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‘Applied Research with a Purpose’

By Barry Henson, B.A. (Psychology) & Filomena Sousa, B.Sc. (Genetics) 

As new clients review our work, and in particular Talsico® GoalOriented Learning™ - Learning Units, we frequently hear comments to the effect that “this is so simple”.  Our response is always “thank you” because it took many years of hard work to create that simplicity, and it is that same simplicity that makes Talsico Goal Oriented Learning so effective and successful.   Talsico Goal Oriented Learning is like a well-designed piece of software.  While what our ‘software’ does is quite complex, we spent a great deal of time ensuring the ‘user interface’ is simple and easy to use.  This simplicity and ease of use enable everybody from a factory worker in Michigan, to a supervisor in Palo Alto, to a manager in Boston, to pick up a learning unit and go…

In this article I am going to give you some insight into the design of Talsico Goal Oriented Learning.  I will peel back various layers of design to reveal many of the powerful features of Talsico Goal Oriented Learning that are hidden to the casual observer.  In doing so I trust you will come to appreciate, as our other clients have, how something so simple can accomplish so much.  

How do people learn most effectively?

This question is critical to understanding why Talsico Goal Oriented Learning works.  ‘Training’ and “Learning” are two very different things.  Learning is the goal.  Training is a way of helping it occur.  Hopefully, your people will ‘learn’ from the training courses your company runs, but it is equally true that you can spend a whole lot on training without a great deal of ‘learning’ occurring.  

So, if what we want is learning, how do people learn most effectively?

1. A Goal is the most powerful activator for learning

For people to learn, information must get into the brain via our senses.  But, if our senses were to let all the information in that was sent their way each day, we’d waste a lot of time and effort processing information that was not relevant to us, and we’d probably go crazy in the process!  So our brain must have a way to decide what information to let in, and what information to ignore.  The Reticular Activating System in the brain performs this function:  It acts as a sentry that decides what information to let in.  (It already knows that anything with our own name in it is relevant to us, which is why in a room full of noise, if you hear your own name, you immediately spring to attention!)

The most effective way to “program” the Reticular Activating System is to give it a goal.  A goal tells the Reticular Activating System “find out this information and let me know about it”.  From that point on, the brain is on the alert for the information you are seeking. 

The core of Talsico Goal Oriented Learning is that everything to be learnt is stated as a “Goal” in a form that activates the Reticular Activating System. 

2.  Building Neural Pathways

We have billions of neurons in our brain, however, it is the links between neurons (neural pathways), which actually determine how much we learn.  In simple terms, learning is the process of building neural pathways in the brain.  The more pathways we build, the more we learn and vice versa.

The brain builds different neural pathways depending on how the information is viewed and accessed.  For example an apple may be linked to “fruits”, “round shiny objects” “Newton”…The more links we form, the stronger the learning and the more readily accessible.   And each of our senses forms a different neural pathway.
In Talsico Goal Oriented Learning, the “goals” are defined so that the brain is encouraged to make multiple, relevant links so that multiple neural pathways are developed for the new learning.

3.  Building Neural Pathways with simulated situations

The brain does not distinguish between real and simulated situations when building neural pathways.  Provided the goals are presented in the right way, the brain builds actual neural pathways without the person having to experience the actual situation.  A good application of this is in troubleshooting:  If we can lead the brain through the process of thinking about problems, causes, consequences, actions,… the brain builds the same neural pathways it would if the person had actually experienced the problem and solved it.  This means that we can create “thought simulations” so that when the real problem happens, the brain is already equipped with the neural pathways to detect and solve the problem.

4. Learning Styles & Whole Brain Learning

Individuals have different preferred learning styles (Visual, Auditory, Kinesthetic/tactile).  For individuals who learn best by doing/touching (Kinesthetic/tactile), it is very difficult to learn by simply listening/watching.  A high proportion of individuals who did not complete high school were found to be kinesthetic/tactile learners.  It wasn’t that they weren’t intelligent, it was more that the learning styles applied in schools made it extremely difficult for them to learn.  In a work environment, particularly on process or manual tasks, it is important to cater for kinesthetic/tactile learners.  

The Talsico Goal Oriented Learning Units are designed so that people can choose the methods of learning that are most suitable to them.  Goals, (Learning Outcomes), are phrased so as to encourage multiple methods of achieving the same outcome, and using different senses (seeing, hearing, talking, touching, doing).

5. Retention 

New learning is quickly “forgotten” unless there is a process for revisiting the learning soon after it is acquired and occasionally thereafter.  In Talsico Goal Oriented Learning, Verification provides this.  It is a method of checking that the person is acquiring the learning and giving them feedback.  For the person who is acting as the Verifier, it is a process for revisiting the learning on an occasional basis.

The overall result is much higher retention of learning.

Influencing behavior

People may learn and be competent, but may not exhibit the behaviors we required.  That is, they may know what to do and how to do it, but they may not do it!  How can we achieve “performance” of the desired behaviors?    The Talsico Learning Units build in some powerful motivators for achieving the desired behavior.

1. Self-Discovered Truth

A “truth” that is “discovered” by the individual is more powerful in influencing his/her behavior than a “fact” which is “provided”.  Some Learning Outcomes are designed so that the individual must “seek” the information and discover the “truth”.  This is particularly powerful in safety or quality issues.

2. Cognitive Dissonance

For individual to feel psychological “comfortable”, their behavior must be consistent with their beliefs.  Where there is a different between the belief and the behavior, the individual feels psychologically uncomfortable (Cognitive Dissonance), and typically alters the behavior to be consistent with the belief.  If the individual holds some beliefs which are detrimental to the organization, we must seek to change the beliefs by “forcing” the individual to demonstrate the desired behaviors.  This creates cognitive dissonance in the individual which then compels the individual to change the belief.

In Talsico Goal Oriented Learning, some Learning Outcomes which look quite straightforward are actually designed to create Cognitive Dissonance.

3.  Social Norms and Referent Power

Central to Talsico Goal Oriented Learning is that Learners seek information from competent, respected people in the organization regarding technical skills, safety, quality, team skills etc.

In a team-based work environment it allows team members to articulate desired team behaviors and norms thereby strengthening their own commitment to those behaviors and more powerfully influencing the new members to take up those behaviors and norms. 

This is particularly powerful for organizations working in a team-based work environment as it breaks down barriers, establishes channels of communication and gives people a reason to speak to each other even across departments if relevant.

4.  Generative Empowerment

An intrinsic benefit of Talsico Goal Oriented Learning is that it helps individuals learn how to learn and makes learning a natural part of each person’s job.  This has significant benefits for the individuals and for the organization including:

· Greater self-sufficiency in seeking new learning

· Increased openness to change

· Individuals display greater interest and curiosity about other aspects of the organization and their own work.

· Increased confidence in problem solving

· Improved Communications

· Improved overall performance (throughput, quality, safety, scrap..)
5.  Impact & Results
We believe the real test of the value of Goal Oriented Learning is the impact it has on organizational performance.  

We feel privileged to work with some of the world’s leading organizations in industries as diverse as: pharmaceuticals, metals, mining, consumer goods, airlines, food, and chemical.   We are proud of the results we have helped them achieve – see next page for actual results.   Please contact us if you’d like to discuss how Talsico Goal Oriented Learning might benefit your organization.

See next page for results.

Results achieved using Talsico® GoalOriented Learning™

	83% improvement in learning efficiency in complex setup (Manesty tableting press) – Pfocus article March 2001, p7,8

	3.5% increase in yield, approx US$220,000 in 1 month alone, greater ownership evident – Pfocus article Sept Oct 2001

	US$2.6 million gain attributed to Talsico™ GOL & teams – PROCOMP Conference Pres.  Feb 5, 2002, Puerto Rico

	Commended by Australian FDA-equivalent (TGA) – Pfocus Jan 2001, p 3

	88% decrease in ineffective clearances  (Clearances that failed re-inspection) – Chicago plant, reported May 2002

	74% decrease in documentation errors – Chicago plant, reported May 2002

	63% reduction in scrap –Puerto Rico plant, reported by plant – April 2002

	US$1.2 Million saving - overfill reduction - Cambridge Ohio Plant, – national presentation – February 2002

	21% improvement in operating efficiency (Asset Utilization) - Juncos Plant, Puerto Rico  – reported by plant Jun 2000

	86% improvement in Learning Efficiency – time to reach competency in Potroom operations decreased from approximately 28 months to 4 months.  Published in Bayside News – Dec 2001 

	Won Manufacturing Award and Excellence Award - Won the Incitec Manufacturing Award, 2000, and the Incitec Excellence Award 2001.  (High profile awards generally reserved for manufacturing or engineering initiatives resulting in outstanding savings or gains)
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