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Background 
Ø National Association of Securities Dealers-Regulation (NASDR) examiners conduct exams of over 7,000 

Nasdaq firms. 

Challenges 
Ø Framing the project to improve performance. 
Ø Capturing and leveraging enterprise-wide expertise. 
Ø Moving from individual and work group to enterprise solutions (Carleton, 2005). 

Compliance 

§ Sales Practices 

§ Trading Practices 

§ Net Capital 

§ W ritten Supervisory 

Procedures 

Information 

§ Product Lines and 

Business Activities 

§ Regulations of the 

NASD, SEC, and 

State Regulators 

Exam Skills 

§ Concepts 

§ Procedural Skills 

§ Problem-Solving 

Skills 

§ Mental Models 

Process 

§ E⌧am Preparation 

§ Back Office 

§ E⌧am Report 

Customer 
Service 

§ E⌧am Conduct 

§ Interviews 

§ Escalation 

Rampup 

§ New -Hire Training 

§ Hardware/Software 

Upgrades 

 

Options 
1. Respond to the request to convert 80-plus hours of ILT to 25 hours of CBT/WBT.  

2. Refuse the request. 

3. Try to find off-the-shelf courseware to meet the request. 

4. Establish a steering committee to collectively re-frame the project from delivering e-learning to: 
§ Improving performance as tied to key SBOs. 
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§ Capturing and leveraging enterprise-wide best practices. 
§ Moving from individual and work group solutions to enterprise solutions. 
§ Removing enterprise-wide barriers to performance. 

Management Solutions 
Ø Ongoing alignment and re-alignment (Villachica, 

Stone, & Endicott, 2004). 

Ø Development Methodologies. 
§ Rapid Application Development (RAD) 

(Martin, 1991; Villachica and Stone, 1998a). 
§ Modified ADDIE. 

Ø Roles and Responsibilities 
§ Project - and client-side project managers. 
§ Executive sponsor. 
§ Steering committee. 
§ Technical review teams. 
§ SWAT teams. 
§ Usability test participants. 

Ø Project Management and Tracking System (PMTS). 
§ Project Planning. 
§ Risk management. 
§ Organization, technology, scope risks (Foshay, 1994). 
§ Execution, white space, and integration risks (Matta and Ashkenas, 2003). 
§ Formal project change management process. 
§ Change request forms. 
§ Sign-off sheets. 

Results  
Ø Reduced time to conduct exams by 20 percent. 
Ø Reduced administration costs by $2M. 
Ø Reduced training delivery costs by 43 percent. 
Ø CORNERSTONE‘s ROI was 2.5, which means for every dollar invested in the system, the return to the NASD-R 

was  $2.50 in increased examiner efficiency and productivity  (Villachica and Stone, 1998b). 

Lessons Learned 
Ø You need to find a middle way.  There seem to be two kinds of folks these days: the Analysis-Paralysis people 

and the seat-of-the-pants folks. The first group wants to study everything in detail while it changes under 
their feet. The second group wants to proceed without an understanding of where they’re going or how 
they’re going to get there. The simple fact is that you can’t plan for everything in large technology-driven 
performance improvement projects, but you can and should have a process to that allows for risk mitigation 
and changes to the original plans. To proceed otherwise is a bit naïve. 

Ø Use a big-tent approach to improving performance.  Too often we become enamored with learning. Peter 
Dean has done years of research indicating that only 17% of the gaps between existing and desired 
performance are caused by lack of skill and knowledge—the stuff that training addresses. We, therefore, need 
to look at the mix of solutions we propose and recalibrate our efforts accordingly. 
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Ø Don't take on stupid projects.  Reframe them to improve performance in ways that are directly linked with 
SBOs. Then align and realign your efforts on an ongoing basis. Remember, bad, rapid e-learning only gives 
you lots-o-shoddy stuff faster.  

Ø Always debrief your projects to create your own set of “lessons learned.”  Otherwise, you will repeat the same 
mistakes. And those that forget their history are doomed to repeat it. 

Ø Find the smartest people you can from multiple disciplines, and assign them to either your project or your 
kitchen cabinet. 

Ø Make your nemeses your friends. Working in isolation is often the “kiss of death” as larger events can quickly 
pass you by. This means partnering with IT, real end users, and the leadership of line organizations 
throughout the effort. (Explain the failure of the Product information system). In other words, keep your 
friends close and your enemies closer. Ultimately, you’ll need to know what all of them are doing!  

Ø Remember that all this technological stuff is really about people. It’s not about the panacea de jour or the next 
“killer app.” It’s not about collecting so much information you die from analysis paralysis. You’re really 
dealing with improving performance by looking at the work, the worker and the workplace (organization) or 
of the people, organizations, and enterprises. To do this successfully, your need to factor in their needs, their 
paranoias, their strengths. You need to plan for change early and often, while never underestimating the 
power of organizational inertia. Above all, you need a sense of humor. 
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