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Introduction to the Study

Mosaic surveyed over 90 training and operations leaders representing 44 utility and pipeline companies to identify current training
challenges and future strategy evolutions to elevate the value of training in a rapidly evolving and resource-constrained business.
Our goal is to provide insight into the unique perspectives of these two groups, identify areas of misalignment between training and
operations, and find opportunities to bridge the gap between training effectiveness and business value.

Benchmark participants shared that energy and utility organizations face a perfect storm of game-changing external disruption and
internal transformation impacting the workforce.

New and evolving business needs enhance the importance of building a competent, skilled, and high-performing
workforce and require training organizations to approach their work with more flexibility and agility.

Many of the challenges training organizations face are However, new and expanded challenges also emerged:

long-standing and persistent: '
{:(;:s% An increasing pressure to keep up with a continual

e Competing priorities at the executive level C‘ | Workforce recruiting and retention challenges
2

resulting in more significant knowledge and skill gaps
¢ Siloed business units and management of change processes

-, | The demand for more modern learning methods from
a new generation of workers

e Disparate systems and inconsistent training methods

This summer, Mosaic will issue an exclusive report to share best practices and recommendations for addressing these challenges.
The following report provides a detailed summary of the findings from the benchmark study.
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The Business Context is Changing

Rapidly evolving customer A seismic shift in the regulatory Intense competition for
expectations landscape resources
It is no longer just about price and Federal, state, and local policy and oversight Challenges around recruiting, hiring,
dependability. Customers demand that are changing dramatically, requiring increased  training, and retaining talent have
energy and utility companies understand  investment in innovation, process intensified. Competition is fierce and
and proactively adapt to social, improvement, and reporting capabilities. workers have more options and different
environmental, and market preferences. career expectations.

Utilities are responding to these shifts by transforming the way they do business: becoming more customer-centric; adjusting
business models; employing integrated technologies across the enterprise; and utilizing data to make faster, smarter, risk-informed
business decisions.

The rate of change is accelerating, and employees will see far more changes in the future than they’ve seen in the past
or see today. We need employees who can thrive in that environment.

— VP of Operations




Training Organizations are at a Crossroads

'%‘ Safety has, is, and always will be a foundational organizational priority.

Historically, the primary purpose of training has been to ensure worker and public safety while meeting compliance
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requirements.

Over the past decade, there has been a visible shift from compliance- to competence-focused training that prepares
I employees for the entire job and aligns training goals to tangible business outcomes. However, as the pace and magnitude
AL of change continue to increase across the business, training organizations are facing new and expanding challenges.

||_.}

The traditional methods for developing a competent workforce often no longer meet the needs of the business.
The business needs its training partners to expand their purpose from building a skilled and prepared workforce
to sustaining an agile and ready workforce capable of adapting to ongoing change confidently and competently.

The rate of change and the complexity of our industry is accelerating. We still need to support our legacy programs like
our apprenticeships. However, wildfire-related training, emergency response training, contractor training, and
responding to changing regulatory requirements are examples of additional training efforts that were not part of our
book of business three to five years ago. The volume of requests for new training is increasing based on these newer
drivers, AND the rate of change determining how long existing training is current is also increasing. It’s a perfect storm.

— Senior Director of Training




Significant Resource Constraints

Training may have a seat at the table, but the training budget is only commensurate with its perceived value when competing with
all other organizational priorities. “Workforce” has moved into the top ten on corporate priority lists. However, training is just one
component of building a safe, productive, and engaged workforce, and many executives do not fully value training or understand

the challenges it faces.

Training resources are Trainers with subject-matter
often inexperienced and expertise and facilitation
stretched thin, making it skills are in high demand.

hard to do more with less.

Curriculum development Budgeting processes (e.g.,
teams lack the ability to rate cases and annual

scale quickly and efficiently planning) have not evolved
or take advantage of digital fast enough to account for
learning solutions. the increased cost burden of

keeping training current and
effective amidst all the
business change.
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Training

We need support and structure to handle the magnitude of
work.

— Director of Training

I am currently running highly technical training programs
absolutely bare-bones. | am barely getting by instead of
providing training and education as effectively as a Fortune
500 company should. | know what it could be, and with my
passion for training, it is disheartening not to be able to do
everything well.

— Technical Training Manager

Our main concern is getting the organization to see and
invest in training as a viable business unit that brings
measurable value at all levels.

— Training & Development Manager

Operations

Training priority is regional across the company. Different
workgroups put varying amounts of emphasis on training
resulting in a mixed bag of employee development.

— Asset Management Director

Benchmark Findings:

Significant resource constraints and a continuous backlog of
training needs were consistent themes in the benchmark survey
responses.

‘.’ Resource constraints are the most common training
'-‘ challenge listed by benchmark participants representing
training departments (64%).

Both operations and training participants ranked
M keeping up with the pace of change as their 1st or 2nd
most critical priority for long-term training strategies.

'Q The 3rd highest priority for training organizations over
&~ the next 3 to 5 years is curriculum development (new
and maintenance).

Note: Click any of the statements above to jump to the
corresponding chart in the Detailed Findings section.




Shifting Core Responsibilities

Training continues to be responsible for the administration that drives compliance and safety, but additional responsibilities are
being added without a proportionate increase in budget, resources, or time.

These responsibilities include:

o @ 1

11
Maintaining alignment with Meeting the digital learning Increasing the scope and volume of
operational priorities and initiatives. expectations of the workforce. training to keep up with process,

technology, and regulatory changes.

The following benchmark survey findings highlight the increasing need for and responsibilities of effective training despite the
resource constraints laid out in the previous section:




Training

The old ‘bring everyone in for all training’ is too costly and
time-consuming and no longer works for today’s learners or
our business partners.

— Technical Training Manager

Employees want to know what they have to know for their
current roles AND the roles they aspire to in the future. And
they expect us to provide efficient training programs that
support career progression.

— Learning & Development Manager

Operations

We will continue to experience a high level of change, both
internally and externally. Our success will be dependent on
training’s ability to adapt to meet the needs of a diverse and
distributed workforce and support learning paths for critical
positions.

— Director of Customer Service

We need to teach the workforce how to be learning agile.
The rate of change is accelerating, and employees will see
far more changes in the future than they’ve seen in the past
or see today. We need employees who can thrive in that
environment.

— VP of Technology Operations

-

Training participants listed modernizing learning methods,
proving value to the business, and keeping up with
business changes and needs as the most significant training
challenges (after resource constraints).

Operations participants listed lack of experience and
staffing challenges as their 1st and 3rd biggest workforce
challenges. Yet the business acknowledged that it doesn’t
always see training as a solution to its problems. They need
to be able to do more with less too, and training is an
additional cost and time burden.

Benchmark participants representing operations listed
improving the alignment of training and organizational
priorities as their 2nd highest priority for future training
strategies. But most operations leaders admit they don’t
know enough about how good training happens to be part
of the solution.

In Mosaic’s 2020 Digital Transformation Benchmark Study,
more than 75% of energy and utility executives and
business leaders reported that their organizations are not
ready to support the volume of training needed to
prepare impacted workgroups for digital change.
However, while they may want the training department to
do something different to keep up with the pace of
change and provide more valuable training experiences, it
is not a top priority in corporate planning and budgeting.




Cumbersome and Inaccessible Content
[

Standards and Procedures

Performance Support Tools

Accessible via

Many training assets are still housed and managed as individual documents on disparate systems across siloed organizations,
making it difficult to quickly access, update, and reimplement content when something changes. This lack of insight and
workflow management creates challenges for training organizations to keep up with changes and for employees to access and
consume up-to-date, relevant content in their moment of need.




Training

Content update is crucial to our business and having a broad
blend of training solutions helps keep our programs and
trainers current.

— Manager of Technical Training

In our regulated industry, tracking and recording training and
qualification records for new and ongoing training is essential
to ensure compliance. The solutions we have found are siloed
and don’t communicate with other systems within our
company, creating extra work, frustration, and possible
compliance issues.

— Technical Training and OQ Manager

Operations

We need robust, on-demand, up-to-date, and efficient training
for our field employees.
— Director of Operations

Benchmark Findings:

Benchmark participants listed technology and management of change
challenges as barriers to keeping training up-to-date, consistent, and
readily available:

Implementing systems that manage and maintain
content to keep up with the pace of change is the top
priority for future training strategies for operations
benchmark participants and the 2nd highest priority for
training participants.

According to both training and operations participants,
irrelevant, outdated, and/or ineffective training content
is the top current training attribute that needs to be
eliminated or fixed.

Operations participants listed keeping up with changing
business needs as the 2nd highest priority for training
strategies.




Detailed Benchmark Findings

The State of Training (Training Survey)

Question #1:What are your top three training challenges over the next 3-5 years?

Dealing with COVID impacts (in-person
Training resource constraints (staff, facilities, budget) . 8 P (in-p

restrictions, increased remote learning)

Modernizing learning methods (greater accessibility, enhanced . Ineffective systems and tools (LMS, content
learner experience) management, virtual training)

Proving value to the business (ROl metrics, efficient utilization of . Creating new training programs and content (new

time, alignment with business priorities, OJT support) workgroups, contractor training, leadership

training, refresher training, antiquated programs)
Keeping up with business changes and needs (technology

advancement, SME availability, increased hiring, knowledge transfer)

64%

44% 44% 44%

22%

20%

' 17%

Other Responses:

» Resistance to change in the business
» Inflexibility in union contracts




Detailed Benchmark Findings

Question #2: What are your top three training priorities over the next 3-5 years?

. Providing a consistent, seamless training experience

. Digitizing training delivery methods (mobile, video, AR/VR, just-in-time) (standardization, accessibility, scheduling)

. Aligning with business needs and priorities (training to competence, . Implementing new systems and tools (LMS, content
right-sized training, reduction in classroom time, knowledge transfer) management)
. Curriculum development (new and maintenance) . Utilizing data to demonstrate business value

. Optimizing the use of training resources (instructors,
SMEs, facilities)

70%

Other Responses:
» Sustaining virtual learning post-COVID




Detailed Benchmark Findings

The State of the Workforce (Operations Survey)
Question #1: What are your top three workforce challenges over the next 3-5 years?

. Lack of experience (retirements, turnover, less experienced new hires) . New and expanding regulatory requirements

. I?effectlve t.ra.lnmg programs (too‘muc.h time spent in training, slow . Adoption of new technologies and digital tools
time to proficiency, insufficient skill reinforcement)

. Staffing challenges (keeping up with hiring, competitive job market, lack
of skillset availability)

70%

Other Responses:

» Adapting to industry and business changes
» Maintaining a strong safety culture




Detailed Benchmark Findings

Question #2: What are your top three workforce priorities over the next 3-5 years?
. Improving performance . Adapting to new work requirements

. Meeting hiring needs . Ensuring safety and compliance

57%

Other Responses:

» Retaining talent long-term
» Enhancing employee focus on customer service




Detailed Benchmark Findings

Ideal Future Training Strategy

Question #3: From an aspirational perspective, where anything is possible, what does an ideal future training strategy look like for
your organization?

Developing a broader blend of training solutions to improve
accessibility, performance improvement, and data tracking

Implementing systems that manage and maintain content to
keep up with the pace of change

Leveraging digital tools to provide more effective performance
support in the flow of work

Mapping training programs to career progression plans to
attractand retain talent

Improving the alignment of training and organizational
priorities

Running training as a business with defined effectiveness and

. ) Training
efficiency metrics

H
- Operations

Other Responses:

» Increasing the training budget

» Separating OQ from training

» Expanding the skillsets for training resources (e.g., instructional
designers, expert instructors)

Consolidating training functions across the enterprise
Aligning training with HR
Expanding training availability

YV V VY




Detailed Benchmark Findings

Question #4: Explain why the ideal attributes you selected above would significantly impact training effectiveness within your

organization.

Elevate the value of training to the business

Modernize the learning experience

Improve training’s consistency and accessibility

Keep up with the changing business needs

Other Responses:

» Enhance knowledge transfer
» Align with organizational goals
> Attract ideal candidates

Training

Operations




Detailed Benchmark Findings

Question #5: What current attributes would you like to see eliminated or decreased from your organization’s current training
strategy?

Irrelevant, outdated, and/or ineffective training content

Uncertainty about the effectiveness of training programs
related to business objectives and performance improvement

Lack of engagement and apathy of the business towards
training

Insufficient opportunities to safely reinforce, practice, and
apply knowledge and skills after formal training

Too much cost and time spent in training and away from the

job
The training department’s lack of understanding of business .
priorities and needs
275 . Training
- Operations
O

Other Responses:

Lack of budget available for training

Significant knowledge gaps from retirements
Inaccessibility of training resources

Training unavailability due to COVID restrictions

YV VY




Detailed Benchmark Findings

Experiential Learning

Question #6: In addition to classroom training solutions, what other delivery methods are you currently exploring or interested in to
help achieve your ideal strategy?

Enhanced elLearning courses and activities

Interactive virtual classroom experiences

Immersive virtual reality simulations

Mobile performance support

Live, animated, and interactive 360 video

Just-in-time augmented reality

Experiential 3D Gaming scenarios

*Hands-on practice only Training

Operations




Detailed Benchmark Findings

Question #7: Where would experiential learning solutions (e.g., VR, AR, gamification) have the biggest impact on
your organization?

Real-life exposure to day-to-day tasks

High-risk safety and refresher training

Access to costly equipment and hazardous environments

Just-in-time learning resource

Emergency response training

Training

Operations

Other Responses:

» Remote learning
» Leadership skills development
» Exposure to other roles




Detailed Benchmark Findings

Roadblocks (Training Survey)

Question #8: What roadblocks have you run into from senior operations leaders when attempting to get buy-in for enhancing your
training strategy and execution?

. Budget constraints . Cultural aversion to new methods and change

. Other more pressing priorities . The limited perceived value of training

. Lack of data to validate further investment

64%

Other Responses:

» IT and technology constraints
» Time constraints for field employees (not enough SMEs, limited training time)




Detailed Benchmark Findings

Constraints (Operations Survey)

Question #8: What constraints do you perceive in the training department’s ability to improve the quality and/or effectiveness of
your organization’s training strategy and execution?

. Budget and/or resource constraints . Inability to align training’s value to business objectives

. Day-to-day responsibilities prioritized over strategy . Lack of data to demonstrate the value of training

. Lack of creativity or willingness to try new methods

80%

Other Responses:

» Lack of qualified candidates and experienced resources (developers and instructors)




Detailed Benchmark Findings

Making a Case for Training

Question #9: What types of information and support would help move training strategy decisions and investments forward in a

meaningful way?

Examples of solutions implemented for other utilities, what
challenges they addressed and the resulting outcomes

Reputable articles and reports detailing trends and business
outcomes related to YOUR industry

A strategy and business case that outlines specific gaps and
solutions for your organization

Reputable articles and reports detailing trends and business
outcomes related to OTHER industries

Training

Other Responses:

» Vendors creating affordable VR/AR products
» A sense of urgency from operations leadership
» Data demonstrating the effectiveness of training

Operations




A Movement Toward Responsive and Flexible Training

Considering the industry dynamics and internal challenges operations and training leaders face, traditional methods for developing a
competent workforce are no longer enough to address the new and expanded needs of the business.

Work is evolving, and standards for employee performance are changing with it. Developing a safe and technically effective workforce
is just the beginning. The business needs employees and contractors who can:

7 e\ = an
3§> Q/ 12 yasei\ =

Adopt and Maintain safety and Integrate increasing Provide customers Apply standards and
champion constantly technical performance documentation and with increased levels best practices to new
evolving tools and as roles and recordkeeping with of service and situations every day.
technologies. workflows change. 100% accuracy into customization.

their workflows.

Training is responsible for being aware of shifting business needs and ensuring the workforce is ready and able to perform at a level
of excellence amidst persistent disruption. Training leaders need to expand their strategies from building skilled and prepared
employees to sustaining an agile and ready workforce capable of responding to ongoing change confidently and competently.

Building an adaptive training system that is responsive and flexible is key to creating and sustaining a competent
workforce that is prepared, productive, and resilient to change.




Preparing for an Ever-Changing Future

L....IJ i

The ideal future state is a culture of engaged workers and self-driven learners who are ready and eager to do their jobs and evolve

with the business. While training cannot prepare employees for the future of work and build a resilient workforce on its own, it can
and should be a critical component of that mission.

Operations groups are undergoing long-term, transformational change. If you read this report, you probably have a vested interest

in modernizing your training strategy to provide employees with the tools and learning experiences they need to respond and
adapt to an ever-changing future.

Building an effective and sustainable training strategy to meet new and expanding business needs requires clearly defining your
required outcomes and operating parameters before creating a compelling business case and action plan.




To make sure you have a clear vision of where the business is going and the constraints the training organization will have to work
within, take some time to write out the answers to a few key questions. If you already have these questions answered, consider
talking to your business partners—do they agree with your assessment?

How does the business define and measure success?
What kinds of projects are they investing the most
time and resources into? What are leadership’s top
priorities? Collect and draw insights from a variety of
sources to broaden your perspective.

Who are your strongest allies? Who are the primary
drivers of change in your organization? Who in your
organization has a vested interest in employees being
ready to perform differently? Who always seems to
get things done? Who seems to be able to work
effectively across organizations?

o

What is your organization’s resource allocation
process? What channels or budget cycles do you
need to plug into to advocate for training? Are there
certain times of year or sources of funding that
come up regularly, beyond traditional budgeting?
Are there any capital projects that could also provide
resources for related training needs?

Is the training organization ready to meet the
challenge? Any substantial change will require a
culture of problem-solving and continuous
improvement inside the training organization. Who
are the training leaders (formal or informal) who will
step up? How can you work with them to plan for the
future? What steps can you take with those who may
be more resistant to change to create the culture
you’ll need?




Contact Us

For more information on how to successfully overcome the challenges identified by this benchmark survey, please read
Mosaic’s “Adaptive Training Systems” report. That report provides best practices and recommendations for building an
adaptive training system that proactively monitors changes and continuously evolves to align with business needs.

Please reach out if you would like to speak to us about this study, learn about Mosaic’s approach to learning adaptivity, or
discuss how our framework can help you on your journey toward building and sustaining a competent workforce that is
prepared, productive, and resilient to change.

Rachel Collier
Chief Marketing Officer
206.227.3043
rcollier@themosaiccompany.com



