 beca::e it
leaming to the job, and 2) training Instructions Spore.byve.
match job requirements. 400

Implication: Design compiemants content validity because, aithough X s critical that fraining have job-relevant confent, it must also ba
taught in ways that enabie trainaas to make the tranafer to job behaviors. This acale hajps us understand the extent fo which the fraining

ram uses appmmafe Insfructional methods, experianiial activiies and axarciees that buld traneee’ capacily to apply new knowladge
akliz on the job.

LiltelyCausesomeblems Possible Action
How can we assure irainees will know they have their
+ Falure to base training content on systematic job supenvisors' support for transfer?
analysls, competency model, or needs assessment.

+ Inadequate understanding about how the content of « Base training design on careful job analysis of
training will be usad by trainees in their jobs competency model so that the content and acthvties In

+ Inadequate efforts to verfy that training content is useful fraining accurately refiect job requirements.
and appropriate for tralnees. + Have tralners shadow workers on the job before they train

« Poorly designed training that falis to bulid the knowledge 50 fhey understand the application environment.
and skiis needed to make the transfer leap fram training + Use a variety of experiential, application exercises and
to job performance. 1asks In training that directly mirror the job and

+ The use of training materials and activities that do not environment trainees will work in.
accurately refiect the resources, conditions, and « Provide Individuaiized feedback (refiecting how well the
challenges frainees will face in the workpiace to retum frainee is doing now) and feed-forward guidance
faliowing training. {expiaining what the trainee can or should do back on the

« Inadequate attention pald to job application and action job) foBiowing application exercises.
pianning for fransfer during training. « Devote as much time during the course to practical

« Fallure to deveiop and communicate behavioral application 3s you do to defivering information and
objectives for fraining. These are dilferent than trainer cancepts (at least a SO/s0 spiit).
objectives (what the trainer will do) or leaming objectives + Maich the training materials and exercise with the tools,
(what the trainees will know and be able to do at the end equipment, and other resources avaliable on the job.
of a tralning sessian ). Behavioral cbjectives are « Evaluate the transfer capabiiity of trainees during training:
statements of what the trainee will do with the new Create In-basket exercises, case studies, role piays or
learning once they return to thelr jobs. other actvities that require participants to satistactoriy

« Overuse of passive learmning techniques and underuse of demansirate skill 3pplication before they leave the
active [earning technigues. course.

+ Add post-traning assignments or projects that trainees
can do on the job to sirengthen transfer skills.

« Use frainees’ real workd experiences as much as possible
during the training.

« As much as possibie, give trainees some experience with
the job before they come to training.

+ Encourage frainees o create and maintain an "loeas for
appiication” notebook during training.

+ Solicit nput from prevous trainees who are applying the
fraining. Collect application exampies from them and use

fhem In traning.
« Provide or create job performance 3ids that wil help
irainees transfer new leaming.
Enentb‘:minna;m[n have the tim . e
3i6 Nave e, energy P
and mental space In thelr work IIves 1o make 151 :::3:“ be‘:‘:fg:

changes required to transfer leaming fo the job.

Implication: Transfer does not magically happan. To be successful, the franafier procees must be managed. Part of that managemeant
comes In taking steps to assure that trainees Nind the time and energy In an alre‘a(gnB ywork ifeto a ry new lsaming on the job.
Tranese sfrassed Dy frying fo catch up on work they migsed becauss of fraining attendance, ovenoe d echedules, or the prassure of

tough production scheduiee will have e energy and opportunity to use new saming. Scores on this factor halp us understand the exdant
o which an individual's” workioad, scheduls, peraonal ensrgy, and sfress-ievel faciifate or inhibX the appication of new lsaming on-the-
0D
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Likely Causes of Problems

* Workplace re-entry following training poorly pianned or
not planned at all.

« Owerly optimistic expectations on the part of frainees
about transfer suCCess.

+ Task-shifting for training absant or Inefective. Many times
trainees return from training o find 3 plie of work on their
desk. Catching up may take a week or more. By that
time, the knowledge, skilis, and mofivation gained in
training can be lost. Shifing rainees’ work t3sks to others
during training can refieve pressure and create
windows of opportunity for transfer.

+ Poorly timed training (e.g., providing training during times
of high job siress).

« Supenisors or team members uninformed about or fall to
take action to address the transfer-related needs of
trainees.

Opportunity to Use:

Extent o which trainees are provided with or obtain
resources and tasks enabling them fo use fraining
on the job

BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS

LASHLEE 2020

Paossible Action
How can we assure trainees wil know they have their
supenisors' support for transfer?

« Clearly demonstrate during the training how new skiis
will make trainees’ lives easler or better.

« Use task-shifting with co-workers so trainees are not
overioaded with "catch-up™ work when they return from
fraining.

« Help trainees engage supenisors or team members fo
plan re-entry. Pians should inciude Keniifying
oppartunities for skill use and how o deal with potential
barriers to transfer.

« Help trainees work with supenvisars or team members to
adust trainees’ workioad to Jow for slower pesformance
when impiementing new skills on the job.

« Work with supenisors or team members to heip trainees
deveiop realistic 5 about transfesr. Transfeming
new skiils Is not easy or Bnear: There will be starts and
aops.upsamummanrmesstmmbepreparen

. omyootrmngmmtrmeesareNOTMpeaperMS
In their jobs.

« Make sure frainees’ job duties aliow time for new
responsbilities to be added.

« Have supervisors or team leaders coach trainees on how
10 make appropriate adjustments In thelr workioad so
fraining can be Implemented.

« Dewvelop a network of already tralned workers who can
help new trainees their lea

.cumww nmmwwtgwmnumamnew
skiis will make thek lives easler or better.

S

This factoris a
CATALYST because it
should score HIGH

441

Motivation To Transfer

Motivation to Transfer:

Direction, Intensity, and persistence of effort foward

sugﬂmgalsmummeogemedham
ng.

3.89

Q-

This factoris a
WEAK CATALYST
because it should
score HIGH

Implication: Motivation i a key reguiator of goal-orianted behavior and this scale Is designed o help us understand how motivated

trainees are {0 use new leami

or persistence to tranafar new

on the job. Weakneas here indicates trainess are not directing their en.«r?:e with sufficiant focus, Intenatty
ing sucoeesfury Bacause motivation Is a key driving roroe behind be

avior, low 8coree maan that

g6 &8 a result of fraining ls threatensd.

+ Missing or inadequate reward systems that effectively
reinforce transfer efforts.

+ Trainees who do not believe training wil Improve
perfarmance.

+» Trainees who do not adequately understand the need for
achange In knowledge, skills or job behavior.

+ Inadequate resources and support for transfer efforts.

+ Past trainee experience that leads to the anticipation af
poor transter support or multiple cbstacies to fransfer can
substantially weaken transfer motivation.

+ The absence of visbie arganization and top management
support for training and fransfer.

+ Trainees who do not understand the training process or
objectives and how appiication of the new leaming will
beneftt them.

+ Inadequate engagement of frainees In the needs
assessment and training design and dellvery process.

+ Trainees who are not sufficiently committed to the

Possible Action
How can we assure trainees will know they have thelr
supendsors’ support for fransfer?

« Make training a strategic priority In the organization and
get top managemen! to communicate this publicsy.

+ Create an incentive, reward or recognition programs for
use of fraining on the job and make It part of the fraining
program.

« Make sure trainees understand the behavioral cutcomes
of training and how those fit into tralnee development

. Ps‘;ﬁm during the training on the WIIFM (“what's In
it for me*?).

« Clearly ink fraining outcomes to Important unit,
depariment, or organizational goals. Communicate this to
frainees.

« identify what rewards or recognition would motivate
trainees to use thelr raining - and then implement It Or
0 offer a cafeteria-style reward plan that would atiow
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upcoming training.

Leamer Readiness:

Extent to which ingividuals are prepared to enter
and participate in training with clear goals and
expectations.

BARRIERS & CATALYSTS IN AWARENESS-BASED LEADERSHIP PROGRAMS
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trainees to choose from a menu of rewards according to
their

preferences.

+ Publicize transfer successes.

« Use end-of-fraining action pianning and goal setting to
identiry "stretch” goals for trainees’ transfer efforts.

+ Pariner with supervisors to set high expectations for
transfer and communicate ihose to trainees.

+ Use active leaming, experiential methods to motivate
trainees during training. Job-relfevant application
exercises such as role piays, case studies, simulations
and 50 on during iraining help trainees see the value of
leaming and Increases motivation {o transfer.

+ Invoive trainees In program pianning so they understand
the training goals and are more committed to leam and
appiy the training.

« Create a post-iraining "transfer competiion™ with training
cohorts.

« After fraining, organize ongoing refresher or prablem-
solving sessions with training cohorts to provide a forum
mmanmmupmmmtxz
support ongoing motivation %o fransfer.

+ Measure and evaluate transfer. Things that are measured
In organizations are these that are valued. Measuring and
evaluating transfer sends the message that transter Is
Important and & makes frainees accountable for fransfer.
When coupled with an effective reward sysiem,
evaluation and measurement can become 3 powerful
motivator for Individuals. & can aiso prove training’s value
and generate management suppost.

&) =+

This factoris a
WEAK CATALYST
because it should
score HIGH

Implication: The support of supervizars i consistantly an important factor in high performing transfer systems. Supervisors play a

crucial role becauss of the uniqus, profound, and broad capacity

they have to Improve Isaming tranafer

thay confrol resourcas, job

assignments, sat performance expectxnom and are key sources of coaching, feedback, and reinforcament. In short, they are able to use

fundamental sups

tranafer In their organtzation. This acale halpe us

understand how 6"‘90("98 DETVIBorns &re &t sUppo the keaming

Likely Causes of Problems
+ Supenvisors don't recognize the value of training (or they

« Supesvisors are not sufficiently invoived In decisions
about what training Is neaded or who needs training.
+ Supenvisors don't understand how to use ther
‘managerial siills to suppart leam
+ Supenvisors fall to use coaching skills to foster
+ Supesvisors don't manage Job assignments or the work
environment In ways that support transfer.
. sllpmum1en‘ecnwlyusemn1pmloswpm

transfer.
sler.

. 8upemaors don't make employees accountable for
transfer.

« Supenvisors aren't held accountable for the performance
outcomes of thelr trainees after training.

rvisory compatenciss and apply thees fo support and Improve lsami
A — rting fransfer efforts of thelr subordinates.

Possible Action

How can we assure trainees wil know they have their
supenvisors' support for fransfer?

« invoive supenisors In the needs assessment and training
design process s0 they understand the need for training
and how transfer will Improve job performance.

« Brief supenisors befare fralning so they fully understand
why training Is being deliverad, what will be leamed, and
how &t will iImprove job pesformance.

+ Solicit supenvisors” endarsement of training content and
plans so that their acéive support is clear to employees.
+ Have supervisors work with trainees fo set clear goals for

the application of training.

«+ Have supendsors work with trainees BEFORE fraining to
develop 3 “confract” with n which transfer
goals, the support needs of the trainee, and the support
respansbilities of the supenisor are lgentified.

« Whenever possible, give supenvisors a role during
fraining so thekr active support is clear. Be sure to provide
them with agvance notice so they can resesve time.

« Encourage supenvsors to set high expectations for
transfer, communicate confidence In trainees’ abliity fo
meet those expectations, and o reward them when they
do 50.

+ Train supesvisors on how to actively support training
transfer.

+ Make supervisors accountable for effective transfer
support and the performance outcomes of thek frainees
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after traning (e.g., bulld transfes support Info supenvisary
performance standards and appraisals).

Performance Self-Efficacy: This factor is a
An Indvidual's genesal belief that they are able to 4.11 CATALYST because it
change their performance when they want to. should score HIGH
Transfer Effort-Performance Expectations: This factor is a

that effort devoted to transferring 4.54 CATALYST because it
leaming will lead to changes In job performance. should score HIGH

_ This factor is a

Petfonnme:—Oubome Expectations: @ 3.41 WEAK CATALYST

tn n nce will : :
g:gm"l | mm )b pestoma because it should

score HIGH

Implication: This acais Is designed to asases the strength of a peraon’s belef that efforts mads to tranafer new lzaming to the job will
result In a posiive change In parformancs. Waaknees in this scale suggeets that franeea do not belleve that trying to franafer new lsaming
will produce a performancs improvemsant. On the ofher hand, ¥ this axpectation Is strong, frainees believe that they can tranafer new

lkaming in ways that Improves parformancs and they will bs more mofivated fo do 8o (seauming that other factors are equal). There are a
varisty of factors that can confribute to a trainee’s sxpectancy balisfs including ss-confidencs, the presenca of strong support systems for
tranafar tne avalaomy of neeoed mormaﬁon of resourcee, previous tranafer success, and 80 on. In short, there are many ways to

gine

LiknlyCmsesomeblens Possible Action
- _— - How can we assure trainees will know they have their
.l u success transfer efforts ' s for transter?
nadequate past - e supenvisors' support
undermines confidence and motivation. + Before fraining begins have supesvisors or team leaders
+ Inadequate support for transfer from supenisors, diariry he positive changes In perfarmance the trainee will
subordinates, or co-workers. experience from using training on the jab.
+» Inadequate information or material resources 0 support + Help trainees develop realistic expectations about how
successful transfer efforts. much effort will be required to excel at new siills.
« Work overioad that undermines beliefs that trainees will + Work with supervisors or team members to get trainees
have opportunities {o use new learning following fraining. assigned to training-refated t35ks related fo the training In
+ Poorly designed training that does not meet job demands which they can have early success. Make inttial transfer
or Is dellvered In ways that make transser difficult (e.g., efforts both challenging and successful.
lecturing about coaching when experiential methods such « Help trainees unieamn old hab#s and ways of doing
as modeiing and role plays woulkd better develop those things.
skills and enhance tranees expectations that transfer wil « Work with supervisors to create workpiace transfer
Improve performance in those areas). conditions that are favorable and conducive to success.
+ Trainees do not understand the link between transfer of The right staff, resources and equipment needed for
learning and improved job pesformance. As a result, the transfer must be In place and the frainee must perceive
&etmmmalmmg]mpemmee that it 15 s0.
rough thelr fransfer effarts Is low. « Make sure employees understand the performance
probiem (why they are in training) and how training wil
heip them overcome the probiem

Develcpamshaesuooessstoues.cases or examples of
trainees overcoming obstacies to transfer training In ways
that mproved

+ Show frainees the history of positive outcomes from
successful application of fraining.

« Help trainees anticipate obsiacies to fransfer and pian for
actions to overcome them.

« Create a3 “fransfer support group” that can provide
encouragement and support 3s trainees struggle to apply
new leaming. Trainees who meed requiarly wih or know
neycaacallmpeesamgmmmm

with transfer prablems will enhance expectancy

perceptions.

« Use active learming, experiential methods o motivate
trainees during training. Job-refevant appiication
exercises such as roie plays, case studies, simulations
and s0 on during fraining can enhance expectations that
fransfer wil Improve perfarmance.

« Work with supenvsors and team members to reward effort
ftoward iransfer and sl growth,
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Work Environment 2.44
Supervisor port: This facto: isa
Enenttommsuppemm pport and @3_22 WEAK CATALYS
sU) N3QErs SU! an
reinforce use of training on the job. because it should
score HIGH

Implication: This scale and the Transfer EMort - Performance Expactations scale work fogsther to iIncrease transfer mofivation. That Is,
tvation I8 maximized when individusie percaive both a connaction beéween their franefer afforis and parformancs improvement and
of an Individuars balef that the

betwaen performance Improvement and dasirable outcomes. This scale haipa us understand the sfren
3pplcaion of siciis and knowledge lsamed In fraining will Isad o an outcoms they valus, be It public recogniion, asif-saliataction,
ad performance, material rewards, and £0 of.

Possible Action
How can we 3ssure trainees will know they have their
supendsors’ support for transfer?

Likely Causes of Problems

« Trainees do not clearly perceive the Iinkages between
gevelopment, performance, and deskable oufcomes.

« Past success with training and transfer efforts that did not
generate gesirable performance outcomes.

+ Inadequate support for transfer from supervisors,
suborginates, or co-workers making the reallzation of
desired outcomes difcult.

« Inadequate Information or material resources %o support
successiul transfer efforts.

+ Work overioad that undermines efforts to realize desirable
outcomes from fransfer.

+ Poorly designed training that does not meet job demands
or Is delivered In ways that make transfer aifficult (e.g.,
lecturing about coaching when experiential methods such
as modeding and roje piays would better develop those
skilis and enhance trainees expectations that transfer wil
improve performance in those areas).

« Fallure to tie rewards for transfer to performance.

+ Before iraining begins have supesvisors clarlly the
posttive outcomes the trainee could recaive.

« Tie rewards for transfer to performance (35 opposed o
chance or some othes tacios), make sure frainees
perceive the connection, and fake steps 10 assure the
rewards are seen as equitabie (e.g., make fair distinctions
when rewarding high and low transfer performers).

« Measure and evaluate fransfer. Things that are measured
In organizations are those that are valued. Measuring and
evaluating transfer sends the message that transfer Is
Important and & makes trainees accountable for transfer.
When coupled with an effective reward system,
evaluation and measurement can become 3 powerful
motivator for individuals. & can aiso prove training’s value
and generate management suppost.

+ Document and share cases or hislories of positive job and

career outcomes from successful application of fraining.

+ Help trainees understand how the training will help move
them along ther deslred career path.

« Make Individual development pians par of the
performance evaluation process.

« Dewvelop clear career paths for employees bulld upon a
progression of training programs and job skl
development.

+ Show frainees the history of positive cutcomes from
successful application of training.

+ Work with supervisors and team members to reward effort
foward transfer and siill groath,

@~

Supervisor Sanctions:
Extent fo which Inahiduals perceive negative
responses rom suUpervisors/managers when

This factoris a
CATALYST because it
should score LOW

applying skiils leamed In training.
Peer Support: This factor is a

Extent fo which peers reinforce and support use of CATALYST because it
learning on the job. should score HIGH

This factoris a
BARRIER because it
should score HIGH

Personal Outcomes - Positive:
Degree to which applying training on the job leads
to outcomes that are positive for the individual.

Implication: The social context of organizations can be a powerful Influance on bahavior. in the case of tranefer, for XamplE, the
Ensance or abaence of interpersonal aupport can ba the deciding ractor: High leveds of Intarpsrasonal support heips creats a "cubure of
for” eesential to successful and ongoing franafar. Ahough support from both 8 fors and peere Is Important, it i aeo posaibie

hat pear or co-workar support will be far more Important In oanaln tuations (8.g., In tsam-orieniad work aatunga) Efactive peer support

Is 936N when . CO-wOrkers or {sam members & and support transfer effort, hel ldenti;:nd “calch” opportunifies 1o &
akiis, are patient with efforts to overcome franefer ities, and damonefrate appreciation for fhe use of new eklis. This ecake
befier understand how effeciive the pears, co-workers and sam members are In supporting

Likely Causes of Problems Possible Action
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How can we assure trainees wil know they have their
« Peers, co-workers or team members don't understand the  supenvisors’ support for transfer?
content or goais of training and how it can or should be
used to improve performance. + Involve peers, co-warkers or team members In the needs
« Peers, co-warkers or team members don't understand assessment and training design process so they
how to effectivaly support leaming transfer. understand the need for training and how transfer wil
« Peers, co-workers or team members don't provige Improve job performance.
effective coaching or feeaback 1o foster transfer. + Train peers, co-workers or team members together so the
+ Peers, co-workers or team members don't manage job entire group buys-in to the new skiis and techniques.
assignments or the work environment in ways that + Discuss performance outcomes In team or work group
support transfer. meetings so everyone understands that training s good
« Team or work group reward systems are not structured o for the entire team of work group.
support transfer. « ¥ everyone cannot be trained together, make sure
+ Peers, co-workers or team members are not held everyone on the team or work group understands what is
accountable for transfer. taught In training and how It shousd beneft job
performance,

+ Brief peers, CO-workers or ieam members before training
50 they fully understand why training s being celivered,
what will be learned, and how It wil Improve job
performance.

+ Develop group or team recognition programs that reward
?er;lpsortemmawmmnyusemnwsmusam

niques taught In training.

« Faclitate , CO-worker or team meetings to set clear
goals for the appiication of training.

« Faclitate peer, co-worker or team meetings to identiry

to apply training.

+ Create a transfer "buddy system” that puts trainees
together In pairs or small groups so they can exchange
transfer kdeas and give one another feedback on transfer

+ Develop a soclal network of "users™ who are applying or
have succassfully applied training 5o they can share best
practices and each other. This network can
exchange information informally {e.g.. through emall or
soclal media) or In more formal, structured sessians
facliitated by trainers or subject matter experts.

« Bulld fransfer-support skills and strategles Into team
training programs.

+ Make teams accountable for effective fransfer support
and the performance outcomes of the team members
(e.g., build transfer support into team perfarmance

standards and appraisals).
Extent to‘:mun mman.s':am.ma:t ot applyt Tiis fofor'cx &
not applying ;
sKllls and knowledge leamed In training wal jead to A ::::::R be“:lsé:

negative personal outcomes.

Implication: The consequencee of bahavior have bongl»sn aeen a8 important factors In motivating and snapln? the workpiace
behavior. For exampis, organizations often provide poeitive consequencas (or oulcomee) for bahaviors they want to sustaln and incraase.
Recaiving positive outcomes (rewards) for transfer afforts and succeesas can halp to Increass the Ikelihood that Individuais will spply new

kaming on the job. This acale halps us understand the extent to which poelive cutcomee such as Increagsd produciivity and work
afactivenses, Increased parsonal satisfaction, addiional reapect, a salary Increass, a mare deeirabie job assignment, the opportuntty to

further career davelopment plane, and 80 on accompany successful transfer
Likely Causes of Problems Possible Action
How can we 3ssure trainees will know they have their
+ Ineffective or missing rewardirecognition system that supendsors' support for transter?
supparts leaming transfer.
+ Trainees do not ciearly percelve the iinkages between + Create Incentive, reward or recognition programs for
training transfer, performance, and desirable outcomes. transfer and make it part of the fraining program.
= Trainees do not have a ciear picture of the personal + Sell frainees during the iraining on the WIIFM (“what's In
(ntrinsic) benefs of transfer. It for me™?).

« ClI ink training outcomes to Important unit,
depa t, or organizational goals. Communicate these
fo tralnees.

« identiy what rewards or recognition would motivate
trainees to use their iraining - and then implement them!
Or, offer a cafeteria-slyle reward plan that would akow
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Performance Coaching:
The extent to which Individuals receive feedback
and coaching to Improve their job performance.
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trainees to choose from a menu of rewards according to
thelr preferences.

+ Make sure frainees understand the behavioral outcomes
of fraining and how those fit into trainee development
plans.

+ Tie rewards for transfer o performance (35 opposed o
chance or some other factor), make sure irainees
perceive the connection, and fake sieps to assure the
rewards are seen as equitabie (e.g., make falr distinctions
when rewarding high and low transfer performers).

+ Publicize transfer successes.

@~

This factoris a
BARRIER because it
should score HIGH

Implication: Thia Is the ofher side of the reinforcameant col: whan negative conssquencea do nof folow unwanted behavior the
tendency to engage In ihat behavior continuesa. In the conbext of tranafer, it's ks saying, “Sincs thers I no panaify for not taking the time

and energy fo try to use new lsaming in my work, | will maia ifs aaaler and continua not to do It". Thie acale helpe us underetand the
axtent fo which negative outcomss such as reprimanda, penaities, pear resantment, or the ilkelihood of not getting a raiee are perceived a8

Hkely consequences of 3 falure fo ransler.
Likely Causes of Problems

Possible Action
How can we assure trainees will know they have their

« Ineffective or missing performance monitoring system that  supenvisors' support for transfer?

supports leaming transfer.

« Trainees are not held accountable for transfer following
training.

+ Weak management and workplace support for the
application of new ieaming.

« Trainees do not clearly perceive the linkages between
training transfer, performance, and desirable outcomes.

Resistance fo Change:
Extent to which p group norms are

by Individuais to resist or discourage the
use of skilis and knowledge acquired In training.

« Include transfer effort and outcomes In trainee
performance monitoring or performance appraisal

+ Make trainees accountable for the expected performance
ouicomes of fralining.

« Re-frain employees who are not appiying fraining.

+ Get management to agree that there will be
consequences for not using training.

+ Make sure frainees understand the consaquences of not
using their fraining.

+ Meet with trainees who are not applying their training and
thelr supenvsars to develop a comective action plan.

« Monitor performance metrics after training o assess
Ingvidual transfer effectiveness.

« Make sure frainees clearly perceive the inkages between
training transfer, performance, and desirabie ouicomes,

@ 126

This factoris a
CATALYST because it
should score LOW
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Please circle the number {1, 2, 3, 4 or 5) to the right of each item that most closely reflects your opinicn

about training.

1 - Strongly disagree 2 - Disagree 3 - Neither agree nor disagree
4 -Agree 5 -Strongly agree

For the following items, please think about THIS SPECIFIC TRAINING PROGRAM :

1. Prior to this training, | knew how the program was supposed to affect my 1 2 3
performance.

2. This training wi! increase my personal productivity. ¥ 23

3. When | leave this training, | can't wait to get back to work to try what | t 2::3
leamed.

a. | believe this training will help me do my current job better. ¥ 2:-3

5. Successfully using this training will help me get a salary increase. 1 2.3

6. If luse this training | am more likely to be rewarded. t 2.3

o | am likely to recelve some recognition if | use my newly leamed skilsonthe job. 1 2 3

8.  Before this training, | had a good understanding of how it would fit my job- ¥ 723
related development.

§. | knew what to expect from this training before it began. 1 23

10. |don't have time to try to use this training on my job. ¥ 2°+3

11. Izikng to usa this training wil take too much energy away from my other ¥ 2.3

12. Employees in this organization wil be penalized for not using whattheyhave 1 2 3
leamned in this training.

13. 1 will be able to try out this training on my job. § i2:73
14. There is too much happening at work right now for me to try to use this ¥ 723
training.

15. If 1 do not use new technigues taught in this training | will be reprimanded. ¥ i2:73
16. If 1 do not utilize this training | will be cautioned about it. ¥ 23
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1-Strongly disagree 2 - Disagree 3 - Neither agree nor disagree

4 -Agree 5 - Strongly agree

17.

18.

1.

20.

21.

22,

23,

24,

25,

26.

27.

28,

23,

31.

32.

33.

The resources needed to use what | leamned in this training will be available
1o me.

My colleagues wil appreciate my using the new skills | learnad in this
training.

My colleagues will encourage me to use the skills | have learned in this
training

At work, my colleagues will expect me to use what | leamned in this training.

My supervisor will meet with me regularly to work on problems | may be
having in trying to use this training.

My supervisor will meet with me to discuss ways to apply this training on the
job.
My supervisor will oppose the use of techniques | learned in this training.

My supervisor will think | am being less effective when | use the techniques
taught in this training.

My supervisor will probably criticize this training when | get back to the job.

My supervisor will help me set realistic goals for job performance based on
my training.

The instructional aids (equipment, illustrations, etc.} usad in this training are
very simiar to real things | use on the job.

The methods used in this training are very similar to how we do it on the job.
| like the way this training seems so much like my job.

It is clear to me that the people conducting this training understand how | will
use what | lsam.

The trainer{s) used lots of examples that showed me how | could use my
learning on the job.

The way the trainer{s) taught the material made me feel more confident |
could apply it in my job.

| will get opportunities to use this training on my job.

1

1
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For the following items, please THINK ABOUT TRAINING IN GENERAL in your organization.

1-Strongly disagree 2 - Disagree 3 - Neither agree nor disagree

4 - Agree 5 -Strongly agree

34.
35.

36.

37.

38.

38.

40.

41.

2.

43.

44.

45.

46.

a7.

48.

My job performance improves when | use naw things that | have leamed. 1. 2

The harder | work at learning, the better | do my job. 1 2

For the most part, the people who get rewarded around here are the ones 1. 2
that do something to desarve it.

When | do things to improve my performanca, good things happen to me. T 2

The more training | apply on my job, the better | do my job. 1. 2

My job is ideal for someone who likes to get rewarded when they do 1 2
something really good.

Experienced employees in my group ridicule others when they use 1. 2
techniques they learn in training.

People in my group are not willing to put in the effort to change the way 1 2
things are done.

My workgroup is reluctant to try new ways of doing things. 1> 2
People often make suggestions about how | can improve my job 1 2
performance.

| get a lot of advice from others about how to do my job better. 1 2
| never doubt my ability to use newly leamed skills on the job. 2
| am sure | can overcome obstaces on the job that hinder my use of new 1 2
skils or knowledge.

At work, | feel very confident using what | learned in training even in the face 1 2
of difficult or taxing situations.

People often tel! me things to help me improve my job performance. {2
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Study Type and Performance Site Information

Type of study:

[ 1 Standard or Expedited

[ ] Exempt

[ 1 Umbrella Review for funds releass

[ 1 Comparative Effectivenass Resaarch

[ 1 Non-Human Subject Determination

[x] Quality Improvement/Non-Research Determination
[ 1 Request review by another IRB

[ ] Coordinating Center ONLY

Please indicate which Committee is most appropriate to review your project:

[x] Social and Behavioral Sciences
[ ] Health Sciences

Are there any international sites involved in this study in which the Pl is responsible?

[]1Yes
[x] No

Is this project cancer-related?

[]Yes
[x] No
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Study Purpose and Description

Provide a brief abstract of the study in lay language. The IRB Committees are comprised of scientists with
varied backgrounds, non-scientists, and community members.

This capstone project seeks 1o understand to what extent instances of learning transfer can be recognized, documented,
and ideally replicated for future participants of a leadership focused social-emotional learning program. Leadership
development program designers and facilitators, both in education and corporate leadership development fields, grapple
with the challenge of accurately measuring and communicating instances of transferable skill usage as a direct resuit of
program participation (Snoek & Volman, 2014; Burke & Collins, 2005; Johnson, Garrison, Hemez-Broome, Flsenor, &
Steed, 2012; Gilpin-Jackson & Bushe, 2007). Because organizations often cite culture change as a primary intention in
leadership development programs, there exists a concerted interest by practitioners to have ability to report program
impact that moves beyond personal transfer of leaming to that of organizational impact (Ray & Goppelt, 2011; Crawiey-
Low, 2013; Vitello-Cicciu, Weatherford, Gemme, Glass, & Seymour-Route, 2014, Peters, Baum, & Stephens, 2011).
Understanding and articulating how the investments made in individual and group skill development are transiating to
organization-wide impacts is the shared problem of practice for practitionars in this field.

The Georgia Leadership Institute for School Improvement (GLISI) is an independent, nonprofit organization of educators,
leadership and education experts that work to support education leaders through cohort model leadership programs as
well as in-district customized fraining. The mission of GLISI, to "uplift school leaders, fransform mindsets and action,
create vibrant cultures of innovation, and build excsllent and equitable schools,” is transiated for participants of their
programs into skill development in key leadership areas, in an effort to equip teachers and leaders o be able to “work
together to create thriving school cultures for students and aduits alike™ (www glisi.org, 2017). One such program,
launched in 2019-2020 has been designed to specifically expand the social-emotional leaming (SEL) skill sets for
participants. This program is intended to encourage not onfy individual skill expansion but to also develop a Culture of
Belonging and Leaming Together, or COBALT, as it is known to its participants. The COBALT program curriculum
includes focus on the following six competencies:

* Practicing actionable seif-reflection

k : alive relationships

.DCEI'.EIW."DOE y "

« Faciiitating meaningful conversations

« Thinking systematically

= Ddlonl ¢ .

(www.glisi.org, 2019)

The COBALT program is cummently in pilot phase with two school districts in the state of Georgia: Carroll County School
System and Clayton County Public Schools.

As the mission of both GLISI and the COBALT program is %o provide transformational organizational culture change
through growth of individual awareness and behavior change, there exists a critical need to evaluate how this program is
influencing at both a personal and organizational impact level. As GLISI works to expand the implementation of their SEL
framework and COBALT program curriculum, a key program challenge is to identify, document, and build upon factors
that influence the transfer of learning and thus reflect the retum on investment of time and resources of school districts that
participate in the program. For GLISI, this will be a key differentiator and partnership factor to leverage with potential
districts in the future if evaluative measures indicate transferable impacts. Such data would support GLISI and COBALT's
ability to provide not only engaging experiential learning events, but more importantly to provide leaming experiences that
are fransferable and create personal change and that begin to impact the culture of the organizations they serve. In this
pilot phase, the ability to design post-program evaluative measures that allow for the capture of data that might indicate
transfer of leaming has the potential to aid GLISI program designers in replicating and reproducing both shared and
unique factors of influence for future cohorts at the individual (participant) level, program content and faciitation level, and
ideally even the organization/environment level.

Capturing experiences indicative of transfer of leaming is paramount in the field of leaming psychology, where scholars
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have long-considered the transfer of leaming to be the most important topic in their fisld (Leberman, McDonald, & Doyle,
2006). Studied primarily at an individual level, transfer of leaming occurs when participants are able to demonstrate skills
gained in a leaming program with effectivenass and continued application in their roles and responsibilities (Foley &
Kaiser, 2013).

The foundational framework for understanding the impact of COBALT participation relative to how participants percsive
their ransfer of key concepts from the SEL curriculum included in the program design in both personal and organizational
contexts will be the conceptual model of leaming transfer, developed by Holton (Holton 11, Bates, & Ruona, 2000; Kirwan
& Birchall, 2006). This model is basad on the theory that lsarning outcomes and indeed the transfer of leaming is
cultivated through influences of personal, program, and organizational factors.

As this framework was developed and tested, the Leaming Transfer System Inventory (LTSI) was developed by Holton
and his team in order to further understand 16 unigue training-factors (see below) that are defined across personal,
programmatic, and organizational levels, and that ideally faciitate the transfer of new leaming (Kim & Callahan, 2013).
Hoalton's framework thereby can inform the work of practitioners and program designers (such as those at GLISI) who are
working to ensure compeatencies being developad in a leaming space will have impact on personal and organizational
behavior outside the program participation experience.

This program study will primarily focus on the impact of the participants’ COBALT experience relative to transferable SEL
skills into both personal and organizational contexts. Using a mixed methods approach, this study will be designed to
gather both high-level quantitative data that indicates leaming transfer factors of influence as well as more in-depth
qualitative data that in aggregate will have the potential to inform future iterations of the COBALT program at a design
level as well as a participant-practice level. This focus will ideally capture instances of transfer that can be replicated or
more intentionally designed for future cohorts, as well as generate best practices for GLISI as they work to provide
continuad support beyond the initial COBALT program for the districts they serve.

Using the LTSI conceptual model of leaming transfer factors and referencing both the LTSI quastionnaire and later
interpretations of the concapts therein, a unique survey instrument will be created for the purpose of this study that
meaasures participants’ perceptions of leaming transfer (Deller, 2019). This survey will be administeraed to either one or
both participant groups, depending on ability to work with one or both districts in this research.

Semi-structured interviews will also be designed and administered with select program participants, program designers,
and program facilitators. Again using the leaming transfer constructs provided by the LTSI framework, this process is
intended to capture self-reported instances of transferred learning at individual and group levels, as well as perceptions of
how these levels of transferred leaming are impacting the organization’s culture. In concert with the survey approach, this
qualitative step will provide additional contextual insights that will serve as the basis for continued program improvements
as well as for continued understanding of the impact of buliding leaders' SEL competencias included in the COBALT
program on the culture of organizations.

Is this a quality improvement initiative where the only intent is to: (a) implement a practice to improve the
quality of patient care, and/or (b) collect patient or provider data about the implementation of the practice for
clinical, practical, or administrative purposes (e.g., measuring or reporting provider performance data)?
[1Yes

[x] No
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Is the intent of the data/specimen collection for the purpose of contributing to generalizable knowledge and
of which there is a hypothesis?

[]Yes

[x] No
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Conflict of Interest Disclosure

Is there a potential confiict of interest for the Principal Investigator or key personnel? « The Pl is responsible
for assuring that no arrangement has been entered into where the value of the ownership interests will be
affected by the outcome of the research and no arrangement has been entered into where the amount of
compensation will be affected by the outcome of the research. « Assessment should include anyone listed as
Principal Investigator, or other research personnel on page 1 of this application. Please note that ownership
described below apply to the aggregate ownership of an individual investigator, his/her spouse, domestic
partner and dependent children). Do not consider the combined ownership of all investigators.

[ 1Yes
[x] No
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Human Research Protections Program - HRPP
Supporting the work of the IRB and Providing HRPP Oversight

%7 VANDERBILT

RE: IRB #200655 "Understanding and Harnessing Catalysts for Personal and Organizational Transformation:
A Study of Transfer of Learning in a Social-Emotional Leadership Development Program Design"

Dear Melanie L Adams:

A designee of the Institutional Review Board reviewed the research study identified above. The designee determined the
project does not qualify as “research” per 45 CFR §46.102(1).

() Research means a systematic investigation, including research development, testing and evaluation, designed to
develop or contribute to generalizable knowledge. Activities which meet this definition constitute research for purposes of
this policy, whether or not they are conducted or supported under a program which is considered research for other
purposes.

This capstone project seeks to understand to what extent instances of learning transfer can be recognized, documented,
and ideally replicated for future participants of a leadership focused social-emotional leaming COBALT program within the
Georgia Leadership Institute for School of iImprovement (GLISI).

As this does not meet the “criteria for research” as described in 45 CFR §46.102(1), IRB approval is not required.

Please note: Any changes o this proposal that may alter its "non-research” status should be presented to the IRB for
approval prior to implementation of the changes. In accordance with IRB Policy I11.J, amendments will be accepted up to
one year from the date of approval. If such changes are requested beyond this time frame, submission of a new proposal

is required.

Sincerely,

Kevin D Abner

Institutional Review Board
Behavioral Sciences Committee

Electronic Signature: Kevin D Abner/NVUMC/Vanderbilt : (6784027a8de27172e022986056479686)
Signed On: 04/10/2020 2:36:50 PM CDT

1313 21st Ave., South, Suite 505
Nashville, TN 37232
www.vanderbiiteduirb
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