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Who we Are 
We are Logical Model Ltd 
(LML). Thought leaders in the 
topics of Delivering Value from 
Change and its components of 
Portfolio, Program and Project 
planning, tracking and control. 

LML are the developers of New 
Generation PM Thinking which 
is an holistic toolkit & 
framework to join Boardroom 
to Boilerroom™ across the end-
2-end journey to deliver Value 
from Change. 

LML’s principal is Simon Harris 
CGEIT, PMP, P2-rp, MoR-rp. 

Simon’s experience has been 
gained fro 30yrs cross-industry 
experience. Simon spent 11 
years at the London Stock 
Exchange, where he was well 
trained. Since leaving in 1990 
Simon has run LMLs mix of 
training, mentoring and 
consulting assignments. 

Roles include set-up of program 
offices (eg for £100m Insurace 
development), Rationalisation 
of Mid-Range IT Service 
Delivery in a retail bank, 
Reorganisation of the 
management structures in a 

$6bn GE-Capital subsidiary, 
implementing an IT Governance 
framework using CobiT™ for a 
UN agency. LML have helped 
role-out project capabilities 
across a global defence org’tn, 
a multi-
national 
Oil&Gas, a 
niche mobile 
telecoms co., 
et.al. 

Simon covers 
the full spectrum of project 
tools & techniques from 
establishing an initial basic 
structured approach to needs 
such as Scope, Budget & 
Schedule development to 
advanced topics such as 
Leading Complex Projects using 
Complex Adaptive Systems 
thinking, Performing Project 
Recovery, Portfolio 
management and governance 
of change. 

LMLtd is 
audited and 
authorised by The British 
Computer Society to train in 
and administer P2 exams..  

Email Contact 

Simon@LogicalModel.Net 
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Simon Harris, PMP, CGEIT, MoR-RP, P2-RP & IPMA-D, D4®-Accredited 
is Principal of Logical Model Ltd.  

Simon consults and coaches on all aspects of project management, 
corporate change and governance. Many of his training course 
materials are available for free download from his web-site 
www.logicalmodel.net including a complete APMG accredited 
PRINCE2® exam preparation course and quiet a few others: of course 
the training materials are only a small part of capability 
enhancement." . 

See inside back cover for contact details 
See also:… 

• http://logicalmodel.net/pm_ngt for explanation of New 
Generation Thinking’s value over traditional project approaches 

• http://logicalmodel.net/cfreestuff for FREE access to training 
course materials including PRINCE2 & PMP exam preparation 

A typical LML assistance cycle to an organisation might run: 

• Session 1: Orientation for all stakeholders 
2. 1 day training in planning for Sponsor & project management 

team’s 
3. Facilitated workshop to define project goal & deliverables 
4. Project manager & technician’s training in planning 
5. Facilitated workshops to define team tasks, schedule and 

resourcing 
6. Routine facilitated progress assessment (repeated until support is 

unneeded) 
7. Periodic facilitated steering committees (repeated until support is 

unneeded) 
8. Facilitated close-out meeting for the project 
9. Facilitated benefits realisation review (until unneeded). 
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Extracting Benefits From The Cost of Training 
Training is an expensive undertaking and achieving a return on investment is (easy 
but seems to be) uncommon. Why else would you cut something when times are 
hard unless you knew it to be of only marginal rather than of great Return on 
Investment! 

A few simple steps before and after any training event can greatly increase benefits 
for all involved without bottom-line cost – surely exactly what is needed when times 
are tough. 

Greater benefits follow from understanding what triggers adults to learn, the steps 
learners must go through to internalise knowledge and the behaviours that translate 
learning into a return on invested effort. 

Why Adults Engage In Learning 

Adults learn when they have personal motivation. There are two sources of 
motivation: belief that they will gain something of value to them or avoid something 
painful. Examples might be being in-line for promotion versus being passed over. If 
there is a prospect of gain or pain then learning is a real possibility, otherwise 
training does not result in improvements. 

If there is no personally felt need then money and effort spent by everyone involved 
is being wasted. 

How Adults Learn 

In order to learn we all go through a well known cycle of thought processes that 
David Kolb identified and named. The stages 
of the cycle can start in one of two places 
depending on whether we want to improve 
something we currently do or we are 
preparing for something new. Independent 
of where we start the cycle always follows 
the same sequence. 

If we are an 'improver' the cycle starts with 
Concrete Experience which we must then 
think about (Kolb refers to Reflective 
Observation) to gain understanding of the 
actions we did or didn't take. After reflecting on what we have experienced we must 
attempt some Abstract Conceptualisation to analyse how procedures, techniques, 
tools, roles and responsibilities could all interact to deliver that gain or avoid the pain 
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that motivated learning. Lastly we apply some Active Experimentation to try-out our 
hypothesises.  

The steps repeat in a cycle that leads to new experience, fresh observations, 
readjusted ideas and further experimentation and so on. We start with knowledge 
and as we progress we develop skills. Moving from knowledge to skill means we 
incorporate what we think are the right steps etc into our future behaviours. 
Repeating the cycle refines our understanding until errors are resolved and ability 
becomes habitualised as 'second nature'. 

Progressing From Enthusiastic To Able 

'Second nature' might also be expressed as 'unconscious competence'. Driving a car 
is an example of 'second nature'. If you think hard you might recall the struggles you 
had learning to drive. Each time around Kolb's cycle as we experience we progress 
from an initial state of Unconsciously Incompetent when we don't know how much 
there is to learn to Consciously Incompetent when realisation of the size of the 
learning task set-in.  

The progression is accompanied by 
some predictable emotional 
responses. Step one is typically short 
and accompanied by enthusiasm. Step 
two invokes "Oh shit, this is hard" and 
is the point at which the uncommitted 
'check-out' and the first point 
unsupported may fail. Unless trainee 
and those sponsoring the trainee (and 
those conducting the training) deal 
with the emotional aspects we will not 
succeed with any growth in 'technical' 
skills. Some insights about what is needed to provide support are given shortly.  

If the learner is well supported and self-motivated then the next phase is to be 
Consciously Competent. This is normally a much longer time than the two prior 
phases. Here hesitant smiles appear and the boss may need to be patient. Eventually 
we become Unconsciously Competent and have the ability to perform this 'new' skill 
while multi-tasking and actively thinking about other things. 

The Manager's Duty 

How the boss provides support is as important, if not more important than any other 
factor. When a trainee starts to realise that "this is harder than it looks" they need 
encouragement and direction. The boss should firstly be directive with instructions 
like "Do it this way…", then encouraging, supportive and consultative by asking "How 
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do you think we should proceed…?", then supportive and available - "You know 
where I am if you need me…" and finally complete delegation may be fine. Ken 
Blanchard's Leadership and the One Minute manager is a great half-hour read that 
expands this paragraph.  

 

Securing A Return on Investment 

If we reflect on the points above we might conceptualise that to get the most from 
time and money invested in training we should think about what to do before, during 
and after any training course.  

Before Training 

Before a course 'the boss' and the trainee should discuss how new skills (IE 
knowledge plus experience) will affect future duties and rewards. Also how 
opportunities will be arranged so that trainees can experiment on return to work 
with their fresh and fragile knowledge so that it develops into skill. 

If possible it is also useful to gain enough experience to move through the 
unconsciously incompetent state by a little on-the-job experience and encourage 
some reflection. If this suggests a training course would help then desire and or need 
exists. If it doesn't lead to motivation to learn it may be best to stop now. 

At the course 

Having read this far I expect that you recognise that absorbing a lot of not yet 
useable knowledge will take a lot of consciousness to assimilate and integrate to 
arrive at 'skilled'. 

If you are 'the boss' LEAVE THE TRAINEE ALONE while on a training course. If you’re 
the trainee give this article to your boss to read! Ban colleagues and customers from 
diverting focus back to the daily grind where what you do is 'second nature'. There is 
a danger that the newly heard and not yet well understood will be lost in the details 
of familiar day-to-day problems. 
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If as trainee the thought of being completely focussed on training makes you fret 
"but I can't leave my team to get on without me" then ask yourself "if I can't 
completely sever contact with my current role for a few days how will I ever get to 
take a holiday or be promoted?" The only other valid conclusion might be 'now' isn't 
the time for the training. 

Engage With In The Training Event 

While on a training course the more you talk the more you will take away! So talk 'to 
the class' and the instructor. 'Masters' of their craft who choose to offer training do it 
because they want to share their knowledge with others while fellow attendees are 
interested in other people's problems, opinions and insights. You should definitely 
ask questions but also rephrase what you hear and challenge view-points - including 
your own! 

A good mindset with which to enter a training course is “during the course I’ll hear 
things that are not for me so I will discard them. I will also hear things that are 
valuable new insights and mean I have to stop doing what I currently (habitually) do.” 
Then ask yourself “how prepared is my work context and how prepared am I myself 
to change habits and shared behaviours?” 

After the Formal Input 

Your real learning mostly happens when you are back on-the-job. Time before 
training and when on the training course should really be seen as preparation for 
consolidating your learning when you get back to work. Once back at work timely 
opportunities to practice are vital.  

'Practice' explicitly means focus is on acquisition of skill in the process rather than 
focus is on the 'product' or result. Make sure that before the course you and the boss 
know how you will find practice opportunities that are not under intense cost, time 
and scope pressures from your 'customers'. 

The Training Pound Sterling 

The total training cost, at least in hours if not pounds is bigger than the obvious 
'class-room' investment. Learning is deeper and quicker if both manager and trainee 
share common appreciation of what matters. 

Before we can become skilled we must have a need or desire. The journey, no matter 
how technical will have emotional components for all participants. Initial discussions 
should consider how knowledge will be turned into skill on the job and just how 
critical it is for the manager to first give initial direction, then support and 
encouragement and finally withdraw.  
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In-class focus on gathering knowledge, practice via exercises or case-studies and 
reflect and conceptualise about how to apply it on-the-job. After the class 'applying' 
requires we internalise and integrate new behaviours with our existing repertoire. 
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"By Simon Harris, PMP, CGEIT, MoR-RP, P2-RP & 
IPMA-D, D4®-Accredited is Principal of Logical Model 
Ltd.  

Simon consults and coaches on all aspects of project 
management, corporate change and governance. 

Many of his training course materials are available for 
free download from our web-site 
www.logicalmodel.net including a complete BCS 
accredited PRINCE2® exam preparation course and 
quiet a few others: of course the training materials are 
only a small part of capability enhancement." 
Simon@LogicalModel.Net, 
+44 84 52 57 57 07  
www.logicalmodel.net. 
http://www.linkedin.com/in/simonharrispmp 
@pm_ngt & #pm_ngt & #soop 
LML is a PRINCE2® ATO and the D4® examining authority 
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