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This manual is.for the training supérvisor, specialist or other

f officials who have to plan, develop and carry' through a training .
program for improving the effectiveness“of the employee deVﬁlop-‘
ment program. ' .
This manual is not intended to be regulatory or directive in ' '
nature. Rather, it is a gulde from which each actiwity may choose
whatever material it believes may be benef1c1ally applied to its ’
own training problem. . ' ’
"~‘\\\ 1. What is Employee Training? , .
- ¢ y (- .
A definition tha@ has become almos st%ndard is, "Employee
training is the process of aldgng employees to gain. ,
effectiveness 1n their present or future work through. * .
. ¢ the development of appropriate habits of thought and ‘
v . " actions, skills, knowledge and attitudes.' e ~
In any orgahization, training goes on all the time*®- in A .

classroom, office and shop. Somehow new workers learn
. their jobs; employees increase their.skills; people M
‘)} +learn tos work togetlfer. However, this learning may be
hit or miss, "slow.or fast, right or wrong. Training is
the conscious 'effort on the part of management to.give
o ’ direction’ and assistance to this learning.
It is more than class or confarence room instruction,
although formdlized group 1nstruct10n is an important
-part of it. ; . . )
- Training 1s the whole gamut of activities connected with .
the occupational development of people at work.
¢ ~ ooty N
el A training program is the planned sdquence of actions
' taken by an organization to develop its employees .

~

2. Training in any Department of Highways

) ‘ The objective of employee development within the
N Department is to improve the efficiency and économy a
L Ay of operations by: .»Cuﬁ ) B

a. Developing a well-trained work force;

~ b. assisting emgigyees toward achieving their
' ' highest potent¥{al usefulness; and

& - ¢. motivating employees and stimulating a sense
; of participation. L

\




Y . 4_/ . ) . . ) /(
\ Training in and for itseif has no place in the Govermment A
L e agencles. Training must have a pyrpose; it must be-matched
- dindividually to the occupational ‘neads of the employees and
) collgctively to the organizational mneeds of EQe activity.
) ‘ .
o In the chapters that follow, we will consider the flecessary
- fotindations of a good training ﬁ}ogram how an agency determines
what training is needed; how a gkalning program is constructed on
- " the basis of these needs, and how an agency can evaluate the
effectiveneds of its trainlng program. \\{
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§ ‘Identifying Training Needs '
. " . i . - a
Whose Business? - ‘
: . , ‘ ¢ M
Train need' identification is,+in fact,'everybniys' .
husiné business,®

Thereby, it fay easily become nobodys '
“with guesswork -and unfounded assumptions sybstituting for

realistic analysls/hnd definition. ,'To R{:fent ‘this -

a. Operating offi izgls must analyze theif situation\
and decide when tralning will help and who needs’
training. But tkey may need how-tordo-it help

. from the traini offlcers ot persons responsifle

for identifying training need__;dd devefoping , >

training programs. —

.

+b. Tralning Personnel must provide operating offitials
v the help they need and, if nec&ssary, stimulate

action on their part including ‘recognition of the
"obvious needs listed below. Personnel respdnsible

- or training must get out and talk with gpérating
offic1als, get to know and understand their problems
as they see them. Only then can the ¥raining
personnel be ¢f real assistance. .

Sqome Needs Are Obvious’

.

Exiftence of certain training needs can be accapted on the
basis of common sense and reason, without extensive surveys
or anafyses. Training of some kind (fo*mal or informal; »
simplejor complex; by fellow eMployees, supervisors, or
.others)) is a practical necessity, for example, whenever:

v

a. a new employee comes to work;

b. éh;Tbyee is assigned to a new or different '

’

¢. “the meﬁgods of doing an "o0ld" job are changed; or

d. the mission,.the organization, or the wgrking
rel& ionship within an organization are sub-
stantially changed.’ .

Y _ “

[

'jog which he does not know; .- . :
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"+ The .problem thh such training neegs iscpot  one of ddenti~ =
fication byt one of.making sure they are actually met. What
- plans do we have in effect throughout 'the Department for,
X \h‘ ‘meeting them? If each District or Division, ete., has'.a ‘plan;
’ hcw‘we%l does it work? P L. s

» . ("
\ 3. Others Are Not Obvious '

» b /. ’
Other (rainihg needs are not so obviOus. They must be-arrived
at through careful analysis,.based on problems exiSting or
s foreseeable in the work situationt Thigqhnalysis should ]
incluée institu§1onal as well as individual vemployee problems - '
, a twg’ pgqnged approach It sHould be participated in tof
S varying degrees by employees, supervisors, top management,
N oW and the personnel and/vor training staff, each of whom can
“make a different contribution. This concept of «raining need
identification is charted on Page 7 followed by broad general

I.. guides for action.

. - 4. The Basic Process , N

—

The basic process for identifying training needs appears \
simplé: Determine what-is expected or required in tge job ‘
A or the situatidn. Determine the degree to which the require-

-

ment or expectation is ‘being met. If it is not being met,
find the reasons.. :To the extent,that these reasons involve

" changes in the knowledge, skills, attttudes, or bebavior of
- gmplo&ees~(at any level), we may have'g need which traingng :
can probably help meet. The Training P¥sotnel and the Iine

officials concerned will have to judge whether traising is _// .
- the best way to meet it. -

The simplicity bf -the process is deceptive, becadee S0 many
of the determinations are necessarily subjective. They must,
therefore, be made with special cdre, based on good information

adequately intexpreted and evaluated. \
’ »

5. Gathering Data ' v -

- ' ,- How does one get the information necessary to make the:e\xk
4. - determinations? This, too, is simple - in its basic aspects:
_Ask’ line d%ficials, staff officials, employees. Observe.
“employees and their work. Study production and other manage-
ment data. Or use some combination of these a?proaches.
Specific methods of askingy observing, and studying are many
and varied. The charts on Page- 9 lists advantages and

™




limitation& of each of these methods,
Each of
discussed in more detail, w1th sampl
intended not to prescribe or’instruct

and Don'ts" for using them.

to stimulate you

- . ¢+ . .o
ith suggested "Dols
e methods 1s then
This material is
at to, illustrate
to describe a variety of methods which might be useful

and ,’ -

thinking about what would be most llkély to i

‘succeed in your dwn situation. You are urged to 4ccept, reject,
ox adjust any of it as ﬁieessary td meet your own unmique
requirements. ; ’ ' -
R . . e .
- The kinds of things to be asked about obsexved, "and studied -
.as clues to possible fraining needs are also suggested by
, the discussion of methods and by the examples given in that
discussion. ‘These "need indicators" are summarized héYe for -\
convefii ence. E )
- STUDY
ORGANIZATTION PLANS WORK AND WORK-FLOW * .
* projegted cﬁanges'ih missionj * production bottlengcks '
cture, personnel, or ,
procedures. - * fluctuations in production
*  reports-on public or
e customer satigfaction with
EMPLOYEE RECORDS ’ product or service.
S S - \
© % high turnover ’ ’ * backlogs and where located o
I [ - - - ——— s T - -
Fommees sy
* absenteeism . ‘ * records of high cost,:
’ waste, excessive errorss
* sick leave rates / .
. ¢ ' *
* accident severity and 5 - . . -
frequency ratios . SUPERVISORY SELECTION POLICY -
* - fardiness . * qualification requirements
. , . . SN
* ‘grievances * experience and training P ]
background of present .
"* merit ratings superwisors m
* compogition of supervisﬁff J ’ ‘ .
force . . \F‘
& ‘ )
OFFICIAL INSPECTIONS REPORTS -
= by own orgénization* A
* claqsification surveys
. 3
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* ~buckpassing

OBSERVE
MORALE FACTORS i

* personal frictien ° L. *

. !
e

T .-

complaints

inattention to work
f s

leadership not held by;appoin;ed -
leader (the supervisqr) *

supervisory 1neffect1veness in ,
providing subordinates with )
sens@ of worth, belonging, an

lack of supervisory support of
supordinates *

authoritarian leadership

- .
absence of sense of purpose
and accomplishment
etc. . ° .

' ‘;p% . . . ) .
JOB KNOW}EDGE

* teﬁhnical phases ‘ .

% --administrative phases

supervisary phases
) *

*

*_

COMMUNICATION FAILURES

wrltten and oral instruc-
tlons mlsunderstood

“a

failure of information to

flow up, down, and across
L4

inability to express,

" orally or in writing

.

semantic difficulties

X POOR SUEERVISION
security ‘ . )
*

assignment of work

(3
plaqhing and scheduling

" instructing suborlinates

handling grievances

lack job pride,

*g poor coordination

imadequate recognition
M .

failure ‘to motivate~

JOB APPLICATION

puftiﬁg knowiedge and
skil} to work

will to -improve,.self-.,
develbpment

The above factors overlap between® groupings. Note the similarlty
between factors studred in needs analysis and those studied ip the
evaluation of trainlng This is bécause evaluation is the appraisal
of how well tralning has satisfied R\?ﬂd needs. ,

6 N
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. ™~ TRAINING NEED IDENTIFICATION
< X . . | -
. Based on -~ As discovered by --
’ (] v1 - ’ N
. ’ Employees : i
- * °
- N - s - A. Asking -- Supervisors .
, ‘ Top Management
< , * - Staff Offices .
L4 . . .
I. Analysis of Organiza- /J
tional Problems and .
~ Conditions Employees
B. Observing -- Their Work
~ ' and Work Flow .
o . - ‘ ReTationships, .
. II. Analysis of Employees' - ’
Performance, Problems, -
3 . and Potential . .
. ) Recqrds and. Reports .
, Public Reaction td
) - ” Service e
’ C. Studying Jobs (Job Analysisy .
; N * ' Organization Q T
e . 3 ~ Structure -
: Program Plans
] r i Y S S U S 8 ey -
- . A.COOPERATIVE EFFORT OF EMPLOYEES, SUPERVISORS,
" i MANAGEMENT AND TRAINING STAFF
l. , ’ '
A 3
- * M
1 - .
[ ’ 7 ' (
.~ . . , ‘
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N
2.

'

3.

.

b, .

5.

6.

7.

8.

)

To determine --

What is the prioblem or
situation that makes us
want to do something“ )

What causes this problem

or situation? . \

Exactly what do we

really want? .
b

What do we hdve now?
“ s .
what do we lack? ’ e

Which of these l'acks: (neé‘dsl) .
have greatest’ prdority? .

What can we do abouf them?

How shall we go about -
doing 1it?:

L

P |




. 6. General Guides | . .~ . PR
Y ! : ) , ) ’ .
’ * Each group must identify its own training needs, in relatién‘

/0. »

@ L to its own situation and problems: . 4 ,
! .&" ’ B ’ LN
Requi?tments of Qperating programs~should Hé the-major . - )

e - - .determinant of training needs. Needs of individual 'employees Co .

3 , . wmust, of Course, be ‘considered and met - but within a frame- oo
. $ . =work of organizational needs. This requires:study of organi-

zational and operating problems as well as apprejsal of - v e
- petformance and’poténgi:lhof individuals. - 7 . . T
. ."‘ “ . X . -

> - * . s - ‘ ‘ ' ’ «
oo Training need identification is a line responsibilitya Liner
N " officials must’id ifyfand andlyze operating situations that
4 " need improvement, eterminé the changes required and decide °
' N 'what action will best accompiish those changes Training L :
crot Personnel can and should help them .on methods and approach.

- .~ O0Officiale at everyqlevel should participate fully, and. employees_ ,
s . < should usually\participate, in defining traiﬂing neede. ' This is | coe
. "~ 7 the best way to.eaSure that actionyis directed at real problems,
. and fhat training is a proper solution to those problems"' . ’
{' ;' .- / \ ." ot
R Conclusions about "The Answer" should .be checked Training ) '
o {sn't the best, or even an acceptablé, solytion to every pro- '
. . . duction and human melations problem. Weigﬁ carefully the ’
' probable sueéess, cost, and administrative feasibility o& other
. forms of action béfgore deciding to train, :
1 ~ . - . .
) A clear statement of .what training is -expected to, accomplish
should’ be prepared, "in writing and in advance. I4 will censtitute
the specific objectives of the training, effort. It)should bp as , .
spetific as possible, to guide selection of - training content and . N
 ? . method and to be most useful in appraisal of 'training results. :

< . Ayailable training rgsources should be pinpointed on: actual
N - pressing, agreed upon needs.. The day of training for the sake =~ - -
| ~ - of tradhing, or hecause everybody else is.doing it, should be
o © * long padt. . - ‘ ‘ . -
. . . : ”
e . Training’ eed ‘determination is necessarily a\éoqtinuing process.
. . Needs - organiﬁational and personal “-.change congtantly, are ]
.. . . = inf luenced by many things. It ‘is necessary -to keep checking, ‘\
: keep analyzing, keep, revising specific tnhining activities and
goaIs, to keep them.related to actual problems and current needs..

7 . ‘. ¢
. . . - . N
¥ * - -
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~ . . SUMMARY-GENERAL METHODS OF NFED DETERMINATION ¢ R :
~ . . METHOD L ADVANTAGES LIMITATIONS ® DO'S AND DONT'S .
- - ~IN’{'ERVI~J Reveals feelings, causes and possi- Is tlme-cq.auming, ‘80 can rench Pretest and revise interview qu'es:
K ble sodutions of .problems as well e relnttvely, few people. tipns as needed.
. . , as facts, Results may be difficult to quan- | Be sure intery, ewer can and doea
! Afford maximum oPportunity for tify. listen, doeéPk't judge responsea.
RN . free expression of opinion, giv- Can make subject feel he {s "on Do not use tosinterpret, aell, or
K¢ . ing of suggestionsyy ' the sppt." educate. .
- < - . ]
- . . QUESTIONNAIRE Can reach many people in short Little provision for free ex- Pretest and revise questions and
, N ! f time, L , pression of unanticipated -_form as Jeeded. - —
) - ' ‘1s relatively inexpensive.’ responses. J Offer and safeguard anonymity.
', ’ A B Gives opportunity of expression . - May be difficult tg construct. Use bnly if poepared to: .
N . + ! without fear or embarrassmen,t Has limited effectiveness in ~ report findings, both fnvornble
. , et Yieldy data eadlly summarized and getting at causes of problems and uafavorable,
. reported. “qnd possible solutions. - do something about- them.
2 . 7
TESTS Are useful as diagRlostic tools to Tests validated for many specifis Know what test measures. Be aure
L *, ("“/ tdentify specific areas of defi- situationa often not available. it % worth measuring here.
M . . - " clencies. . Tests validated elsewhere may «  Apply results only to féctors for
' & " - . N Helpful In selecting from among * prove invalid in new situafions. which test is good.
. o 9 . . potential trainees those who can Results give clues, are not con- Don't use tests to take blame for
- ' . most profitably be trained. clusive. Tests are second-best difficult or unpopular decisions
" . L Results are easy to compare and , evidence in relation to job per-| which mahagement showld make.
; . report. - . formance. N '
; . - - 2
- GROYP PROBLEM | . Same as for interview plus: Is time-consuming and initially Do not promise or expect quick
- . ANALYSIS. Permits synthesta of dtfferent expensive, results. R \
. .- viewpoints. . Supervisors and executives may Start with problem known to be of
- ) * Promotes genetal understanding feel too busy to participats, concern to group.
, : & , and agreement. want work done for them. Identify all problems of aignif-
. : 5 9 Builda support for needed’ zrain- Results may be difficult to icant concern to group:
o ¢ ing. quantify. . -, Let group make own analyaia, aet
- . . + 1s in itself good trafning. < own prioritiea.
* a 4 0 A — =
) vy JOB ANALYSIS Produces specific and precise Time-consumlng. Bruép up on job-analysis tech- ~
Y. : . ) . AND PERFORM-H ° information about jobs, per- Difficult for people noz niques, “arrange spetial train-
Y \ . ~ ANCE REVIEW formanck’ - specifically trained in job . ing for those who are to do 1it.
. ‘ . Is directly tiad to actual foba analysis techniques. Be sure analysis {8 of current -
: - “and to on-job performance. Supervisora often dislike. re- job, and current performance. Y
. - - _Breaks job into aegmenta manage- viewing employees' inadequacies | Review with employea both —
- . : ’ . able both for training and for with them personally. ! - analysis of job, and *
* appraisal pugposes. Reveals training needs of indi- - = appraisal of performance.
o . - - viduals but not those based on - .
. ¢ A T neélis of organization. A ' y
-
. RECORDS AND Provide excellent clues to trouble Do not show causes of problema, or| Uae as checka and _CM, in coabi~
. . REPORTS , spots. possible solutions. nation with other methods. .
" ‘. . * &rupy ' Provide best objective evidence of May not provide encugh cases -y L
. h ‘ regults of probleps. (e.g., grievancea) to be mean- 3 .
. 1 4 Are usually of concern to and ingful. .
. - s easily undarstood by operating | May not reflect current aituation, " .
officiala. recent changes. ., B 4
) '} . . - ’ .
. m. ‘ o P . s L~ .
: v * N ’
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d.

‘tends to restrict and to inglg%gce the reéponses given.

- really saying; do not make

Interviews , ' e \ " (
—_— ' . \
BétterftHan‘any other device, interviews help those %”"”ﬁ*w—-"
interested in training understand how pegple feel and L. '
why - understanding crucial to success of any,effof% ﬁ s

to bring about change. They also demonstrate, in ij ”

personalized way, sincere interest in what people in- »

.

the work grqup think. I ’ P : ,"»

n

. 3 . , .
. One limitation of interviews is thate they ‘are time : oo

consuming and so can reach relatively few people. . <,

Also, tﬁey may be difficult to quantify, quantification S
usually requiring construction and use of some system e
for eoding responses. . ; A :.fzf

Interviews can be as informgh as- a lunch-table diseussion
of office problems in which one rememberg what is said. T
Or they can be formal endugh to involve a form on which is
written do on the spot, subjects' resanses to 2 pre-
det inecﬁist of questions. s :
Open-ended, nondirective interviews.are more“valuable

than other kinds. for getting at feelings and attitudes *
and at ‘the causés of problems. But they yfeld less .

uniform and less readily quantifiable data than do Q\t‘ .
skter

controlled interviews. Results-of the lattér are 2
tp process but may not be as valid, for-tHeir very structure

Naturally, the more skilled the interviewer, both in ]

asking and in interpreting responses, the mare, valuable“t- )

the data he will obtain. 8o try out’your questions in -
advance and revise them if necessary to get them clearly.

understood; allow your subjecgs ample opportunity to talk,
unhurriedly, concentrate onfl stening to .what they are

'"Y\plue jndgments" on,their

responses; and do not use the interview to interpre't, sell,

or educate. In case you feel dubious about your interviewing.

skill: any information you get will be better - tha'y none, you

will learn a lot in the process, and your. interviewees will

have an opportunity to contribute to the'soluticﬁ of mutual ﬂ? i
problems. - o R - IR

Direct questioning can identify certain training needs. , ‘- .

Here is an extremely simple application of this method.
A répresentative simple of both supervisory and non-

, .
.
! 10 . T '

-t
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supervisory'employees Was visited by a "pollster."Yy
He asked one simple question: "What do you think
your supervisor needs traini in more than anything
else?” Replies were record and tabulated, a.frequency
distribution took shape, and the company soon had an*
excellent picture of its supervisory trainlng needs as .
- Seen by ‘those Supervised
On the other hand, you may get more accurate and mpre
useful 1nf6rmat10n if you ask your subject about his
problems, rather than what training he needs. On the
basis of what you learn, you can then determine with
him whether training is needed - and if so, what kind.
For example: Ay | 2
¢

Ask employefs
* How do you feel about your job here?
. . . ‘ '
What do you like moést about it” Leas}?

What paxt(s) of your job give(s) you
greatest dlfflc;uity.\e

‘ E
What is the effect of this ¥ifficulty *
on you personally? on your supervisor?
on the Department?

’ -

What is the cause of the diffic$ty?

In wha?spects of the work do y u most
i

want to improve?
i

What are you actually doingeto try to improve? ‘

Do you need additlonal help?. What k1nd7
From whom?

Ask supervisors

* What~dre the areas in which you most warnt your
staff .to improve? -

-

What are the problems in these a%s?

’ -

What is the effect of these problems on the
Department programs?

*




PR '
_,/*‘ vﬁ\;at 1s it.that you want yoursstaff to.be able
to do that it does not now do as well as you
would like? }

- > -

’

What are you doingto help them;inprove? Do
they need additional help? 'What kind? TFrom whom?

* To what extent do you 3free with your employees
"analysis (see above?) . -

Questionnaires

. Y
Writtenjouestionnaires are also useful tqols for gathering
information from which training needs may be derived.

.
. . . . -

Questionnaires can reach many people in a 7short time,
fisvally at reasonable expense. Lik interviews, they

giye -people an opportunity to express their feelings -

in this case anonymously,\without any of the embarrassment
or anxiety which can accompany the more personal techniques,
Well designed, they yield data that can be processed huickly
and ysed statistically.” ] \

A limltation of questionnalres is that they get answers oﬁly
to the questions that are asked,Jaffording less opportunify
\for free expression of unanticipated kKinds of responses.
This puts .a premium.bn knowing what to ask and how to ask
it. Tor. this reasen, questionnaires are best constructed -
after a few intensive interviews have been made’to p;ovide
a frasework of content. ) L
< ol ’

Questionndires .also have limited effecgfreness in getting
at causes of problems ‘and the best tourses of action to ™

. solve the problems. For this reason, they should usually -
be foilowed by a few intensive interviews. ’ :
Any quéstionnaire, Iike auy interview, should be pretested
and revised as necessary for clarity, adequacy of coverage
etc. . » 0 ol . .

CI Y

Anonymity must be safegmarded - and participants must bé
confident thap it will be safeguarded,

ONE CAUTION -- Questionnaires are mass communications media. i
They reach many people in: a formal way, and %hese many people
who check ar. write down their answers to ybur questions will
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Aruitoxt provided by Eic:

-

Preay

whnt to know what you find out and what you do about it.

- .
Use this technique only if you are prepared (a) to Teport '
your general findings .to those who participate, and (b) - N
to do something about your findings.-
- - g
. , . ) v !
The Employee Attitude Survey is a specific application of .
the quggtionﬁaire technique. Such surveys usually inc#ude f
some questions bearing directly. on training, and q;s ers e
to other questions frequently prodyce additional clues oh .
training needs. For example, see the following excerpts:
{
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- _(Diﬁisiodr District, Residency, ete.¥ is interested in knowing
. ’ "} + .

'héw you é%él éboutLtHES agency as,ai}lace ;o work. ‘Wé would’ 3 .
¢ .
. like to é;nd out hhgt gbings Xou:like, what things you feel li?e
changing and fhat ‘things yow,think,wéuld help maké your work here
) . = more satiéﬁying and prodqciive. ;f you will answer these dheétions,

’ . : CN
we will haVe a better jdea of how yau feel about these things than

. . . )
N} ki

-
’

we can get otherwise. . ‘ .- .
v . R i ' . :’\
4 .

. $ .
L~ * : N Lt o
. Mark only one answer to.each question, unless you are asked to .
‘ 2 o
. . . . . o ; V.
gife more than one answer. You do not neéd to.sign the questionnaire !

' i

L] ¢

< R .
or atherwise identify ydurself, ' . o .
, ¥ N 7 . :
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about the importance of your(work?

How do ((;u feel
- \

\

4 »

Very important ‘

Impgrtani
» \

Of little importance

-

i

3

/

Of no importance

- - ¢ . » \
. : ' ) . \\/
A - Lo .

* .
.

-
WL

N ' .
. ‘ _ B - , ,
\Never received any . . ‘
- . ..
- L e
. 4
«  Not enough\ . - r?g ‘

/7 * A p
About right ' - -
. , L 3

0f, no importapce '

)
.

How about the training made agailéﬁle‘to yow by thigeagency?

". t
h__—\h_—’///yuch tra1n1ng - o
' j’ght . .

* About,

- -
Not qnough

Do you thlnk more training would help you do better work in
your preSent job7 ) .

/.. >"

’ " - ’ - -
‘ .o 15 )
¢ 1

CERIC SN .

o o o . . p

Yes




R , o ®

ie : S . '
. . > . .
. . - A . F
. .- 1If yes, ch(iZ which - )

. .  J
. : : Y/

»

e ’Tréining in-égen : ppiidies, p$ocedures and
. - . regulations\ i .
. ; ; . R
Training in how to }épare agency correspondence
: : ’ ‘ ) R
‘ Training in.how to-be a better supArvisor, "
.- . . AY )\ . ‘\r, ) -
J . . . - . - . \
., . \ﬁraining in skills or subjects related to your . |
i work (eitherapn-the-job or classroom training)
; How well does your immediateiéupervisor-plan the work ofwyouf
) departuent? o ' ;
- ;o
" e . 1

&£ -
. There is mo planning

- k1

- . - .Occasio?a% plapming,.but notlygll ?one

-

~ ' Work is regﬂlarly planned .
, ~ » ‘ ) -

s -
. -

) § Careful, systematic planning and follow-up

- .Do you like to be kept-inﬁo;med as to how well you are doing
in your job? C '

A 8 o
Definitely, yes ' Z
a b o : !
) I suppose I do . o ) .
' ‘. L : ‘ R
‘ Not especially; I know how I'm doing T
',' @‘ ) ' :. - ‘S.
v '*'-SQ‘ No \ :
' ' - —— - "
~ 2N \\
’ . 16
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Do you know what your. supervisor thinks
\ i

Yes

. I think I do
- ' \ .
. ' s?

‘I‘m doubtful )

Y I don't know

How much instrugtion do you get on new work or new methods?

{.

L4
' ¢

.Do'gof n!e'd itstruction

- >

¢

explained to you?

»

)
B

e Always,
Usually
. Sometimes’

- Seldot -

of your work?

.

r

All I need .
g' . 7
. Almost\ as much as I need
. ) - . ‘
- ; ¢ [ ; \’ (-
il Not as much as I need

. e . ¥ . - . .
When a change occuts in your. work, are the reasons for it




-

o

Q To what extent does your super\;isoi' ‘encourage you to-make

'mggestions?' \ B
. — . . ‘ e Y +
T Of ten . tos
—————— .
Sometimes '
' ’ .
. Seldom,
N ’ . . ) ) v
. Never . ' — el
- . LY 'Y
’ Do you feel that gopd sugges'tions get adequate consideration?
N . *
' = - Yes No - o )
P . —_— , -
. Does your immediate supervisor keep. you informed ahout policies ‘
and practices? + ) . ' \
. o) l’
- . ‘ )
_ ;. Always . - L & -
i . . ) L
- Usuall - .
y . . . 5\
- “’ *
Somet imes ) ' .
Seldom - . -
- v P —~ .
L4 A g -
’ .
)
) , 18 .
?igii . , ) R . *
) . .
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The Supervisory Improvement Needs Survey technique appeals
tdb many who fear that the usual employee attitude survey
‘directs thinking too negativeiy It is reported in success-

ful use by such companies as the Texas Compahy, Crown Zeller-
bach Paper Company, and others. It is equally adaptable-to

surveylng non-supervisory trﬁining needs.

Potential trainees are given a list of possible training
subjects, with a brief defcription of content, and asked

to indicatg their top three preferences.. -

The advantage of this approach is said to be its positive

-and constructive emphasis, which gets the trainee thinking

"in terms of what he wants to help him do a better job, faster,
or easier. It may, however, tend to limit the range of choices
expressed by trainees, and it may influence them to choose
subjects they think they ought to choose or that management
wants them to choose. .

The Slip Survey'Technique is an interesting device which
might be consideted a form of questionnaire.

Potential tréinyes are called together in groups, given

cdrds or slips of paper, and asked to record, as fast as

the thoughts octur to them what they consider to be their
greatest difficulties on the job -~ one difficulty per slip,
expréssed in "how to" form.- That is, "how to discipline an.
employee,'" "how to write a report,"” "how to reduce the number
of errors in my work." The slips are then collected, sorted,
and analyzed for training needs. This technique gets a
considerable amount of material in a short time. ) It may,
however, be somewhat- superficial and, therefore needs to be
supplemented by other methods.

1

~ .

* Records and reports analysis

V-
Management records and reports tan also provide valuable
clues to training needs. It is desirable, for “example, to .-
study inspection reports, personnel recordse(grievances,
turnover, absenteeism, accident frequency and severity,
tardiness, suggestions and awards, etc.), cost and pro-
duction records, etc. Since such records seldom reveal
‘causes of problems, however, they are best used as supple-
ments. to and checks on other kinds of need determination. *
They are, in other words, ciues to be foltowed up.

3 ¢ -

~
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Tests of varitus kinds may .alsog be used imdetermining
traiping needs --.and, onge an area of need hras been found,
-in_selecting the employees to be trained. They can be
" especially helpful in determining whether the cause of a >
recognized problem is a defic}ency in knowledge, or skill,

or attitude and, ‘therefore, what kind-of action ’should bé
tagen.' b . . -

-

Performance or achievement:tests are essentially meafis of
sampling what employees know or can do, and can therefore

‘help to locate areas in which more information or more skill ..

training is néeded. Aptitude tests indicate potential to
learn or acquire information or skills in a particular area,
*and so are useful 1in selecting from among a group of employees
thosewho can most profitably be trained. -Trade information
tests are used to determine levels of knowledge and skill in
a variety of occupations.
It is true that tests sample learned ideas or facts or
attitudes which may or may not be carried over int‘~practice
on the job. This does not, however, invalidate their’
~ysefulness as diagnostic tools. For unless the necessary
knowledge, skills, and attitudes have been learned, they
can hardly be applied on the job. And if they have ‘been -
" learned but still -aré not applied, additional training in
what has already been learned but is not being applied is
not a suitable remedy.,

Special suggestians to those who would use tests ag aids in
diagnosing training ngeds:

e
.

o
* Be sure that you know what the test actually measures, i.e.,
knowledge, or skills, or &ttitudes, and in what area

* Be sure that what it measures-is relevamt and important |
in the particular situation in whdch .it is' to be used °

-
3

* Be sure that ghe results of the test are not generalized
to apply to areas to .which it is not relevant

* Try to cross~check the résults (as with other methods).
™ The Training Section can advise you about the availability
and the value of specific tests”for use in determining

training needs. s

Group analysis by the Iine

.

Group problem analysis; in which supervisors analyie(together
their problems, is an excellent means of determining training
needs. ‘ )

20
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v Groups of. Suggr\usors in a given Division, District, - R
) ve 2 Residency, etc., -for example, might pet togetker .—— with .
or without a trpining specialist —- to discxﬁs*s their .- *
¢ -~ "' problems, to ana yze the causes of thege prablems, and
to decide what changes ‘are necessary to sOlVe & problem.
- . Some of these’ ctqanges may be~accomplished thro gh training,
’ <, others through.other management actions. ° oL -

" - - —)

© . 'I'his process ndt only 1dent1f1es tra1n1ng @mong othex}
5 % “needg, but also builds a solid foundasion of support f -

A - ‘training decided on. - (For it ,permits those immediately ) o ‘i(
. < - concerned both to establish the - ‘negf for. and help ‘decide .. ’
: what training should be given ) In addition, the process

) ‘itself is training -which helps participants become more

! ) - .analytical in their study of problems, gives them an .
) ‘f opportunity to raiseé ‘questions, make suggestions, ear
, . _other participants' viewpoints-and suggestions, afld help ’

. éach other. . v N .
. , / ’ . ' Q§/4
. Any staff man whe part1'c1pates in meetings like these can '
o ’ facilitate discussion, help members clatify their thinking, ° T
. amd- advise on what training <can _and cannot do. Bu again,
st . he~sifouldn't make value judgmen?,"ané he should be gery 4
L I T careful not to direct members' conclusibns. ' ‘

X"

. H '
* ~ Such uestionfas those shown below and _on, page 21 might
. well 'be asked when this process 1is used at higher levels. ~
- " Here it has the special value of getting top- -level management
agreement ‘on what kinds of .people are required '=— agreement
-, L that becomes an. invaluable guide to any trainimg effort, R T
. ! espéﬁially‘ where the qualities desired are not generally
known or clearly understood. On page 23 there is a suggested
outline for a single superyisor's #wif-audit of his program
i . and its needs. This outline can just as easily be used as-
T - - a guide forwroup "stock tak,ing." " ) RN .
» -~
. - Group disgussmns of his kind may be quite extensive~and !
L ) detailed, requiring a great deal of supporting staff -work.
) i TP this is not practical, they may be~ reMitively simple.
BEEE - . ?he important thing is that management go through the thinking
cel T rocess and reach realistic condlusions, based on the best

| . o available information, on the.questions raised. .
AR 3 - . N N . “

’33&:;“ = \ * L L] - - : o * e . N
o _ ™ QUESTIONS FOR GROUP DISCUSSION BY LINE SUPERVISORS - e

O .
. . - ; .
L] . v - -
.7 . .
-~ . -

What are the problems that makﬁus want to do something?
PR : - - . ) . . .
, T s :

¥ R N

Why are we toncerned about traYifing? ’ \ -

o A 210" .

. : W - 27 . . &
s o t *
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Whit are the results of,these-on our programs”
v Our own operations? Our sstaffs? 0

-

What should be the'objectives of our training program?

-
-

What do we really want?

What do we have now?, . )
what do we lack.-- as‘specifically as possible?

' Which, of these néeds (lacks) are of gr;.eatest"priority7

Which positions are of key importance to the success of
our program?

‘
.
LY

What major, responsibilities and duties go‘b&;h these
positions? . . ¢

R .

4;;\5 What ‘technical.and professional skills are needed?

~ - . .

" What is the size of our need for replacements (present
and reasonably foreseeable future) in these jobs?

What will be the result,of any changes in objective
or program? Co. .

What will be ‘the result of any Departmental contraction
or aneion foreseen? )

T - Y N N
What chain reactions will be set up by ietireﬁents from
key positions? . '

.« . -

'Whaﬁ kinds of people_do we want in these key positions? ¢

Do we need people with field experience? Line or staff
experience, .or both? Generalists? Specialists? Some *
of each? 1If so,.in about-what propertion? , .

) What program attitudes do we eibect? \<
How can we get these kinds of people?: s

- Have we valid means of determining thg presence or
absence of the'qualities gnd skills we seek? v .
. , .
.
. 22

v -
. » - -

What qualities and experience are needed to assure success? |

’///// What type d!!}eadership do%ﬂ&vwant?
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\’, ' . How can we best appraise employees'‘performance?
] potential? - o . i :
! ’ ' . - '&'/»
- What promotion .lines do we need? For professionals? ‘
For supervisors and executives? For staff' assistants?

» How "shall we decide what individuals should- be developed
. for what purposes, and how?*

What methods of development. shpuld we c0nsider‘7 How should
we combine these to get best x’a.sults‘7 How can we improve
too. the effectiveness of "training by ¢xperience?”" What part L
> should more formal methods play? AP what stages? What can

be obtained from our personnel; and trainipg staffs? elsewhere’
The supe}visor who asks himself -- seriously and conscieatiously --
such questions as those listed below will have a much clearer
idea of, his actugl problems and needs and a greater ability to
choose the best course of action.

. -

QHESTIONS FOR,ANALYSIS BY LINE SUPERVISOR

.

What was ny program expeCted to accomplish ghen it was
- originally set up? By whom? 1In what length of time‘7
" Was this expectation realistic?
-

Does' the need the proéram was established to meet still
exist? s it of the same nature, scope, intensity? What
ig the evidence? Do all those importantly concerned agree
on this peed?
What Has the program actually accomplished in the last two

v or three years? Is this more or léss than it was expected

)y me, by my immedia pervisors, by the Department) to
c:complish‘7 Were these expagtations realistic? '

N

In what ways has the program ween particularly successful?
Why? In what ways has it been disappointing? Why?- o
o X
Have ahy. of the disappointments been due to personnel problems?
..’ « What kinds of personnel problems? How serious? What is the
' evidence? . . ~VE

What kinds of steps can ‘be taken to. solve or to reduce-the bad
- effects’of these problems? . teps 'should be taken? How
does my conclusion on this point compare with that of any group
that may have made recommendations abdut or directly related to
" nmy operations or staff? Do-available management data support o)
. my conclusions? -~ T .

- . . ’% 23 ) - - .” D ;
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If training is onq,éf the steps to be taken, exaztly what

could I expect It to accomplish? Is this expectation -

reagonable? Would the results justify the time and effort
required to train? How can I check this?

-

f. Jgb analysis and performance review

.Joh analysis combined with performance appraisal is an

" excellent method of determining training needs of individuals.

_ The process, briefly, is: determine the specific gaties of
the job; evaluate the adequacy with which the employee per-
forms each of these duttes; and locate significant improve-
ments that can be made by training. )

S p .
- _The list of duties can be obtained in a number of ways:

asking the employee, asking the super$isor, observing the .
employee, surveyirg job ‘description, etc. Adequacy of
performance can 'be estimated by the employee but the

supervisor's evfiiyation gust aisb<be oktained. This ,
evaluation pRsually be baseduéﬁ observation.

What does the supervisor observe? The employee, while he
is working, the work“produced; the employee's work relation-
ships. The ease, the speed, the *surengss, the safety of the
employee's actions, and the way he applies himself to the job.
The accuracy and the amount of completed work, its conformity
with established procedures and stand&rds, its appearance, -
and the soundness of judgmedt it shows., Any signs of good or
~ poor communication, understanding, and cooperation among
* employees. . -

Such onérvation is a normal and inséparable part of the
everyday job of supervision. Systematically recorded,
evaluated, and summarized; it‘highiights both genetal and

. individual training needs.

Below is. an adaptation of General Electyic's form--one for
each employee--on which the supervisor records results of
this kind of job analysis dnd performpance appraisal. On it
he notes the responsibilities of each job and for each of
these respongibilities: the factors of aceountability,
(performance standards), adequacy of performamce, causes
of any deficiencies, training (or other) action needed, and
sourees of help needed., Listed séparately are those training
needs which the employ;%FCan meet without help, those’ which
can be met with the supervisdrﬂs~help,'and‘those‘on-which

L

3 . ‘.




special asgistancé is required.

These forms’ are

reviewed by the central traininpg -office, which *

identifies and plans to meet specidl' training needs.

a

#

. (Nape)

(Job Title) !

!

(organization Unit)

‘ RESPONSTBILITIES

ACCOUNTABILITY

FACTORS OF

CURRENT
PERFORMANCE _

.

>~
CAUSE OF
DEFICIENCY

PR 1Y

v

'ACTION NEEDED

WHAT.
EMPLOYEE

© WHAT
SUPERVISOR

NEEDED _

OUTSTDE HELP

PRIORITY

. CAN DO CAN DO _

N

f\\: Evaluaté the employee's performance on each.. A

The Critical Incident Technique,(is a job analysis and

performance evaluation device that places special emphasis

on kinds of behavior that distinguish effective from

ineffective performance. Only the major requirements of

the job — those that make the difference between success .o
and failure -- ‘are listed. Under each of tfese are brief G
descriptions, usually in checklist form, of observable on- -
the-fob behavior.. The supervisor checks-the forms to recoxd

,his observations of each employee' s.behavior, adding whatever

eXplanatory note he’ feels néfessary. .

/

* Isolate and list éach individual dutx‘of positien. , - .

* Group related duties into a classified list.
o .7 ’ .

Establish the nature of responsibility for each duty.

*

. ; o P .
* Estimate frequency, importance, and difficulty of each.

[}

* Check as training needs any deficjencies whidh are /
significant and which can bg corrected by training.

-

\
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The Appraisal Panel method. is being use® increasindly fo «- ’ ‘q{
. . identify training neegs of supervisors. It is essentfally ’ v )
- " a process of supervisory observation and evaluation, supple- ) . .

‘ mented by the observations and .evaluations of others wha *~
persqnally know the appraisee and his work. The basic steps

are: . .
. . Wd . . ’

.. OUTLINE OF APPRAISKL PANEL METHOD - C .y )
Appraisal -

5 S~

Appraisal is the process of evaluating an individual's A ™
capacity (a) to perfoarm in his present position and (b) . )
for handling more responsible assigmments in the future.

In this system, appraisal is carried out by a panel composed .
of the supervisor and two or thtee others who -are at his level *

in the Department. These other panelists are selected especidilly
becauser of their knowIEdge of the appraisee. '

. : . +
) Review , - ) : ] : oo
4 E— ' / _ ) : -
+. Review is the step in which the supervisor reports the
findings of his panel to higher management authority.” This ) ‘ T
step gives higher-grade superyvisors an oppertunity to:
1;7-:- - - ~ . .~
«* Check on the adequacy of proposed dgvelopmental ot
plans for the individual appraisees. ‘
* Assess the total human Tesources now and it the .
* .. future. 2
* Identify individuals wixh potential for more X
responsible positions. &, o ' f -
.- re
. Discussion - - : ) -
Discussion is,the step in”vhich .the supervisor counsels
privately with the appralsee on his strengths and weak-
nesses and tries to motiyate_tHe appraisee to accept a )
development plan.
‘ L]
. Deyelopment o L P

Development is the step in whi the agreed-upon plan for
fosterlng the appraisee's growth s put idto effect. It
is compounded of selfs-help, 'deparymental support and guidance,
" plapned work expariences, ‘and formal education and.t?aining. -
) ¢

.
- '
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Analysis of Data ° ‘ o
- . > B : - Y -

Regardless of the method by which information 1s obtained,

it must be analyzed for training (and other) needs. This

is a matter of rev1ew1ng,,c1assxfy1ng, interpreting, and

evaluating the data gathered and of jud%lng what dction will
. best dolve the problems found.

o

. In making this judgmenf, %n is important to-consider all the
- alternatives (including their costs, practicality, accept- *13
ability, and administrative feasibility) that might accomplish
the desired result. Among the alternatiyes that should usually
p . be considered are reassigmment, separatiisf“vr training of

employees; selection of different kinds or lévels of talent;
revision of work assigmments, methods, equipment, or relation-
ships; clarification or simplification of policy, structure,
instruttions.

t

W

If the decision is to train employees, it 15 important to
) determine as accurately as possible whether the changes
“.#" needed are changes in knowledge, or skills, or attitudes —-
and whose knowledge, skiIls, or attitudes. If employees do
not know (lack of knowledge), cannot do (lack of skill), or
. do not care (lack of motivation), they are obviously unlikely
to behave as management desires them to behave. But it is
~ ngCessary to know which of these is the problem, in order .
' *frain effectively. . ' /470 .
r example: 'If the trouble is that employees don't knéw what
v they are to do, they need information, not attitude training;
pep” talks on the importance of the Department"s objectives are
not likely to_help much in this case. .If they know but can't
LA do, skill practice (or reassigmment, or other action) rather
than information is probably indicated. 1If they haVe the '
necessary job, kndowledge and-skills but simply do not care,
additional training in job kAowledge and skills %sn't likely
to improve either their performance or their morale.

< B ) . . ,
¥ " If all of these requirements are met -- 1if employgees knows
can do, and are interested in their work, but sti¥¥-donot

' behave as management desires them to -- we have a p%oblem

which cannot be solved by training these employees whoé aren't
™\ behaving'as desired. It is then necessary to consider such
questions:as these: Are management's expectations reasonable?
" " Do such pradtical”iimitations as lack of time, inadequate
supplieg, and ‘equipment, tog many distractiéns and inter-
ruptions ‘make the desired gehavior impoééibéﬂe Has management
created an enviromment or situation-in whic# the desired
behavior would be rewarding’ . »

27
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These are things about which‘maq;gement —- line management --
must do something. And the focus of its action should most

. ~ probably+be th& situation or the group in which the employee
works rather tﬁ?ﬁ the employee whose- behavior was the object

! .
of original concern. y

o

S

All of these con erations, plus-other ﬁractical‘ones like
availability of staff and facilities must be kept in mind in
analyzing the data and reaching conclusions. General Electric's
Philosophy and Approach gof Manager Development suggests:

Think ahead, before accepting the completeness

T _ and validity of the problem as presented.

v%%“ .
#;;‘ ) .Think whole, on the nature and relationships of
S . the problem as realistically defined, and

Think through, to the far-reaching implications of
the alternative courses of action or decision available,
) ‘ in exercising balanced judgment to make the best decision,
v - in the 1{ght of the bestsinformation available at the th%¥°

¢

[ "‘o"
This ‘thinking process should be a cooperative line-staff
} activity.” The Michigan Survey Research Center's '"Feed-Back"
. tecﬁnique of handling survey data can help make it so. The
Center's surveyors make oral reports of their findings, with
) some tentative inierpretations and Sugggstions about possible ﬁ
4 causes, to groups of résponsible management officials. These
officials discuss and evaluate the findings, check the inter-
pretations, and make their own judgments and degigions about
the-a t}on to be taken. ) j

Whether or not you use a Michigan-style feed-back, remember
that the more responsible and representative the people wh
help analyze, interpret, and evaluate data, the sounder and
more ‘useful the resplts and conclusions are likely th be.
While this process of eeoperative analysis admittedly requires
time and attention, it 1s your best safggugrd against un- .
justifiable expenditures and preventable failures.

28




v ’ - . .
LA ¢ L & o
” Co CHAPTER II \ N . -

.-
©
) i . 2 .

5 .
Mee&ing Training Needs

.
-

When training needs have been identified and agreed upon, it is
time to consider t a1n1ng resources, adminis'tratlo}ontent, and .
methbd. A "reminder":of major importance:

x % Training goes on all the time, even in the %?sencé . N
of formal or planned prograns. :
- rd
* Many training resources.are available and ordinary
adminjstrative processes can be*made to serve as ¥
very feffective training methods.

i

1/

Methods and Res&urces

_The following points illustrate the rich varlety of resourj%s and
© "methods that shou'ld be con31dered in planning to meet traiding needs,
individual or group: . .

* On the job Activities, e.g. o - -
Coaching by superyvisor or co—worker il
Obs§§v1ng .

- Delegation L. -
"Sending Upstairs" ‘ . 1
‘FEading Conferences \
Instructing Others .

%f . * .Broadened Experience, e.g.

Guided Experience

Job Rotation '

Multiple Management Participation j
Understudy or Assistant-To Positions
Participation in Policy Development ipd Work Planning -
"Filling-in" for Associates ot )

- =

* Group Training, e. g
Orientation i
Supervisory and Executive Development
. Professional Training Programs |, ' SN
Skills Training Courses
Conferences, Semimars, Staff Meetings

&
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*

Professional Actéities, e.g.
o - Menbership and Participation ‘in Business, Trade, or.
N : - - Professional Organization Activities

. Attendance dnd Participation in Outsjde Conferences, r
- 5 : - Conventions, Workshops

‘Reading

. N -
’

o * Qutside Training, e.g. - -
-7 School, Collége, or Un1vers1ty Programs, or Courses _ . ,

Correspondende Courses

The following list of major steps involved in planning and conduct1ng
training may serve as a gulde for and as a check on the plans made for

training: - -
. . B . -

Major Steps in Planning and Conducting Training
> — . v
* .State the general purpose and the specific objectives of

-the training to be given. : i

a i - “.
. If;ﬁossible, indicate the direction and extent to which
trainees' knowledge, skills, or attitudes are to be .

, developed. ’ - ’

' * Decide<xithe approach to be taéen in introducing training.

o i’ A safe rule to remember: Top management *is not likely to
> ﬂr‘*" approve training, other lime officials are not likely to - . p)
sapport it, and trainees are not likely to apply it on the -
~Jbb unless all of them see the training as a means of doing ’
something they want done, in a way they think will succeed,
"and without too serious conflict with other demands important
to thenm. -

* Organize for training.
| -

Decide who will -do the actual training and be sure, that

they can do it adequately. Decide whether trainimg will
- = be on or off the job, individual group; if group, whether
— seminar, workshop, conference, class, institute, etc. L
Decide whether committees will beé used, who should be on ’
them, whether they will be advisory, directing or operating.

{ Provide for follow up to encourage on-job application-of 1
training. -~ 4
- * Determine who is to be trained. ) .
- How many people. Ages, sex, special characteristics, general'
“ backgrounds, occupations, grade levels, training needs and .
interests, relationship to each other. Consider carefully how
all of this is likely .to affecgythe training. $ - : ’
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’ * Decide on, develop, and organize training content. Sort -

established need$ into related groups. Select or develop

‘ cogtent appropriate to meet these needs, using such sources

, . . as supervisors and employees, manuals and-other written

. instructions, ‘pertinent literature, research findings, work
materials, job analysis. ‘“Arrange.this material in coherent
order for‘%earning. t

. 1’ N k3
. ' * Choose the treiniqg methods to be used,. ' 4 ’

4 .
. Use in balanced variety those methods that will satisfactorily
“achieve the desired purpose with the greatest simplicity and
economy . A i -

.,

To increase knowledge, consider especially: assigned reading,
lectures, ggided giscussions; demonstrations, self-tests. To RS
improve skill, case studies, problem-solving conferences, job
retation, supervised practice on or off the job. To influence,
rattitudes, consider especially: role-playing, demonstrations,
case studies, problem-centered conferences, job robatlon movies,

. inspirational talks. : )

For any or all of these purposes,- supplement basic methods

with appropriate visual aids or devices and with follow-up
discussion. PRV , . . .
* * L'

* ‘Prepare instruc tional materials or guides "and appropriate
time schedules.

+

-

* See that all persons who are to give training are properly
: briefed and that they plan. and prepare in advance.

* Make and clear detailed arrangements. .

Arrange for trainees' attendance. Get space and equipment Ca
lined up, making sure that it is as ample, well-arranged

and comfortable as circumstances permit. Be sure ghat

everybody will be able to see and hear. Arrange for

approprlate publicity, records and reports, recognition

of trainees, edc.

1 * /GiVe training. , ] .
. \
Start and stop ofn time. Make sure that discussion is in
terms trainees can understand. Reélate what is being taught
: to what trainees are intere%f?d in. Encourage their
participation. Allow few, if any, "sit-and-talk" sessions

~— 4 -
- ‘
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,‘to\}un longer than an hour or an hour and a half. Cet

| ‘

-

trainees’ reactions and. suggestions, and those of dis- -
cussion Ieaders or instructors. L

1 ‘\\.' * ' l"
See that training is evaluated. . £

—Chapter III of this pamphlet which discusses evaluation in

more detail will, we hope, help in the development of bette;
ways of evaluating training in your own situation.

’

ny -
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- . - CHAPTER III ° .

o o "EVALUAZBON

. : s
“1. The Nature and Meaﬁing of Evaluation
~ - 1
Evaluation, some say, is the most essential and the most saaly
.neglected phase of training. Others consider it unnecessary or
even undesirable, Everybody agrees that it is difficult, and
some maintain that it's impossible. Most take the view that '
it is simply not done in the majority of the organizations. 3
. -

The truth of the matter is that traineés and training activities, ~
‘Iike a¥l other employees and\all other activities, are constarftly
evaluated. Evaluation of somp kind, formal or informal, is the
basis for p*actically all agdafinistrative decision anmd action, .
including decisions to establish, to -abolish, or to change

« training programs. It is inherent in administratiop, and we
cannot avoid it even if we try.

° The éuestion, then, is not whether to evaluate, but what to
evaluate anf how to-do it better. )

2. Evaluation is Judging

>

Evaluation is, quite simply, an appraisal or judgment of the -~
value or worth of‘something. ? ~
It i ;ﬁhg necessarily expressed in monetary or even numerical
"terms. It does not-have to be based exclusively on objective
evidence., (Even when deftnite facts and measures are obtainable --
and they are frefuently not obtpinable —- it is still necessary
to inferpret and make judgments about them, thereby compromising
-their presumed objectivity.). Objective evidence and measures are’
. desirable supports for evaluation and should be obtained whenever-
possible, but they should never become substitutes for judgment.
All evaluations; by whatever'method, are made by applying
Judgment to facts and evidence. A techmically sound evaluation
. should be -- . ‘
A ' °
. Based on evidence’ that is reasonably complete, accurate
and pertinent.

* Valid ) Evaluate what it intends td evaluate.
. Idemtify’ cause and effect.
) ’ - . - .
e ’ 0
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Arrived_at by methods that produce reasonably con-

Reliable sistent conclusions when differdnt, but qualified,
% . eualuators COnsider the same evidence.
3 o S| L
3. The Purpose of Evaluation o '

L -

y’The hmnediate purpose of evaluating is, usually, to find out

*)how vell we are accomplishing what we, set out to accomplish,
how well we are achieving the results’ we hoped for, but i is
a sterile evaluation which stops:there. . .

“ We have a reason for wanting to know how we are doing. This

‘ reason is a desire to improve, to find out at what points
improvements should be made, and how they should be made. The,
ultimate purpose of evaluation is to obtain better information

. on which to make decisions, better information to guide effarts
to improve. This view has been zell set forth in Adult Leadership

. . + . in the long march- from authoritarian to

democratic ways of life, evaluation has come r

to have an educatiom&l rather than a judicial

R purpose. We may evaluate not to reward orréunish,
but to help ourselves and others- to set mo '

adequate goals and- to discover more effective

methods of achieving them . . . .

N

-

2

) If evaluation is to serve as a meagns of .
", improving ‘oun activities, we nepd to go beyond
yo ’ the tommon conception'that evaluation is merely'
; finding out to-what extent we are achieving the
e results we want.' Finding out, for example, that
a group of persons learning to type has only
achieved an average speed of 50 words a minute . ;
. instead of an expected 60-tells us that some-
M thing is wrong. It does not tell us what.is )
. wrong, and‘therefore, gives us no clues as to .
o how to bring performapce up to expectations or * = |
7 whether the expectations‘were nnrealistics. e .
The process of determining training needs is itself a process
. of evaluation. Through factfinding 4nd appraisal we identify.
. problems that’ need to- be..prevented or; golved, wpaknesses that
neEd to be oVeICOme -- thing# that need to be brought 'ap to.
v/ - standard."” We plan and carry out training 'to do this. Then,
. to find out "how we'are daing," we repeat.the’ Pactfinding and
- appraisal -- An short, we evaluate the situation again. PThus,
.. we have a complete cycle: ' need determination (resultingf from
- - . J
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evaluat‘.ion)\kgrogram planning, program 1mplementation, and
. evalpation -~ fo}lowed byrreplanning_, eimplemenfation, and
reevalyation. ‘- - . .
1f we accept thig yiew, we can begin to see evaluation of
training intits proper perspective. We train employees -

ust 'gs we mainta1n reference libraries, a selection and place-
T ment system, or a pay plan -- as a magper of good. admimistrative

practicé;hecause management has-certain needs which experi%ce
has shown suthyactivities can help meét. : i
. :

Evaluation ‘of training, like evaluation of thesé other activities, ™
should be designed not to justify its existence or to prove it @
pays' its way" but, rathe¥, to ensdre that training is used as
effectively as possible in meeting management's needs.

4} Comparison with stapdards u .

&5

‘Practically all evaluation involves comparison, whether conscious
or unconsc'ious, of facts and evidence with a standard of some kind.
This standard may be implicit or explicit, clear or fuzzy, absolute
or relative. Training s€andards will necessarily -- and not an- ¢
" -'desirably - vary in,kind, in definiteness and in tangibility,
« depending . on the goafs of the- training For#a standard, according
.t the dictionary as well as common practice, is simply that which
is v1ewed as proper and adequate for a given purpose

¢ . ’ ~
o
An'evaluatron standard “is an operational definition of goals, —

i stated in terms whichn.provide a base of reference: from which .

to determine whet the goals are achieved. A good evaluation.
standard will be: N - ™~ L . .
W

* Relevant to the purpose or goals of the activity
.. Be;ng ev‘aluated \ .

* Accept:.able to those importantly conceyned —- the
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Three Prhcgical Queétions

There are three simple questions that can help keep our
thinking about training evaluation practical and "on thg
beam." -They are: -

What changes in people or things or situations will

occur if we accomplish our goals? .

. R
~ How can we tell whether these changessare actually
occurring? - ’

How '(?an we tell whether they result from training
+or from something else?

IS

-

Answerif the, first question -- what changes will be evidepce
of goal attainment? -- requir us to consider what data will
indicate change. Many different kinds of data may begrelevant,.
including some. frequently unrecognized and even more !‘equently
unpredicted (One evaluator reports that while a vertically-
‘ytructu(ed supervisory tra1n1n course apparently produced no
change in the "top man," it dﬁ% appreciably increase the
tolerance of lower-level supekvision for his behavior -- a
result not to be lightly regarded ) While we can seldom dbecify
in. advance all th® kinds of change th3at™will take place ,if we
achieve ouregoal, we .can and we must specify what gome of these
changes should be -- and obtain data on them. ¢

1

* EY . S . -
Answering the second question -- how can we know whether’ they
are taking place? -- requires us to consider both sowrces and
methods_of obtaining .data. These will be similar, in geheral,
to those already dgseribed in Chapter I. That is, fact-finding -
and opinion—gacheringpprocesses of the same general kind used - .
to defi training needs and set training objectives will meed . .
.to be r ted, but pin-pointed to the specific kinds bf evidence
- expect % - i .
Answering the third questien -- are they the result of training? --
gets more complic&\ed Itsrequires us to try to isolate training
luences that might havé produced a given change. "Use of control
gipups or situationg is the recommended method of doing’ this. Such
~ gyoups -can and should be.used more freqhently than they are, but
they may be imgractical ar even impossible in sSome administrative ”
settings. In such cases we must ‘find other acceptable, éven though
* not, ideals, *methods and be prepared _to accept “evidence as distin-

guished trom propf.
“ e ”
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Evaluation plans that will provide for getting answers to .
these three questions should be made when training is being
planned. If needs are defined and objectives sewndih the basis
of careful analysis of programs, operations, and people; 'if
this analysis is participated in by those importantly concerned;
and 1f this general process is repeated after training, the '

lting evaluation will be adequate for most administrative
purposes. !

- ~

“"Major Steps _
v . .

The major steps that should be taken im evaluation of trainipg
. are outlined below, both to help us see the process whole and

to provide a general guide for the moré detailed discussion
which follows. )

v
[ ]
'\

' MAJOR STEPS IN EVALUATION

Witk full participation of Tepresentatives of 4dll groups
importantly concerned:

Develop Evaluation Plan:
Decide what to evaluate.
Set evaluation standards, based on program goals.
Describe conditions and/or kinds of change expected

or desired in people, things, or situations.
If possible, specify extent of change expected
Determine what kinds of data will indicate change.
Develop sources and methods for obtaining and treating

data. “w

Pretest .Plan: ’ . \ '
Try.out plan on small scale. .
AnaIyze results and ‘tevise’ plan as necessary

Get any formal approval require?.

-

PPN

Collect and Analyze Data?” ./ '
Be thgrough and systeﬁatic ) . ‘
Collect both "favogable" and "unfavorable" data --
as much and as representative as practicable. \
Try to relate cause and effect, recognizing fhat many
factors'may influente any given "result."

Compare Findings With Standards:
Cor:act for known distortions and biases.

-
4

+
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If 6bfectives were not- achieved, determine why
they are not. = -.. co .

Determine what improvements are needed in training,

’ and what changes are required to_prqduce these
"improvements. .

Plan and Take Action Based on Findings:

We cannot overstress the importance of broad. partici-
pation in‘'evaluation, either-as a basis for establishing
a program or for appraising its effects. There 1s no '
better way to remove fear of evaluation; to ensure more
accurate, acceptable, and meaningful judgments; to gain
understapding of and cooperation with needed improvements.

Deciding What to Evaluate

v

Strangely, we are not always clear what should be,evaluatéd.

The results of a particular coursg?\ Immedia;e or long-range?

In terms of changed attitudes, ‘changed behavior, monetary savings,
‘or 'what? The trainers' skill? °The training- process itself?:

As seen by whom? .The overall training program of the Department?
In what terms? )

We can better determine what shouldbe evaluated by asking, "who
needs to «now what;, and why?" This is essemtially a management
decision, and it %ill necessarily vary with needs, priorities,
interests, and objectives. Generally, however, it ﬁeems'thayﬁ—r

The supervisor wants, and needs to know, whether the improvemedits

desired as a result of training are aqtualiy made; whether training
is done efficiently and economically; and whether(training is/being
dope in the areas of greatést neéed. ‘ e

4

Training people want and need to know, in addition, whether anﬁ’
how the training process can be improved. This suggests the
desirability of evaluating: . ’ T

t2

- - % Scope-and goals of the overall'graiping program. 4o help )
‘ determine the extent to which trpining given is that
which is most needed %o further 'efficiept operafion and

objective accomplishment, and %%a& chahggs,‘if any, are
needed in coverage and emphasis. Lot 0 -

w 7

* QOrganization and administratiom of training.to help ..;
- determine adequacy of provisions for traimning and whether
‘training operates efficiently and, ecoffomically:

. oty ! % ,

s

[
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‘ Al
. \\\\\*‘ The tralning itself ‘
A To help determine the extent to which trainees understand )

and accept w s being taught, and how the training
protess can b )

»

* Results of tra ning .
To help determfne the extent to which trainegs learn and apply
wpat was taught; the extent tp which changes desired, as a re-
sult of training,.actually occur &nd-how improvements can be

made. “\\\

"Evaluation of training resulté“:: the point of most tangible

payoff -- is of particular concern to line management, especially
immediate supervisors; it will usually be made jointly by these
supervisors, trainees, and training staff?.

How-to-do-it suggestions specific to each of these types of ‘
evaluation begin on Page 46, -

'

A good ovgrall training evaluation system will:
* be techn cally'séund, as described on Page
<
* operate [continuously and systematically. 7

v . ! ) - )
* ‘employ various techniques, as appropriate to the situation.. -
' . - >

I

), :
" * bd acceptable to .the Department.

) 13
“ *. be administratively practical.
‘, " Such a system cannot, of course, be deveioped overnight.
" Bvalyation ghould not be delayed until one is developed. The

re T important thing is to get started -- wherever and however your
Y own situation permits --'and then improve as you go along. 4
' ‘ : - ’ .
8. Setting Standards ' ' , ’

. Having decided whdt is to be evaluated, we must establish our
evaluation standard. What kind bf'standigi{shall we use? - The

definition on Page 34 provides two impor clues: -
» . . .
1. The standard must be something'that is viewed as proper ’
and adequate. It-must be accepted < generally considered --

as proper and adequate. It should b thus accepted not
only by the .evaluators but also,by those for whom the
evaluation 1s ‘made.
2. The gstandard must be pnéber and-adequate for its partie-
’ ular purpose. It must be appropriate and relevant to the
' goal, and it need only be as precise as required by that
goal. o ’

¢ - 39
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- We said earlier -that i is the ultﬁmate purposg (goal) of - :
.’ trainihg to further efficient pqration and bj tive’ ;
i _accomplishment, and €bﬁre 1s much talk about ‘the need to’
- N evaluate training in her than praﬁﬁmal
' : criteria." o .
. 4 : 1y Y - -

The trouble is that the ultimate pPurpose of training s much
too "ultimate" to be of practical .help to the training planner,
* instructor, or evaluator. Training is only one of‘hdﬁy factors
s importantly influencing efficient operation’and objective
accomp lishment, and it is not reasonablie to attritybe’ success, or
lack of success, in achieving that goal -to training alone. The
ultimate goal is also too general for practicaf usefulness --
unless we are willing to accept equally general evaluations.
L] .
"Efficient operation and objective accomplishment" is seldom,
therefore, a suitable critetrion of training successg, We have
\  to work with something less remote, something more specific,
something which pe®Mits us to relate cause and effect a little -
more accurately -- something, in short, about which we can more
practically make a judgment.

of "ultimate, T

. &

This .something, expressed.iﬂ operational #erms, becomes our
- training evaluation standard. It may, a8 already suggested,
concern the structure, staffing, and facilities for training,
or the scope and emphasis of the training program. It may
concern.training as a process, or the results of training.
It may be expressed in terms of changes in trainees or in terms
of the extent to which these changes improve the situation .
training was designed to help improve. '

At whatever level wé decide to evaluate, we set standards by
b translating goals or objectives into descriptions of conditions,
’ or kinds and amounts of change, that will be considered?gcceptable - 1
in thg particular gituation we are dealing with
Naturally, the gpecificity and precision with which this can ) »
~ be éone will-vary greatly. The.standard may be very precise,
Y or i&may be that any observable -- or even felt--- ‘progress
-~ , .+ would be’ considered acceptable.

‘ Ideally, we would translate objectives into definite, measurable

N te ‘,.e.g., numbérs, amounts, time degree, quality, etc., to be
achieved. To determine progress in that ideal case, we would
simply measure and compare the numbef% amounts, time, degree,

‘.- or quality acfually produced or achieved with that set in advance

as our standard. .. .

. ?
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. o
However, we Yarely have this ideal situation. : It is of ten

impossible goNtranslate objectives into specific, measurable
terms. (Teb little is known about work measurement and
productivity; too little about education and training; *too
liftle about evaluation.) We may even find ourselves unable

to specify in advance all the kinds of change that will indicate

goal achievement, much less' the precise amount that -will be con-

sidered acceptable.
z

In such cases, it is'meaningless to try to set standards in
dgfinitéf measurable terms, ,even for the sake ‘of making a more .
convincing .or a more "scientific" evaluation. By so doing, we
would allow evaluation to becdme an end in itself, rather than

a meang-of obtainfng better information-on which to base judgﬁents,
and the result‘bwould be worthless for administrative purposes.

Fortunately, -neither management nor trainees nor their superiors
demand or expect precision in duch casgs. Fortunately, training
'staffé do not féquire precision to find out how training can be
improved. _lnder such-circumstances and until better methods

are available, we can accept -- for administrative if not for
research purposes -- less specific and concrete standards. In

th se of human relations training for supervigors, for example,

- we Can say that our objectives willepe achieved if --

* Most employees of tPained supervisors express reasonable
satisfaction with the supervision they receive.

* Mest trained sﬁpervisors believe.that the training helped
them better understand and deal with their employees,
’ * - . A4

* Superiors of most trained supervisors believe that the
training helped improve supervisor-employee relationships.

We ean usually improve this kind of standard, however, by

. ldentifying in advance the specific aspects of the supervisor-

emp loyee relatio?ship which training should help improve.

For example, )
,Supefvisors'_willingnéss andxability to listen to employees.

/
SuperJisors' attitudes and actions in explaining the whys of
office éhanges to employees in advance of the change.

mployees' confjdence that supervisors will give fair consideratipn
td jdeas and suggestians. ° '




. - ¥
Their confidence that supervisors #ll be just and impartial
in recommending personnel actions and in maintaining discipline.

The freedom supervisors alldw employees in plarining and making
decisions about their own work, with#n a prescribed framework.

Supefvisors' wilfingness to delegate and their acceptance of
'‘the Fact that with delegation there will inevitably be some ' |
errors that might not otherwise have been made. ~
Employees' feeling that their supervisors will "back them up."
Standards, in whatever terms and with whatever degree of
specificity expressed, are likely to represent:

* The expectations or requirements of management, on the -
logical assumption that training should meet management s
needs.

* The expectations or requirements of trainees, on the
logical assumption that unless training also meets what
trainees feel to be their needs, it is net likely to be
applied effectively by them in meeting management's needs.

* The recommendations or requirements of experts or
authorities, on the logical agsumption that organ‘qations,
programs, or activities which meet recognized requirements
of good pragtice are generd]ly more likely to succeed than
those which do not. g

* ‘Some combination of these.

Developing Soqrces and Methods ¢f.Treating Data
— -
Having stated as specifically as possible that changes are

- expected to-result from training, we are ready to determine

what kinds of data will indicate change, how and where to +
obtain this data, and how to treat it wheA it has been obtained.
Going back to human-relations training for supervisors, for
example, we could decide that we would accept any or all of

these kinds of data:’
- L

"

.~ * General impressions of superiors, fellow supervisors,

employees, staff officials,

* Reports from any of these sources on actual incidents in—
volving, or actions taken by, the supervisors.




’ . .
Superiors! ratings of supervisors' performance.

Obserﬁed behavior of the subervisors on the job.

Scores on supervisory judgment tests.

&ie ‘ !
a nteeism

Records on/suggestionslin the supervisors' work groups.
- turnover. .

rievances
Results of -attitude surveys among the supervisors'
employees, etc. . - .
As already suggested, we can gather this kind of inf ormation
ffom the same sources and in much the same ¥ays described in
the section on identifying training needs. The evidence sought,
however, must now be pinpointed to the specific trainlng objectives.
and standards we established in advance. .

. \

The data gathered should be as complete as practical considera-

' tions permit, and i+ must inclide all reasonably available

10.

indigators of both succeéess and lack of success.

Once_the data has been gathered, the extent to Which training
objectives have been achieved can be Judged._by comparing the
finding's with the previously established standards.

A
In addition: . ) ,4{
* To obtain more accurate and precise estimates of the amount |''before
of change made, we can compare.the same kinds of data for and
trainees before and after training. after!
To help deteriine whether any changes found are due to "matched
- training or to souwething else, we can compare the same controls"
kinds gf data for trained groups and reasonably comparable
untrained groups in the same environaent.
to help determine relative effectiveness of various training
methods, devices, timing, instructors, etc., we can compare successive
the data for successive groups of trainees exposed to the groups
same training content presented in different ways:
!

r
v
-

Pretesting the Plan T

After the evaluation plan has been deVeloped it should be
pretested, dpproved, and pit into effect. Since most of the

—
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11.

" availsble clues that will help relate causes and effects.
L 4

. ' )
operations jnvolved in this process have already been discussed
elsewhete in this pamphlet, they will be dealt with only very
briefly here. -

The évaluation plan decided on should be tried out first on a.
small scale, to make dure that it is practical, that it obtains
the kinds of data required, and that ‘it can be interpreted in
meaningful'terms.‘

Interview or-questionnaire forms, for example, should be used N
on a trial basis with ésveral representative people, and the

evaluator should check carefully to see that the questions are

clear, easily understodd, and productive of the kinds of facts

and opinions about which information is needed. He.should also

check to see how the responses can be reported and what kind of

code, if any, may be required to iiii?ify and%summatize them.

After necessary revisions in the Plan are-made, anysformal

approvals required for its use should be ohtained.

Collecting and Analyzing Data ) I

”

The data collected must, of coyjse, be relevant to the objeécives

of training and it must, as we |have already emphasized, include

data on all of the changes which training was intended to produce.

It should be as comprehensive as practigal, and it should be drawn_, . ot
from sources that are representative. It should be systematically ’
recorded. It must include all reported or discovered evidence,

both favorable and unfavorable. It should also include any

Do not overldéL the information available in management reports
and records -- but.use it with caution, remembering that it . C ]
usually shows results without_ indicating fAuses. .

L d
Summary and classification of the data should.be very carefully,
done.. If a coding system is used, different people should code
an identical Sample'o( the data independently,- then compare. AN
results and resolve any discfepancies found. Thereafter, spot
checking of the coding will usually suffice to insure a reasonahle
degreg of consistency. . o

~ -

~
£y

>

4 .
Comparing Findings with Expectations .. o

wﬁén the data haye been collected aﬁd summarizeé in a reportable
form, the findiié% can be appraised. As we have been emphasizing

L%

44 510 ' , -
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throughout this booklet, there should be widespread and

‘ Tepresentative participatidn in this appraisal. It may be
desirable simply to report Ehe unapptaised facts,\possibly

with some tentative suggestions about relationships and possibles
implications of these facts’ to groups of those people most
importantly concérned, and let them make the appraisal by com~
paring the findings with the standards that had been set. This
is the feedback pProcessimentioned in Analysis of Data on needs
(Page 27). : .

All of the observations made in that section are equally
applicable to analysis of evaluation data, for as already
seggested, need determination and evaluation are two sides
of the same coin. Those observations will not be répeated
here, but it is suggested thig they be reviewed as a basis
for:

Planning and Taking,Actio‘ on Findings

Analysis and a praisal of %evaluation findings in the manner we
have been discussing not only indicates how well training
objectives are achieved but also what changes are needed to
make £rainging serve management needs more effectively.

The pages which follow contain tharts, samples, and descriptions
to help stimulate your thinking about ways of evaluating training
and to illustrate how the various plans and methods we have dis-
cussed can be applied to evaluation of ;7

A

* Scope and'gqals of the overall program.

' e i . k3 .
* Organization and administration of training,
-~

The training process,itself.

The results of ttaining.




HOW-TO-DO-IT SUGGESTIONS AND-SAMPLES

TO EVALUATE SCOPEquD GOALS OF OVERALL TRAINING PRPGRAM

- - .-

4 - - I

Look for evidence on —- \\‘\\\ \ .

%

v % definite plan of action for the training of employees

., * definite provisions for determining training heeds and
) assessing progress

f needs met, problems solved or lessened

* needs nop met, problems not solved or lessened

* reasons for and censequences of training not given

* attention to future as well as.eurrent needs and problems

* efforts to encourage -employee self-development

*  etc.
As revealed b

* review of management policies and,directives affecting

employee training ';f#
. > N

x reports of surveys, studies, inspections by . management
staffs, personnel inspections,

* analysis of management data

* check on plans for future expansion, contractionL shifts
in program emphasis; signiﬁicant changes’ in organiZation,
functions, methods .

* analysis of ttaining results and their impact on the
organizatibn .

*  etc.

~_And compare findings -- , : -

-

* with standards representing the judgment of

¢




=- experfs

-- management

~- glipervisors f

-- employees -

as to what the training .program should be

“

- _
in order tg obtain better information on which to base such.

Judgments as: -

* .

*

~ .
Is the training that is given actually needed?
Ny -

Is it the training that is most needed? -

B

Does it attempt to méet future as well as present needs?

Are significant needs not being met? Why? What should be
done about it? ’
"
o . ¢ . ~
What changes, if any, should be made in the scope and goals
6f the overall program?
Y

.
»
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s

Not needed
Not given
Excellent

Satisfactory

Weak

Other management data
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. - C
« LOOK FOR- Ev‘mENCE Oy =- -

l "
v

"* general attitude of manggeuie‘ﬁta (a1l levels) and
. toyard ‘traininy .

Te

L

K delineation o,f line‘ and staff‘requ-nsibiIity for training

’ 2 20 . ?

understanding and acc/:tance, in pra,cti:ce, or these
responsibil!ties . 7 .

4

~ s

/s %
provi¥ions for ensuring that opvious training needs .
B CH:"W orientation,.preparation. for supervision, ingtruction

on new work) are met et .
F t

hoy system for detemining traiﬁ'ing nf d evaluating
?ning aclually opera&es

kit;ds ot training given and not given, in relation to

needs, ciimate and resources L.

5 [ 3 - '. v
*' training competence of,line officials ' | ,

. od

* adequacy (number, type, quality) -of training staff%

* adequacy of sﬁa;e, equipment, oeler training facilities~ .

S ’ .
é < a P ° :f*,’ : < ) .
AS REVEALED BY —- o

* observabion and inspection of training

b * stqu of organization sﬁructure\\nd assignment' of functions-

7

Ws of employees, sgpervisors, top marragementl\
s i-ns‘pectio{n ant{ audit reports . ' ) LT,

- . - ”~ N

. EI ¥

@

[y

*, follkow-up epPTLs on persofu'iel pré&cesses

r

.of backgrdund a_nd performancéwof training staff
K
Tt dee. S

4

.’

P 55
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#ND COMPARL FIJDINGS -

'

with standards representing the judgment of -

' ’
experts
.supervisors
top managepent

. N ¢

in order to obtain betfer information on which to.gése such
judgments as: . '
* Is the training” function clearly assigned,
and accepted infthe organization?
: »

&
recognized,

* Are’ lide and staff'fesponsibilities properly delineated,

y_w adequate prov151on for coordination? :

a r

* Are there reasonably adequate and approprlate space,
gquipment, materlals and facilities for training?
7 % Is the traiping staff adéguate? , o
£
% Does training actually get done as planned?

. . .
* What changes, if any, n2ed to be made in organization
Aaeg/administration of training? ’ '

-

~ .~




. ’ o ~
4 A . R
y ) .. EVALUATIQGN OF ORGANIZATION AND ADMINISTRATION - —
N -k * o . 5, N
OF TRAINING . ..
. Jc ) —
. ] . L . ] ] \v
" . . Item to bg evaluated (add others » |o| Kind of.data . Remarks and, ,
. éppropria;e to speciffc 51mationg 5| |3| used as basis observat‘ions “
: ‘ / ! : 28l {8 for judgment ’ v to-
) A QI8 M1 in evaluating - N S
- R R ‘ !
¢ ‘. B - o BRI !
. K €3} UQ.Z - T N s .
g : VA ’ . ' R )
1. 1Is there a clear statement of - ) . N
’ /-iraminspollcy" . . ) <
7 .2. " Have resources necessary to . . . \ - p
* ' implement it been provided? ! .\ ‘ '
» ‘ B * \'i -
3. 1Is line respomsibility for - . '
training recognized? X ' ¢ -
4. Is enough staff assistance on ) ) ~
< training provided? . 1 4° -
o~ . > Is delineatioil of line and staff g, . 4
e respon51b1bil§1es understood and ' . . ‘ .
accepted? , 3 : )
N ! , .- , C o
ht 6. How effectively are line and
T staff tragining efforts
AL cootdinated? .
' - g L . .
& _ 7. What ig the.level of competence
. " of the-training qtaff7 1 ) )
NN . - J¢ N i . . o s ‘
8. What is the level of training 4 : -
) competenqe of nhe line? ’
* > e . -
. 9. What is the general attitlde ‘ . «
“ + of management (all levels) a B !
\ \ . toward training? - - '
< - L 10« ;Wh.-at is the géneral attitude of . f
" 1 t d it? . L
egp oy@;s owar t N . J . '
' 11. qu well are Grieand : e ) '
. induction accomp’l‘fs ed in ) . - ’ o
, actual practice? . . ) . .
* ¢ N ' g -~
. ; '
~
- . ) .51 : ®
’ ‘ 57 4 -, ‘
. - A




ERIC -

Aruitoxt provided by Eic:

12.

13.

14,

15.

How effectively are such

resources as staff conferences,
job rotation, guided experience
used in meeting training needs?

How adequately does the plan -
for determining training needs
operate?

How clear are the goals of the
training that is given?
w

How carefully are plans for S
training made? -

et
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‘ s B .
. * TO EVALUATE THE TRAINIUG ﬂBOCESS . ‘ . .
~ . | Y
LOOK FOR EVIDENCE ON -- L . o i
0 N *. clarity of training goals
' * -relationship of training to trainees' needs, interest, capacity
. * relevance of training to the problem to be solved
* - comprehensiveness of content in reiation to objectives
s ~ ’ ,
* variety and appropriateness of training~m§thod§_ ) ~
* interest to prospective trainees - !
* wuse of accepted teaching-learning theory
. , K 3
. * adequacy of physical accemmodatjons . - . o
* provisions for follow-up or check on application of training
. . e
a in each training course or program .
. hae— . “ - =
y : :
. . \ -
* AS REVEALED BY ~-- ey . o
* observation of trai‘iﬁg groups . 1
- ‘ r' ” J ”
* gtatements and recommedagtions of trainees and tHeir supervisors
] y - [} .
* inquiries and reactions vf pcteﬁtial trainees
* analysis of traigees' backgrounds - . gﬂ
* analysis of training goals, coﬁtent, méfﬁ;Zs o
L]
* etc. N /,' ‘ ' ' -
AND GOMPARE FINDINGS -- . ) .
\ - . / oL
4
*\zwith standards representing the judgment of
R4 ° ex er-ts , - r". "A ¢ . .
o Y otx inees) 4 - ’ ) B
Tyt . -, supervisors . ’ o ) . \
( ot - . ' e _
Co 0 L e ‘ ( T o
. M 53 . - )
’ ‘ N 4 N
. = : . N, .
. ()01 7 ’ " » ’\

- . * . : : l /7
. \}4 A . .t - - ‘ «
~ERIC ~. T » : - x
N »-
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o e . L e J . i
N 0 k) . ! - L
- .
* ’ A

N o '

% ofor successive groups of trainees give the ‘same general
trainjng. content in order to ‘obtain better information .
on which to base such_ judgments ‘ )

- < o ~ k‘ - . -
S i * Is the content relevant to the problem training
. ’ : is intended to tesolve? .
D A * TIs it comprehensive enough?
- ¢ " % Does it require dctive, position participation
by trainees? . ° .
. = - -
. ' % Does it,provide experience and practice as-well as
' i . information? : '
] . * ' A
. . "% To what extent does it tie in with trainees' personal
- needs and ‘interests?
* at changes, if any, should be made to improve the

elfectiveness of the training process?

A Y -
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.+ TRAINEES' EVALUATION OF PROGRAM ' ¢

(To evaluate trainee reaction to a student—-trainee program) ' -

- -
- N

N . ' ' ’
1. How did you become ‘acquainted with the student-trainee program?

N ) - : ‘ )
2. What was the nature of your summer assignment? ‘ \ .-

.--3. (a) How interesting'was your assigmment? .

Very Much Quite a bit = Sohewhat Very little

——i

(®) In what'ways did the assigmment-interest you?

. (cX_ In what ways was it uninteresting?

4. (a) To what extent did the work ?tilize your professional knowledge?

To the limit Quite a bit Some . ‘Not at all
. S —_ - -

(b) How did the work utilize your professional knowledge, if at all]

»

$. (a) Was’ the experience of &y value %o your professional education?

[y

Definitely . Probably ‘I doubt it - No - -

L]

ib) How was it of value, if it was?
ow

famili dld you become with ,other programs and responsibillties
.of the agen N
P

Yery famili’ar‘ Fairly familiar A little - Not at all o

7. I what ways, if any, did the work increase your interest in a career
in the agency’ Ad _

8. Making allowance for the temporary nature of jour assignment mark
the point on the following scale which best characterizes your
feelings about the'summer's experience:

1 ‘ 2 3 4 .5 6 7

Little . ) . Highly
Value R ' Valuable

9. How can the'program be improyed?

, -

10. Are you interested in further employment with this agency after you
complete your professional education? ’

55 ‘ ' .
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-

Remarks

Satisfactory
Needs help
Not applicable,

Outstanding

Was traiming based on a survey of trainee
problemiggand needs?

Did trainees know subject of session in
advance and come prepared to presertt
. problems and suggestions?

'4
3.  Was objective clear to both instructor and
trainee?

4. _Was material organized to provide step-by-
- step progtress in thinking’

- 5. Did session result in carefully thought out
solutions to problems considered?

6. Did trainees contribute to group thinking?--

. LN .
‘7. Was instructor successfdI in recognizing

" key points and in getting group to recog-
:>&\\\\_\~:jze them?

Was discussion concrete and practical and
. did it avoid strayirdg into abstract?
.
Did ‘instructor establish friendly give -and-
take relationship within group’

Was SUbJect adhered to and - dlgressions _
. avoided, even those that were interesting

but irrelevant to the-subject?

Did session move forward without waste of
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. GUIDE FOR OBSERVATION OF OFF-THE-JOB TRAINING

(Conference or discussion type)

-

B s
3
: > o .
- o [ y
" o = e Remarks
\ie |2 |9 |
c ] = [«
@ [ o
— - L |m m o
o | o
/ P Y
2 18 |8 |2
v _|= |=

«

12. Was training effective in getting at real
causes of trainges' difficulties?------———--

;3.' Did instructor help trainees to formulate
general principles for use "in solving
jFoblems similar to those discussed?-=--==---

14. Did instructor express his own ideas
clearly to group?-==——=-—=——oommmm e

15.¢% Did instructor draw upon previous experi-
ence of trainees to help solve problemg?----

-

16. Was appropriate reference made to related
previous training?e—w=--eecm oo

27, TBtC e

)
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EVALUATION OF ORIENTATION PROGRAM

Your looking-back-on-the-program observations WITT be of real help
to the Course Director in planning futuré programs and in getting

them presehgea as effectively as possible. Will you, therefore, AN
answer the following questiong fairly and frankly? You need not AN
sign your name. - .

{ -

Y

1. Is it your overall reaction that thghﬁrogram has been:

No Good __ Mediocre Good Very Good Excellett
2. Which sessions did you consider best?
! - 4
3. 1In what wayfs) do you !Eél the progra& as a whole will be of
value to you?
\ &

- N 2 -

4. (a)y In what way(s) was the program weakest? ¢ .
(b) What specific practical suggestions can you bffer to help
overcome these weaknesses? /

[4

5. What do you especially like about this agengy? ’

' . <
6. What do you especially dislike about it? .

- -

~

7. (a) ~Ha%e any of your opinions or attitudas been cﬁanged in the
' course of this program? Yes No "
(b) 1If so, which and in what way? ; .

- -~

8. Have you any ditional ideas, suggestions, or comments about
the progr f so, please let us have thenm here: L
- [}




COURSE DIRECTOR'S EVALUATION OF ORIENTATION

What is your rating of the program for each of the following items?
Circle the appropriate number. .

-,

) Very ’ Aver- -
- . ) c . . low Low age " High

Very

high

Physical arrgngement and comfort- 1
Group orientation----——————--- —— 1
Group Atmosphere------—-o-eeeooo 1
Interest and motivation-———=-—==-- 1
1
1
1
1

A -

i
LSRR SR O SIS EL "I Sl N

Participation---==-=c—eeeeeeeoao
Productivenesg==—=——=———m——moaaee ‘
Choicé of methods--—-=-===—ameeuno )
Communication-------=—=ccmmoe_

W~ O P oo
WWwLWWwWwwww

AR S SR SR Sl SR S o

(LR RV, RV RV, RV, RV, ]

- GOMMENTS :

. What to.copsider under the items listed:

1. Physical arrangement ‘and comfort:
* a. Did the seating arrangement contribute to informaljty and to
group participation in the discussion?

b. Could members see and ear each other clearly? Were dis-
tracting noises a unnecessary interruptions avoided- or
eliminated?:

c. Were the chairs comfortable?

d. Were the-ventilation, heating, and lighting arranged for
maximum comfort?

. e. Were the‘activities and rest periods well timed for comfort?
2. ‘Froup orientation:

a. Did group members understand the purpose for which they
were meeting? Do they know the meaning of 'orientation'?

b. Did group members understand cléarly what they were to do
and what "they could expect from the leader?

A4 -

3. Group atmosphere: :

a,. Did everyone feel free to ask questions, express his ideas,

agrde or disagree?
~b. Was the situation made codfor‘able for shy people to
speak up?

c¢. Were groupmembers given a feeling of friendly acceptance
or was the atmosphere cool, indifferent, or hostile?

d. Did the procedure tend to be formal or informal?

-~




4.

5. Participation:

6. Productiveness:

7. Choice of methods: -

8.

Interest and motivation:

a. How fnterested were group members? . . o
b. Did the discussion carry into the breaks-and continue
after meetings? .

c. Was there evidence of any serious thought being given
to the programs and problems discussed? B

d. Did interest and understanding remain relatively high,
or was it low much of the time? ' B

2. Were all members of the group involved in what was going on?

b. Did all members make some contribution?

¢. Did the leader and the more active members make it easy .
for the less vocal members to take part?

d. What-was the quality of the participation? Were group
members really digging into the topic?

e. Did the leaders get the suggestions, ideas, tomments of
the group on questions which came from the group?

a. To what extent did the program add to the knowledge, or
fayorably affect the attitudes, of its members?

b. Did members get something which they feel will be useful?

c. Did they seem to feel that the objectives, programs, and
activities of the agency are important?

d. Did they appeaf to appreciate how their own activities
@onfribgte‘to agency -programs and objectives?

a. Were the methods used the best that might have been’ chosen?

b. Would other methods have saved time, made for greater interest,
more péYticipation; produced greater undé}standing?

¢. Were methods varied to fit particular purposes and situations,
or was the same method used for everything? -

d. How well were the methods adapted to the experience and
competence of the group? ) -

Communication:

a. ~Did speakers and group members speak clearly, and ldudly
enough so everyone could hear? ' -

b. Were ideas expressed in words wa@h everyone could understand?

¢c. Were speakers and group members trying to communicate ideas,
or were they trying ‘to impress others with their knowledge?

d. Were the examples chosen to illustrate points the kind with
which most group members were familiar?

—
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_ FACTORS TO CONSIDER IN INSTRUCTOR APPRAISAL

THE GOOD INSTRUCTOR " | AVERAGE

States title and objectives of
the session

Motivates students

Explains new words and terms
Uses practical, everyday examples
to clarify points in the lesson

Relates the instruction other
" class or shop work,

. .
Uses instructional aIds/éffectively..

-

Stimulates student participation

Checks frequently for understand¥ng
of things taught

Uses good questioning techniques

Keeps. discussions on the subject

Sees that discussions reach g
satisfactory conclusion

Stresses safety precautions

Varies methods to provide for most

effi¢ient presentation
D,

Summarizes the session, ..,

Makes definite assigrments €tells
what, how, when, why)

Provides references....,

{

Gives evidence fhat he knows the
subject
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19. Uses language appropriate to the
BTOUP: sossssassssssassssasnssnnsnns 1l K I I &
20. Maintains good poise and bearing...| 1}2 |4 -5
; . .
~21. Has pleasgamt voice and easily .
i cunderstood diCtion..eeesdioesarnass| 142 3 14 5
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. .o CHECK LIST FOR EVALUATION OF TRAINING '
. ’ /a-.. -~ . T T~
ITEM : "% Iyor 1 Low HIcH @
APPLICABLE( 1 | 2 |3 | 4 | 5.
) . -~ o A
How appropfiate is the training to the « 7 ' Q‘/ g
.objective it is intended to achteve?... - L
v How cledr is the objective, both to
trainees and to those respongible 3
- for the:training?.......;;..cft ..... - - )
How apparent to trainees is the im- Jols i ®
« - portance of what is“being taught?......
* How tlosely related is it to trainees' i
v ‘ngeds and interests as they see '
"~ those needs and interests?.........n..:
How clear isits relationship to their
® own jobs and responsibilities?....a...: N
How well is what is going on related to - * S
" " what trainees already know ‘and . » *-
. understahd?....... Ceereeeree e
"How appropriate is the method(s) to the
" objectiffe and the content of training? U
How well is trafnees' interest caught
and held?.. .. .oulinennnn.... ..., R
‘ To what extent dé trainees have an . ~
opp&ituﬁity to participate actively '
and-persdﬁally‘ﬁn the .training?....... : .
. JHow adequate,is the discussion leader's ‘
e kquiedggggf\his subject?i.seeiuin.. E
o Hov able is'he®n clarjfying and getting -
understanding of diffdcult problenms g
and ideas?................ P T ﬂ y
How effectively is the time that is
. ‘available for training used?..........
How well ‘balanced are the tReoretical and / b
the pgactical phases of the training?. -
) How/ smooth are thg administrative mechanics
e of. the program?...........cc.feuunnn.
*  ..How well can trainees see whatever is
¢+, o being shown?u.e..vieieeeennnn.. e -
o Ho well aen they hear what is said .. - +
both by guest speakers and by other = ’ . -
*  trainees?....... e et R R b
How effectively are'tra}qeeQ' suggestions ! <
for improving the training obtained -
and used?.... ... 0eunn... LR NN ‘
1 . . ., - o~




- =

How ddequate are provisions‘for letting , .
trainees know how they are doing at
" yarious stages of training?...........
To what-extent is opportunity provided
trainees to practice ---either with
the group, on’ the job, or otherwise —-
the things being taught?............. .
How realistic is this practice? ‘/........
ort has been made to provide a
climate whiqhowill encourage trainees

to apply the training?.....e..ceevenen

N\

’ of

,,,,,




TO EVALUATE RESULTS' OF -TRAINING . .
LOOK FOR EYIDENCE on-- . o
* knowledge of what was taught _

IR interest in, understandingftéeceptanqe‘Qf what wag taught
4 h L v

* eon~job use of what was taught and reasons 1f not used

* effect of training on such spegifics as--
--agency's operatihg problems '
--quality and quantity of work ~ ° S |
--public or customer satisfaction with préduct or service
--sunw?VT_br emﬁio?@e and/or_work group relationships
' ployee will. to work, pride im work, morale .
--agency's ability to attract and hold employees of the
\ type and caliber desired
--agency's ability ‘to meee\promotion, expansion, change—
s . over staffing needs

A3

AS RE¥EALED BY->

1 ! v
-

* test scores ~

* performance ratings

?I§Q§5£¥9£10n on the job

\lanalysis of personnel records and reports

** ingpection and audig reports and recommendations
= o . T%E" .
* analysis of producﬂlon, cost, and othep-manZgement data}
LS _OinEsmandg
4 o o
* " statements’ of trainees « - - -
.o — C , . .
~ * gtatements of supervisors), staff officials, executives.

"k etc. . .
st " v, \?' - X 3 -
AND COMPARE RINDINGS-- B, e T
’ L]
-
* «with standards repgpsenting bhehJudgment of,
‘ " --trainees S .
. —-superyisors - ’ .~ ' S .
.~-management < . - ’
. 8 ,

- .
A ¢ . rd

* before and after trEinigg
v s - \
‘ }, ' 3 71 bl | !

n‘ A ’ -
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* for trained versus untrained groups .
- - - »

.7 % with definite measures, known pr desired .

I \ t - t . "
. in order to obtain better information on which to base such

' Tadgments a asi . L - O )

’
s -

e L 4

- =, "“:"”ff?"“”*"HUw“w!:}f&t&ﬂfrﬁfﬂfﬁg'gﬁffﬁﬁd"in producing the desired = -
- R 7 change? in employees knowledge? skills? attitudes? L.

e, -'behavier o’

e —?" ‘,_ -

B N
g ’

- L . *x  To what extent did it resolve the probTem i was designed to
) ) . ‘resolve? .
- . S LN o
. % 'If the desired changes did mnot occur, why not? (Had ¢ .
toe & N trainees the background and capacity required'z Did the
, _» work situation permit and .encourage them to apply the
- tralnlng?) . .
. \ Y
o . * .What other changes, if any, did it produce? Were they '
" - ”good or bad° N *
T _ ° - g
o - *Whab changes, if any, should be made to get better
< . training results° !
. . . ’e ' .
’ . v ' * .
“ B ; .
- . . -
- - /‘. . \ .
- \_ N -
] . b} . . . 4 '
. | i . .
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* ASK THE NEW EMPLOYEE:- . O

g

GUIDE FOR EVALUATING INFORMAL ‘ON-JOB TRAINING

¥ ¢
\ «

1. What is your ng here” Or “"Tell me somethlng about '
ygrr work." - i

.
[ . 3

2. 0 helpgg_ygu,leaxauEe~&o~your“—B”'——'- Lo v -

e

‘ ~

X« 3. What does.your Service do?

.

4.. Who is your supervisor? " + ' : RS .' e
5. .Where would you find the Department's personnel policy, oo
e ~appeal p:otedure, or 1nﬁormation on conduct expected of L
a Department employee? T o
" 6. Do you have a copy of the’ Department s employee handbook” .
7.+ What *has been done to help you get acquainted? ., . 0
8. What do you like most about your work? . T
- .- [
ASK THE EXPERTENCED-EMPLOYEE: ' -
1. What is your jeb? -~ s L ..,
2. What does yourWork group do? ‘ . L= *
3. Who is your supervisor? oA ’
4. What does your supervisor do to help you? . .
» What Kinde of meetings do you attepd? ~ -1/ )
"6. What do you think of the State Employees Lifé Idsurance | >
. Program? .
7. . Would yeu do what you are doing dlfferently if you had .~
- a chance? .
® 5. that advantages are there to being an employee in-the .
« Highway Department? " ér\ 5 \,_//; . . )
", 9. Have you ever helped a n 'loyee get started in his ~’
job?
' 10. How does your #$upervisor go about- ratfhgayour woxk ~
aperformanCe' i
ASK THE SUPERVISOR: . - T e . ) ‘
. L ; ] - TN e e
+ 1, what does' your work - gpoup do? . - ) ‘ s
2. How far ‘ahead do you ave your work planned?
-3._'What is your poIicy od granting leave to your employees7
%. How often do you talk with . ‘your staff ag-a gtoup?
5. Who relieves you or takes’ your place when you are
avad? \ . R ,
6. *How.do you det1de :‘bfwell or,how much work an employee “ e ”"
o should do?. - - o]
" 7. De you haveé performance standardg for all employees yow
' supervise° In writifig? - When, and how do you discuss = .-
them with your. enployees? . 'A’, s v oL T i
\ 8. What is your policy or handling a complaint from anp &:4
D . employee7 ' . . . .
. . ) ., . O .
~ 67 - . ' , ¥
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APPRAISAL OF END RESULTS

. + “ .

Training Objectives

i

Information Sources and Appraisal Methods’

1. Degrease in break-in
# time of new egployee.

-

1
- 3

e > s
FUE T ¥ M e b ems s v

Increase in iptoduc-
flon of'an employee
or group of employees.

< .

Elimination of bottle-
neck.'s.; : “ ,

.«
v
N

Cyntajlment of
operational errors.
3 r

.

If some employees participate in a planned pro-

* gram of training and othersg do not, have super-

. visor rcord date when each reaches acceptable .
level of production. |
Determine averarage time required to bring traimed
workers and those who receive no organizef train-
1ng"to an aeceptable level of production.

Using prodﬁ‘b(ion records, compare Lptoauction

of the employees or groups of employees before
and after training. ) .
Compare productien of trained employees with

that of employees or groups that did not ~°
‘receive training. .
.Compa?e production records before and affer ’
training. T ‘ v
Detegnine number of man hours saved per
month, !

Determine wherher deddlines Yyere met

JBooner by eliminafing bottlenecks..

Use recorde-of supervisors and inspectors
on rejected work:.a salvage. Compare
before and after training.

Detemﬁ:e average number of rejects, errors
or amount of salvage per worker before and
after training.

Decrease in amount of
time equipment is with-

. drawn from productidn
for repairs and in cosg
of maintenance and
repairs.

.

Decrease in
accidentd~

Use maintenance records indicating number of
bours per month equipment ig in shops-for: -
' repairs, and records shawing. cost of -repair
-or maintenance. .

Compute amourt of time, equ pment isjout of
service for each worker orf unit. ’

Compare averuge repair time or cost per

trained worker or unit before and after

training. . .
Show difference in production. Compare “ho::?}t
saved.

) L‘ing tompensation records and records of
safety engireer and health units showing
frequency and severity of . accidents, com-
paze safety reocords for period before and
after training. Also compare safety
records of groups trained with those not
trained to determine whether improvement
can be traced: to trairing.

b.' Detprmine cost of accidents for the two

.periods compared.

‘{Sho'u cost of time lost. o

1




Aruitoxt provided by Eic:

’ 1

7. Introduction of s.
nevw aethods and .
* procedures. ‘
- ' .| b..

8. Improvement in a.

rk habits.
9. Incresse)in skill. - a.
] { 1

b.

10. Improvement in a.

, attitudes or morale

N L.

11.

12,

‘ju\dpent

-

) 5 "

.
o

Compare, if possible, timé needed by trained
and untrained enploy;gs to adapt themselves
to new procedures.
Compare the ¢ffectiveness of the yse of the
nev procedures made by the two groups.

. . .o
Compare supervisor's rating of work habits ~
before and after training, based on rating
guide for work habits which supervisors
ag_ider most important to perfomance
of the job.

[

Compate supervisor's ratings of skill

as shown by operations or product pro-

. duced before and after training. Rate
skills at least one month after training

is complered to determine retention.

While increased skill is the imhediate
objective, the final results depend . )

upon the application of the skills to
improved production.

- .

.

Improvenent in

~
~ ] 3

.

Decrease in reassign- "<
ments or releases nec\eh-
sary because the worker
does not meet require-
production *
"and guantlty..

Compare before and after training the overt
evidences of attitude or morale which ind4~
catgd the need for training, for example,
high rate of absenteeism or discipfinary
actions required.

Compare with similar group not trained.

Use to measure the resultz the same
criteria which indicated the need for
the training; for example, the mumber
of lppeals from decisions.

'ﬁ; CPO recordg of réassigmen:s anth '
‘relefises and supervisor’s stategent of

'cause of, each action, find out the number

_. necessary because worker did not meeét re-

quirement® for proauction quality and quantity.®

Eliminate all cases for which training could
oot be expected to solve the problem,

.

_ b Compare nugber and percentage of those who
received training with those who did not, or
N cowpare turnover rate for this cause before
o * and after training.
- 4 ' ‘ )
B A : i '
. - . 4 . B s - v
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~ EVARUATION OF TRAINING

Ask for samples and concrete examples where appropriate. Check:

1 -- If situation vevealed .is inadequate; e.g.; no plan exists,
nothing is being done, employee doesn't know or understand.
2 -- If situation revealed is satisfactory; e.g., there is some
plan, somethidg is being done, employee knows and und;%stands.
o 3 -- If situation revealed is highly satisfactory; e.g., there
! is a good plan, job is being done thoroughly and well.
. 4 -- If question is not applicable. - .
~ ) R B R '
B . ' Item - o Rating Action
. U IAEIRA indicated
- ORIENTATION

Ask the supervis&;:

B QTat plan does,the office have for
- orienting new employees?

o What matexials, assistance, and
- guidance are given those who do
the orienting?...... . ‘
What followup is made to ensure that l
the job is actually.done?...........
How is re-orientation handled when
% . ’ experienced employees transfer
v

" Ask a recent appointee: ~ . .
How did you, learn your way dround -
whHen you first came to work

-—
.

What-did other employees do to help®..
What did your supervisor do to help
= "What written materials were given you? | o
How worthwhile do you consider the job | hat . .
{ of this agency?....." . i )
““How daes the work of your office help
"+ L get that job done?

«
©
-

4
...................

is this a good outfit to work for? ) )

3 ol s
Ve \\th?.\. ...... P e ettt e e e

Sholild anything ‘be done differently * °|. i S
"“1n orienting new employees? If so,




;. = . ) v ° ' o
. TRAINING FOR CURRENT ASSIGNMENTS N 7 ¢
Ask the supervisor: .
What do your employees do as regular -

WOTK? ittt iiniieneneneaanns pee e ' AN
What do they have to know in order

employees' performance?.............
How effective do you consider these

Measures?..ceeeeeeeenes et e ¢
¢ _ How do you think employees feel about
’ them? . ottt iiir e ) )
What resources and help from others ’ =

do you use?. . ittt
What changes, if any, should be made
to improve this trainirng?...........
Ask an experlenced employee:

Why is it dome?... ..o g ~
What do you have to know to do it well?
How did you learn these things?.......
What information and help do you get. ' -
when work methods change or new '
assignments come uUp?....... L. nenn . 5\
How often do you discuss work and work .
plans with your supervisor, either
indtvidually or with other employees?
Do you think your supervisor is

2 . Why “do you think this?............ .
How do you know what improvements
‘ need to be made in your performance
on this job?...ieeieiiiiiiiiieennns
What changes, if amy, would you suggest
. to improve the ‘way employees learn ; .
to work here?. ... it

DEVELOPMENT OF POTENTIAL FOR THE FUTURE
r
Ask supervisor(s) of various levels:
What plan does this office have for
developing employees to replace
those who will leave?.... feeee e
How well does the plan work out in
practice? ..ttt I

»

\‘1‘ ~ -‘ 77. s,
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How do you spot “employees with

- potential for development .. .
) and advancement? ..... T T PRI &
What do.you do about thém?7......... v o,

‘"How are employees selected for training
- that is expected to 1éad to . .

promotion?....uiii.uos .............;”.:ﬁ...J

7.7 How do you make sure thgt other SR Yy
.. . qualified employees aren't over- i?"}. o
) . vt looked?.euevsinneenennnnn. e .3;;5& !v;....
: "How is the progress of trainees chec‘.ﬁﬁf....if
. What happens after they complete . .
' training?..... Feeen s R R SO T

What effect, if any, do training _
- activities have on your agency's

ability to meet promoetion, ex- .

pansion, change-over staffing

needs? ... i iiieen, e e PN

Ask seyeral employees:
" How do empfoyees learn what experlence
and training are required ’ A
LS for other positions?.......... I A
What guidance and help in ‘self- ’
development is p¥ovided for
employees? vttt Mee e s Fereas
Do employees here do much on thelr
own to qualify themselves for
‘ .advancement? What kinds of things?...:....
What training is given by.the agency

to help employees qualify for

* How do employees get into these
PrOBTaAMS T sn s e insenensenseunsesenasnsnsenns
How well does the training work out?...........
How many employees who complete .
training -- gp their own or with

IMPROVING SUPERVISION

Ask an experienced supervisor:
! What does this office expect of you

o as a supervisor? ... i iiiiiiiiiiiiaes P
Do you have difficulty being this
- kind of supervisor?......... N e
What do you do about it?...... N i
What help do you get from your chief?.,..-.....

What aids to supervisory improvement
(e.g., training courses, guides, special
news letters) are provided by the agency?,. |

[
= 71
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What help‘do you get from the tralning
staff? .................................
How "are you kept up to date on things?.....
How often do you attend conferences
~ with other_supervisors in the
organizatid¢n?............ i,
Have you everuﬁxézd out on the job any
of "the new sipervisory theories and
practices you have read or heard

How did they wOTk OUE?..veienrnennnnnnnnns
What could the agency do that would most
help you to become a better super- *
£ T 3 o S T

Ask his superior:
What do you look for when you select

a nNew SUPervVisor?...ceeerrnrenososas .
How do you judge these things?.............
Wwhat help do you have in making these

judgments? .. .eireeneii it iraeaaannans

What do you expect the supervisors- =~
responsible to you to do, and what
do you want them to be like as
SUPETVISOTSTeseereieireennnanscnnananns

How do you get this across to them?

What is done to help them becomg this

How often do you hold staff conferences
with the supervisors respon51ble

What has been done by this office during
the past year to improve super-
vision?e.iiiereeaenne Cereriiae e

Ask an employee?
How does a person get to be a super-—

visor herel...ccooe.. Gttt eeenssnnanons

What kind of person do they seem to

want the supervisors to be?.;,..........
What is done, to help them become that

kind of supervisor?....c.eciciciiiinann
How much information and help on super-

visory practices do you_ think they

. receivel. ittt ittt e it s e e
What additional help, if any, do you
think should be prqvided?........ .....
. o
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ST’RENGTHENING EXECUTTVE LEADERSHIP B Lo
& ‘ .

o

Ask management off4cials: ‘ ' .
What has yohr organization done to ; !

~What are the general findings and their
~ implicatidns for.-.the future?,..
What is being done about this?.., .
How current is your inventory of key L
positions and your data on actuals

What do you do about counselling them?.
What do you look for when you fill °
executive positions in this

How do you identify executiye potential?
What development opportunitiés--formal .
and informal--does your agency N

How is executive development tied in
with recruitment at entrance levels .
and with training at 1dwer and ' -

To what extent do you feel the executive
development program is achieving ‘,
its objectives in improving
performance in present positiqns”
-- in helplng meet promotion, . ‘.
expansion, and replacement needs?..’.

Do you have a plan for your own

How-well are you able to carry it q\f?. »
STRENGTHENING PRdFESSIONAL LEADERSHIP
Ask professional employees (in addition -
to pertinent questioms listed elsewhere:)}

Hew does this agency handle attendance
and participation in professional

How often do nonsupervisory professional’
employees go, at ageycy expense?..%.....

L}

P , 3 & '<\“ -
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'
- . - 1‘
N At .
«
®

N What seminars, lectures, and other
‘ proféssional training opportunities’
¢ . are aVailable,hefe?...;%é;...........
. What. provisions are there for visiting
' “other professional igstitutions?.....
What other steps havée been taken tg
foster interchange of professifnal
RN © Anformation?....eieieniiietinneian.s
What has the agency done to promote
recognition pf professional
achievemen¥ by employees?.......ccuv..
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